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JOHN S. WILBUR
1460 UNION COMMERCE BLDG.
CLEVELAND, OHIO 44118

March 3, 1972

Dr. Sherman E. Lee, Director

The Cleveland Museum of Art

11150 Ecst Boulevard at University Circle
Cleveland, Ohio 44105 '

Deor Sherman:

At the last Trustees' meeting you said you would welcome comments on

the report of the Professional Practices Committee of the Association of

Art Museum Directors on Professional Practices in Art Museums, ond | am
happy to cbiige because of my general interest in organizational matters and
my deep ond cbiding feeling for the Museum.

First of all | would question the propriaty of Directors of various art
museums gathering to study, research, report and recommend to Trustees
what they should do.  After thinking it over, however, it seems perfectly
natural, becouse, in business and industrial orgenizations much thought is
given by "manogement” to the responsibilities, functions and duties of
management versus Board Mambers ond Board Members versus manogement.
| realize that it is not always fitting to force all other organizations,
procrustean-like, into perfect industrial models, but it'is useful as o guide.

In general, | would think thot you, as Director, are responsible to your
Board of Trustees exactly the same way as the mpmutiﬂn:lﬁ'xe:utiw, be
he President or Chairman, is to his Boord of Directors. | If is generally
assumed that the chief function of o corporate Board of Directors s to
pick proper monagement and not to interfere in the detailed workings of
the organization, leaving that up to the Chief Executive.

OF course, Members of the Board will question the Chief Execulive and
proffer advice on warious matters but, in general, Board Members realize
that their duty is io see that results are satisfactory, and how these results
are achizved Is left up to the Chief Executive. OF course, a corporation
ciffers from a museum in that the Chief Executive is almost always a
Member of the Board, organizes and runs Boord meetings and is aided

and abetted by one or more "inside" Members of the Board who, of course,
follow the Party Line.

e
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It istrue that o Boord should set policy, but, as the report states, it is
the responsibility of the Chief Executive to recommend policy. It is
often prudent to re-~exemine ond re-offirm or revise policy at regulor
intervals.  The Board will then-delegate the carrying out of this policy
to the Chief Executive but the Boaord still retains the responsibility,

and therefore, must in some monner “supervise" the Chief to make sure.
As you no doubt know, Members of the Boords of corporotions are coming -
under more frequent attacks from stockholders and, with the consequent
enhanced legal liability, huﬁnﬂsﬁﬂ reluctant to assume the awesome
responsibilities of corporation directorships, especially if the corporation
appears a bit shaky. No longer will fot cats accept directorships

like sugar plums because even the mighty Penn Central folded embroiling
Members of the Board in expensive and time-consuming litigation.

Most corporations have a system of “controls” built inte their procedures
so the Board con keep track of what is going on.  First of all, there is
an auditing firm that certifies to the accounting, but most important is

the P&L stotement showing the earnings.  If these rise gracefully year
after yeor, everything is fine, but when earnings wane or disappeor,

the Members of the Board must get into the act pronto. Then too, there
are items such as budgets for capital expenditures, operations, head count,
salaries, administrative costs, R&D, etc. by which the

Members of the Board con have a hand in estoblishing the progrom and then
have a means of checking monthly to see how “actual" stacks up with
"estimated, " A

.-The museum, too, has controls in the form of various operating and
administrative budgets and the accession process is somewhat analagous

to capital expenditures of corporations.  But, where | fear we may be

o bit weak, is that we have no "earnings" to budget and to measure

actual versus estimated. ("Contributions" or fund raising cannot be compored
to the revenves of caorporations.) | think whot the museum needs is

some stondord measure or touchstone to gauge its effectiveness.  Before
we can measure effectiveness we must identify our true objectives,

Gronted that this will,. of necessity, be more intangible and pure of spirit
than the crass, corporate crunch for dollars of earnings, it still is important
that this objective, purpose or goal be identified and articulated in
"policy".

=

For example, Poragraph 5 of the report lists the assets of museums as
collections, plant, finoncial holding ond staff which cannot be conveniently
converted to dollars or some such medium of exchange os can corporate
assels,  Secondly, in all corporate "balance sheets" the assets are balanced
by "licbilities" and "net worth", Possibly @ more ingenious and more
financially-minded Trustee than the author cen indicate what the Museum's
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liabilities and net worth might be, but the point is that here again

another set of volues must be identified so that Trustees, Director, staff and
the public can alljudge the progress, the well being, the relative effectiveness
of o muséum,

It becomes even more difficult to tell who the stockholders or owners

of @ museum might be., In a sense, the doners who have made so much

of the musuem possible through generous gifts might be considered as having
o form of ownership.50 might the community, because a museum to be of

any value must heve the good will and the favorable sanction of the
community. The effort to gain the good will and backing of a community
might be compared obliquely to the sales efforts of a corporation.  Ancther
important facet of a corporation is to identify competitors which, in the
case of art museums is much easier, although | recognize that there is

much veriation in museums throughout the U.S. ond throughout the world.

. As | hove indicated, it is difficult to measure the effectiveness of an
art museum so that may be why there is so much "comparison” from

. museum to museum, This is probably the recson why comporisons seem
to be mostly on the basis of taste, judgment and quality rather than
on community acceptance,membership and visitations.

Throughout the report there is emphasis on the functions of art museums — .
Acquisition, Preservotion ond Presentation with lesser mentions of Scholarship, ,
Interpretation and Education, In the way of "doodling" | tried to compare

these functions with that of @ corperation,

Acquisition = Equipment
Preservation = Maintenance
Presentation = Sales

Scholarship - Bosic Research
Interpretation = Appfied Rezearch
Education - Sales

In my position as Chairman of the Education Committee, | would like to
see the role of Education built up to a higher status, because | believe
community acceptance is going to be much more important in the future
and the best woy to get community acceptonce is with more and better

education.

While it might sound o bit "way out" it is true thot some corporalions ore
endeavering to meosure the “social velue" of their chariteble contributions,
extra service activities, for the betterment of ghettos, minorities, efc.,
and, of course, efforts to clean vp ond, in fact, improve oir, water,

and londscape. It would be interesting to see what a subcommittee

could come vp with,. although | suspect most would consider it an
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exercise in futility.

After the above lofty preamble, 1 will now comment on those specific
phases of the report which interested me.

Paragraph 5 = | would think it out of order or maybe gratuitous to say
that the Boord acts collectively "generally by majority vote", becouse it is
seldom that there is o dissenter and anyway there is no particular point

in mentioning it.  In addition, | don't know that | would agree that

it should be mentioned that the Boord can delegate many decisions fo
committees of its members.  For the most part the committees would report
back to the Board with recommendations which are endorsed or rejected,

as the case may be.

Paragroph 9 - | am not sure that | would agree to insert in writing that
‘15e Director has responsibility for creating particular "working conditions®.

" Paragroph 10 = As indicated, the analogy of the Board delegating responsibilities
to committees as a Director delegates authority to his staff doesn't quite
seem accurate fo me.

