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IWM Corporate Plan 2020-25 

1. Overview 

 

COVID-19 has had a huge impact on the Museum. Our branches closed to the public on 17 

March 2020 for several months. When they reopen we will have reduced capacities to enable 

social distancing requirements. In financial terms this will see an estimated 88% reduction in our 

trading net profit for the first year of our 5-year Corporate Plan. This represents a reduction of 

£18 million in resources available for that year. The impact will continue into the second year at 

least with great uncertainty surrounding the appetite and ability of our audience to visit physically. 

This has meant we have had to substantially reconsider and re-profile our activities so that they 

are commensurate and deliverable within our reduced resources and disrupted timetables.  

 

There has been a rigorous review and reduction of activity and budgetary resources in order to 

deliver this proposed plan. All the Senior Management Team (SMT) have reviewed and adjusted 

their expenditure to be to the bare minimum activity required for the first two years of the plan 

(2020-21 and 2021-2022) to deliver our priorities, attract audiences and raise income. This has 

been in parallel with creating plans for reopening and gaining an understanding of the costs 

required in doing so. We have also considered the arising opportunities from the COVID-19 

pandemic and the closure of the branches and how this will affect our planned programmes and 

how we deliver them. Teams have provided business cases for new activity, re-designed and 

delivered public programmes digitally and taken vital decisions on what investment to our 

infrastructure and assets is required so we can reduce spending. The consequence of this is that 

lifecycle programmes for building, ICT and security have been cut to the very minimum. This 

introduces a higher risk of infrastructure failure. In addition, we still need to implement further 

mitigations to guarantee IWM’s financial viability.  

 

Extensive research, horizon scanning and communication with our peers has led us to the 

proposed plan and potential mitigations. We are in line with our peers in predicting that we will 

experience a significant reduction in visitor numbers in both 2020-21 (Year 1) and 2021-22 (Year 

Two). The sector is anticipating minimal international visitors across these years. Due to the 

restrictions of social distancing, we are unable to reopen HMS Belfast safely at the current time. 

We have decided to use the opportunity to realise some of our much needed transformation 

plans on board.  We anticipate that we will reopen with an enhanced public offer and an 

improved infrastructure in summer 2021. 

 

Within the Government’s £1.57 billion investment to protect Britain’s world-class cultural, arts and 

heritage institutions announced on 5 July, there is an approximately £100 million dedicated to 

museums, galleries and other heritage institutions for the first financial year of this Plan, 2020-21. 

We will be the beneficiary of additional financial help towards supporting our work based on an 

ongoing demonstration of need. This will help reduce our current predicted deficit. We will still 

need to take further action and have identified a number of mitigations that will we need to 

implement.  
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Our revised Corporate Plan (CP20), covers the period 2020-25 and outlines what we have 

reviewed and re-profiled to take into account the impact of the COVID-19 pandemic on our 

financial sustainability and our audiences, taking into account the welcome support from 

Government for the first year and the mitigations that we need to deliver. (Section 4.Financial 

Mitigations).  
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2. Our strategic aims  

 

No other museum tells stories that matter more than these. 

 

Imperial War Museums is a global authority on conflict and its impact on people’s lives. We 

collect objects and stories that give an insight into people’s experiences of war, we preserve 

them for future generations, and we bring them to today’s audiences in the most powerful way. 

By giving a platform to these stories, we aim to help people understand why we go to war and 

the effect that conflict has on people’s lives.  

 

It is as important as ever that we tell these stories.  

 

Our vision is to be a leader in developing and communicating a deeper understanding of the 

causes, course and consequences of war. Using the personal stories and experiences in our 

unique collections, our objective is to challenge people of all ages to look at war and conflict 

from different perspectives.  

 

Our role in supporting the public to be global citizens and make sense of an increasingly 

uncertain world is still as relevant as ever: the impact of COVID-19 is continuously being 

analogised to war; the recent resurgence of the Black Lives Matter movement combined with the 

UK leaving the EU has generated a debate about the UK’s place in the world and its imperial 

past that is unparalleled in recent years. We will continue to engage with audiences through 

conversations that ask difficult questions, facilitate debate and encourage exploration. IWM has a 

strong part to play in telling stories that help the public understand our past so we can make 

sense of our present and shape our future.  

 

Our strategic aims remain to be: 

▪ Increase our financial sustainability – to secure our long-term financial viability and 

resilience during the current challenges and any future business interruptions or global 

financial uncertainties.  

 

▪ Prioritise our audiences – we will provide excellent customer service across all of our work 

and create excellent, inspiring, diverse and relevant visitor and learning experiences.  

 

▪ Build our brand – we will build our reputation as a global authority and our ability to deliver 

our purpose and vision by providing high quality products, services and experiences.  

 

▪ Deliver effective stewardship of our collections – we will develop and care for our collections 

and ensure our collections and knowledge remain relevant and accessible for audiences 

now and for generations to come. 
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3. Financial Summary  

 

CP20 SUMMARY: ORIGINAL CP20 VS. REVISED AS OF 26 JUNE 2020 

 

 2020-21 2021-22 2022-23 2023-24 2024-2025 

 Original  Revised Original  Revised Original  Revised Original  Revised Original  Revised 

INCOME  

Trading 

Income 
 30,672,133  8,960,796  32,868,536  22,167,084  34,710,348  34,710,348  37,221,834  37,221,834  39,503,553  39,503,553  

External funds  4,406,802   4,385,673  1,276,352  2,074,786  1,210,568  1,210,568  1,261,778  1,261,778  1,331,530  1,331,530  

Grant In Aid 22,155,000  22,155,000  20,366,990  20,366,990  20,672,500  20,672,500  20,982,580  20,982,580  21,297,321  21,297,321  

Exhibition Tax 

/ CJRS 
 120,000   988,323  168,800   168,800   100,800  100,800  44,800   44,800  N/A N/A 

Subtotal 57,353,935  36,489,792  54,680,679  44,777,660  56,694,216  56,694,216  59,510,992  59,510,992  62,132,404  62,132,404  

