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ñIt's almost impossible to overestimate the importance of culture in social and economic 
regeneration. The quality of culture is the glue that makes things hold together - it makes people 
love a place and want to stay there, and it makes others want to move there, to bring up their 
children or start a business. And itôs particularly important for Norfolkò1. 
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1. Background  

Derehamôs Memorial Hall is perhaps the most interesting of the districtôs performance venues and 
offers potential for improvement.2 The Memorial Hall is a grade II listed building. It was built as a 
high class carriage factory around 200 years ago, around 100 years ago it was converted into a 
cinema and then in the 1930s a swimming pool and dance hall as well as a cinema. At the end of 
World War II, it was purchased by the East Dereham Urban District Council for use as a memorial 
to the dead of the two world wars. It has changed little since conversion into a cinema, the main 
improvements being the addition of bar and kitchen in the early 1960s. 

 
The Hall can currently seat 360 people for theatre shows which makes it a medium sized theatre 
larger than Norwich Playhouse, Kings Lynn Arts Centre and the Bury St Edmunds Theatre Royal. It 
has the advantage over these venues that the chairs can be removed and activities can take place 
on the flat floor making it popular as a community venue. 

  
The Memorial Hall has in all its guises formed an important cultural centre for the town and 
surrounding areas. There are few people who have been brought up in the town who do not have 
fond memories of attending activities at the Hall. 
 
The buildingôs last major refurbishment was in 1949. Various additions, improvements and minor 
repairs have been carried out since then, but the building has now reached the point where major 
refurbishment is required otherwise it will have to close. Closure would be a great loss to the 
cultural landscape of Dereham and mid-Norfolk. A refurbishment provides an opportunity to address 
additional needs identified in various consultations and strategies, thus improving and developing 
the cultural landscape of Dereham and the surrounding area.  

 
 

2. Project Aims 
The aim of the project is to enhance Dereham as a place to live, work and locate a business in, 
improving the quality of life in the town by developing the social and cultural opportunities it 
provides. This will be achieved through the delivery of the following objectives: 
 

a) Extending the role of the Hall as a live performance venue  
b) Increasing the availability of community meeting rooms 
c) Increasing the number of people attending cultural events in the town 
d) Increasing cultural opportunities for young people 
e) Extending the Hallôs use as an arts centre 
f) Enhancing the position of the Hall as a memorial to the men and women of Dereham who 

have died on active service since 1914 
 

Enabling these activities to continue on a financially sustainable basis requires the achievement of 
two further objectives: 

 
g) Enhancing the potential for generating income from commercial lettings (conferences, 

weddings etc) 
h) Making the building a flag-ship for sustainable and low carbon operation 
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3. Project description 

The project has two phases: a capital phase and an ongoing revenue phase. 
 

The capital phase will see the existing grade II listed building fully refurbished and extended with 
the façade restored to how it would have looked when first built. The extension will see the floor 
area increased by 50% and the number of possible meeting spaces increased from 1 to 3. 
 
Once the refurbishment is complete, the venue will become a community and cultural centre for 
Dereham and surrounding areas, which will offer the following improved and additional facilities:  

 

 An art gallery and workshop area  

 Bar/cafe 

 An improved multi-purpose large hall with facilities for: a 300 seat theatre, cinema, 
conference venue and community events using either a flat floor or raked seating. 

 An improved Kitchen 

 Small multipurpose meeting room for 50-60 people 

 Upgraded stage lighting and sound infrastructure to professional standard 

 Cutting edge low carbon heating system 

 Additional changing rooms 

 Office space for programme manager 

 Retractable raked seating 

 New toilets 

 New reception area 

 New secret link to Dereham Operatic Societyôs premises 

 New memorial to war heroes  
 

 
Following on from the capital refurbishment, there will be a three year revenue project to promote 
the Hall. 
 
The revenue project will deliver: 

 A professional programme building up to 45 professional shows per year 

 Additional cultural activities directly targeted at young people 

 Increased income from commercial lettings to support community activities 
 

 
4. Project location  

As the Hall has the advantage of a central location in the town, there are no parking problems as it 
is close to two of the townôs main car parks. It is within a 20 minute walk of 90% of the townôs 
population and within 5 minutes walk of the main bus interchange in the Market Place. It sits within 
the cultural hub of the town being close to the leisure centre, cinema and town centre.  

 
Dereham is the major service centre for mid-Norfolk with a population of 17,000. The town also 
serves an additional rural population of around17,000 giving a total of 34,000 people who look to 
Dereham for their key services. Dereham is the second biggest town in Breckland and the fifth 
biggest settlement in the County. It is located in the exact geographic centre of the county with the 
nearest venue of a similar size being in Kings Lynn or Norwich.  
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5. Project justification  
 

Improving the cultural infrastructure of the District. 
ñPerhaps the biggest contribution to improving the Breckland cultural offer would be to enhance the 
existing infrastructure intelligently, to enable a broader range of programmes to happen in decent 
quality surroundings. The effect ought to be to raise aspirations, build markets and improve the 
dynamic of the market townsé. The two key areas for development would seem to be Dereham 
and Thetford. Derehamôs Memorial Hall scheme has been soundly researched and is a clear 
response to articulated local needé. This looks to be an excellent development, creating the right 
size venue with a range of flexible spaces, which could be programmed in a dynamic way across a 
wide range of genres.ò3 

  

Proposed changes Justification 

Refurbishment of existing 
building  

An options appraisal was carried out to understand if refurbishing the 
existing building is the most appropriate way to deliver the aims and 
outcomes (See section 9). Refurbishing and extending the existing 
building was shown to be most effective. 

An art gallery and workshop 
area  

The lack of exhibition space for local artists was identified in 
Breckland Councilôs cultural strategy. The lack of good quality 
exhibition space limits the opportunities for local artists to market their 
work locally. The area for workshops will enable more people to have 
access to the arts through professional demonstrations and 
participatory workshops. 
This area will also provide additional income for the building and keep 
the building open during the day.  

Bar/café The bar is required for evening shows and weddings and provides an 
additional source of income. 
The café will open during the day and complement the art gallery. It 
will bring people into the building during the day and also operate as 
an over the counter box office and provide additional income.  

A multi-purpose large hall with 
facilities for: a 300 seat 
theatre, cinema, conference 
venue and community events 
using either a flat floor or 
raked seating. 

The existing main hall is well used and well established but has the 
potential to be used more intensively and more flexibly than is 
possible at present. 

Retractable raked seating Currently the main hall cannot be used for both a seated and non 
seated event on the same day because of the time it takes to put 
away and lay out the seating.  
The introduction of retractable raked seating will enable the main hall 
to be used twice as much as it is currently used, thus generating 
additional income and providing additional community use.  
The raked seating will also provide more comfort and better sight 
lines, improving the customerôs experience. 

                                                 
3
 Breckland Cultural Strategy 2006 
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Proposed changes Justification 

Upgraded stage lighting and 
sound infrastructure to 
professional standard. 

When live shows are organised or when community organisations 
and schools wish to use the hall for live shows, large amounts of 
equipment need to be hired in. Without this infrastructure it would be 
much more expensive and in some cases impossible to 
accommodate live shows.    

Install stage lighting and sound 
equipment.  

In addition to the lighting and sound infrastructure there will be the 
addition of lights and sound equipment suitable for 80% of the events 
organised by schools and community organisations and professional 
shows. This would reduce the overall cost of putting on an event 
which will help with the financial sustainability of the live programme 
but also encourage and enable schools and voluntary organisations 
to use the hall for live shows. This equipment would pay for itself in 
166 shows; a timescale of around 4 years.   