Paragraph 13 = | was interested in this paragroph because, as in so many '
instances "policy" con be a living, breathing thing, modified by each

small heppening and adjusted to meet changed conditions,  This is why

it is so necessary to have periodic revisions,

Poragraph 16 = | agree that procedural or*operating manuals should be
prepared for the museum but my suggestion would be. that a great deal
of the "report" covered material that should more properly be spelled out
in various operating and procedural manuals.

Paragroph 33 - Preservation - | agree that the Directors should report
periodically on the state of the collections, because, frankly, | con't
recall any such report. ;

Paragroph 36 - | doubt if anyone would object to the statement that
"protection of the object must still take precederce over aesthetic advantage
in display”, but this would seem to me the sort of thing that should be
covered in greater -detail in a manual.

Poragraph 40 - The lost sentence seems to me unnecessory.

Paragraph 50 = | heartily agree with the statement that the Director and

e S

Boord should ogree os to the "nature of the public -being served" and
think we certainly should look into this one.
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Parogroph 51 - The reference to Directors' professional integrity would
appear to me to be like a corporation specifying that its Chief Executive
Officer should not cut corners or commil any illegal wct.

Paragro h 52 = Here ogain | agree that the Beard must "be aware of the
needs of the community",

Paragroph 63 = Should we acquire a legal stoff or lowyer to odvise or
a full-time lowyer to edvise on routine legals matters?

Parograph 78 = | disogree that members of the staff can appear before
the Board.

Poragroph 8l ond 82 - | don't ogree with these.

In closing,| learned a great deal from the report and | have, | might odd
parenthetically, learned quite a bit in trying to articulate on poper my
comments.  Fortunately our musum is in excellent shape, but | still feel
it would do the Boord, the Director, and the stoff some good to draft o
“policy" based on the general guide .indicated by the report:

SIﬁnHely;

i
L]

cc: Mr. L. C. Williams
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Auguast 25, 1972

Dr. Sherman Lee
Cleveland Maseam of Art
11150 East Blvd.
Cleveland, Chio

Dear Sherman:
I have tried to boil dewn our conversation to a few

programatic notes and a series of questions. As
told you yours is the first and final say as to which

areas we ought to explore and how you want us to
proceed. I welcome any changes that you wish to
make, additions, deletiona.

Will you have this mimeographed?

Sincerely,

Daniel Jeremy Silver




PLANNING & DEVELOPMENT COMMITTEE
3:00 p.m, == Board Room

5 Monday, September 11, 1972
James H, Dempsey, Jr, YES
Mrs. Alfred M. Rankin YES
Daniel J. Silver YES
Paul J. Vignos YES
John 8. Wilbur YES
Sherman E. Lee YES

A. Beverly Barksdale

&




MEMORANDUM

DATE: October 4,
PLANNING & DEVELOPMENT COMMITTEE

Sherman E. Lee

PREPARATION FOR NEXT MEETING --
THURSDAY, OCTOBER 12 AT 4:00 P

199

At the request of Dan Silver, I am circulating the attached

confidential summary of our first meeting on September 11, In
it you'will find references to other documents.

Document A, the Agenda of questions submitted before the first
meeting is also attached as is Document D. Documents B & C
will be ready in time for the meeting of October 12,
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CONFIDENTIAL

COMMITTEE ON PLANNING AND DEVELOPING CMA

l. A first meeting was held at 3:00 P, M. Monday, September 11 in the
Board Room of the CMA, All members were present: James H. Dempsey, Jr.,
Mrs. Alfred M. Rankin, Daniel J. Silver, Paul J, Vignos, John 5. Wilbur. In
addition, the Director, Mr. Barksdale, Mr. Grossman and Mr. Henning,

2. The Committee had received an agenda put together by the Chairman,
listing various areas of concern (Document A), It is the purpose of the Committee
to acquaint iteelf thoroughly with the operation, programe and possibilities of
the Museum and to prepare a report on middle range trends (3-5 years) for the
Board. It was generally agreed that the report should be presented as a whole
and not piecemeal.

3. The Director spoke generally on the history and function of museums,
particularly of the CMA, dealing with function, clientele and social purpose, The
resume of his comments are enclosed (Document B),

4. There was general agreement that the purpose of the Museum is to ac-
quire, preserve, display, study and explain objects which fall into the category
of fine arts in order to preserve these for posterity, encourage awareness of
I_Lrti.!tic merit, to provide understanding of the accomplishments of the past and
stimulate an awareness of artistic quality and of the importance of the beauty
in man's living space for his well being. We agreed to find a more adequate
phrasing for our consensus, but it expressed our feeling that the Museum, be-
cause of its historic functions and the nature of ite professional personnel, must

be accepted and understood in its own and historic terms and not primarily as
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a direct service agency of social change or social welfare - though, obviously,
the CMA must relate to the new possibilities and forms of artistic expression
of modern society and speak to and about its tastes. What this means specifi-
cally for our Education Department, Extension Department, acquisition policies . , ,
remains to be explored,

3. It was agreed that the next meeting of the Committee would be at 4:00
P,M, Thursday, October 12 at the Museum when the Director will present an
analysis of the operation, administration and budget of the Museum. We are par-
ticularly interested in current and potential sources of income, percentages of
expenditure in various areas (acquisition, exhibition, staff, publication, direct
service to clients . . . ) and projections of middle range financial needs as well
as the relation of our income to program and exhibition. The Chairman will
work up a series of questions with CMA staff which will hopefully suggest areas
of concern (Document C),

6. I would welcome any corrections, more felicitous wordings ete. Com-
mittee members may want to make in our minutes and documents, These will
be as a record of our discussions and as the basis for our final report. It was
agreed that until this report is submitted to the Board for whlt;vir action they

care to make our discussions and suggestions will be kept confidential, hence

the tag at the top of the page.




Cctober 18, 1972

Dr. Sherman Lee
Cleveland Moseum of Art
11159 iast Blvd.
Cleveland, Chio 44106

DearSBhe rman:

~:nclosed please find my notes on our last meeting and
Document G, a set of gquestions which may be asefal
for our November £ meeting,

1 would like you particaularly to go over the questions
and add or subtract as you see fit, Perhaps we can
spend a half hour some time before the meeting golng
over some of these areas, [n any case, [ would like
thesc docamen®s to be sent along with the notice of the
meeting, but, as always, want them to meet your
specifications.

T rusting this finds you in good health 1 remain

Sincerely,

Danlel Jeremy Silver




THE%FELAHD M US EUM O F A RT

(- EAST BOULEVARD AT UNIYVERSITY CIRCLE
CLEVELAND, OHID 44108 CABLE ADDRESS: MUSART CLEVELAND
FHERMAM E. LEE, DIRECTOR TELEFHOMNE: 431-T840

October 27, 1972

Dear Dan:

Enclosed are all the materials for our meeting on November 2,

You may be interested to note that there are two unfinished
pieces of business on which I am prepared to report:

1, The Joint Program with Case Western Reserve
University: How much the University received

for courses taught by our staff versus what
the University pays us.