EXPENDITURE           

Operational 

Expenditure 
27,631,386  22,487,718  30,201,307  26,096,245  29,860,717  31,485,717 30,182,538  31,182,538  30,770,147  30,770,047  

Project 

Investment 
20,346,307 17,863,965 3,202,997 4,873,524 2,857,834 2,857,834 1,547,643 1,547,643 766,232 766,232 

Contingency 1,050,000 400,000 1,100,000 700,000 1,150,000 1,050,000 1,200,000 1,200,000 1,250,000 1,250,000 

Staff costs 23,127,364  20,776,498  22,012,057  21,066,550  21,894,293  20,284,034  22,149,029  20,568,529  22,188,089  20,622,089  

Subtotal 72,155,057  61,528,181  56,516,361  52,736,319  55,762,844  55,677,585  55,079,211  54,498,711  54,974,368  54,408,368  

BALANCE (14,801,122) (25,038,389) (1,835,682) (7,958,659) 931,372 1,016,631 4,431,781 5,012,281 7,158,036 7,724,036 
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 2020-21 2021-22 2022-23 2023-24 2024-2025 

 Original  Revised Original  Revised Original  Revised Original  Revised Original  Revised 

DCMS Loan 3,000,000 3,000,000 (1,000,000) (1,000,000) (1,000,000) (1,000,000) (1,000,000) (1,000,000) (2,246,000) (2,246,000) 

Strategic 

Capital 

Investment 

N/A N/A N/A N/A N/A N/A (1,000,000) (1,000,000) (1,000,000) (1,000,000) 

Financing for 

restricted 

capital projects 

 12,974,061   15,543,538   866,283   4,051,644   105,190   105,190   15,000   15,000   15,000   15,000  

Surplus / 

(Deficit) 
1,172,939  (6,494,851) (1,969,399)  (4,907,015) 36,562  121,821  2,446,781  3,027,281 3,927,036  4,493,036  

 

Government 
Support and 
Mitigations 
identified 
 

 6,565,859  5,154,799       

Revised 
Surplus / 
(Deficit) 

N/A 71,008 N/A 247,784 N/A 121,821 N/A 3,027,281 N/A 4,493,036 

IWM 
Challenge 
Projects 

50,000    450,000    500,000  450,000  500,000  500,000  500,000  500,000  

Combined 
surplus/ 
deficit 

1,222,939 71,008 (1,519,399) 247,784 536,562 571,821 2,946,781 3,527,281 4,427,036 4,993,036 
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ORIGINAL CUMULATED TOTAL 
OVER 5 YEARS 

7,613,919 

REVISED CUMULATED TOTAL 
OVER 5 YEARS 

9,410,930 
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4. Financial Mitigations   

 

The revised 5-Year plan has been costed. The impact of COVID-19 is predominantly in the first 

two financial years. We have performed detailed modelling on both income and expenditure for 

these two financial years. In performing this we have made assessments as follows: 

 

1. Visitor numbers: we have estimated visitors for each branch by month over the course of the 

2-year period and from place of origin; specifically, UK, Europe or Rest of the World. The 

new estimates are now reflected in income terms. Visitor numbers and associated income 

are forecast to return to previous levels in year 3, 2022/23.  (A month by month analysis 

comparing the original Corporate Plan visitor numbers to the latest estimates is attached at 

Annex 1).  

2. Other income: This has been reassessed in the light of the visitor number projections and 

reforecast accordingly. 

3. Operational Expenditure: For the first year this is that essential to maintain compliance, 

security and critical maintenance only. It assumes that we open branches with the basic 

level of service to provide visitor and staff safety and security.  

4. Staff Pay: There will be no annual pay rise for staff in 2020/21 and the implementation of the 

programme for pay progression will be deferred until 2022/23.  

5. Public Programme: There will be no public programme apart from that which is in train for 

the Refugees season and onsite family activities. No progress will be made on masterplans 

unless externally funded (Transforming IWM London Phase 2 and Parkside will go ahead as 

the funding is already raised);  

6. Projects: There will be no projects unless financed from restricted funds. The only 

exceptions are the Digital Transformation Programme and projects where the collections will 

not survive an 18-month delay. 

7. Reopening: the costs of the remobilisation of the branches and those needed to enable the 

reopening safely and securely for all staff, volunteers, contractors and visitors. 

 

In summary this produces a deficit of £6.494 million for the financial year 2020/21 and a deficit of 

£4.907 million for 2021/22, i.e. a total of £11.401 million for the 2 years. Within these figures 

contingency funding has been reduced to £400k for the remainder of the 2020/21 financial year 

and to £700k for the following year. In addition, lifecycle programme support to ICT, security and 

FM has been severely curtailed. Thereafter the financial position returns to annual surpluses. 

   

4.1. Mitigations 

 

In addressing the deficit for the first 2 years the Museum has identified a number of mitigations  

These mitigations will be necessary in addition to the welcome support from Government to 

address the deficits forecast. The helps from Government applies only to the first financial year of 

this Plan. The mitigations are as follows: 

a. Income Generation 

We will look at opportunities to increase the yield from the new visitor projections 

through a combination of measures. These include admission price increases, proactive 

donation seeking in branch and gift aid opportunities.  

 

b. Rent deferral at Churchill War Rooms (CWR) 
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The Museum has a rent obligation with Exchequer Partnerships (EP), who financed the 

works to enable the demise of the CWR to be expanded in 2001 when the complete 

refurbishment of the Treasury building took place. The major element of this 

commitment comprises a “rentalisation” of the capital works that were necessary.  IWM 

is seeking to achieve a 2 year “holiday” to these arrangements. This would mean 

spreading the deferred amount over the remaining period of the rental obligation. This 

would produce a cashflow benefit.  