Small multipurpose meeting 
room for 50-60 people 

There is an identified need for a small meeting room for 50-60 people 
to be used by clubs and societies. The proposed room has been 
designed to be available for commercial daytime meetings, in order to 
provide additional income.  

New toilets The existing toilets are poorly positioned with insufficient numbers 
and quality. Toilets have been relocated, with improved and enlarged 
facilities. 

Kitchen The kitchen is required both for small scale catering and for preparing 
cold buffets for parties, events, weddings, conferences etc. Although 
a kitchen is not a major use of space, without one opportunities for 
lettings would be limited. It has been designed for general community 
use, but with the potential for outside caterers to adapt it for 
sophisticated dining options.  

Additional changing rooms 
 

The small meeting room will also double up as an additional single or 
double changing room for productions involving large numbers of 
people. Without this facility use of the hall by Dereham Operatic 
Society, schools and other organisations would be limited.   

New secret link to Dereham 
Operatic society  

Dereham Operatic Society are regular users of the building and use 
the building in conjunction with their own adjoining premises. Their 
requirement for changing space is particularly complex because of the 
wide range in age groups participating in their shows.  A secret link 
has been created between the Operatic Societyôs building and the 
back of stage. This will enable the Operatic Societyôs studio to be used 
as a changing area with direct access to the stage.  

Office space for programming 
manager 

In order for the venue to operate professionally there needs to be an 
experienced professional in control. While it would be possible to 
locate the manager at the council office, it would be more effective for 
the manager to work on site. 

New foyer area An important improvement, first impressions count! The current foyer is 
cramped and unwelcoming. Making the foyer open, airy, bright and 
welcoming, will encourage repeat visits. 
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Proposed changes Justification 

Cutting edge low carbon heating 
system 

Reducing carbon emissions will benefit future generations.  
Having an efficient heating system will reduce running 
costs and aid financial sustainability. 
Cutting edge low carbon heating systems will provide an 
example for business and other community buildings 
encouraging the wider adoption of low carbon 
technologies.      

New memorial to war heroes 
 

The Town Council felt it was appropriate to re-establish the 
building as a war memorial by raising money through public 
subscription and commissioning a new piece of public art.  

 
 
 

5.1 Need for more live performances 
 

The Breckland Cultural Strategy has clearly identified the need for additional live performance 
venues in the district in order to improve the cultural offer. The research from this study is backed 
up by other studies and work.   

 
Regional trends  
Surveys carried out by the Arts Council in Eastern England indicate that 60% of the population 
attend at least one live performance a year and of these 34% attend 3 times per year and 6% 
attend at least 6 times per year. Taking the population of Dereham (including the Scarning estates) 
of around 19000 this would give a total of 26500 visits per year. Subtracting the existing theatre 
visits at the Memorial Hall of 8,500 (Dereham Operatic Society performances) leaves 18,000 
unsatisfied theatre visits per year. This equates to an additional 60 live performances in the Hall per 
year. If the wider population looking to Dereham as a service centre is considered, this figure would 
double. 
 
Local research 
The figures from the Arts Council are backed up by the Breckland Retail Study of 2004 which 
showed that 50% of people from Dereham attended the theatre at least once per year: their usual 
theatre destination was Norwich. In Swaffham only 34% attended the theatre at least once per year: 
their usual theatre destinations were Norwich and Kings Lynn. As less people from Swaffham 
attend the theatre it can be inferred that with increasing distance from a venue, attendance 
decreases.  
 
These figures demonstrate that there is a demand for live performances and some of this demand 
is being met through visits to Kings Lynn and Norwich. This still however leaves a latent unmet 
demand and through proper programming, this demand could be met in Dereham.  
 
Testing the market 
While regional statistics can give an indication of a potential demand, the Town Council were 
interested to see if this theoretical demand reflected reality. Between October 2008 and June 2009, 
the Town Council organised a trial programme of nine additional shows. The shows were well 
received with the programme nearly breaking even on direct costs. Additional sales of 25% would 
have seen a break even on all costs. Evidence from an established theatre demonstrated that ticket 
sales increase during the first 2-3 years of running a professional programme4. With these facts in 
mind it is reasonable to assume that over a three year period audience figures would develop to a 
sustainable level. 

                                                 
4
 Personal correspondence with the Rhodes Arts Complex, Bishop Stortford. 
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5.2 Do people want improved theatres and live performance venues in Dereham? 
 Breckland scores the lowest of any district in the county for the provision of theatres and concert 

halls with only 24% satisfied. 30% are dissatisfied with their provision.5  
 

5.3 Need for additional small meeting space maximum 60 persons. 
A survey of all community venues in the town showed that at peak times there is limited space 
available. These peak times are all evenings except Sunday, Monday and Tuesday.  

 
 

What are the benefits of having an improved community facility with a live performance 
venue? 

 
5.4 Social Benefits. 

Different people wish to do different things in their spare time. Having as wide a mix of cultural 
activities as possible will deliver improved social and community wellbeing, by providing the 
infrastructure to enable people to meet, socialise and maintain social networks. It is well 
documented that reducing social isolation provides health benefits, particularly for older people.  

 
5.5 Economic Development 

At the beginning of the 21st century, industry is more mobile than ever before. Businesses regularly 
relocate all or part of their enterprises. This creates competition between areas to attract 
businesses and the jobs which come with them. Decisions to relocate are not taken purely for 
economic reasons; instead, great emphasis is placed on amenity and cultural provision, because it 
is easier to attract and retain skilled staff to a location which offers a good quality of life. 
     
An improved community facility will also have a direct financial benefit for the night-time economy of 
Dereham, increasing spending in auxiliary businesses such as pubs, restaurants and taxis.  

 
5.6 Reducing crime and the fear of crime 
  Increasing the provision of a broad range of cultural activities for all ages will help to keep the town 

centre alive at night by bringing people in who would naturally also frequent pubs and restaurants. 
Increasing the mix of people using the town centre in the evening would have a calming effect on 
the town.  

 
5.7 Schools 

Dereham has two high quality secondary schools: Northgate High and Neatherd High. Northgate 
has specialist status for arts and as such has developed as an inspirational centre for young people 
interested in the arts. Both schools will benefit from an enhanced Memorial Hall through the 
opportunity to work with a commercial art gallery and professional artists. 
As the General Manager develops the arts education element of the project (see 12.8) close links 
will be developed with both schools so that the programme and any workshops can, where 
possible, complement the work of the schools.     

 
   

 
 
 
 
 

                                                 
5
 Ipso Mori for Breckland Council Best Value General User Survey 2006/7 
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6.   Project development 
 
 

 Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep 

Build                     

Complete detailed plans                                         

Complete bill of quantities                                         

Tender contract                                         

Start on site                                        

Build                                         

Handover                                         

                     

                          

Marketing                                         

Start accumulating mailing list                                         

Press releases                                          

Unveil branding                                         

Set up web-site                                         

Set up ticketing system                                         

Compiling programme                                        

Printing and distributing programme                                         

Promote venue to potential users                                         

Promote first season                                         

                     

Staffing                                         

Advertise for Programming Manager                                         

Select/ appoint                                         

Start                                         

                     

Programming                     

Book acts for opening fortnight                                         

Book acts for first season (Sept-Dec)                                   

Book acts for second season Jan-July                                         

Opening programme 4 shows 2 weeks                                         

First season                                         
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7.   Project objectives, targets and outputs  
 

Objective Output Target 

Increase the 
availability of 
community meeting 
space 

One small meeting room. 
One multi-use large hall with a 
seating capacity of around 300. 
Gallery space with workshop 
area. 

