




Sustainably funding the Battle of Prestonpans Living History Visitors Centre

This brief paper explores the financial dynamics of running a battlefield visitors centre in Scotland, discusses the financial outcomes required to make the Battle of Prestonpans Visitors Centre a success and lists supporting evidence demonstrating why this trading performance is deliverable. Having discussed financial assumptions made and the expected contribution to overheads that will be generated, supporting evidence considered includes an analysis of the business models of similar / local visitor attractions and a review of Prestonpans visitor forecasts previously produced by external consultants. The review argues that the forecasts created by RGA Consulting in 2010 are reasonable / conservative for a world class battlefield visitor site in Prestonpans today.
Financial highlights
A five year Battle of Prestonpans Living History Centre trading budget has been prepared.
The analysis undertaken suggest that a successful visitors centre needs to deliver the following …
· 80,000 visitors per annum 
· An average visitor spend of £12 (Ticket £6, Catering £3 and Retail £3)
· Gross margin / cost of sales percentage of 50% on catering and retail activities
Achieving these targets will allow the centre will generate the £800,000 per annum that is required to service budgeted overheads. 
Business model and assumptions
The analysis undertaken by RGA Consulting in 2010 argued that with multiple income sources in place (ticket sales, membership fees, catering and hospitality, retail, guided events, fundraising and donations) the proposed visitors centre was likely to deliver the trading performance required to fund on-going activity and site and centre maintenance. External funding for the initial capital investment would however be required, as the trading performance of the visitor centre, in common with the other organisations considered here, was not sufficient to service capital employed.
The financial projections developed for the visitors centre income in 2019 have a similar focus on ticket sales, the operation of a restaurant and tearoom, retail sales, battlefield tours and charitable donations. These are detailed below along with cost of sales and overhead figures.



The Battle of Prestonpans Living History Centre – assumptions, projected visitor numbers and contribution to overheads generated by operations
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The Battle of Prestonpans Living History Centre – five year profit and loss
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Supporting evidence 
To evaluate the deliverability of our visitor centre offering we have had conversations with the National Trust of Scotland who manage other battlefield sites, reviewed the financial results of similar visitor attractions and considered past funding documents produced by the Trust and elsewhere. Conversations have focused on demonstrating our ability to develop and deliver a business model for the visitors centre that will generate a trading surplus to sustainably fund centre maintenance, educational and charitable work and other activities of the Trust. Research undertaken has analysed areas such as the most appropriate mix of visitor spend (tickets, food, merchandise, donations, other income etc.) and the nature of operating costs (e.g. appropriate cost of sales percentage rates, seasonality of costs and an analysis of payroll costs).
Multiple sources of income
The Scottish Seabird Centre has been operating since 2000. Themes highlighted by the Chairman in the 2017 accounts include a reliance on donors, visitors and members for income, the need for a strong mission with active campaigning and research, education, engagement and exhibitions, a focus on marketing and the importance of trading operations (café, gift shop and boat trips). A review of The Scottish Seabird Centre accounts (2017) demonstrates that they are effectively operating a themed restaurant, café and shop with 58% of total centre income coming from catering, hospitality, retail and boat trips. These are the primary elements in their offering, demonstrating that our operational success depends on consistently generating sufficient visitor numbers and achieving a significant ticket and non-ticket spend from each visit. The Naseby Battlefield budgets analysed are similar, with most of the expected income coming from catering, hospitality and retail. On-going donations (16% of income) and membership (8% of income) are an important part of the Scottish Seabird Centre funding model with membership also acting as a driver of repeat visits. Ticket sales are a relatively small part of overall income for the Seabird Centre (9% of income) which again reinforces the need to focus on multiple, robust non-ticket sources of income.
Visitor numbers
The Battle of Prestonpans Living History Centre feasibility study created by RGA Consulting (2010) used potential market size and an expected penetration rate to predict visitor numbers of 98,139, 87,353 and 89,422 in the first three years of operation. The document sense checked these numbers, noting that in 2009, the Scottish Seabird Centre achieved 291,474 visitors, Culloden 112,178 visitors and Bannockburn 50,571 visitors.
In the years since the preparation of the study, Culloden has seen rising visitor numbers, with the number of visitors rising from 117,814 in 2015 to 213,343 last year (ALVA visitor figures). Visit Scotland argue that this rise has been driven in part by the ‘Outlander’ effect (Visit Scotland, 2019) which would also be relevant to The Battle of Prestonpans Living History Centre. Visitor Centre tickets for Culloden are priced at £11 (£9.50 for concessions) which is significantly higher than the budgeted ticket price of £6 for Prestonpans. The Culloden battlefield site generates income well in excess of the budgeted numbers that would allow the Living History Centre to achieve trading breakeven.