 

c. Renegotiation of the Core Supplier Contracts outsourced 

The Museum has several outsourced contracts for services including Hard and Soft 

Facilities Management, Security and Visitor Services, Catering and Corporate 

Hospitality. With the appropriate legal advice, the Museum is seeking to extract greater 

value where possible based on the closure period currently and the reduction in 

volumes that are anticipated. In addition, we are seeking to introduce greater flexibility 

in all such contracts to be able to be more responsive in the future.     

 

    d. A more flexible model for staffing 

 

We will instigate actions to reduce the cost of the salaries to the organisation and to 

create a more flexible model for our staff for the future. We will seek applications for 

voluntary exits and retirements in the first instance. In addition, we will entertain requests 

for part time working where this works for both the individual and the Museum. We will 

look to freeze recruitment for as long as possible, redeploying staff to realise savings as 

opportunities arise.  

 

We will be seeking professional advice as necessary in implementing these mitigations.  

  

 

4.2. Use of Unrestricted Reserves 

 

The Museum has unrestricted reserves of £4 million available. These represent only one month 

of operational expenditure and would be utilised across the first 2 financial years to provide the 

shortfall and the final element of any contingency. As noted, contingency funding has been 

reduced to minimal levels and lifecycle programmes have been curtailed substantially. The 

combination of these factors, together with the uncertainty regarding the realisation of visitor 

projections and the risks regarding any further lockdown measures arising from a second wave 

of infection, highlight the need to bolster funds as much as is possible.       

 

 

5. Our priorities and planned activity during CP20 

 
Our key priorities remain the same: we will continue to invest in the transformation of IWM 

through our various transformation programmes, for example the completion of the Second 

World War and Holocaust Galleries and our digital transformation programme. To ensure the 

delivery of our priorities and to reduce our expenditure to ensure financial solvency, we have 

revised the resources dedicated to other activity, revised programmes and will continue to review 

the longer-term impacts to plans.  
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The revisions to the committed activity in the original CP20-25 plan are outlined in the table 

below. The original and revised outcomes are in adjacent columns. It outlines the key activity 

under each of our strategic objectives as in the original March 2020 plan.  

 

CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

1. BUILDING FINANCIAL SUSTAINABILITY  

 

1.1 Smarter Working   

 

▪ We will implement our HR Strategy, to become an 

employer of choice; enable development and 

career progression; ensure a diverse, effective 

and competent workforce 

▪ Our move to Parkside will give us a more 

collaborative staff area and will be rolled out 

across branches throughout CP20 as advised by 

our consultant for smarter working 

▪ The Methods of Working Governance Board will 

ensure that we are working efficiently and 

effectively 

▪ We will support the important role and work of our 

Culture Change Ambassadors Network so that our 

ways of working evolve and build a positive 

working culture 

▪ We will build upon our project management 

standards to develop programme management 

across IWM to allow us to manage activity through 

a central portfolio. 

 

 

▪ The HR Strategy will be revised with the timelines 

adjusted and the deliverables themselves will be 

more focused on supporting efficiency 

implementation across IWM. 

▪ The Smarter Working roll out has been 

rationalised as a programme under the Strategy 

and Governance team. It is being realigned to 

reflect how COVID-19 has already drastically 

changed working practices. We will be engaging 

with the consultant to advise on this new 

approach.  

▪ Parkside has experienced delays so will be open 

to staff in late Autumn 2020.  

▪ The Methods of Working Board has been 

dissolved and a Smarter Working Programme 

Board implemented, to reflect that this work will 

now be a programme of activity. The Smarter 

Working Programme Board will oversee 

improving IWM’s working practices. 

▪ CCAN continuing to support staff and have 

adapted plans to support staff during lockdown 

and working remotely.  

▪ Project Management methodology will be slightly 

delayed but will be central to new Smarter 

Working Programme.  

1.2 Commercial Strategy 

 

▪ We will work to deliver on our Income Generation 

Strategy 

▪ We will operate a flexible and responsive service, 

build our digital sales capability and grow 

commercial net profit.  

▪ The successful expansion of our membership 

programme will build customer loyalty through a 

cause messaging approach  

▪ Further phases of our CRM project will be rolled 

out as part of our Digital Transformation 

programme which will enable greater 

understanding of what motivates our customers 

▪ We will work to develop commercial events to 

bring in different audiences, make use of our 

unique spaces, and diversify income. Events in 

the pipeline include ‘Make Do and Mend’ 

 

▪ The impact of COVID-19 will mean that we will 

not achieve forecast income for year 1 and 2 of 

the plan – but we should be back at predicted 

levels of income in Year 3. Then Income 

Generation Strategy will be reconsidered within 

the new financial and social environment. 

▪ Membership programme still our priority and is on 

track for release/ ready for re-launch in mid-

September 2020 in time for the Battle of Britain 

80th anniversary Air Show.  

▪ Digital Transformation programme continues as 

planned with projects in train unimpeded by 

COVID-19, however a review of the digital 

strategy for the longer-term aims is being 

conducted. 
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CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

workshops and ‘The Bunker Experience’ at 

Churchill War Rooms.   

▪ The hotel development at IWM Duxford will 

progress and be delivered in CP20 

▪ We will review our catering options as the current 

contracts come to an end in 2022 to ensure we 

protect this important income  

 

▪ Our events programme has been reviewed and 

redesigned to ensure that we provide great visitor 

experience and offer whilst ensuring the safety of 

staff and visitors. Income targets for events have 

been adjusted to reflect the changes and some 

events, such as ‘Make Do and Mend’ and ‘The 

Bunker Experience’ to be scheduled later in the 

plan.  

▪ The hotel at IWM Duxford will be delivered for 

opening in Autumn 2022 subject to planning 

approval being received in summer 2020.  