Year 1       40% occupancy 
Year 2       50% occupancy 
Year 3       60% occupancy 
 

Increase income 
from commercial 
lettings 

Income from commercial letting 
in the main hall 

Year 1       £5,500 
Year 2       £8,010 
Year 3       £8,760 
 

Increase income 
from commercial 
lettings 

Income from Gallery Year 1       £3,000 
Year 2       £5,000 
Year 3       £5,000 
 

Increase the 
number of live 
performances in the 
town 

Multi use hall with retractable 
raked seating 

Year 1      20 live performances 
Year 2      35 live performances 
Year 3      45 live performances 
 

Increase financial 
margin on live 
performances 

Annual margin of income over 
cost of live performances 

Year 1      (£30,000) 
Year 2      (£14,522) 
Year 3      £5,760 
 

Increase cultural 
opportunities for 
young people 

Number of events specifically 
targeted for young people aged 
11-17 

Year 1      3 activities 
Year 2      5 activities 
Year 3      6 activities 
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6.  How the Memorial Hall Project fits Breckland Councilôs Aims and Objectives. 
 

8.1 Building Safer and Stronger Communities: Ensuring Communities are Safe, Secure, Integrated with Fairness   
Equality and Opportunity For All.  

Breckland Council Objective Direct impact from an improved Memorial Hall 

a) To tackle anti-social behaviour Additional meeting space will be available in the extended hall suitable for youth clubs and 
similar activities. As part of a programme of live entertainment at the hall young people will 
be involved in identifying the types of live entertainment they would like to see. 
Both of these outputs will deliver diversionary activities for young people and tackle anti-
social behaviour.  

b) Reduce fear of crime Increasing the provision of a broad range of cultural activities for all ages will help to keep 
the town centre alive at night and provide a calming effect on the town centre. 
 

c) Promote a sense of community 
belonging and pride 

It is well recognised that having a place where people can come together and express 
themselves with like-minded people promotes a sense of community, belonging and pride. 
The extended Hall will have an additional 50% floor spaces and more flexible areas 
enabling more local groups to meet more often. 
 

d) To ensure all Breckland Councilôs 
services are provided in a fair and 
equitable manner 

The Hall is hired to many groups both from within the town and from the surrounding 
parishes. The Town Council currently charges a much higher rate for hiring the hall to 
organisations from outside Dereham. Support from Breckland Council would ensure that 
non parishioners would be charged the same rate as parishioners. 

e) Contribute to improving the 
health of our District 

The Town Council supports the hall financially, ensuring that the cost of using the hall is 
kept affordable to local groups. The extended hall will mean that more groups can meet 
more often, contributing to mental well-being through creating and maintaining peopleôs 
social networks. 

f) Reduce poverty The project will create one half- time post as well as one part-time and casual positions 
associated with delivering live performances (e.g. electricians, technical staff). 
There will also be opportunities for structured volunteering (e.g. ushers, ófront of houseô 
helpers). Volunteering is a well established route into work and out of poverty particularly 
for people who have been out of work for a long period, people looking at making a career 
change and the under 21 NEET group. 
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8.2 Environment: Clean and Green 

Breckland Council Objective Direct impact from an improved Memorial Hall 

a) Tackle climate change The extended Hall will enable more social activities and entertainment activities to be 
provided locally therefore reducing the need to travel to Norwich or Kings Lynn. This 
reduction in car journeys could contribute to a reduction of 16 tonnes of CO2 per year6. 
 
The extended Hall will see improved insulation levels as well as cutting-edge energy 
efficient heating and ventilation systems (ground source and air source heat pumps). 
These will also contribute to a reduction in CO2 emissions. The heat pumps will operate 
using gas engines rather than electric motors, providing much greater savings in CO2 
emissions. (Typically this system produces between 30% and 50% less CO2 than 
conventional condensing boilers).  

b) Protect and improve Brecklandôs 
natural environment and resources. 

A rain water harvesting system will be installed in the redundant swimming pool, which will 
reduce the need for water from the mains (protecting a natural resource) and minimise the 
risk of flooding during periods of heavy rain by diverting run-off.  
A large part of the new build will have a sedum roof which slows down the rate at which 
water runs off a roof and reduces the risk of flash flooding during sudden heavy rain 
storms.  
Many modern buildings no longer have the gaps and holes needed for nesting birds, 
causing a catastrophic decline in populations of birds such as house sparrows and swifts. 
Features will be included in the new build which will provide nesting sites for these birds.   

 

                                                 
6
 Assuming  15% of people from Dereham and surrounding areas switch one show from Norwich to Dereham per year. Two people per car with CO2 

emissions of 120g/km  
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8.3 Prosperous Communities: Healthy, Prosperous and Sustainable Communities. 

Breckland Council Objective Direct impact from an improved Memorial 

a) Protect and enhance our town 
centres 

The Memorial Hall is a grade II listed building. The project will see this historically important 
building restored and protected for the future as well as regenerating and enhancing an 
area of the town which is currently run down. 
 

b) Promote the start-up, growth and 
retention of local business and the 
strengthening of Brecklandôs 
entrepreneurial culture  

As presented in section 5.5, the refurbished hall and live programming will significantly 
enhance the quality of life in the town and surrounding areas. Businesses will be 
encouraged to locate to the area because they will be able to attract skilled workers to an 
area with a high standard of leisure facilities. 
 
  
As mentioned in 8.1(f) there will also be opportunities for structured volunteering (e.g. 
ushers). Volunteering is a well recognised route into work and out of poverty particularly for 
people who have been out of work for a long period, people looking at making a career 
change and the under 21 NEET group. 
 
While there will be a capital cost to the project, there are clear ongoing long-term economic 
benefits. 
 
Promoting the arts 
While professional artists are a small sector of the economy, there are established 
professional artists in Breckland. It is well established that there is a lack of exhibition space 
in the district for artists to promote and sell their work (Brecklands Cultural Strategy). The 
extended Hall will see space available to exhibit art work to a wide range of audiences. The 
gallery and bar space would be leased to a professional gallery providing income for the 
hall and a market place for local artists. 

 
 
c) Promote the development of a 
more skilled workforce 
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9.   Options assessment 
 

Options for the Memorial Hall have been fully reviewed and explored over the last 18 months. The options 
appraisal is summarised below. 

 
 

Option Issue Conclusion 

1) Refurbish hall as it is 
without changes to 
layout or 
improvements. 

Would be possible with existing funds, but 
would not deliver the extended uses, 
flexibility or the level of live performances. 

Possible but would not deliver 
the improved cultural 
landscape for the town. 

2) Demolish and rebuild 
on same site 

The Hall is grade II listed. Not possible to demolish. 

3) Sell hall for residential 
redevelopment and 
build on green field 
site. 

Professional advice was sought and the 
conclusion was that it would be 
uneconomic to convert into residential 
units, therefore the potential returns would 
not balance the cost of a new build. 

Not cost effective 

4) Build new venue at 
Northgate school 

Without the possibility of selling the 
existing hall the option of supporting a new 
venue would not be viable. Would not 
deliver the increase in community use and 
would be located outside the town centre. 

Not cost effective and would 
not deliver all the desired 
outcomes. 

 
 There had been concerns as to the structural integrity of the building. A structural engineer was engaged to 

review the building and concluded that there were no significant structural issues affecting the building. 
  