2. The Statutes under which the Museum could seek
financial assistance from Board of Education.

A. Beverly [Barksdale
ke
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Idiosyncratic and
Confidential

Committee On Planning and Development - CMA - Work Sheet #1

It is my hope that you will use the enclosed work sheet to set down your
suggestions, comments and criticisms about Museum policy and activities -
by category - so that we can begin to draw our opinions together. We were
mandated to present a report to the Board and I should like this report to
reflect a broad concensus on general Museum policy as well as some speci-
fic and concrete recommendations for future action. Please remember that
our general frame of reference covers the next five years and that we have
been allowed to range {reely over all aspects of Museum finance and program
but have scrupulously avoided discussion of personsa, [t is the job, not the
man or woman, with which we are concerned. Other opinions we feel we just
cannot keep to ourselves can be communicated privately to the Director.

I have tried to envisage a final draft and have set down items under general
categories with an eye to our final submission. I hope to sit down with each
of you privately before we go into our final drafting session. In some areas
there may now be agreement. On other subjects we may find it necessary to
call back certain people or recopen certain areas for clarification, 5till
othera will need serious discussion among ourselves, We are not under any
time limit. The important thing is for us to produce a useful document,

I:II IL'-[ {.uﬂ.ﬂ".lf-"i 4
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SECTIONI - A General Frame _uf Reference

(1) Would you agree with the following as a working description of the
Museum's purpose?

2. The CMA is a general art museum,

b. The CMA's primary purpose is to acquire, preserve, display, study
and explain objects which fall into the category of the fine arts in order to pre-
serve these for posterity, encourage awareness of artistic merit, provide un-
derstanding of the accomplishments of the past and stimulate an awareness of
artistic quality and of the importance of beauty in man's living space for his
well being.

¢. The CMA is not an agency of social change though, obviously, it
must relate to new possibilities and forms of expression in modern society.

d. The CMA is a regional Museum and as such has a responaibility not
only to be part of the ongoing national art enterprise, but to bring to this area
exhibits and objects for the benefit of those who cannot or do not travel,
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SECTION II - The Museum Extra-mural Relationships

Would you agree with the following:

(1) Never has the reputation of the CMA been higher in the art and mu-
seum worlds. Though a regional museum our major exhibits receive a most fa-
vorable national press which '"pays off, " particularly in terms of our ability to
hire first rate personnel despite the disadvantage of being in Cleveland which is

otherwise not an art center.
(2) The CMA maintains this national status in four ways:
a. The reputation of our staff
b. The level and quality of acquisitiona
¢. The level and significance of major exhibitions,

d. The quality of academic publications both in terms of department
catalogues and the Bulletin.

Nothing should be done to jeopardize our standing in these areas.

(3) The Bulletin now serves two disparate purposes, It is used to in-
form scholars of our acquisitions and their significance and as the major means
of internal communication with our membership. It is eminently successful in
the first instance but impressive rather than informative to our supporters.

It would seem desirable to separate these two functions and to have the Bulletin
a paid circulation journal, available to scholars, museums, universities and
ndividunlu and a new magazine designed for the membership, full of infor-
matu::—n about the Museum (acquisitions, publications, exhibits etc.) The re-
duction of the Bulletin to a bi-monthly (it might still print annoally the present
number of pages, but the postal savings would be considerable and there would
be subscription income) would permit the issuance of a membership Quarterly
""-"° at little added cost. Our talks with members have made it clear that the pre-

D\ sent Bualletin does not bridge the information gap.

(4) We remain the nation's only major free access museum - a tradition
of which we are rightly proud. We have begun to charge for special exhibitions.
It is not clear whether these charges significantly reduce attendance nor is it
clear whether free entrance to exhibits is a meaningful inducement to member-
ship. These questions should be studied. Pending such a study and in view
of inflation and national museum patterna it would seem advisable to continue
the practice of an admission charge for special exhibits,
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(5) The Museum's national reputation has not translated itself into either
a radical increase in membership or in attendanc Muoseum membership national-
ly is remarkably low and attendance in Cleveland cannot be expected to match the I’_(F"
figures of the great megalopolitan tourist centers; howe veﬂ it is our impression
that the CMA has been overl y conservative about trying to excite local interest.
Understandably concerned with standards the professional staff has shied away
from local public relations and bustle. Consequently, the Committee makes
the following recommendations:

a. That community relations be upgraded as a department and placed
in charge of someone directly responsible to the Director's office. His charge
should include not only public relations in all its facets but to secure and retain
members, review attendance figures, develop local promotions, suggest approa-
ches to variouse loyal groups and present to the Board an annual inventory of
attendance facts, promotional programs and suggestions designed to enhance
the reach of the Museum's activities. The proposed Quarterly might approp-
riately be a responsibility of this department,

b, We would encourage the present effort to find corporate sponsors for
major exhibits. An aggressive program oriented toward the business community___
should be mounted under the new Community Relations Department. {{h-uw_tw {
|—E' ﬁ,‘

c. Our Museum is open at times convenient to students, the retired, —_—
tourists and non=professional women and presents many of ita most attractive
programs during time when the "gainfully employed'" cannot take advantage of
them. A first responsibility of the Community Service Department should be
to explore new relationships between the actively employed and the Museum.

As a first step in this direction the Museum should be open to the public on the
four newly proclaimed Monday national holidays.

d. The exhibition program of the Maseum is properly conceived in terms
of our contribution to art scholarship. It is assumed that what has been done
elsewhere is generally not worth doing again. Many members are new each
yvear to the art world. Others cannot travel. What do you feel about the pro-
position that as a regional rather than a national museum we have a responsi-
bility to present certain exhibits even though they have been mounted elsewhere
and at another time. Possibilities exist for an increased number of exhibitiona
involving contemporary architecture, planning and useful arts. The Contempo-
rary Arts Curator should have a major assignment to mount a goodly number of
smaller scale exhibits within hia field,

(5) As the major regional museum regular contact should be kept by the
Community Relations Department with smaller art museums (Akron Canton,

Toledo, Erie) and university art centers in order to allow them to use our
staff for specific purposes and to draw their people to our programs and exhibits.
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SECTION III - The CMA'e Internal Organization

(1) CMA practice generally conforms to the Association of Art Museum
Directors, Professional Practices In Art Museums (1971) and should,

(2) All members of this Committee reported the similar experience of
coming onto the Board and being thrown into meetings without the slightest back-
ground, We recommend that an orientation program for new Board members
be devised and implemented,

(3) Administrative responsibility for the Museum is vested by the Board
in the Director. A museum such as ours requires a single functioning head. But
the enlargement of our facilities and the multiplication of programs suggests that
the CMA might appropriately consider an Administrative Assistant who might be
the same person as the Community Services person, responsible directly to the
Director with functional responsibility in major non-art areas: membearship,
public relations, community relations, honse and grounds, supplies, restaurant,
Book Shop, printing etec.