1.3 Fundraising  

▪ At the beginning of the Plan our fundraising focus 

is on supporting Transforming IWM London phase 

two 

▪ We will deliver a fundraising strategy that links to 

ongoing stakeholder engagement and supports 

our ambitious programme of major projects  

▪ We will generate endowment funds and research 

funding through the operation of the IWM Institute  

 

▪ Fundraising for the Transforming IWM London 

Phase 2 Galleries remains our priority 

▪ The new fundraising strategy has been reviewed 

and approved by SMT and ELT and will 

implemented this autumn after approval at the 

September Board of Trustees meeting. 

▪ Raising funds for the Institute through seed 

endowment funding, through trust and 

foundations, corporate partnership and individual 

support remains central to the fundraising 

strategy. 

 

1.4 Estate Strategy  

 

▪ We are working towards a new, ten-year Estate 

Strategy that sets out how we manage our 

property portfolio and exploit our assets effectively  

▪ This will see the introduction of new ways of 

working, following an asset management 

approach, where we develop, operate, maintain/ 

upgrade our estate assets in the most cost-

effective manner. 

▪ Our FM team will focus on supporting the delivery 

of our major projects including a new staff 

accommodation at All Saints (Parkside) and 

delivery of Transforming IWM London phase two; 

and Transforming IWM Duxford 

▪ Our Estate Asset Investment Model will inform 

planning and lifecycle priorities over the next 10 

years.  

 

 

▪ The Estate Strategy will undergo a detailed 

review to reflect and assess the impact of COVID-

19.  

▪ We remain focused on supporting the delivery of 

our major projects, which has continued as the 

major projects works have continued throughout 

lockdown 

▪ As with the Estate Strategy, the IWM 10 year 

Estate Asset Investment Model will need to be 

reviewed to reflect the impact of removing the 

Lifecycle budget from Year 1 of the CP which will 

change the priorities of the following years as 

risks increases and more pressure is put on 

reactive maintenance. 

▪ The £4 million received from Government towards 

conducting critical infrastructure works and to 

help the preservation of the collections, is being 

used to accelerate the critical work at HMS 

Belfast and IWM Duxford, conducting disruptive 

work while we cannot open HMS Belfast safely. 

HMS Belfast works include waterproofing the 

superstructure and upgrading the fire and smoke 

alarm and detection systems. The IWM Duxford 

works will include a permanent repair of the 

Airspace Hangar roof, improve our Collections 

storage facilities, some of which are not currently 

really fit for purpose, and other key infrastructure 

work which will ensure the safety of staff, visitors, 
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CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

the collections and minimise the risk of failure for 

key pieces of infrastructure. 

1.5 Information Technology 

 

▪ Our priority in CP20 is to support the 

implementation of our Digital Transformation 

Strategy. This will modernise our business 

operation and support commercial development 

▪ IT lifecycle investment is directed towards 

infrastructure development prioritised by risk  

▪ In CP20 we will continue to deliver key 

infrastructure and network upgrades (network 

storage, telephone system, Wi-Fi coverage) 

▪ We continue to invest significant resource to 

protect IWM from cybercrime. In CP20 we will 

renew our Cyber Essentials accreditation.  

 

 

▪ Digital Transformation programme continues as 

planned with projects in train unimpeded by 

COVID-19, however a review of the digital 

strategy for the longer term aims is being 

conducted. 

▪ IT lifecycle infrastructure investment has had to 

be decreased, so the priorities will need to 

reviewed and changed to reflect that only the 

urgent infrastructure can be updated in Years 1 

and 2 of the plan. The deferring of infrastructure 

upgrades until funding is available increases our 

operational risk. 

▪ Continue to work on protecting IWM from cyber-

crime. Will maintain accreditation.  

2. PRIORITISING OUR AUDIENCES 

 

2.1 Public programme 

 

▪ Our plans for IWM London will further embed the 

seasonal programme for development audiences, 

ensuring that IWM’s voice is relevant and 

resonant for the new audiences we need to 

sustain our future. The next step is to develop a 

strand of programming that seeks to drive 

audience numbers and to generate income 

through ticket sales. 

▪ IWM’s exceptional seasons programme will drive 

audience engagement and deliver our Audience 

Development Strategy to grow core audiences 

and nurture developmental audiences.  

▪ Highlights in 2020 include our season on 

Refugees across both branches in 2020–21. In 

2021–22 IWM North will feature a Tim 

Hetherington exhibition and the IWM London 

season is dedicated to ‘War Games’ (working title)  

▪ Reinterpretation of the public accessible Hangars 

at IWM Duxford will be undertaken as we start to 

implement and further develop the IWM Duxford 

masterplan  

▪ Reinterpretation of the HMS Belfast visitor route 

including a trail of interactive STEM interpretation 

through HMS Belfast that will engage family 

visitors.  

 

 

▪ We have adapted our temporary exhibition 

programme, with the programme reduced for the 

first couple of years of the plan and then returns 

to the previously established rhythm and 

frequency from Year 3 (2022-23). 

▪ The Refugees season running time has been 

significantly increased at IWM London and IWM 

North to provide a strong offer for reopening and 

maximise the number of visitors who will visit as 

the public becomes more culturally active. The 

extended runs will be replicated across the 

programme to maximise value.  

▪ There will continue to be marketable change each 

year for both IWM London and IWM North 

▪ Our Audience Development Strategy will be 

reviewed to consider how target audiences will 

behave differently and who we can appeal to after 

lockdown.  

▪ The Duxford Masterplan has not been greatly 

affected, but reduced budget for enabling works 

and reduced the programme to activity that does 

not require additional budget. 

▪ There is a consideration to escalate the HMS 

Belfast programme if we secure fundraising for 

reinterpretation alongside the get capital 

investment from DCMS and we agree to delay 

reopening of the ship.  

▪ Anniversaries are expected to take place as 

already scheduled.  