[bookmark: _GoBack]Conclusion
The analysis undertaken suggests that the budgeted visitor numbers, average visitor spend, and gross margin figures included in the Battle of Prestonpans Living History Centre five year trading projection are deliverable provided that the Trust creates a Living History Centre that offers a world class visitor experience, focuses on catering and retail operations and offers high quality educational and creative programming for local residents to drive repeat visits.
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Association of Leading Visitor Attractions, http://www.alva.org.uk/details.cfm?p=423 – Culloden had 213,343 visitors in 2018 (2012 - 96,271, 2015 – 117,814, 2016 – 139,691 and 2017 - 180,875)
Battle Trust (2019). The Battle of Prestonpans Living History Centre – Five Year Trading Projection
Naseby Phase One: Living History Centre Feasibility Study
Naseby Visitor Centre Business Plan (2007/08 to 2012/13)
Scottish Seabird Centre (2017). Scottish Seabird Centre Annual Review
RGA Consulting (2010). The Battle of Prestonpans Living History Centre - Reassessment of visitor number and financial projections, prepared by Richard Gerald Associates
Visit Scotland (2019). The Outlander Effect and Tourism, March 2019, Visit Scotland
image1.jpg
Assumptions.

Year1 Yearz Years Yeard Years
E £ E E E
Visitors and Membership.
Visitor Numbers [Public) 80,000 70000 75,000 0,000 80000
Visitor Numbers (Schools) 3500 4000 4500 5000 5500
Friends of Bartle Trust 17,500 20000 250 25000 2750
Events (from Vear 5) 2 2 2 ) )
Room hire / wedding (from Year 5) [ [} [ o o
Income and COS from Vistors (Public)
Income
PL10D Income - General Publec Ticket rice: £500 48000000 4000000 45000000  480,00000  480,000.00
PL120 Income -Catering £300 24000000 21000000 22500000 29000000 24000000
PL130 Income - Retal £300 20000000 21000000 22500000 24000000  240,000.00
PL14D Income - Batflefied Tours £LO0  BO00000 7000000 7500000  BO0000D 8000000
PL1SD Income - Events. ELOOD0 2500000 25,000.00 25,000.00 25,000.00 25,000.00
PL16D Income - Room Hire £1,00000 000 000 000 000 000
PL210 Income - Donations £LO0  BO00000 7000000 7500000  BO000D 8000000
PL220 Income - Schools £200 7,000.00 800000 ,000.00 10,000.00 11,000.00
PL30D Catering S000%  (12000000)  (10500000)  (11250000)  (12000000)  (120,000.00)
PL310 Retal 5000%  (12000000)  (10500000)  (11250000)  (12000000)  (120,000.00)
PL320 Battefield Tours 10000%  (8000000) (70,0000  (7500000)  (S000000)  (80,000.00)
PL3%0 Events. S000% (12500000 (1250000)  (1250000)  (1250000)  (12,500.00)
PL340 Room Hire 5000% 000 000 000 000 000

81950000 7050000 77150000 82250000 82350000

‘Assume average vistor spend £14 (icket, caterng,retai, battiefiel tour and donation). Average school spend £2.
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Profit and Loss.

Year1 Yearz Years Yeara Years
[Account Number _ bescription | 3 3 3 3 T
Income
PL10D Income - General Publec Tickets (480,000) (420,000) (450,000) (480,000) (480,000)
PL110 Income - Schools Tickets @.000) 000) (9,000) (10,000) (11,000)
PL120 Income - Catering (240,000) 210,000) (225,000) (240,000) (240,000)
PL130 Income - Retal 240,000) 210,000) (225,000) 240,000) 240,000)
PL-140 Income - Batflefied Tours (80,000) 0,000 75.000) (80,000) (80,000)
PL1S0 ncome -Events. @5,000) 5,000 5,000 5,000 5,000
PL210 Income - Donations (80.000) 70.000) 75.000) (50,000) (80.000)

(11520000 (1013000) (1084000  (1155000)  (1,156,000)

Costof Sales
PL30D Catering 120,000 105,000 112500 120,000 120,000
PL310 Retal 120,000 105,000 112500 120,000 120,000
PL320 Battefield Tours 20000 70000 75,000 20000 20000
PL330 Events. 12500 12500 12500 12500 12500
352500 292,500 312500 352500 352500
(19,500) 720,500) 71,500) (622,500) (623,500)

Overheads

PL420 Marketing 150,000 100,000 100,000 100,000 100,000
PLas) Bank Charges. 5045 5045 5045 5065 5065
PLS40 nsurance 23,149 23,149 23,149 23,149 23,149
PLSED Offce Expenses 64587 64587 64587 Bage7 Bage7
PLE2) Professinal & Legal Fees. 13,091 13,091 13,091 13,001 13,001
PLEB0 Salaries & Wages. 1315 381230 409880 418218 418218
PLEED Maintenance. 23,121 23,121 2121 2121 2121
PL7ED Utities. 8458 8458 8458 8458 2458
678,806 48,721 o747t 685,706, 685,706
(120594 T 54329 (136.79¢) (137,798
Visitor Numbers [Public) 80,000 70,000 75,000 80000 80000
Visitor Numbers (Schools) 3500 4000 4500 5000 5500