(4) The Director asked us to consider whether provisions should now be
made towards the selection of his successor. His retirement happily being over
a decade off it is our feeling that this matter need not be considered at this time.
It would be unwise this early to suggest this possibility to anyone on our staff
and we are not such prophets as to know what particular skills will be needed a

decade out.

(5) Since the Education Department and the Extension Department are re-
sponsible for the Museum's public education thrust it would eeem wise that these
two departments be administratively reunited. It is further suggested that the
next curator of education be hired in largest part on the basis of his abllity to
develop broad adult education program
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SECTION Ij{ - F:.mda

(1) The attached comparison of income and expenses estimated on the
basis of a 5% lncrease in income and a 6% increase In costs suggests that the

CMA faces no major operational budget crisis over the next five years - provided
the Huntington and Kelley Funds are considered as income and times remain rel-

atively as they lral

Ew Estimated  Estimated Cin=r
5% " Expense ' Difference

1973 Estimated Incoms | © 5% o &%
Endmnmt, Trusta and Othep $2 2
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: E’Eﬁ 170 "*=

ing Fund) be set annually after the Finance Committee has decldec
come needed to support operations, thus in effect the total Huntington income would

show on our Balance Sheet. OQur capital is invested for growth, It is not impos-
sible for a museum with eighty million dollars of invested funds to increase by
investrmie#}t decision in a rather hefty fashion its operational income. When and
if that is necessary is a decision for the Finance Committee, However, it might
be appropriate for ug to recommend that Finance Committee consider the annual
budget submission not only with a view to holding the line on costs, but with the
view of increasing income to meet necessary expenditures. In inflationary times

fixed costs (supplies, insurance, social security) rise rapidly and the temptation

is to freeze salaries, Morale and the law of supply and demand suggest that this

be done only as a last resort.
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T
(3) Acquisition funds in the range of $2, 250, 000 level are currently avail-
able. These can be expected to increase at a similar 5% compounded rate; but

the simple fact is that these monies are buying less and less art,

a. Would you accept the Director's recommendation that over the period

,of this report accessions funds be managed for maximum income without danger

to principal and that our policy remain that we buy what we can as soon as we
can.

b. Any long term prognosis suggests an increasing dependence on local
collections and donations, This suggests that carators must be increasingly
available to local collectors and active in these areas. Qur record of local col-
lections should be kept as current as possible and flattering collector's shows
encouraged.

c. As custodians of semi-public funds should we not discourage the pre-
sent cut throat market insofar as it involves our bidding against other museums
operating with similar monies? Could not a consortium of museums be devised
so that we do not needlessly bid up an already overheated market on choice items?

d. One of the major responsibilities of the beefed up Community Services
office should be the search for '"no-strings' Federal, State, Foundation and Cor-
poration grants for special projects (education, publishing, exhibitions etc.) An
annual report of this effort together with a list of contacts made and a description
of plans for the new year should be made to the Board.

w:,-"} ) ;/w:_p g
0'd
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EE_I!_.":__TI{}H V - Finances

This Committee's charge was to look for trends and suggest priorities,
not to review the budget, In that light the following suggestione are made:

On the income side:

(1) Since the cost of maintaining a member i8 approximately the cost of
basic membership more attention should be placed raising our members into the
higher categories.

(2) The Membership Department in agreement with the Board should set
for itself a biennial target and be accountable for it,

(3) It is incredible that the Sales Desk should be a deficit item (currently
$40, 000). Two alternatives emerge: either it be disbanded and our own publi-
cations and gallery guides be made available at the Information Desk or it be
turned over largely to volunteers. Most of the deficit is represented by salaries,
Would you agree to recommend the second alternative? Would you agree with a e
recommendation that a two-year limit be set within which the Sales Desk must ._ﬁ{‘
become profitable? Would you agree that as a normal budgeting practice hold- -'Jv"'._.,.:? :
over inventory be carried at no more than 50% of face value? AP

(4) No cost accounting has been made by the CMA of the joint CMA-CWRU
program. Would you agree that such an audit be made and that the Finance Com-
mittee review our agreements with CWRU?

On the expenditure side:

(1) Salaries must be kept competitive and capable of sustaining decency,

(2) The Library will require a larger than 6% annual increase in its
purchase budget to keep abreast of the incredible inflation in book costs. Would
you agree with a recommendation that this line of the library's budget receive,
when necessary, special consideration?

a, All but $22, 000 of the Library's budget of $224, 000 is spent on sal-
aries. The Librarian estimates that up to 60% of the time of the five desk people
involves service to CWRU, a service for which the CMA receives no reimburse=-
ment, Would you agree with a recommendation that CWRU be asked to defray
the cost of at least one desk librarian?

b. The slide room now charges for the loan of slides. Should a similar
practice be adopted for photographs? Books?
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¢. The policy of subventing salaries with half price lunches for staff re-
mains acceptable, but it was discovered that a sizeable part of the restaurant
deficit was due to underpricing. Given the sharp increase in food costs the Com-
mittee recommends a quarterly review of charges. Would the Committee further
agree that the basis of the food service pricing should be that it meet its costs
from the cash register including the staff discount?

(3) A half hearted fiction is maintained by the Art Education Department
that school systems contribute for our docent service. Would you agree that the
Community Relations office be responsible for an approach to public and private
school systems for payments towards services rendered?

(4) A recurring special exhibitions deficit must be faced: but the answer
would seem to lie in developing new forms of c:n"rfﬂrate support, not in cutting

back hibitions. <o) i G
CK on exhibitions e fho ll Limp o (& pland ive -!,_.‘,l--:l.r'ln.rt..‘:.
(5) The Membership Department expenses run at about $40, 000, not in- d;;b:;;_

-

cluding cost of Bulletin (about $47, 000) non-payment of entrance fees, book dis-
counts, printings for special exhibitions, calendars. The net income per member
is estimated at $2. This low net could be helped by:

a. Charging subscription to Bulletin.

b. A program to upgrade membership category.

¢. Raising the base cost of membership.

d, Increasing numbers - Membership Department costs should be
relatively fixed.
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SECTION VI - Acquisitions

(1) Because of recent events at other museums it is probably advisable
for us to restate a general policy for the acquisition and de-acquisition of ob-
jects. Would the following general principles be acceptable?

a. As a general museum our purpose is to acquire objects of the highest
artistic merit regardless of their provenance, but with an obvious concern that

there be a balance between major areas of artistic calture?

o b. Given the rising costs of objects our policy should be one of "buy

ﬂ%ﬁthar than of delaying purchase in the hope of some downturn in the market.
s Would you &18o agree that wi%‘;ﬁde the current policy of limiting acquisitions

to funds now in hand?

c. As in the past the stipulated wishes of a donor as well ag wishes ex-
pressed verbally to the Museaum shall be scrupulously honored in the matter of
maintenance and disposition of objects.

d. In the matter of the sale or barter of objects from our collection it
is our cuarrent policy that permission must be gained from both the Acquisitions
Committee and the Board. Would you agree to add the proviso that the release
of any object whose value exceeds ten thousand dollars shall require an outside
appraisal before the matter is presented to the Board? There would seem to be
merit to such a provision in order to protect the reputation of our staff which can
be maligned toc easily on the basis of the assumed value of objects.