2.2 Public Engagement and Learning 
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CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

▪ In CP20 we will continue to deliver our Public 

Engagement and Learning Strategy and review 

and revise as the Strategy period comes to an end 

during the Plan  

▪ Our schools programme will ensure that IWM 

becomes the place to explore and debate issues 

that matter to the world we live in 

▪ We will launch new Holocaust and Second World 

War learning programmes and resources. The 

programme will support teachers with how to 

interpret our challenging subject matter and how 

to engage young people with the Holocaust as it 

fades from living memory 

▪ Our programme for adult audiences will establish 

IWM as the place for experimentation and 

engaging with contemporary conflict  

▪ We will work with strategic partners to extend our 

reach and impact 

▪ We will evaluate and measure the impact of our 

programme 

 

▪ PEL Strategy will still be reviewed with a full 
evaluation in 2021-22 of the previous three years’ 

activity. The revised strategy will outline a new 

vision for learning 2022-27. 

▪ Schools Programme will be digital only until late 

January 2021 when self-guided and Holocaust 

schools programming will be available on site 

until Spring 2021 when the return to the wider 

schools programme will be gradually 

reintroduced. 

▪ Second World War and Holocaust Programmes 

will be realigned to remain in line with the opening 

of the new Galleries which have been delayed to 

Autumn 2021 

▪ Adult and Youth programming will be adapted to 

be digital  

▪ A Social impact framework will be in place for us 

to report and measure impact of programmes 

from 2020.  

 

2.3 Digital Transformation  

 

▪ Implementation of our Digital Transformation 

Strategy will address replacement of legacy 

systems with infrastructure that truly supports our 

business aspirations (including integrating our 

CRM system).  

▪ It will build and develop digital skills amongst all 

staff. 

▪ We will create impactful digital outputs that 

resonate with our audiences as we deliver our 

public programme and new Second World War 

Galleries and The National Museum of the 

Holocaust in Britain at IWM London  

 

 

▪ The Digital Transformation Strategy remains one 

of our top priorities.  

▪ We are taking the opportunity of the impact of 

COVID-19 and the arrival of the new Assistant 

Director, Digital Transformation to review the 

digital strategy, with a significant emphasis on 

understanding the customer experience and 

pinpointing areas of digital that will need to adapt 

with the changing needs of our customers and 

supports. This will not impact any of the projects 

in-train, and will allow us to view projects from a 

different perspective and find new opportunities.  

2.4 Masterplanning  

 

▪ Transforming IWM London phase two is our next 

major audience facing project. In CP20, the 

construction and fit out of new Second World War 

Galleries will continue, The National Museum of 

the Holocaust in Britain and learning facilities will 

commence and launch in February 2021 

▪ We are developing plans for the next phase 

(three) of Transforming IWM London; and 

business cases for key phases of the IWM 

Duxford masterplan (Transforming IWM Duxford) 

▪ Our plans for Churchill War Rooms will balance 

the need to maintain audience levels alongside 

ongoing investment in the Churchill Museum and 

maintenance of the historic rooms  

▪ HMS Belfast investment in CP20 will include an 

upgrade of the interpretation on board, and the 

planning of major public engagement projects.  

 

▪ Transforming IWM London Phase 2 will be 

delayed with the new Second World War and 

Holocaust Galleries scheduled to open in Autumn 

2021. 

▪ Further transforming plans will be reviewed and 

considered during this plan, with any plans 

dependent on financial recovery and fundraising 

potential 

▪ IWM Duxford is not going to have any significant 

change with only slight changes to the enabling 

and visitor experience programmes in Years 1and 

2 of the projects 

▪ Churchill War Rooms will be reviewed but work 

already funded for will take place as planned. 

▪ HMS Belfast programme will be adapted and 

timings escalated to maximise the DCMS capital 

allocation. The interpretation plans will also be 
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CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

▪ In CP20, we will deliver the Parkside project, our 

new staff accommodation block in London that will 

facilitate new, flexible ways of working through 

open planned office space and hot desking 

facilities  

▪ We will develop the Visitor Pavilion at HMS 

Belfast to attract visitors walking on the Southbank 

and better welcome visitors to the ship. 

reviewed and fundraised against so a strong new 

offer is created for reopening.  

▪ Parkside staff accommodation will be delivered 

within Year 1, with a slight delay, Staff are 

expected to be able to use site from late Autumn 

2020. 

2.5 Exhibitions upgrade 

▪ Production of aircraft viewing platforms within the 

Hangars at Duxford to enable visitors to view 

inside aircraft cockpits. 

▪ We will reopen the Operations Room at Duxford, 

with refreshed STEM content.  

▪ We will use royalties from They Shall Not Grow 

Old to upgrade our First World War Galleries 

which opened in 2014 will benefit from further 

investment to ensure they continue to provide the 

best possible visitor experience. 

▪ We will refresh the visitor offer of the Main 

Exhibition Space (MES) at IWM North and provide 

changes that will drive new audiences and 

encourage visitor engagement. This includes an 

update of content in the Silos- including the Silo 

focusing on Empire & Commonwealth, which will 

introduce more BAME voices and non-British 

narratives into the MES, working with participatory 

groups and IWM Institute research projects.  

▪ Building on the success of the Art Hang in 2019 

we will continue to refresh the art displayed in the 

IWM North MES, showcasing IWMs rich collection 

and look to introduce an art trail.  

▪ We will begin to develop new content for the Big 

Picture Show at IWM North, editing and refreshing 

current films, delivering a new film to showcase 

IWMs own archive, exploring new stories as part 

of a varied programme of films and providing 

marketable change in the MES. 

▪ We will deliver the reinterpretation of the HMS 

Belfast’s 2 Deck with work on the Galley, Bakery, 

NAAFI canteen and Sick Bay and develop plans 

for reinterpreting HMS Belfast’s Mess Decks, 

Laundry and Torpedo Flat.  
• We will improve the overall customer experience 

and accessibility of Churchill War Rooms by 

improving lighting and seating in the central room. 

