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About me...











1.2 (ish) million visits 
across 5 museums



Memory lane...









Still waiting to hear about the possibility of purchasing a copy of the 
"Ahead of the Curve: New China from China" catalogue... I'd really like to 
get my hands on one! I contacted the BMAG shop directly in November 
(museumretail@bristol.gov.uk), but no reply from them either...



No budget oversight 
No tools or systems 
No love from management team
No profit
No theft



No budget oversight 
No tools or systems 
No love from management team
No profit
No theft...key metric?!



2014/15

£281,360 net 
??? trans
??? conversion
??? ATV
£0.31 SPH

2015/16

£294,632 net 
53,757 trans
5% conversion
£5.48 ATV
£0.51 SPH



108%*



Retail sales (NET)

2014/15 2015/16 2016/17 2017/18 2018/19

BMAG £164,603 £168,552 £202,637 £223,955 £339,318

M Shed £116,757 £126,080 £152,442 £217,211 £223,088

Blaise £200 £200 £3,365 £7,982 £12,462

Red Lodge £647

Georgian House

Online shop £8,687

Total £281,360 £294,632 £355,079 £449,148 £584,201



Culture change*

*Go make a ruckus



No Income targets
No performance data* 
No attention* 
Few resources
No annual plan
No P&L
No bespoke range
Products from 1960s!

Few products over £20
No book shelves
Poor lighting
No marketing
No stock management
No input to wider service
No Buying plan
No staff development  







£426,000 savings



STOP



As of today we are a "cultural 
business" 



What works is more important 
than what people prefer
-Leisa Reichelt



Put in place a sustainable 
multidisciplinary team that can 
design, build and operate the 
service, led by a suitably skilled and 
senior service owner with 
decision-making responsibility.

- Service standard, GDS



TEAM OF TEAMS

Cafe 
Digital
Design & Marketing
Documentation and Collections
Retail Thinking 
 



Build [scale] a profitable retail [scope] 
department that has sales of £700,000+ by 
2022 [Speed].



Build [scale] a profitable retail [scope] 
department that has sales of £700,000+ by 
2022 [Speed].



Delight



Delight...sell products
….that people want to buy!





USER 
RESEARCH

Started 28 Sept



User Research

Who is the 
audience?

Explore new 
products 
and ideas

Test ideas

Evaluate 
and 
Adjust

Report 
and 
Share





1000 True fans

https://kk.org/thetechnium/1000-true-fans/

https://kk.org/thetechnium/1000-true-fans/


Increasing revenue



Focus on the Forest – 
Forget the Trees



350  changes



The strategy 
is delivery



● 22-09-2018 Japanese exhibition opens

● 21-09-2018 arrival of bespoke Great Wave products

● 24-08-2018 ACE shop of the month https://acenterprises.org.uk/ace-shop-month?platform=hootsuite

● 13-08-2018 Retail Buyer starts Sophie Berry

● 08-08-2018 replaced banksy table outside shop with our Guide the Art Collection

● 07-08-2018 did a tour of all five museums with Andy from ARJ-CRE8 to look at shop 

options 

● 07-07-2018 Woman's Craft Hour exhibition opens at Bmag

● Heatwave end of June to July 2018 

● 30-06-2018 Re-opened BMAG Shop to the public 

● 25th-29th June 2018 BMAG shop refit by ARJ-CRE8

https://acenterprises.org.uk/ace-shop-month?platform=hootsuite
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BUYING

DO 

hire a Buyer

say no 

try dropshipping

spend 5% on experiments 

ask suppliers for better margins if you hit X

Identify best sellers & reduce stock outs 

Get shot of products from the 1960’s!!!!

Ignore  finance banging on about depreciation

Understand target audience to create 
product ranges that sell 

Analyse sales data to make key decisions on 
product lines to keep/drop

 



PERFORMANCE

DO

 share 1-2 key metrics with team

collect & report data publicly 

collect & report data publicly

test assumptions quickly

Remember it’s about profit not margin 

Make practice become a habit

Become data-informed



VM

DO 

make product pricing clear

make a simple set of guidelines

look for plastic alternatives

hire in expert help

tell stories 

Only move products using your data - be 

data-informed at all times

put poor products in “silver” spots then delete 



STAFF SKILLS

DO 

Share roadmap

work some shifts every year 

give staff £100 decision-making power

 Regularly review structure as you grow 

send them on trips

make a handbook and reach the rationale 



Performance data

Collect

what minimum pieces of 
data can we collect in a 
consistent way over 
multiple cycles? e.g. 
daily/weekly/monthly/yea
rly and can we collect 
easily

Share

Let everybody see the 
streams of data as they 
may have a use for your 
data eg school visits may 
impact retail so share it 
all

Use

Take one or more data 
sets and use them to 
contribute to 
understanding user 
needs which in turn 
allows us to make 
business decisions. 

Pssst your business needs 
are to meet user needs. 









Pop up 













Attempted Theft!

16-11-2016 attempted theft at M Shed 







Cost to post 20x 
banksy prints to Japan 
dec 2017...£120







 
The marathon continues



 
The marathon continues

Zak Mensah
zak.mensah@bristol.gov.uk
@zakmensah
zakmensah.co.uk

mailto:zak.mensah@bristol.gov.uk