= e. Recently the Contemporary Arts Department has been given an an- ALAEE
nual grant for purchase without reference to Acquisition Committee approval. 4,
Do you believe this policy should continue for the next five years? ':I_.:
II.
Em j f. Do you believe the Acquisitions Committee should be encouraged to

> move more energetically in the contemporary field?

e N\

&

ﬂ‘f‘? g. Would you encourage the enlargement of our photography collection?

h. Given our hopes for donations from local collectors it might be ad-
visable to indicate when works of art which are on exhibit are available for

purchase,
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SECTION VII - Care and Display

(1} The next five years will see the completion of the chronological ar-
rangement of galleries. The Board has acted on the first phase of this program.
Do you wish to restate our general approval of it?

(£) Concurrently with the gallery rearrangement special attention should
be paid to more comprehensive labeling of permanent exhibits and the completion
of the publication of all gallery guides.

(3) A museum is by definition a place to which the visitor must bring a
responsiveness to the beautiful and labels should not get in the way of that response.
At the same time it is a function of a museum to increase the level of art ap-
preciation and literacy among its visitors. Could more art history information
be put on our labels? Could low display tables be introduced from time to time
into the galleries to present small objects, comparative materials, information
on technique etc. ?

(4) In the area of preservation there will be increasing difficultfof main-
taining our collection at its proper level. Our Preservation Department ex-
pressed satisfaction with its location but there is an obvious need for qualified
personnel. OQught the Museum to develop an apprentice program in this area?
Would you agree that a successor to the conservator of painting should be hired
soon in view of the incumbent's imminent retirement?
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EEGTIDH VIII - Art Education Department

(1) The administrative wedding of the art education and extension exhibits
departments has already been suggested.

(2) Chance rather than administrative logic has led to the inclusion of the
movie program under Art education. Since our film programs are presented as
exhibits of an art formn rather than as illustrations of art history lectures it is

recommended that this program be specifically assigned to Mr. Henning and these
figures eliminated from Art Ed. reports.

(3) The Committee applauds the East Cleveland project, but suggests that
careful evaluation and follow-up reports be made to judge its impact.

(4) As a general principle the Committee prefers that this department
concentrate on teaching teachers rather than taking individual classes through
the Museum though it recognizes the continuing need for some class teaching.
However, it also recognized that the hiring of staff for docent purposes mini-
mizes the hiring of staff with special skills in andio-visual techniques, TV and
recording, writing etc. functions which have a multiplier effect.

(5) The program of gallery talks and daily talks during special exhibi-
tions is commended, but not enough attention is pald to Wednesday night program-
ming or new programing designed for our employed membership. Experiments
in this direction are encouraged. The Education Department is mandated to pre-
pare an annual report to Board outlining proposed new activities aimed at in-
creasing its rule with our adult community.

(6) The gallery guides are useful and the series should be completed.
The making of talking tapes or major special exhibits as well as on major col-
lectiona of CMA is encouraged as are the writing of other useful pamphlets for
mature popular understanding.

(7) The possibility of a joint CMA-CIA~Board of Education program of
basic art education should be explored both in terms of feasibility and funding.

(8) The children's courses remain popular and an inducement to mem-
bership. The possibility of practicam courses for adults might be considered.

(9) Administration of the joint CWRU-CMA program rests with this de-
partment though the burden of teaching falls on the curators. The propriety of
this assignment might be reviewed. The Committee is eager that the Art Ed-
ucation Department be as free as possible to do its task of broad adult education.
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(10) An appropriate extension of both the May Show and this department.
School invelvement might be the bringing into the CMA the Regional Scholastic
Art Exhibit which is now managed by Cleveland Public School staff who have been
on our staff. This exhibit of good quality would bring into our building those
youngsters in the area most sensitive to our purposes.

(11) The Extension Department has an annual budget of approximately
$60, 000 and a sizeable loan collection which is carefully managed, Items go
regularly in and out on loan exhibitions; but it is not clear to the Committee pre-
cisely what is accomplished by all this effort. We recommend, therefore, that
the Extension Department prepare a validating document for submission to the
Education Committee within twelve months which would list not only exhibits
mounted, but the use and parpose of these exhibits; benefits to CMA and to art
in the broadest sense from their activities and suggestions of other locations or
methods of offering services. The Education Committee of the Board should
initiate an investigation of carrent display areas, impact of displays, possible
new locations, coordination of in school or library lectures with new displays
with a view to a major review of its place within CMA's ongoing programs. The
Weatherhead Foundation now covers part of the cost of this program (%15, 000).
Such support is welcome and should be increased - - but we must know that this
program really does a meaningful piece of work and is effective for the 1970's,
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SECTION IX - Au.xlli.irlan__a_nd Ancillaries

(1) There are very few ways for willing members to become actively in-
volved with the Museam. The Committee feels that this has been a lack and,
therefore, recommends:

a. The creation of a Men's Committee to help in our fund raising efforts,
It could be tied to the CMA by several informational and social visits annually :;_.:"'
to the Museum to meet with the Director and/or President,

b. The broadening of membership in the Junior Council so that it repre-
sents all segments of the membership/collector world to whom we need to appeal.
In addition to their role as hostesses and at the Information Desk the Women's
Committee should be asked to take over the Sales Desk,

_le
€. The Musical Arts Association pays its own way; but might not we work
with this group for some closer programmatic connections? Why not occasion-
al recitals of the music and/or culture whose art the CMA is exhibiting? rvf’

L

d. The Print Club provides useful support to our Print Department,
Might print exhibits not receive broader publicity in and outside the Museum?
Since almost everyone owns a print or two it is the readiest way for members
to relate in terms of objecta? Might there be an annual Prints For Collection
Show? Might a Photography Club provide similar support for our fledgling
photography collection?

€. The membership of the Contemporary Arts Society should be en-
couraged to subvent one or two exhibits annually as well as to make occasional
gifts of significant m'u of art to the CMA?

f. Should an effort be made to have the Print Club, Music Arts Asso-
ciation, Textile Club and Contemporary Arts Society make membership in the
CMA a stipulation of membership?

g. Might it be advisable for the Board and the Librarian to try to intro-
duce a group such as the Rowfant Club to become "Friends of the CMA Library"
with a view to supplementary income for purchase, increased interest and use
of our Library and facilities etc. ?
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SECTION X - Curators

(1) The Committee was impressed with the scholarship and competence
of the curators; but remains concerned that some do not seem to have goals beyond
the preservation and stady of their collections, possible acquisitions and teaching
assignments. It should be made clear that their availability to local collectors,
lectures by them in their fields and on art matters generally, for the suggestions
and mounting of exhibits are caratorial responsibilities,

(2) The teaching burden (CWRU and curatorial) falls unevenly on the cu-
rators, Some report spending up to 40% of their time on these functions. Care

i

N
AN ﬁ-ufﬂ should be taken that such teaching is not done at the expense of cataloguing, pub-
:xﬁ/ | lication ete.