We will also introduce light-touch interpretive 

elements, including a scale tactile model of the 

site, supporting visitors’ understand the 

architecture of Churchill War Rooms, and their 

location within it. 

• We will investigate and test new types of 

multimedia guide technologies, and undertake 

evaluation into potential narrative options. We will 

ensure that we have a robust understanding of our 

▪ Production of the viewing platforms will be ready 

for Hangar 4 but other platforms will be delayed 

until Year 2.  

▪ IWM Duxford Operations Room is scheduled to 

now open in September 2020 

▪ The upgrades to the First World War Galleries at 

IWM London are being reviewed. 

▪ The refresh of the IWM North Main Exhibition 

Space has been reduced with the refreshes in 

place prioritising collections that need to be 

removed for care purposes. Digital content will 

also be refreshed.  

▪ The development of new Big Picture Show 

content at IWM North is paused and timetable will 

be reviewed with any potential fundraising 

opportunities to be considered. 

▪ Churchill War Rooms will be reviewed but work 

already funded for will take place as planned. 

▪ HMS Belfast programme may be adapted and 

timings escalated dependent on decisions made 

on reopening and fundraising for reinterpretation. 

▪ The multimedia guide will continue to be renewed 

in line with the renewal of the contract in Year 2 of 

the plan.  
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CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

visitor needs, and what the best new technological 

offer could be that will provide a high quality visitor 

experience at the three charging sites. 

3. BUILD OUR BRAND 

 

3.1 IWM Institute for the Public Understanding of War and Conflict 

 
▪ We will fully launch the IWM Institute for the Public 

Understanding of War and Conflict in 2020 

following a successful pilot which began in 2018.  

▪ Through closer engagement with the academic 

sector and by bringing together our research, and 

expertise we will be able to demonstrate our 

impact in the broadest sense and on an 

international platform 

▪ We will improve our research services for 

academic, commercial and family researchers. 

The IWM Institute will develop an annual events 

programme for audiences of 150+. This new 

series would help IWM to deliver on its mission to 

deepen public understanding of the cause, course 

and consequences of war; prioritise our audiences 

(particularly development audiences) by inspiring 

innovative and cutting-edge public programming. 
The Institute will launch its podcast titled Conflict 

of Interest.   

 

 

▪ We will digitally launch the IWM Institute for the 

Public Understanding of War and Conflict in Year 

1 

▪ All events have been redesigned and focused to 

be delivered digitally. 

▪ We will improve our research services for 

academic, commercial and family researchers. 

The Conflict of Interest podcast will be launched 

this September.  

 

3.2 Working in partnership for maximum impact 

 
▪ We will implement our Partnerships strategy which 

will identify how we build on the momentum and 
successes of high profile work partnership work to 
date (including IWM’s First World War Partnership 
Programme) 
 

 

▪ The Partnership Strategy will be implemented as 

planned with some slight delays as other 

departments prioritise focusing on adapting to 

COVID-19.  

3.3 Second World War and Holocaust Partnership Programme 

 

▪ In CP20 we will continue to deliver the Second 

World War and Holocaust Partnership 

programme, funded by the NLHF, alongside 

Transforming IWM London 2. The Programme will 

facilitate greater public understanding of the 

Second World War and Holocaust, by sharing 

diverse regional stories on a national stage and 

engaging new audiences across the UK, and 

deliver lasting impact for IWM and partners 

through the exchange of knowledge and skills. 

▪ In CP20 IWM and all eight partners will 

commence activity, launching public 

programming, a skills and networking programme, 

and digital engagement. At least two partner 

venues will host Digital Traineeships 

 

▪ There have been no delays or significant changes 

to Second World War and Holocaust Partnership 

Programme due to COVID-19, so will be 

delivered as planned with a focus on digital 

activity until social distancing restrictions are 

relaxed. 

3.4 Volunteers 
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CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

▪ Volunteers provide incredible support to IWM and 

add value in key areas of our operation 

▪ In CP20 we will take a step-change in our 

volunteer programme by growing our volunteers 

by 67%. We will do this by recruiting more 

volunteer team leaders to ensure our volunteers 

are well supported.  

▪ We will be delivering our volunteering strategy  

that ensures we continue to offer life-enhancing 

opportunities to our volunteers, grow volunteer 

participation and contribution, attract from a more 

diverse pool of volunteers, and that we evidence 

the positive gains volunteering has on the delivery 

of IWM strategy 

 

▪ The Volunteer Engagement Strategy has been 

developed and will be implemented in Years 1 

and 2 of the plan to assist in the delivery of an 

increased number of volunteers. There has been 

a slight delay in recruitment due to branch 

closures, but is expected to still be delivered as 

anticipated.  

3.4 Knowledge mapping   
 

▪ Our Learning and Development Prospectus will 

routinely be reviewed to identify and address 

training needs and opportunities to build 

knowledge 

 

 

 

▪ The Learning and Development Prospectus will 

be revised with the number of training sessions 

available needing to be reduced to reflect the 

resources now available. The Prospectus will 

focus on delivering mandatory courses. HR are 

redesigning most courses to be delivered online 

and will promote the new training materials 

available via GoodHabitz. 

 

3.5 Compliance 

 
▪ We will continue to review all policies, plans and 

procedures to ensure that they remain current and 

support staff. We remain compliant with all GDPR 

rules 

▪ We will keep abreast of changes in regards to 

Brexit 

▪ We will maintain Cyber Essentials certification 

▪ Our Collections Management standards will fully 

meet all legislative requirements, quality standard 

schemes (as set out by The National Archives, 

Arts Council England and Digital Preservation 

Coalition) and ethical guidance (as set out by the 

Institute of Conservation and Museum’s 

Association) 

▪ We will undertake work to remain complete with 

CAA Air Navigation Service Provider (ANSP) and 

Meteorological (MET OFFICE) including 

upgrading our ATC weather monitoring 

equipment. 

