

































































































































































































































































































































































































































































Conservation Department 8 March 1984

Taking and preparing samples
wood (identification, carbon 14)
textile fibers - on slides
. pigment identification - on slides
3. Art Historical or Museum World
a. Organizations/ memberships
Mid-West Regional Guild
American Institute for Conservation
International Institute for Conservation
b. Conferences and seminars at museums and institutions, conservation labs
c. Lectures, papers, Bulletin articles
B. Chart of functions and hours per week spent carrying out services/functions

Public Museum Art World Hours per week e
Lot
Chief Comservator 4 32 & 40 Q1%
Conservator of Paintings 2 36 2 40 i
Associate Conservator AT
of Objects 3 36 1 40 e
Assistant Conservator ‘ CrN
of Paintings 2 37 1 40
Assistant in Textiles 2 37 1 40
Preparator and Assistant = 2 37 1 40
Mellon Fellow 1-1/2 32 6-1/2 40
Secretary/Administrative
Assistant 8 30 2 40

C. This department interphases with all other departments of the Museum in a
. unique fashion. The following list is presented in order of priority.
1. Curators
Removing and/or installing objects
Examination

Consultation
2. Utility Department

Opening cases
Transporting and installing large objects
Outdoor sculpture
3. Registrar
File of conservation work for Museum objects
Special packing problems
Inspection of incoming works of art
Courier for Museum
Removing or adding accession number to object with registrar
Record of private work in and out
4. Photography department
Safely installing objects for photography
Unframing paintings, prints and drawings for photography
5. Carpenter shop
Special frame work and bases
Structural problems with objects
Special installations

*

6. Painter
Mix special paints to be applied by conservator for exhibit
‘ 7. Engineers
Special lighting

Metal work
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Conservation Department

8. Publications department
. Editorial work on published material

9. Education department
Notify when galleries are closed or objects removed
Schedule each day
Co-operate with tours
Preservation of Extension collection

10, Public Information Department
Publicity from conservation for the media

11. Guards
Notify of any damage by accident or vandalism to Comservation and Curator
involved

D. Are there other services and activities which you believe should be a
responsibility of your department but are not presently?
No.
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IV. Introduction

I would like to give you a short history of conservation pertaining to this Museum.

Under the direction of William Milliken, William Suhr, painting restorer with the
Frick collection in New York and major dealers, was summoned to Cleveland to attend
to major paintings needing urgent treatment. While he was here, other major paintings
were cleaned. This procedure was repeated many times from 1930 to 1958. Many major
paintings were restored by Mr. Suhr before they were acquired by the Museum.

For this reason, when Sherman Lee became director in 1958, he still retained
Suhr through 1965 because of his knowledge of the condition of the collection and of
the availability of major paintings on the market.

However, as a first step in creating a department within the Museum, a step made
possible with the new Hanna funds, Dr. Lee appointed Joseph Alvarez as painting
conservator in 1958. He had been with the Museum for 30 years in the Extension Exhibition
department restoring secondary material. 1In 1960 I was transferred from Extensions,
where I had apprenticed under Mr. Alvarez, to be objects conservator.

Until that time, very little was done as far as restoration was concerned for
objects except the repair of breakage, which was done by a craftsman on the utility
crew. The late Joseph Ternbach, metal conservator in New York, did attend to some
silver objects for Dorothy Shepherd in the 1950s.

One painting conservator and one objects conservator working in the same space
examined and cleaned the bulk of the collection for the next 15 years.

When the painting conservator retired in 1974, Ross Merrill was appointed painting
conservator and also the department head. Under his direction the staff was expanded
to include 4 paintings conservators, two of which were initially funded by grants from
the Mellon Foundation, 2 objects conservators,-two preparators, and one secretary,
apread over three locations in the buildiné. Since 1981 when Mr. Merrill left, the
department has acquired an assistant in Textile conservation.