10.  Business Model. 
 

Currently the Hall breaks even on direct costs i.e. the income from lettings balances the expenditure on 
money spent on the hall. The Town Council subsidises the hall through staff salaries equal to 1 FTE post. 
The financial forecast for the hall shows that the building has the potential not only to cover its costs but 
also to generate a surplus, which the Town Council would be able to use to service part of the 
refurbishment loan. A significant part of the surplus would be generated from additional commercial and 
community lettings. This is why the needs of these users have been given serious consideration at the 
planning and design stage of the project.  

 

Additional Costs post refurbishment How additional costs will be balanced by additional 
revenue 

a) Higher heat, light, cleaning, rates due to 
50% increase in floor space (increase in 
heating may not be proportional as 
current system very inefficient)  

Additional letting particularly of the bar area as an art 
gallery, and commercial lettings. 
 
 

b) Additional management cost for 
maintaining, servicing and checking more 
complex systems.   

Dedicated cleaners will be employed on a lower salary 
level than the current caretaker, freeing up the caretakerôs 
time to carry out more complex work. The additional 
cleaning costs will be in proportion to the use of the 
building therefore these have been included as variable 
not fixed costs.   

c) Staff and costs associated with providing 
live programme of arts entertainment  

It is expected that over 2-3 years the additional costs will 
be balanced by the income from primary ticket sales and 
secondary sales. A sensitivity analysis demonstrates that a 
breakeven point would be reached at 58% occupancy. As 
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the Town Councilôs ótesting the marketô exercise produced 
an occupancy of around 48% and most theatres operate 
on an occupancy rate of 70%, it should be possible to 
exceed and average 58% before the end of the three year 
project.  

d) Costs associated with Arts education and 
out-reach work. 

A small element of this would be covered by shows. An 
extensive and enhanced arts education programme would 
be developed as the live programme developed. This 
would be limited, but could be extended with additional 
external funding. 

 
 

10.1  Additional income for the Project will come from the following key areas. 
 

Community Lettings 
Community lettings of the main hall would increase with the improvement of the heating and other facilities. 
We are already getting interest from local organisations wanting to book either the hall or the additional 
meeting room on a regular basis and anticipate a high level of bookings with increasing numbers of groups 
wanting to rent these areas.  
 
Letting out the bar area 
The bar/gallery area will be let out to a commercial tenant to operate as an art gallery and coffee shop. This 
will bring in an income of around £5,000 per year. 
 
Professional live programme 
The Town Council has established contact with a number of similar venues in the region and from these 
discussions and from our own experience of programming live shows, we have established a model which 
will reduce the financial risks. 
 
Because we know the costs of putting on a show, we are able to make an analysis when booking an act of 
probable ticket sales, the level of ticket sales needed to make a surplus and the ticket price people would 
be willing to pay. Therefore an assessment can be made as a programme is being put together, as to the 
likely profitability of any event. 

 
There are three types of shows:  
 
a)  low risk óblue ribbonô shows (these routinely return a surplus) 
These are shows which guarantee good ticket sales and high secondary bar sales and can therefore 
generate a surplus. These currently tend to be acts such as good quality tribute bands and celebrity óin 
conversation withò evenings. These blue ribbon shows will subsidise the second and third tier shows. 
 
b)  Medium risk second tier shows (these routinely break even, but have the potential to return a surplus) 
These would include shows such as regular comedy nights, childrenôs theatre, local bands nights for 
teenagers, classical music and theatre. From our experience in Dereham, these types of show have proven 
to be popular but will need to be developed to increase the audience base to the level where they are 
financially sustainable through ticket and secondary sales.  
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c)  High risk third tier shows.(not expected to break even) 
These would be shows where an audience has not been identified and there is no experience of promoting 
it in the area. In the first year, third tier shows would not be programmed as it could have a negative impact 
on the reputation of the venue. If, in the second and subsequent years of operation, blue ribbon and 
second tier shows are generating sufficient interest, one or two third tier shows would be introduced per 
season. 
 
Once a third tier show has been tried, it may migrate to become a second tier show if the audience figures 
and feedback prove promising. Although, in the short term, these are high risk shows, in the long term they 
reduce the overall risks to the programme by broadening the audience base and diversifying the 
programme. In the programme the Town Council organised in 2009, óOthelloô was expected to be a high 
risk show but turned out to be one of the most popular shows of the programme. This demonstrates that it 
is always worth trying something different.    

 
First year target 
Number of shows 20, a ratio of 6 blue-ribbon to 14 second tier. 
As the audience develops, some second tier shows will migrate to become blue ribbon shows. 

 
Second year target 
Number of shows 35 with a ratio of 10 blue-ribbon to 25 second tier and 2 third tier. 

 
Third year target 
Number of shows 45 with a ratio of 20 blue-ribbon to 20 second tier and 5 third tier. 

 
10.2   Arts education and extension. 

Arts education is an important element of programming. Contacts will be made with local schools and 
organisations to understand their interests and be able to programme shows, where possible, to fit their 
interests. E.g. if the school syllabus requires an understanding of a particular play it may be possible to 
programme this play. 

 
Visiting companies will be encouraged to offer workshops before the show; this will both improve 
participation in the arts and develop the audience base. 
 
The level of arts education and extension will primarily be focused on developing the audience base. If 
funding opportunities become available, this could be extended and broadened to encourage wider 
participation in the arts. 
 
The Gallery tenant is already established in the town as an art gallery and venue for arts workshops. When 
they relocate to the Hall, they will extend and broaden these workshops, taster sessions and 
demonstrations, which will also increase participation in the visual arts. 

 
10.3  Commercial lettings of the Main Hall. 

Increasing the commercial lettings offers the greatest area for income generation for the Hall. The 
refurbished Hall will be considerably more upmarket than the current Hall. The increased quality of the 
facilities on offer will generate more interest in the venue and enable a higher price to be secured. 
The additional commercial lettings can be split into four groups. 
 
Wedding Receptions. 
This would provide a good source of income for the building. The higher quality of the refurbished building, 
its town centre location and ample parking will enable us to secure a significant premium over what we 
charge at the moment. The layout of the building has been designed to allow outside caterers to operate 
and serve in the main hall or for the meeting room to be available for buffets with dancing in the main hall. 
Typical venues of this kind can secure £700 per reception. We would also receive a revenue from the bar 
sales for these events. 
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Conferences 
This could be limited by the lack of parking for large conferences lasting all day (three hour limit at 
Morrisonôs car park). There will however be parking for around 40 cars at the rear of the building and 
arrangements can be made with Mid-Norfolk Railway to hire their car park for the day.  

 
Business meetings 
These will chiefly be day-time during the week so offer potential for additional income from lettings at times 
when communities groups do not need the rooms.  

 
 

11.     Management and delivery 
 

Building development capital phase 
Through a competitive selection process a team of building professionals were appointed to develop the 
scheme. The project is managed by the Town Clerk who reports to the Town Council and the Markets and 
Buildings Committee. 
 
Building professionals and design team. 
The design team comprises Architect, Quantity surveyor, CDM coordinator, party wall surveyor, electrical 
engineer, mechanical engineer (heating), specialist theatre electrical engineer and specialist theatre 
electrician. The Town Councilôs existing solicitors are dealing with any legal issues. 
All professionals are employed directly by the Town Council rather than through the architect. This way, the 
Town Council, as the client, remains in control, requests further information, clarification or changes directly 
from any professional and can override the wishes of the Architect.  
 