 

 

 

 

 

 

▪ There is no anticipated changes to any of our 

compliance as it remains a priority. All relevant 

compliance will continue to be maintained and 

adhered to.  
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CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

4. EFFECTIVE STEWARDSHIP OF OUR COLLECTION 

 

4.1 Collections management and care 

 

▪ Our inventory record, and data on the condition of 
our collections, will be maintained and upheld as 
new items enter IWM's management control 

▪ We are making progress in the strategic 
digitisation of our collection (for access, 
preservation and commercial purposes), 
prioritised according to our major projects  

▪ Our Digital Futures project will digitise 1.8 million 
items in the next 5 years. Our focus will be on 
images, film and sound. For late twentieth century 
conflicts these highly vulnerable media need to be 
digitised to ensure their long term preservation. 
During the life of this project we will monitor the 
rate of deterioration and use a rapid response 
budget so that the programme can be responsive. 

▪ Condition information will drive a programme of 
preventive care and conservation projects, so as 
to support masterplanning and inform preservation 
digitisation priorities.  

▪ Our process of collection development will be 
intelligent and holistic, identifying items that are 
duplicates or unnecessary examples of type, but 
also seeking suitable alternative homes for these 
items, where other organisations can use them to 
provide opportunities for display or engagement. 
We will ensure that we continue to meet 
accreditation standards in all aspects of our work.   

 

 

▪ There is no significant impact to our collections 
management and care programme of activity with 
timetable changes but no impact to the targets for 
Digital Futures, inventory management, 
collections development or collections 
management projects.  

▪ We will ensure that we continue to meet 
accreditation standards in all aspects of our work. 

4.2 Collections Access 

 

▪ In CP20 we will build on progress made in 

collections accountability and care to enable 

internal and external users identify, select and use 

our collections with ease 

▪ We will progress our digitisation on demand 

project for film delivery, which will inform which 

model we follow to efficiently deliver this service 

to our users and customers 

▪ Our Collection Search function will be relaunched, 

enabling all users to identify and select from our 

entire collection 

 

 

▪ There is no significant change to our collections 

access work, including the accountability 

progress, digitisation on demand service or 

Collections Search activity. 

4.3 Collections Development 

 

▪ We will continue to profile parts of the collection 

which can be selected for public access and the 

areas of our collection that need further 

development to widen and deepen use 

▪ We will support masterplan objectives, through 

collecting strategically to fill gaps in the collection 

 

▪ We will progress public access using collections 

search by addressing areas the visibility of our 

collections by developing information and images 

to widen and deepen use. To realise our ambition 

to support Black Lives Matter we will work with 
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CP20 activity as originally planned and approved 

(March 2020) 

Revised CP20 activity (June 2020) 

where they relate to the Holocaust and Second 

World War and through a major digitisation drive  

▪ Our collection review programme facilitates 

greater access to our collections as our default 

practice is to disperse vehicles or aircraft not 

required in our collection to publically accessible 

organisations rather than closed storage 

▪ Our curators are stewards of the collection and 

guarantors of its continuing global relevance. They 

will continue to enhance and open up this world-

class asset through the implementation of new 

strategies for the development of the collection, 

and by facilitating and enabling all other teams in 

the museum to embed historical and curatorial 

authority in their work.  

stakeholders to present and allow these stories to 

be shared in collections search.  

▪ We will collect strategically to fill gaps in the 

collection, not least where they relate to the 

Holocaust and Black Lives Matter.   

▪ Our curators are guarantors of its continuing 

global relevance of our stories. They will continue 

to enhance and open up this world-class asset 

through the implementation of the collections 

development strategies. The continued focus on 

the Black Lives Matter movement has given 

additional impetus and imperative to this work. By 

facilitating and enabling all other teams in the 

museum our curators will embed authority and 

empathy throughout our work. 
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5. Risks and opportunities  

 

The priorities and planned activities for CP20 outlined above respond to our top organisational 

risks. IWM’s financial resilience is our highest risk. With the UK’s GDP falling by 25% since 

lockdown and as the speed to economic recovery is unknown consumer confidence is likely to 

remain low. The mitigations identified in this plan will be key to our reducing temporary and fixed 

costs.  

 

How the COVID-19 pandemic affects our audience behavior in the medium to long term is 

uncertain but there is a high risk that audiences will be slow to return to visiting our branches; in 

particular visits from abroad or the from some elements of the domestic market. We have taken 

every measure we can to ensure that the appropriate levels of safety measure and vigilance will 

be in place across our branches and are developing a marketing campaign to reassure and 

encourage visitation.  

 

Our major internal threats involve the management of our considerable estate and replacement 

of IT legacy systems; specifically the significant funds required to manage and upgrade so as to 

bring fixed costs down to an acceptable level. Activities in some areas have been paused in 

order to progress our major projects and programmes and reduce costs in the revised CP20. 

Whilst timelines can be extended, significant lack of timely investment may result in decreasing 

visitor satisfaction, escalating maintenance costs or increase the risk to systems failure/asset 

degradation. Long-term masterplanning and delivery of the Estate Management Strategy will 

help mitigate this risk but with the declining resources available for lifecyle (both for the estate 

and IT systems) will mean higher risk has to be accepted. The IT security and lifecycle 

investment protects us from the constantly evolving threat of cyber-attacks and the reputational 

and business interruption risk presented by this threat materialising. This will continue to be 

prioritised and monitored with staff training, compliance and accreditation throughout the plan.  