% (3) Photography, architecture, planning and contemporary arts and Lanvi
" ' [textiled are areas which are familiar to and functional in our world. Responsi- ~'
'*'F_.r ¢ ility for them falls here and there and sometimes nowhere. Would you agree jws™'"
W with making these areas (exhibits, etc.) the responsibility of the Department of w**" -
- Contemporary Arts with the understanding that the personnel needs of that de- | .a¥ "

partment be reviewed?

(4) The CMA presently offers the opportunity of an annual monthly study r-ﬂ‘*"'"
S leave to its seni -
L'I-

i carators, This i# only occasionall d Wouldyou agrego ,_¢*
< . & recommen on that these lea¥e months be defe le so tha rae Sabbfti- ¢ -{,.f"
i
wm""ﬂf ¢ cal semegtfer can be taken gvery seventh year he need to-fravel and-fefresh *+1

/ |
= /V one's—gelf is recognizedin every learned profession, X
7
b
¢/

//ﬁ & (5) It would be useful if each curator would submit an annual report to
.

he Board detailing the state of his catalogues, the number of objects in his care
requiring publication and the number published, a brief list of his activities
with local collectors, and his plans for exhibits for the next 12 to 24 months,

(6) The Curator of Ancient Art will retire during the period of the Com-
4. Mmittee's report. His area is vast and the needs of our collections and of our
o™ & art history teaching would make it seem desirable that a successor be appointed
_.f‘ despite the relative paucity of major new acquisitions available in this field.
e The new man might be selected from candidates who have emphasgized art his-
) tory as well as curatorship and be given operational responsibility for the
CWRU-CMA and curatorial intern programs.
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SECTION XI - Library

(1) The Committee was impressed with the vigor with which the Library,
slide and photograph programs were being coordinated under a single administra-
tion and recommends the appointment of a deputy to the Librarian with continuing
responsibility for slides and photographs,

(2) The present layout of the department reflects its original administra-
tive separation. This does not make for administrative or space efficiency. This
fact placed side by side by inevitable space needs for shelves and stacks suggest
that five years out some major reallocation of space within our building will have

to be made. The Committee recommends that a joint Board-Staff planning group
be organized now to:

a, otudy space needs of this department over the next two decades.

b. Provide controlled ingress and exit of people and books.

c. Investigate less bulky means of storage (microfilm, microfiles etc. )

d. Investigate the possibility of limiting or culling some collections,

e. Examine the possibility of reorganizing space for better control
and efficiency,

f. Report their recommendations to the Board within a stipulated period
80 this project can be begun well in advance of crises,

(3) As matters of general policy the Committee recommends:

a. That the purchase funds necessary to maintain the completeness of
our Library as a scholarly tool be made available,

b. That the practice of shelving books with a CWRU book plate purchased
with CWRU funds not for use in the joint program be discontinued,

¢. That the slide room rental charge be maintained.

d. That the collection in the Photograph Extension Department be dis-
posed of,
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SECTION XII - Public Relations and MumhﬂrnhiE

(1) Everything the Committee has heard and felt suggests the need for
a beefing up in this area. The suggestion of a single Community Services De-
partment has already been made.

(2) More members must be involved more in the Museum. A Men's
Committee, a Friends of Library Committee, further use of the Junior Council
has already been suggested. For some very valid reasons the staff is not pre-
pared to go beyond this point in the use of volunteers; but it must be encouraged
to continue and enlarge courses for collectors, members! receptions, at open-
ings, daily major exhibition talks, evening programs etc. To this end it is
suggested that the Community Services Department be required to submit an an-
nual report and prospectus to the Board.

(3) Membership must be more deliberately solicited and an annual cam-
paign mounted with target figures etc. The membership reports to the Board
should reflect not only numbers but the numbers at each category of member-
ship translated into dollar income.

(4) The solicitation of corporate memberships has failed. Perhaps the
program should be discontinued and corporations be solicited carefully and re-
peatedly for help with special exhibitions for which they can be given special
credit. The Board must cooperate in this venture. The proposed Men's Com-
mittee would be particularly helpful.

(5) Present public relations is geared to special exhibitions and all too
little to the many ongoing services of the Museum,

(6) The Community Services Department should be charged with sub-
mitting to the Board within the year prototypes of the proposed membership
directed Quarterly (costs, makeup, distribution, proposals etc. ).




[ynas 19 13)

18

SECTION XIII - Building and Grounds

(1) The Committee was impressed with the care and maintenance of
the building.

(2) The Information Desk provides a warm and necessary welcome,

(3) Given the violence of our soclety an annual review of safety pre-
cautions would seem advisable,

(4) The various space requirements of individual departments should
be considered:

Print Department - more astorage and shelf space.

FPrinting Department - several new pieces of equipment and space,
Restoration Department - a humidity control area,

Fhotography Department - a new 35mm camera to make slides,
ceiling tracks for suspension lights, equipment and space to
divide color negatives, more file storage space. The Committee
recommmends someone be hired for the spot job of reviewing and
refiling older photography files to maintain their usability.

o L




3/14/73
CLEVELAND ART MUSEUM
PLANNING AND DEVELOPMENT COMMITTEE

COMMENTS ON SUGGESTIONS OF CHAIRMAN
SECTION I - A General Frame of Reference

b. Think paragraph on primary purpose is well written but might,
also, include a little more emphasis on opening up the Museum
so that more people in the community will be able to meaning-
fully appreciate the Museum's holdings. In other words, we
should try to reach out to involve more people in the area in
the art available to them.

SECTION IT - The Museum Extra-mural Relationships
(3) The Bulletin might be circulated to members at a certain higher

level of membership. This would be a "bonus" for greater
interest as manifest by increased financial contribution.

I agree on need for a new magazine with redesigned format for
regular members. This could be more informative re current
exhibitions and talks as well as reviewing, systematically, the
collection in various galleries and divisions.

(4) Agree. Think the answer to collecting more admission charges
to special exhibits lies in better press coverage of these events
and in particular follow-up articles in media.

(5) Think the argument that membership nationally is low results in
self-fulfilling prnphec¥. We don't try hard to increase member-
ship because of low national figures and consequently our
membership stays low. (Would like to test this hypothesis by a
real membership drive with designated responsibility.

a. Feel there should be a Museum Trustee Committee with active
ongoing supervision of Community Relations and a close working
relationship with Community Relations Department.

c. Amen!!

d. Feel strongly that we should have more special exhibits. If this
requires more staff and funds, we should assume this responsibility.
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MEMORANDUM

DATE: 3/15/73

TO: Dr. Daniel Silver

FROM:  She

Committee on Planning and Devthk Sheet #1
g DInetlon .