Cost monitoring. 
A cost plan has been produced by an experienced quantity surveyor (QS) at the outline design stage. As 
the detailed plans are being put together the architect, the QS and the Clerk are in continuous daily contact 
with all the other building professionals to ensure the detailed designs keep within the overall cost plan. 
Where a particular area feature can not be designed to fit the cost plan, savings in other areas are found.  
 
Tendering. 
A detailed bill of quantities will be prepared by the QS which will be used by potential contractors to bid 
against. This reduces the risk of cost overruns as no changes will be made to the design once the tender 
document has been sent out. There will be a single contract with one contractor: this removes the risk of 
claims from other contractors due to poor coordination of sub-contractors. 
 
Build phase. 
During the build phase, there will be informal weekly meetings between the contractor, clerk, architect, QS 
and other appropriate building professionals to iron out any day-to-day problems. On a monthly basis a 
formal meeting will be held with the same professionals, which will be minuted and will formally discuss and 
resolve any issues. The minutes of these formal meetings will be reported back to the Town Council. The 
design team with the QS will oversee the progress and quality of work. The QS will then sign off each stage 
of the build to trigger payment of the contractors.   
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12.    Ongoing project delivery 
 
12.1  Overall management 

The Town Council, through the Markets and Buildings Committee, will have overall responsibility. Day to 
day management will be through the Town Clerk.   

 
12.2  Community Hall and Meeting Room. 

The Town Council has extensive experience of managing lettings. Bookings, opening/closing, 
maintenance etc are all managed with existing staff. The level of public interest and positive publicity will 
ensure people are aware of the meeting room when the Hall opens. Additional publicity will need to be 
generated once the Hall opens to ensure lettings are at an optimal level. This is particularly true for day-
time business/commercial meetings which are at a time when the community doesnôt use the room and 
offers the greatest potential for additional income generation. The hall will be actively promoted to local 
organisations and agencies with discounts in the first year to encourage initial take up. 
 
A new software package will be purchased to make the booking and billing for the Hall more effective and 
efficient. 
Light refreshments for daytime meetings will be catered for by the tenants of the gallery; more formal 
catering will be via outside caterers.  

 
12.3  Live performance programme 

This is an area which is relatively new to the Town Council. However a successful mini programme was 
run in 2009. In order to ensure success, an experienced professional will be employed as a Manager to 
establish and develop this area of work. It is important that from the start, the venue develops a 
reputation for quality and professionalism, which requires the appointment of an experienced 
professional. 
 
A key part of the Managerôs role will be to form strong professional links with similar venues in the County 
/ Region in order to develop a professional support network.    
The day to day management and maintenance of the building will continue to be carried out by the 
existing Technical Manager. 

 
 
12.4 Management structure 

 
 
 
 
 
 
 
 
 
 
 
 
 

Connections have already been made with theatre professionals both in Norfolk and in neighbouring 
counties. These people have been helpful in putting a plan together and it is anticipated that the project 
will continue to receive this support. Organisations which have offered support in developing a 
professional programme are Kings Lynn and West Norfolk Borough Council (Kings Lynn Arts Centre and 
Corn Exchange), the Theatre Royal Norwich, the Garage in Norwich, the Rhodes Arts Centre in Bishop 
Stortford and the Haverhill Arts Centre.    

Town Clerk 

 

Programming Manager 
(live programme and 
commercial lettings) 

 

Technical Manager 
(existing post) 

(building maintenance 
and servicing) 
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12.5   Box office. 

Over the counter ticket sales will be carried out face to face by the tenant of the Gallery. In addition to 
over the counter sales, a web-based system for online booking will be established. (The Town Council 
set up a system recently for all the ótesting the marketô shows using the Theatre Royal box office, which 
worked successfully). 

 
12.6   Front of house 

This will be overseen by the general manager and as the show numbers increase a principal usherôs role 
may develop which would free up the general managerôs time. This person would ensure that the 
customerôs experience of any event is good. The front of house staff will be employed on a casual basis 
and are therefore a variable cost rather than a fixed cost.  
Some theatres operate their front of house staff as volunteers, offering them unsold tickets for other 
shows as payment for their work. This method of delivering a óno costô front of house will be developed, 
but for the purposes of this business plan it has been assumed that front of house staff will be paid. 

 
12.7  Technical 

We will continue to use our existing lighting and sound contractors on a casual basis. 
 

Keeping the front of house and technical staff on a casual basis will keep costs down and enable us to 
attribute these costs to a particular production as a variable cost, rather than a fixed cost. As the number 
of live shows increases, many theatres find it beneficial having a permanent technical member of staff. 
This would be an area where a decision could be made as the number of shows increases.   
 

12.8   Arts education and extension 
Some arts education will be coordinated by the Programming Manager, this will include liaising with local 
schools to develop a live programme which, where possible, links with the work of the schools and 
offering workshops connected to particular performances. This limited arts education will benefit ticket 
sales, both by ensuring the product fits the needs of schools and by increasing awareness of the venue 
to a wider audience. 
Once established, a detailed and targeted education programme could be developed, this would however 
be dependant on external funding.  
 

12.9   Activities for young people 
There have been numerous unsuccessful attempts to establish activities for young people in Dereham in 
the evenings along the theme of SNAP dances. 
As part of the professional programme the General Manager will consult with young people through the 
schools, youth council and youth services when putting a programme together to ensure there is a 
programme targeted at the 13-17 age group. There are a number of partnership opportunities with other 
organisations in Norwich such as the Garage which could be explored. Sheringham Little theatre ran a 
very successful youth engagement programme using theatre as a tool to get young people engaged. 
Initially a regular bands night will be organised featuring up and coming local and regional bands, this will 
be developed in conjunction with Janelleôs Drum and Music School in Dereham to ensure the bands 
which are booked really ócut the mustardô with young people. 
This type of event proved very successful at the Rhodes Theatre in Bishop Stortford and has become a 
regular feature of their programme.   
 

12.10 Gallery / café 
A commercial tenant has already been identified for the bar area. This will enable an art gallery to be 
established, keep the building open during the day and operate as a box office. 
This will also provide a significant income for the venue as well as bringing people into the building. From 
correspondence with other theatres, bringing people through the door during the week for teas and 
coffees significantly increases peopleôs awareness of the shows and increases ticket sales. 
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12.11 Bar 

The bar may initially be franchised out with the Town Council receiving an income based on a percentage 
of the sales. Initially the bar will only operate when a show or private hire needs it, but it could operate 
permanently if the demand were there. 
The bar staff will also be trained as ushers / front of house staff, thereby cutting the number of paid staff 
on site for a show, reducing overheads and increasing profitability.     

 
 

13.    Marketing and promotion  
 

Marketing can be broken down into right product, right price, right promotion:  
 

13.1  Right product. 
We have consulted with all the current users of the hall, other meeting places and local organisations to 
understand their needs in terms of meeting space and theatrical needs. 

 
A significant part of the project is to increase the availability of live performances to meet the local unfilled 
need. Ensuring a continuity of good quality acts can be tricky and it takes time to learn which productions 
are of poor quality. For this reason we will be working closely with existing successful theatre 
programmers to advise on the right acts for catchment demographic. 

 
Types of shows 
A balance will be struck between touring professionals and locally originated work. Visiting professionals 
will be encouraged to do more than just perform; they will be encouraged to offer workshops, school visit, 
master classes and after show discussions. This will not only increase peopleôs participation in the arts 
but also build and develop the audience base. 