Thus the present state of the department and staff is 3 paintings conservators,

one of which is funded with Mellon moneys, 2 objects conservators, one assistant
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Conservation Department (Introduction, continued)

in textile conservation, 2 preparators, 1 administrative assistant/secretary.
Also in 1984 these various people except the textile conservation assistant,
will be gathered together from different parts of the Museum to be concentrated
in the remodeled area of the Museum (the former library) which will have approximately
9,000 square feet of space.
Note: The Preparator doing all work on prints and drawings reports to that

Department; this post does not take the place of a proper paper conéervator.
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1. Metropolitan Museum of Art Size of collection

‘ Conservation staff Preparators Interns/Fellowships

Paintings
Objects
Paper
Textiles
Armor
American Art
Egyptian
Far Eastern
Musical Art
Primitive
Scientists
TOTAL 50-1/2 3 10
(may only be partial)

9

=
- N

1

’-l
-~
ONNFWMHEHEMP=OOPTO

2. Museum of Fine Arts, Boston Size of collection

Conservation Staff Preparators Interns/Fellowships

Paintings

3, 1 part time
Objects 3

2

2

1
1
Textiles
Paper
Photography
‘ Furniture .1 2
Asian Arts 3
Scientists 2-1/2
TOTAL 17 1 4

3. Philadelphia Museum of Art Size of collection

Conservation Staff Preparators Interns/Fellowships

Paintings
Objects
Furniture
Paper
Scientists
TOTAL

3
& to 5 2

N =P

2

o0
S

7

4. Chicago Institute of Art Size of collection 250,000

Conservation Staff Preparators Interns/Mellon Fellows
Paintings 3 2 1
Objects 2
Textiles 1 (also curator)
1
1

Paper

‘ Photography
Furniture
Scientists

2
1 1
1

—
[

TOTAL 9 8 3
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5. Los Angeles County Museum of Art

Conservation Department
March 1984

Size of Collection 250,000

Conservation Staff Preparators Interns /Fellowships
Paintings 2-1/2 assigned to 2

Objects 4 curatorial . 1

Textiles 3 departments

Paper 2 1

Photography

Furniture

Scientists 3 1

TOTAL 14-1/2 6

6. The Cleveland Museum of Art

Conservation Staff Preparators

Size of Collection 45,000

Interns /Fellowships

Paintings 2 2
Objects 2

Textiles 1

Photography

Furniture

Scientists

1

TOTAL 5 2
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IV. A. 1If The Cleveland Museum of Art should find it necessary to institute a 10%
‘ cut in the Conservation budget:

1. Resign from Oberlin Intermuseum Conservation Association.

$1,500 - Membership Fee
1,500 - Treatment Allotment
o« $3,000

2. Refrain from using non-glare glass @ $440 a sheet. Budgeted $2,000
for 1984.

3. Transfer Yuji Abe travel cost to appropriate line; this would eliminate
$5,000 from outside Conservation budget. (

4. Eliminate the position of Assistant Preparator (the last person hired).

$14,984.60
Total Savings $24,984.60 - approximately 10%

B. How would you manage a 20% cut?

To cut 20%Z becomes such a significant change in the department's goals that
it is important to clarify the basic department.

" ; 1. Chief Conservator and Object Conservator - 1
2. Paintings Conservator - 1
3. Secretary - 1
4. Mellon Fellow in Paintings (funded by endowment grant) - 1

Toﬁal 4
This would entail minimal treatments and conservation for the Museum.

To juggle the staff to match the 20% budget cut might be done by cutting the
Assistant Paintings Conservator position; because of the Mellon position, it
would still mean the department would have two paintings conservators and
two objects conservators. (However, it should be noted that a Mellon Fellow
is a changing post seen essentially by the Mellon Foundation as a training
experience that can last no longer than three years.)

That cut of $25,732.27 together with Section A. institutes a trimming of
approximately 20%.

C. No suggestions

D. Possible ways to raise money?

1. Apply for funding Have

a. Lubrizol Grant 1—-—-
'7\’ .\‘J i. Vacuum Hot Table L V“l nJ AR-QK ', )
. o b. National Endowment
i. X-ray Fluorenescence (Matching Grant)
2. Charge Entrance Fee for May Show to help defray expenses of exhibit.