The one general comment I have is that after considerable reflection,

SUBJ

I think emphasis on "community relations"--rather continuous throughout the
repnrt-;is somewhat exaggerated. Of course we need more; and of course it needs
thought and planning--but undue emphasis on "selling" inevitably affects the
product being sold and T think there is not enough recognition in the report of
the basic core activities and tasks which must continue at the same or even
better levels if the Museum is to be a vital and excellent organization in the
future. Activity is necessary but not our main purpose. I think this really can
be resolved very easily as a matter of emphasis. My feeling on rereading the
draft report is that the emphasis is a little bit uneven and misplaced.

Now for specifics. Enclosed is a marked copy of the draft where certain

recomnendations hanges are suggested. Where there is additiomal comment, it

is made below:

Page 2. Really a matter of word choicer~JNaturally, I like the words I suggested.

Page 3. (2) I think in addition to a, b, c, , we must recognize the presen-
tation of collections, and the philﬂjﬂfhi#ll. ) re of the institution.
(3) I am not so nureﬁqhwf there being little extra dpst if the bulletin
was printed #ﬁﬂgly and a quarterly instituted. We need a News Letter

of some $6rm but it should I think not be tied necessarily to a change in

the Bulletin.




7. (3b) wicthin reason, 1¢i-and.ﬂhpaﬂd£ng*ﬁphn the character and reliability

of the collector.
(3c) See comment. I might also add that a consortium is illegal at
auction bidding. I know it is done, but it is illegal. 3See comments also,
. (3) I think the schools should pay but what if they don't? Do we stop?
. (le) I think the policy should be extended for at least five years.
(1f) Yes, if we really mean modern rather than the work of the last tem
or fifteen years.
. (3) The presentation in the last sentence has been tried with poor results.
(4) The program at the Intermuseum Lab does the apprentice program better

than we could. As for the last sentence, yes.
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(4) While I agree with (4) there is a considerable body of opinion on the
staff that some general admission charge is in order rather than special
exhibition charges.

Page 4. (5a) I am not sure about this onme at all. I think that it might logically
be agreed that it be best handled 1.) thru Public Relations and 2.)

Education. This should too be discussed at some length.

(5c) Agreed, but we would have to close on the Tuesday following the

- Monday holidays, for housekeeping purposes.




Page 12.

Page 13.

Page 14,

Page 15.
Page 16.

Page 17.

(mee \511§13)

3.
{(2) By all means.
(1) Also I think, yes.
(10) I think this is really more appropriate for the Institute of Art.
The Regional Scholastic Art Exhibit is orientated to students going into
the profession of art.
(11) That department has full documentation available for the Committee.
It was prepared for the Weatherhead Foundation submission.
(lc) This is not in my judgment very practical. I would think something
in the way of cover illustrations for their programs would be more to the
point.
(le) It will be difficult to do this with one, let alone more.
(2) 1 think the 407, is exaggerated in nearly all cases.
(2b) I don't quite understand the "thrust" of this proposal.

(4) I think the major responsibility of this really falls on the Board.

This will serve as a begimning. I would like to discuss this once again

in greater detail.

Sherman E. Lee
Director




JOHN 8. WILBUR
I480 UNION COMMERCE BLDA.
CLEVELAND,OHIO 44118

March 30, 1973

Dr. Daniel J. Silver

The Temple

University Circle & Silver Pork
Cleveland, Ohio 44106

Dear Don;

You did o great job in your idiosyncratic and confidential planning
draft. It is always much easier for me, and no doubt for others,
to stort with such a droft in expressing ideas. The real tough job,

however, is the starter, ond it shows how much time and thought
you have applied to the whole situation. Here are my comments:

1. [Section 1] My feeling here is that this section should be more
carefully reviewed, because, if we can articulate a "policy”, it can
help to guide us through so many of the Museum crecs of responsibility
and activities., | mode quite an intensive study of the report on
"Professional Practices in Art Museums" by the Association of Art
Museum Directors. One of the most significant points | got out of
it was on Poge 11, Porograph 12: "“Establishing policy and seeing to
it that the institution follows this policy is one of the major functions
of a Boord. [ndeed o cleor understanding of the policy on the port
of the Board and the Director is essential to the smooth running of
the institution.”

| am not sure whether your Committee is brood encugh to direct
"major policy”, but | would feel o little better about the situation

if on effort were mode — not necessorily to recommend sweeping
changes in policy — but to moke sure that we all understand clearly
exoctly what the present policy of the Museum is. | know you are
snowed under with paper, but | am enclesing @ copy of the letter

| wrote Sherman regarding the "Professional Proctices in Art Museums"

report.

| agree that the CMA is not on ogency of social chonge. It would
be difficult to get such a statment included in @ "policy”, but we could
say something about "display ort of oll ages® which lllustrate the mony
changes in technique, custom ond style = the changes of the past,
Of necemity, thers Is a lag or @ gop in ‘current art styles displayed.
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2. [Section 2] | agree with (1) and (2), but | would feel somewhat
more confident of our lofty status if we hod some more tangible method
of measuring our reputation and the level, quality and significance of
acquisitions and mojor exhibitions. To date | have no criteria to
suggest, but | do feel that it is always important te aveid everconfidence
with a certain amount of critical evoluation and even skepticism.

3. | ogree with the possibility of seporating the bulletin into two

publications but have o few reservations.  For instance, will there

be enough circulation for the scholarly bulletin to offset much of the

cost. Then too, it will be quite a job devising o publication that

will be of interest to the general membership, | wonder how the

staff would feel cbout writing the scholerly articles versus more

comprehensible articles. s

4. [(3)] | agree that CMA "has been overly conservative about
trying to excite local interest", but here again | would hope that
" eventually we ;iguh:l develop comparative trend figures to show how

our membership attendance stacks up with others,

5. [5A] | ogree heortily with the orgonization of a Community
Relations Department with all thelk responsibilities and functions that

you suggest.

6. [5C] | ogree particularly with the principle of trying to attract
more of the gainfully employed people versus those who have ample
time to use @ musuem's facilities whilst others toil.

7. [5D] | favor more regional exhibits but am afraid this might not

set so well with the stoff's concept of the proper function of exhibits.

In general | lean much more toward appealing to the people in Cleveland,
the Cuychega County and MNortheastern Ohio people than to the

national andworld art public, but this "leaning” that | have is not

strong enough to risk ony redical deporture from tredition.

B. [6] | am all for more regulor contact with the smaller museums

in our general area. | was shocked to hear that there is little

or no liaision nor rapport with our Educational Department and

their counterports in the smoller museums. | om afraid that our policy
may have been tormuch of the "kiss up and kick down" wvoriety.

9. [Section 3 (2)] | agree on the orientation progrom for new Board
members, This might be somewhat easler If we could get around to
moking @ statement of policy as In my peragraph 71,
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10. [Section 3 (3)] | agree with your concept of an Administrative
Assistant ond/or the Community Services person. My question, however, -
is how does this fit in with Beverly Barksdale and Albert Grossman?
Where do they fit in right now?