 
In order for the hall to operate as a successful venue, both financially and in terms of satisfaction, it is 
vital that any professional programme of events is selected to appeal to as many sections of the 
community as possible. The aim will be to offer everyone in Dereham and the surrounding area a reason 
for attending the Hall at least once in the first year. The programme should include: 

 

 Regular visits from professional touring drama companies 

 Jazz, folk, classical and tribute bands ï both amateur and professional 

 One night stands such as comedy nights and ñan audience with...ò 

 Films (other than currently promoted films) shown on a regular basis7 
 

In the first year of the opening of the Hall programming will include a high proportion of known acts in 
order to attract attention and build up the audience base.   

 
Audience development 
It is not assumed that there will be a large audience for all events immediately. It is accepted that it will 
take time (probably three years)8 to develop awareness and interest, to educate, to encourage the habit 
of going to the Memorial Hall for a good night out. 

 
Young People 
Young people can be classed as a hard-to-reach group and finding the right óproductô to appeal to young 
people can be challenging. The Town Council is keen to ensure that any live programming appeals to a 
broad cross section of the community including young people, therefore there will be a specific target to 
work with other agencies and young people to programme regular events for the 11 ï 17 age group.  

 

                                                 
7
 Redevelopment of the Dereham Memorial Hall feasibility study  by ACT Consultant services 

8
 Discussions with Rhodes Arts Centre Bishop Stortford  
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13.2  Right price. 

Commercial letting rates  
Commercial rates will be set to be competitive with commercial prices in the locality. Currently these are 
in the region of £750 per day for main hall and £100 per day or £20 per hour for the meeting room. 

 
Community use 
The Town Council is keen to keep the hall as financially accessible as possible for voluntary and 
community groups. The existing competitive community rates will be maintained i.e. with no increase 
(save in keeping with the rate of inflation). 
 
Ticket prices for live programme. 
Ticket pricing is both an art and a science9.  Pricing is a combination of what the local audience is willing 
to pay for a particular show and how much needs to be charged to make a surplus.  
When booking acts, a sensitivity analysis will be carried out to calculate a ticket price which will produce a 
surplus based on expected sales. A judgment can then be made as to whether the audience would 
accept the ticket price and whether the act is a viable proposition.  
Ticket prices will vary depending on the shows. A broad range of shows will be programmed to appeal to 
all tastes and pockets. Typically, within a season, prices will range from £7 to £19 with most tickets being 
in the £9 - £12 bracket.  

 
The greatest danger in a new venue is to start out by charging too low ticket prices9 so that public 
expectations become orientated to cheapness. It is much harder to increase low prices than to reduce 
high prices. Research has shown that even where all seats are good seats, audiences expect there to be 
a three tier pricing system. Therefore while there will be an average seat price, it will be split into three 
levels to provide ticket prices to suit all pockets.       

 
13.3  Right promotion. 

Promotion is key to the success of any marketing. A passive approach to marketing providing posters, 
flyers and a programme will have limited effect10. The advantage a small community venue has over a 
large organisation is that it is better able to target promotion to specific groups. To do this, a database of 
customers and potential customers needs to be established in order to develop a direct marketing 
strategy for each programme. 

 
A marketing database will be established during the 12 months prior to the hall opening. This will be done 
by obtaining details from: 

Á Existing contacts 
Á Ticket sales from the Dereham festival 
Á Existing clubs and societies in the town 

  
There will be widespread interest in the Hall when it reopens. This initial interest will be used to obtain 
peopleôs details for the marketing database. 
 
As well as promoting the venue in Dereham, areas within a 30minute drive time from Dereham will also 
be targeted. 
 
A budget of £10,000 will be established for direct marketing costs. This budget will cover programme 
printing, flyers, posters and local advertising. Companies will be approached to advertise in the 
programme to offset the printing costs.  
 
 

 
 

                                                 
9
   Redevelopment of the Dereham Memorial Hall feasibility study  by ACT Consultant services 

10
 Correspondence with Rhodes Theatre Bishop Stortford and Haverhill Arts Centre  
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Branding 
Developing a recognised brand is an important element in promoting a venue and any activity. As the 
brand becomes recognised and associated with the product, people interested in the product will be 
attracted by the brand to make further purchases. While the building will continue to be known as the War 
Memorial Hall, the programming of live shows will be marketed under a distinct brand of their own. A 
name with a more contemporary ring ï e.g. ñThe Pool Theatre at the Dereham Memorial Hallò  will 
provide a brand with wider appeal.  
 
Promoting Commercial lettings. 
In the 12 months prior to the Hall reopening, a database of potential commercial lettings will be 
established. Wedding fairs organisers, conference organisers will be contacted three months before the 
Hall is open, to raise awareness of the potential of the venue and encourage bookings.    
 
The small meeting room will be promoted directly to potential users -e.g. local authorities, business, 
training organisations, with an initial ófrequent userô discount to establish a habit of using the building. 
Outside caterers will be used to provide lunches: a list of preferred caterers will be established,  who can 
be engaged directly by the users or organised by the Programming Manager on their behalf with a 15% 
administration fee.  

 
 
14. Value for money: is the proposal the most cost effective way of delivering the aims? 

 
A competitive selection process was employed to select the design team and a competitive selection 
process will also be employed to select the main contractor. 
 
A quantity surveyor (QS) has been employed to oversee and monitor the cost plan for the project, and to 
ensure the design team keeps within the cost plan. The QS will continue to oversee the scheme through 
all its stages to ensure the cost remains within the cost plan right through to completion. 
 
Current óWessexô pricing book indicates the average (mean) cost of a new theatre is approximately 
£1,900 per m2 ± £ 513 per m2, (inclusive of seating etc but excluding VAT and fees). This would indicate 
the cheapest average cost of a new theatre to be in the region of £1,400 per m2. (maximum recorded cost 
was around £ 3,000 m2) 
The current cost per m2 for the renovation of the Memorial Hall is approximately £1,260 per m2 excluding 
VAT, fees, seating and stage lighting and sound infrastructure. Including the seating and lighting gives a 
figure of approximately £1,403 per m2.  
The cost of the renovation project is at the low end of the approximate new build construction cost. 

 
As the options appraisal established that there was no alternative but to refurbish and extend the existing 
building, this is what is being proposed. If the options appraisal had identified a new build as an option, 
the refurbishment option could still have been the most cost effective option for delivering the outcomes.    

 
The scheme which has been put together is the minimum amount of work that could be done to achieve 
the outcomes. It increases the floor space by 50%, increases the number of areas which can be used 
independently by 300% and as a result of this, the Hall will be able to generate an additional 25,000 visits 
per year for both live shows and community activities.     
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15     Sustainability  
Sustainability can be split into two areas: Financial and Environmental. 
 

15.1  Financial Sustainability. 
The Town Council has been running the Memorial Hall for many years. In one sense the Town Council 
has been running a theatre without putting on any shows. The fixed costs of maintenance and 
management are already being covered through existing activities, which will continue and be extended. 
The live performance programme will not add significantly to the general management and maintenance 
costs. This is where other venues struggle to break even: their live shows have to contribute to fixed 
costs rather than simply cover the variable costs associated with a particular show. The flexibility of the 
refurbished building, particularly owing to the retractable seating, will enable the Memorial Hall to be used 
and hired out far more than is possible at present.  

 
The costings, on the following page, demonstrate that the project will break even in year two and start to 
generate a surplus. The figures are based on the actual shows arranged last year and projected costs 
are based on current costs. Additional income for the live shows is derived by increasing the number of 
shows from 20 to 45 and anticipating a gradual increase in ticket sales from 140 per show (48%) to 200 
per show (66%). This is not over ambitious: during the market-testing exercise, sales for all the óblue 
ribbonô shows were between 120 and 140. 