PHOTOGRAPHY DEPARTMENT -~ WORK REPORT FOR 1983 - Totals for the year

PRINTS : .PHOTOGRAPHIC WORK
| Lx5 & : :
8210 Enlargement | Registrar 8x10 B&W 9' Transpe- " Line | Halfe
Department Prints |, Prints - cards Negs 35mm arencies | Slides | Shots | tones Miscellaneous
Ancient Art 412 15 - 56 - 30 50 1 - .
Early West Art 1,518 245 - 159 - 27 - - - Dev.20 rolls 35
Later West, Art 1,131 147 - 325 4 rolls 12 - 1 - -
¥odern Art 596 8 - 112 - L2 LY - - -
Oriental Art 862 38 - 2Ly - 18 611 10 - -
Paintings Dept. 368 9 - 63 - 63 6 - - -
Prints % Draw, 399 - - 146 - P 58 - - -
Textiles 397 - - 142 - 2l 8 - - -
Totals-curatorial 5,683 L62 - 1,247 P rolls 2ko ) TT7 12 - &Dev.20 rolls 3
Hegistrar Dept. :
For Dept. files 1,490 2,233 L62% - - - - - -
Accts., receivable| 1,650 5 - - - - - - - -
Conservation Bept 703 428 - 58 4 rolls -3 161 - - Jpev. 34 rolls
Extension Exhib, 242 139 - 160 - 16 - 5 - -
Public Info. 1,386 222 @ 79 [15 rolls - 16 - ph é
Publications o1 - - 25 - - - - - -
rersonnel 107 9 - - 41 rolls - - - - -
¥r., Ward-designer 90 - - 2 - - - 12 » »
Jr. Council - - - - - - 17 - - - -
CCn.l Mg. 26 ’42 - - = oo = = - -
Developrent omc{ 127 . - - 1 roll - - - . -
Zducation Dept. 75 - - 31 - = - - - Dev, 3 rolls 35
Yusical Arts ; 4 2 - - 1l roll - - - - -
Photo Libra.ry 363 = - - ‘e = - " j o = -
Slide Library - - - - - - {(903(’&““‘ - - -
’rint Shop 13 = - - - - =271, | 253 129 -
| ~ = = P
rotal all Depts, | 12,047 1,309 2,233 2,064 |66 rolls @},W@M 282 129 |See above
: n A \
|at >4 01
@ B e 3
; \0




' Photography S\.io

April 1984
Group Term
1984 Social Life Blue Cross/ [Kaiser Dental Only Total
Position Salary Security Pension Insurance Blue Shield Foundation Blue Shield Cost
Department Head
N. Hlobeczy g 25,000 $ 1,750.00 § 943 ¢ 125.38 ¢ 2,628.13 . § $ ¢ 30,445.51
(17-1/2 yrs)
Assistant Photographer
R. Falk ¢ 16,000 1,120.00 28.44 T91.52 99.72 ¢ 18,039.68
( 2 years)
Darkroom Technician
R. Browske ¢ 13,500 945.00 70.56 791.52 99.72 ¢ 15,406.80
(2 years)
Secretary
N. Schroeder g 16,550 1,158.50 461 28.4Y 1,01k4.27 19,212.21
(16 years)
g 71,050 g4,973.50 @1,Lok $251.82 $3,642.40 $1,583.04 $199 .44 $83,104.20
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April 1984

. department to keep up with tecanological advances and to be aware
of procedures followed by photographers in other museums.
The department has operated under budget for the past ten years.
II. 1. Prepare a Table of Organization for the department. List per-

sonnel by responsibility(ies) and set beside each staff assignment
total cost of that person to CMA.

A. Head of Photography Department Total cost: $30,446
l. Administration 5 hours
2. Head photographer 28 hours

3. Does technical training of all new personnel 2 hours

4. Responsible for yearly budget, cost control

B. Secretary . Total cost: $19,212
1. Office duties of telephone, typing, all
‘ record keeping, including maintenance
of index 26 hours

2. Coordinates photography sessions with departments T hours

3. When needed, pulls and files negatives 2 hours

C. Assistant Photographer Total cost: $18,040
1. Primary function: darkroom work of printing
and enlarging negatives; processing film 30 hours
2. Photographs of events and museum projects for Public

Information and archives. 5 hours

D. Darkroom Technician: Total cost: $15,407
l. Processes film; makes prints and negatives

for enlarging 27 hours
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DEPARTMENT QUESTIONNAIRE FOR PLANNING COMMITTEE: PHOTOGRAPHY STUDIO

I. 1. (A) Please state the mission of your department. (B) Explain
the separate elements of this mission and indicate your order of
priority. (C) Do present priorities seem appropriate for the
future?