 

Our staff are key to the successful delivery of the Corporate Plan. We will maintain the 

programme of work to deliver Smarter Working to IWM which will bring about efficiencies in how 

we work and improve staff wellbeing. Continued change and improvement has been established 

as a norm, and during CP20 we will continue to bring about culture change. The delivery of a 

new staff accommodation block (Parkside), longer-term gains of our Digital Transformation and 

upskilling of staff and the work of our Cultural Change Ambassador Network will bring positive 

changes to our working culture and reduce adverse risks to staff motivation and productivity.  
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6. Measuring and Sharing Our Impact  

 

We know the important role we play as a national museum, looking after our amazing collections 

and telling remarkable stories to our audiences. It’s important for IWM to be able to evidence the 

impact we have on our communities and wider society (UK and Global). This is vital as we will 

need to receive financial support and advocacy from Government, visitors, members, and 

funders during this incredibly challenging time. To enable us to evidence our role and our impact 

we have embarked on an important project to measure our social impact.  The project will deliver 

a framework to measure and better demonstrate our impact and report on this framework 

throughout the plan. The results of the reporting will enable us to improve our planning as we 

prioritise investment into the activities that give the best value and deliver most benefit. This will 

help elicit fundraising support from our existing and potential donors.  

 

We’ve also commissioned research to look at our economic impact to the communities around 

our branches and beyond. This work will mean that we can evidence the extensive economic 

reach and benefits all of our sites provide to their regions to our stakeholders – both locally and 

nationally. This could not be delivered at a more pertinent time and will help demonstrate the 

impact that we achieve.   
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7. IWM Performance Measures 

 

YEAR 1 (2020-21) AND YEAR 2 (2021-22) ORIGINAL VERSUS REVISED TARGETS  

 

 
IWM performance measures:  
2020-21 and 2021-22 Original versus Revised Targets  
 

2020-2021 
Original 

2020-2021 
Revised 

2021-2022 
Original 

2021-2022 
Revised 

1. FINANCIAL SUSTAINABILITY 

1.1 Self-generated income  62% 39% 64% 55% 

1.2 Commercial net profit (inc. admissions) £20.5m £2.5m £22.6m £10.9m 

1.3 Fixed Costs 62% 80% 62% 73% 

1.4 Staff turnover 27.5% 5% 25 % 15% 

2. PRIORITISE OUR AUDIENCES 

2.1 Rated visit excellent1 68% 68% 75% 70% 

2.2 Number of visitors (‘000s) 2,626 506 3,084 1,774 

2.3 Number of unique web visits to iwm.org.uk (‘000s) 11,000 11,000 12,000 12,000 

2.4 Repeat visitors 37% 40% 40% 41% 

2.5 Overseas visitors 46% 6% 46% 28% 

3. BUILDING OUR BRAND 

3.1 % of active marketplace that agree IWM’s global citizenship statement2  65% 65% 66% 66% 

3.2 Visitors who expected their visit to be excellent  28% 28% 40% 40% 

3.3 Proportion of Visitors from BAME background 10 % 10% 10 % 11% 

3.4 Proportion of Visitors members reporting a disability  10 % 10% 11 % 11% 

3.5 Proportion of Visitors members reporting as C2DE 20% 20% 20% 20% 

4. EFFECTIVE STEWARDSHIP OF COLLECTIONS 

4.1 Content level framework records online 1.2 million  1.2 million 1.5 million  1.5 million 

 
1 We will need to adapt our methodology of collecting visitor evaluations to take into account social distancing in at least Year 1 of the plan (2020-21). This will mean that the data for 2020-
21 will not be comparable to data from previous years and potentially future years dependent on future methodologies.  
2 This performance indicator measures the net % of active museum/attraction visitors agree with the statement: “Imperial War Museums helps people, as global citizens, make sense of an 
increasingly unpredictable world – exploring the way war has shaped the local and the global community, appreciating diverse views, and challenging audiences to become ready to 
engage in difficult decisions for themselves, their communities and their world.” 
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IWM performance measures:  
2020-21 and 2021-22 Original versus Revised Targets  
 

2020-2021 
Original 

2020-2021 
Revised 

2021-2022 
Original 

2021-2022 
Revised 

4.2 Digital assets available for use and reuse 300,000 400,000 500,000 500,00 

4.3 Proportion of collection stored in appropriate environmental conditions 81% 81% 88% 88% 
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YEARS 3-5 TARGETS (NO CHANGE FROM ORIGINAL PLAN) 

 

 
IWM performance measures 2022-2023 2023-2024 2024-25 

1. FINANCIAL SUSTAINABILITY 

1.1 Self-generated income  65% 65% 66% 

1.2 Commercial net profit (inc. admissions) £24.2m £26.2m £28.1m 

1.3 Fixed Costs 61% 58% 56% 

1.4 Staff turnover 17 % 18%  18 % 

2. PRIORITISE OUR AUDIENCES 

2.1 Rated visit excellent 75% 75% 76% 

2.2 Number of visitors (‘000s) 2,878 3,070 3,154 

2.3 Number of unique web visits to iwm.org.uk (‘000s) 13,000 14,000 15,000 

2.4 Repeat visitors 40% 40% 40% 

2.5 Overseas visitors 46% 46% 46% 

3. BUILDING OUR BRAND 

3.1 % of active marketplace that agree IWM’s global citizenship statement3  67% 68% 69% 

3.2 Visitors who expected their visit to be excellent  40% 40% 45% 

3.3 Proportion of Visitors from BAME background 12 % 13 % 15 % 

3.4 Proportion of Visitors members reporting a disability  11 % 12 % 13 % 

3.5 Proportion of Visitors members reporting as C2DE 21% 22% 22% 

4. EFFECTIVE STEWARDSHIP OF COLLECTIONS 

4.1 Content level framework records online 1.7 million  1.7 million  1.7 million  

4.2 Digital assets available for use and reuse 800,000 1 million 1.3 million 

4.3 Proportion of collection stored in appropriate environmental conditions 88% 88% 88% 

 

 

 
3 This performance indicator measures the net % of active museum/attraction visitors agree with the statement: “Imperial War Museums helps people, as global citizens, 
make sense of an increasingly unpredictable world – exploring the way war has shaped the local and the global community, appreciating diverse views, and challenging 
audiences to become ready to engage in difficult decisions for themselves, their communities and their world.” 
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