 
The additional live shows and other activities will, by year three, generate a surplus of around £20,000 
per year over and above the current surplus and thus contribute to paying off any loan and reduce the 
pressure on council tax. 
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15.2  Memorial Hall Costings -  Post Refurbishment   

      

Costs Current Y1 Y2 Y3  

Cleaning £707 £1,000 £1,500 £2,000  

Refuse Collection £1,550 £1,600 £2,000 £2,500  

Repairs & Maintenance £6,000 £5,000 £5,500 £6,000  

Heat £4,000 £5,500 £5,775 £6,064  

Light £681 £1,000 £1,050 £1,103  

Rates £7,000 £9,000 £9,450 £9,923  

Water £751 £300 £315 £331  

Performing Rights Society £300 £300 £315 £331  

Misc. expenses   £500 £500 £525 £551  

Fire protection  £556 £750 £788 £827  

Licence £250 £250 £250 £250  

Total  £22,295 £25,200 £27,468 £29,878  

        

Income       

Main Hall: Community  £19,000 £14,000 £19,000 £22,000  

Main Hall: Commercial £0 £1,500 £2,250 £3,000  

Meeting Room: Community £0 £7,200 £8,640 £9,072  

Meeting Room: Commercial £0 £4,000 £5,760 £5,760  

Gallery £0 £3,000 £5,000 £5,000  

Total  £19,000 £26,700 £40,650 £44,832  

      

Margin on lettings (£3,295) £1,500 £13,183 £14,954  

      

New Programmes  Y 1 Y2 Y3  

Number of shows  20 35 45  

Acts  £24,000 £42,000 £54,000  

Staff costs  £18,000 £18,900 £19,845  

Ushers and front of house  £1,700 £3,124 £4,016  

Marketing  £10,000 £10,500 £11,025  

Technical support  £5,000 £9,188 £11,813  

Admin  £500 £525 £551  

Additional cleaning  £560 £1,029 £1,890  

Expenditure  £59,760 £85,265 £103,140  

        

Income       

Bar / secondary sales  £2,800 £6,125 £9,000  

Ticket sales  £30,800 £70,744 £108,900  

Tickets sold per show   140 175 200  

Total Income   £33,600 £76,869 £117,900  

      

Margin per show.   (£1,448) (£415) £128  

Margin on new programmes    (£28,960) (£14,522) £5,760  

      

Total expenditure £22,295 £84,960 £112,733 £133,018  

Total income £19,000 £57,500 £111,394 £153,732  

        

Total Margin (£3,295) (£27,460) (£1,339) £20,714  
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15.3 Environmental Sustainability 
From the start of the project it was intended to make the refurbished building exemplary with regards to 
energy efficiency and low carbon operation. Technologies have been identified which best match the 
needs of the building and will serve as a demonstration to other community buildings. Each component 
can be justified in its own right; however the combined effect of the different heating components 
improves the overall result beyond the sum of the individual parts. 
All technologies used have been robustly researched and calculated to reduce running cost, maximise 
energy efficiencies and reduce carbon emissions. The Town Council was clear from the beginning of the 
project that all environmental measures must be justified on both environmental and economic grounds 
and not be just ógreen blingô. 
  

Technology Purpose Justification 

Gas engine air 
source heat 
pumps. 

Provide heating and 
cooling for main hall.  

Using gas engines to turn the compressor on a hear 
pump, has a much higher overall efficiency than 
electric motors. Heat from the engineôs exhaust and 
cooling system is used to help heat the air and 
provide hot water as by product. 
The gas engines being considered may also generate 
some electricity, which when not required can be sold 
back to the grid to offset running costs in effect: a 
combined heat & power plant (CHP). 

 
Performance coefficient: ~150%11 

 

Solar hot water 
heating 

Provide hot water 
particularly when other 
heating is not operating.  

After initial purchase will provide free hot water. It will 
have a payback period of 5-10 years. The solar water 
heater complements the gas engines - one system is 
at maximum output (gas engines in winter) while the 
other (solar hot water in winter) is at minimum. This is 
reversed in the summer months.  

Ground source 
heat pump 

Under floor heating to 
provide the base heat 
load for areas other than 
the main hall.  

Due to the relatively low temperatures required for 
under floor heating, ground source heat pumps are 
ideal. The electrical energy required is notionally 
generated on-site with the gas engines thus 
increasing the generation efficiency well above grid 
electricity. 
Performance Coefficient: ~450%, for every 1 kW of 
electrical energy put in to run the system, 4.5 kW of 
heat are available.  

Rain water 
harvesting 

To provide water for 
toilet flushing 

Water is a major cost in buildings with large numbers 
of toilets. Storing rain water will help preserve natural 
resources and reduce running costs. Payback period 
will be between 5 and 8 years. 
  

  
The heating systems will be monitored in order to measure the efficiency of the technologies used. An 
annual energy report will be produced, this will provide scientific assessment of these technologies to 
allow other organisations to understand the benefits for their own buildings. It will thus provide an ongoing 
feedback which will encourage other community and commercial buildings to adopt low carbon 
technologies. Develop    

 

                                                 
11

 Conventional condensing gas boilers have a performance coefficient of around 95%  
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16.  Project cost   
 

Total build cost     £2,371,048  
Less funded project development  £120,000 (£39,397 BDC £80,000 DTC) 
Total     £2,251,048 
Revenue Costs 2 years live   £     28,000 
Total     £2,279,887 

 
 
17.  Project Funding 

 
   Town Council cash     £   499,887 
   Sale of land  £   230,000 
   Loan   £1,300,000 
   Total Town Council £2,029,887 
    
 Requesting from Breckland Council £250,000 
 

  
Borrowing. 
As with all parish and town council, the Town Council has the ability to borrow money to fund or directly 
deliver projects for which they have powers. Any borrowing must first be approved by the Secretary.  
 
The Town Council views this project as being vital to the Town and has made a big commitment by both 
selling land for development and agreeing to take out a loan. The Council was concerned about taking 
out a loan as it will be seen as saddling the council tax payers of Dereham and future councils with debt 
for some considerable time in the future.  The level of borrowing is calculated to have limited effect on the 
precept,  
 
The shortfall has been calculated on the basis of a £1million loan repaid over 10 years and £300,000 
borrowed over 20 years, with an annual increase in precept of 5% per year for 5 years (see Appendix 5 
page 39). 

 
External funding. 
External funding for the project has been looked into a number of times over the last few years. Detailed 
analysis has been made of possible funding sources, which showed very few realistic funding 
opportunities for this type of project.   
Biffawards was one possibility but a first round application was rejected.  

 
18.   Financial implications 

The increase in revenue expenditure will take the Town Council over the VAT threshold. VAT will have to 
be collected on ticket sales.  
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Appendix 1 
Operational Risks 

Build Phase 

Risk Consequence Measures of control Likelihood of 
occurring with 

controls 

Cost overrun Unable to complete 
project / pay 
contractors 

QS overseeing tendering process and contract 
during  build phase to ensure costs do not 
overrun 

low 

Unforeseen costs Unable to complete 
project / pay 
contractors 

Contingency figure included cost plan low 

 
Delivery Phase 

Risk Consequence Measures of control Likelihood of 
occurring 

with controls 

A new area of 
work ï new to the 
Town Councilôs 
area of expertise. 

The venue will 
not gain a 
reputation for 
quality and 
professionalism, 
audiences will 
decline. 

 Council already carried out trial programme so 
has understanding of issues.  