A. To photograph and make prints of objects in the Museum collection.

To store negatives and maintain cross reference file.

To respond to the photographic needs of the Museum.

B Separate elements of mission are to:

(a) Record condition of works of art.

(b) To take negatives and make photographic records of objects
for registration.

. (¢) To prepare prints of Museum objects as required for research
and scholarship.

(d) Make photographs and/or slides of Museum objects or book
illustrations for Museum staff and for outsidé publications
both educational and commercial.

Other elements are:

(1) Special photography for Public Information, €.g.,
events such as openings, and Museum projects.

(2) Records of permanent gallery installations and exhibi-

tions for Museum archives.

(3) 1Identification photography of personnel /passports.

C. I see nothing changing in the immediate future with regard to these

‘ priorities.
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D. Statement with regard to Mission:
It is the responsibility of the photographic department to maintain
a standard of excellence generally higher than that found in most
commercial studios. It is also important for the photographic
department to keep up with technological advances and to be aware
of procedures followed by photographers in other museums.

The department has operated under budget for the past ten years.

II. 1. Prepare a Table of Organization for the department. List per-

sonnel by responsibility(ies) and set beside each staff assignment
total cost of that person to CMA.

A. Head of Photography Department 30,446
1. Administration 5 hours
2. Head photographer 28 hours

3. Does technical training of all new personnel 2 hours
k. Responsible for yearly budget, cost control
B. Secretary $19,212
1. Office duties of telephone, typing, all
record keeping, including maintenance
of index 26 hours
45 Coordinates photography sessions with departments T hours
3. When needed, pulls and files negatives 2 hours
C. Assistant Photographer $18,040
1. Primary function: darkroom work of printing
and enlarging negatives; processes film 33 hours
2. Miscellaneous photographs including work for

Public Information. 2 hours
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D. Darkroom Technician 15,407
1. Processes film; makes prints and negatives

for enlarging 27 hours

2. Makes graphic arts negatives and halftone

negatives for in-house printing 8 hours

II. 2. (A) Is any work of your department farmed out to outside
purveyors? If so, at what cost? (B) Are there tasks presently
done by staff which could be done more cheaply and/or better by
outside contractors? If so, please give details.

All work farmed out is either less expensive than in-house or

we do not have the equipment or personnel to accomplish the work. This

includes:

{( A. 1. Color processing. $1,200 slides
- ¢ LOO transparencies

(a) Original transparencies and slides
. (b) Duplicate transparencies and slides
(c) Color prints
2. Any black and white enlargements from 8 x 10-inch negatives.

B. Work we do in our own plant is less costly and of better quality

than outside.

IITI. 1. List the various services and activities of your department to
(A) the public, (B) the Museum, and (C) the art historical and/or
museum world, and indicate your priorities. Identify by function
the professional staff involved in carrying out each service or
function and estimate the number of hours per week each person is

involved. Note: Figures are for 1983.