 Experienced professional will be employed to 
manage the live programme. 

 Good networking links will be maintained with 
other venues in the County, to ensure support 
and advice is available.  

low 

People donôt 
know about the 
shows 

Ticket sales fall 
below expectation 
ï impact on 
financial 
sustainability. 

 Marketing and promotion will be prepared in the 
12 months prior to opening.  

 Specific marketing budget established. 

 First year after opening, less shows will be 
programmed allowing more time for promotion. 

 1-2 ócelebrityô acts each season to attract 
attention to the rest of the programme. 

Possible 
needs 
continuous 
monitoring. 

Unable to attract 
good quality 
Programming 
Manager 

This would have 
an impact on the 
viability of the 
whole project. 

 Salary reflects the demands of the post and is 
competitive with similar posts. 

 Structure recruitment process. 

 Rigorous selection process. 

 Include experienced theatre professional on 
interview panel. 

 Option for secondment from other local 
authority or organisation. 

Low 

Ticket sales lower 
than expected 

Lower income 
than budgeted 
for. 

 Gradual increase in show numbers over 3 
years. 

 Good quality mixed programme. 

 Detailed marketing and promotion plan 
developed. 

Possible, 
needs 
constant 
monitoring. 

Shows of poor 
quality are 
programmed 

Venue gets poor 
reputation. 
Ticket sales 
decline   

 Contacts made with similar sized venues in 
region. This network will mean possible acts 
can discussed to ensure they are routinely of 
good quality.  

Low 

Insufficient time 
for Manager to 
organise 
sufficient shows 
to break even 

Programme 
financially 
unsustainable. 

 Options available to expand the role of casual 
staff and free up the managerôs time. 

Low 
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Appendix 2 

 
Job description and Person Specification 

 
 

Programming Manager 
 
 

Key Purpose  

The key role for this post will be to: 

Manage all aspects of the live shows and commercial lettings of the Memorial Hall and developing both 
areas to maximise income and user satisfaction. 

MAIN DUTIES & RESPONSIBILITIES  

Programme Management  

1. Ensure the Hall becomes self sufficient by increasing income sales and fund raising  
2. Be responsible for recruiting and managing casual front of house staff and volunteers  
3. Act as budget holder for the live shows and strive to deliver the Business Plan  
4. Represent the Memorial Hall on appropriate external bodies and committees  
5. Work to deliver a balanced programme of live shows with an appropriate balance to meet a wide 

range of tastes and to meet financial targets. 
6. Be responsible for coordinating all aspects of a live programme including liaising with acts, booking 

technicians and ensuring technical requirements are in place.   
7. Prepare appropriate information to enable effective decision making by the Town Council  
8. Ensure quality of delivery across all areas 

Marketing  

1. Be responsible for devising and implementing the Memorial Hallôs marketing strategy  
2. Have lead responsibility for producing brochures  
3. Manage the Theatreôs ticketing system and exploit its database to ensure effective evaluation and 

target marketing takes place regularly  
4. Take lead responsibility for gathering and collating audience information to inform strategy 

development  
5. Develop a loyalty programme  
6. Desk-top publish appropriate marketing materials 
7. Develop website specifically for the Hall 
8. When necessary sell tickets for performances from the Theatre Office  
9. Act as Duty Manager for evening performances at the Theatre when necessary  

Development  

1. Proactively promote the venue for hire as a means of increasing revenue  
2. Represent the Hall on appropriate bodies locally countywide 
3. Produce reports where appropriate to support the Hallôs profile and encourage potential funders  
4. Look for opportunities to fundraise for existing and new activities 
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Box Office and Front of House  

1. Be responsible for continuing to drive up the quality of experience which the public have when 
accessing the  hall 

2. Recruit and train front of house staff/volunteers 
3. Oversee the bar and other secondary sales in order to maximize income. 
4. Be responsible for managing and supporting the Box Office and for administering the ticketing system  

Other  

1. Maintain and develop effective communication, liaison and relationships with the technical manager, 
town clerk and other staff across all sites; maintain good relationships with appropriate external 
stakeholders, local and countywide organisations.  

2. Participate in the Town Councilôs appraisal process and undertake appropriate staff development and 
training.  

3. Comply with and promote Town Council Health and Safety policies and take appropriate 
responsibility to ensure the health and safety of self and others.  

4. Ensure compliance with and implementation of all Town Council procedures in respect of Equality 
and Diversity and pursue the achievement and integration of Equality and Diversity throughout all the 
Councilôs activities.  

5. Engage in continuous professional development.  
6. Ensure compliance with and implementation of all Council policies and procedures in respect of Child 

Protection legislation and follow appropriate guidance where necessary.  
7. Travel and work away from normal base as may be required.  
8. Undertake such other reasonable duties as may be required from time to time and commensurate 

with the grading of the post.  

Person Specification/Competency Profile  

Memorial Hall Programming Manager   

SKILLS AND CORE COMPETENCIES HOW MEASURED 

Technical competency (qualifications and 
training) 

1. A good standard of education or training 
gained either from formal qualifications or 
experience in this area of work. (E) 

2. GCSEs in English and Maths (E) 

3. Full Driving Licence (D) 

4. Ability to write reports to inform steering 
group and prepare plans for future work (E) 

5. Ability to manage and take responsibility 
for a complex area of work (E) 

Qualification certificates and 
Application form  

Experience, knowledge and judgment 

1. Previous Theatre Administration 
Experience (E)  

Application, interview and 
references 
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2. Knowledge of theatre marketing(E) 

3. Experience in managing a small team (E) 

Skills and attributes 

1. Excellent IT skills, including a thorough 
knowledge of Windows based packages(E) 

3. Excellent communication and interpersonal 
skills (E) 

4. Excellent organisational and prioritising 
skills (E) 

Application, interview & references 

Personal qualities 

1. Ability to work independently and to be 
proactive (E) 

2. Flexible approach to working hours (E) 

3. An interest in and commitment to the Arts 
(E) 

4. Ability to work under pressure and to 
deadlines (E) 

5. Ability to work as part of a small team (E) 

Application, interview, CPD log and 
references 

POST DETAILS  

1. This is a part time 3 days per week, fixed term post until May 2014.  

2. SALARY SCALE  

The post is graded SO1, £24,646 to £26,276 per annum pro rata. Salary will be paid monthly in arrears 
into a bank or building society account of your choice.  

3. HOURS OF WORK  

The hours of work are usually 22 hours per week. Actual hours to be agreed on appointment. some 
Saturday and evening work will be required.  

4. ANNUAL LEAVE  

The annual leave entitlement is 25 days per annum (rising to 27 after 5 year LG employment) plus Bank 
and Public Holidays (pro-rata). The annual leave year is 1st April to 31st March.  
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Appendix 3 
 

Plans and Proposals 
 
 

Front elevation 
 

Current     Proposed 

 

 
 
 

Proposed rear elevation 
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Ground floor plan 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

A) Bar recessed in 62 Norwich street (new) 
B) Spacious foyer (enhanced) 
C) Main Hall (enhanced) 
D) Gallery/bar/ café area (new) 
E) Workshop area (new) 
F) Garden (new) 
G) Toilets (new) 
H) Meeting room overflow changing room (new) 
I) Kitchen (new) 
J) Store room (new) 
K) Stage (enhanced) 
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First Floor 
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L) Balcony (enhanced) 

M) Dereham Operatic studio 
N) Secret link to stage (new) 
O) Changing room (new) 
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Retractable Raked Seating 

 

 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Balcony 

Seating out 

Seating folded 
away under 

balcony 