A. For the public:

1. Make black and white prints of Museum objects for students and

olars ($8879 income in 1983 from b/w at $5

plus $5 reproduction fee 1655 prints
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W PM’
1
2. Produce color transparencies for rental to i
: -
TN : | MLt
scholarly publications and to commercial users.
86 subjects, 150 transparencies
3. Rental transparencies from existing files for e Y
Lvv
scholarly publications and commercial use. 170 transparencies ‘
For the Museum:
Registrar and Extension Exhibitions Depértments
(a) Make Polaroids and/or negatives and prints
of damage to works of art
(b) Make negatives and one record black and white
print of every CMA object 1144 prints
(¢) For every CMA object make four 4 x 6
inch cards with photograph 462 negatives, 2233 cards
(d) Make record photographs of Extension Exhibition
i RS poss 7\-»1\\
llectio nl ts £ -
collection, and enlargements for 1w 4 g‘e w
exhibitions. 160 negatives; 242 prints; 139 enlargements !
(e) Provide gallery views of new permanent installations
and temporary special exhibitions. 173 negatives; 346 prints
Conservation Department 5 R
(a) Make special photographs of works in process of gl ® ‘: :
: .
conservation 58 negatives; 141 b/w ffames OF 35 mm.;
161 color slides
(b) Make prints from all negatives taken by
Conservation Department as well as negatives
made in Photo Studio 703 contacts; 428 enlargements

(c) Develop black and white film 34 rolls 35 mm.




. Note:
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For the most part the Conservation Department itself does the

photography necessary to record treatments in progress, since scheduling

in advance is impossible; that department has no studio facilities

nor printing capability.

30

Curatorial Departments
(a) Take new negatives of Museum objects and make prints.
Also make prints from existing negatives for research and

publication. 5683 contact prints;
462 enlargement prints

(b) Photograph book illustrations and make %'\-
prints for research and publication 103 copy negatives M
(¢) Supply curators with film (20 rolls) for

research trips. Develop and print to order

(d) Supply Polaroid camera and film for

research, and exhibition installation 25 rolls 125

T
2 " > TS
Public Information ® RX
w I

¢ el
(a) Produce prints from Museum negatives ar
and copy negatives 79 b/w negs.;1390 contact prints
(b) Do candids at events and document
Museum projects. 540 b/w frames of 35 mm.;

222 enlargements

Slide Library
Produce original slides of CMA objects
(903 views) 2700 slides
Printing Department
Make line shots and halftones 129 halftones; 282 line shots

(Note: halftones are being largely

eliminated as Photo Studio work)




<
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III.

. III.
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Photograph Library

Produce prints of CMA objects 363 prints
Administration
(a) Make personnel I.D. photographs 107 -prints

(b) Studio space is made available to non-Museum
photographers such as American Greetings from
time to time for special Museum projects
approved by Assistant Director for Administration's

office.

Services to Art Historical and Museum World
This is covered by work done through curators and department

heads and includes service to public.

B Are any of these services or activities Jjointly undertaken
with other Museum departments? If so, specify. How are costs
and manpower allocations determined?

None.

3 Are there other services and activities which you believe
should be a responsibility of your department but are not presently?
Please identify and then indicate where each such service must rank

within the list of priorities you have prepared; estimate cost.

None.

1. If The Cleveland Museum of Art should find it necessary to
institute a 10 percent cut in your department 's budget, how would
you recommend this be achieved? How would you manage a 20 percent
cut? Please list the specific functions and services you would cut
and explain the impact of such cuts upon department goals; indicate
the impact of such cuts upon personnel and/or programs: Identify
the specific savings which would be involved.
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The total bill for supplies in the photographic studio represents
about 20 percent of its budget. Cutting supplies even by a small amount
will not bfing about much of an overall saving and would drastically
affect many Museum functions.

Given the above, if The Cleveland Museum of Art should find it

necessary to institute a 10 or 20 percent cut, it would have to cut one

. person from payroll.

This, however, would reduce the production of the photographic
department in terms of printing by at least forty percent. It would
then be the responsibility of the Museum departments to modify their
requirements in accordance with the new situation of diminished
production and for the administration to set priorities.

Vs & Please list any suggestions you might have for general cost
saving in another part of the Museum. Please feel free to talk
about any area, including printing, postage, telephone, secretarial

pools, maintenance, sharing of personnel or whatever.

None.

Notes:

1. Customarily once each new object has been set up in the studio,
the photographer makes not only the black and white negative but also
the transparencies (if a reasonable need can be anticipated) plus the
slides for the library.

2. The time required to photograph an object varies greatly. The
absolute minimum is one-half hour for the first shot including
processing to check exposure; additional negatives of the same object

take about ten minutes each and are then processed together. Most

objects require more time, especially if they are three dimensional.
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. xs On an average, a darkroom technician can make 50 to 80 prints

a day.