11. [Section 3 (4)] | ogree that the 5-yeor limitation does not get us

into the realm of Sherman's successor, but | do think that in every

organization, regardless of its type or purpose, one of the most

important responsibilities of Directors, Trustees ond Management is

to provide for orderly succession. My own compony hos been hit

lately with a rosh of retirements, quits and deaths in certain departments

and we are indeed thonkful that we have hod a careful policy of

"back up". What | om saying is that we should provide and make %
4 cleor the present line of succession in cose Sherman should become :
sick for a pericd of time and to go on figuring out who would be the

successor fo the successor ot least on a temporary basis.

12, [Section 3 (5)] | ogree on the administrative reunion of the
Education and Extension Departments. Furthermore your suggestion
that the next Curator of Education hove proven obility to develop
broader adult education programs has my hearty support.

13. [Section 4 (2)] | think you have got a great point in looking
at the income side of the budget just as much as the cost side. |
do think we have an obligation to try to get the money to keep up .
the Museum and its services to the people rather than curtail them os -
the costs inexorably increase, |

14. [Section 4 (3)] Agree.

15, [Section 4 (3B)] It would be nice if the curators would work more

closely with local collectors and potential donors.  This may, however, |
require more work for the curators and then there is always the problem

that some curotors have more zest for such work and are better of i
it 'I'I_'lun others.

16. [Section 4 (3C)] | like the idea of yours asbout keeping prices

down. Although it might be impractical, | would certainly like to

.See our Museum moke o big stand for it, It might olienate some of i
the dealers and some of our sources of supply, but it should moke a

great hit with the public, which, after all, is what determines the

future of all ort musvems,

17. [Section 4 (3D)] We certainly should beef up the search for grants.
Who does our "grantsmanship” now? And, how much emphasis is
currently placed on our efforts in this regord ? '
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18. [Section 5 (1)] | have always questioned the significonce of :
numbers of members when the cost of basic membership is so close to
the revenve.  Certainly we should work in upgroding the categories
of membership so that there is substantially more income thon cost —
otherwise the whole effort becomes fruitless and frustrating.
QOur numbers may look good as for os justification of our existence
is concerned, but, if we just about breck even, maybe we are kidding

ourselves,

19. [Section 5 (2)] | am all for the biennial target which should
include numbers of members by category.

20. | am all for "volunteers" even though | am femiliar with Shermon's
sentiments about their “reliability”. It might be a rough break=in period,
but it is obvious that the more volunteers we con get for free, the

less of a payroll we will have to maintain. | am convinced that,

if the volunteer progrom was handled properly, we would hove them
waiting in the aisles to get o chance to work for the Museum ond

none of the volunteers would dore be "unreliable” in manning information
desks, sales desks o3 weall as other selected areas in the Museum.

On the matter of volunteers it might be helpful if there was some

useful entertaining or educational diversion provided for volunteers

when there is no "action™ in their respective departments. It could

be quite dreary manning o sales desk during times when nobody

even waonts to "look around”,

21. [Section 5 (4)] An audit of the CMA-CWRU program certainly

should be made.  This whole setup hos seemed much too fuzzy to ‘
me. Even though we are a bit more solvent than CWRU, the principle

that we should only stand our fair share is, to me, important,  Perhaps

we could "loon" some money to CWRU in the way of bearing extra

costs, but we should at least know exactly where we stand.

22. [Section 5 (1)] Of course, we must keep salaries competitive,
but we should exercise some care that each of the museums don't
leapfrog each other, setting higher and higher bases. | should think
that our Museum should have a practice of reviewing salary levels
with others — the best and the biggest museums as well as the more
moderote sized museums in our area, much as industrial corporations
do, | realize that when we have urgent need for a speclal position
it is necessary to go out ond woo someone else away at @ higher f
solory, but | think it is the responsibility of Trustees to moke sure

thet our solorled lavals ore compsetitive In foet = nelther teo low

nor too high.
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| think the phrase "capable of sustaining decency™ should be further
explained.

. eec: M. L. C. Williams




JOMN B WiLBUR
1480 UNION COMMERCE BLDG.
CLEVELAND, OHIO 44115

April 5, 1973

Dr. Daniel J. Silver

The Temple

University Circle & Silver Park
Cleveland, Ohio 44104

Dear Don:

Subject:  Installment #2 in Response to your March 5 letter.

23. [Section 5 - Expenditure Side =(2A)] | ogree that CWRU
ought to pay their foir shore or, os alreody mentioned, we should
at leost figure out o fair apportionment and have CWRU pay what
it con afford end be "looned" the bolonce. | realize thot these
“laons” may not be worth much on our books, but it is possible to
develop "trode offs" loter on.  The same should go for loan of
slides, photographs ond books.

24, [Section 5 = (2C)] - | agree with some subvention of salaries
but not necessarily with "half price” lunches. | suggest that a
study be made ot other orgonizations having similor type

cafeterios or lunchrooms so that we con establish a fair percentage
for subvention. Furthermore, prices should be checked constantly
and increased gradually rather than waiting too long and making
the increases too sharp.

25. [Section 5 (3)] = | agree that the community relations office
should be responsible for setting up a procedure and system to chorge
payments to schools for services rendered. | would make an
immediate pitch to the private schools to have them poy,as o
minimum,a shore commensurate with the Clevelond Public School

System.

26. [Section 5 (4)] | ogree that we should direct major emphasis
toward developing new forms of corporate support versus cutting

back on exhibitions. Corporate support for exhibitioms, however,
will not be a rich source of revenue becouse the odvertising ond
public relations benefit of exhibitions to Cleveland corporations

may be a bit tenuous. Claveland=Cliffs hos @ major investment in
Australia, Republic Steel in Liberia, but these P.R. possibilities

gy e
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are difficult to match up with quality exhibitions.

27. [Section 5 (3)] | ogree that we must get more efficiency,
more effectiveness and more accomplishments from the membership
department without a major increase in costs.  Maybe a shokeup

would help.

28. [Section & (1)] | om heartily in fovor of o clearly aorticulated
general policy for acquisition and deacquisition.

29. [Section & (1A)] | would like to see o report on the "vacuums®

gops or chinks thot eoch curator feels it desirable to fill, Some of

the curators touched on these gops in their talks with the committes

but | think it would be helpful for all Trustees to get o better

feel of where our weoknesses may lie ond where our acquisition ,
thrust should be employed. g.

30. [Section & (1B)] | faver the pelicy you suggested of buying

steadily ond regulorly eoch yeor rother than in fits ond starts. It

isn't worthwhile gombling on cetching market downtums. | should

think it would also help our posture with dealers and sellers as

well os donors but | certainly will defer to the expertise of

Sherman and the other pros on our staff. '

31. [Section 6 (1C)] Agreed, but | certainly think it is the |
responsibility of the Museum and its staff to prevail opon donors, |
tactfully, of course, to give the Museum as much flexibility ond
as wide a latitude as possible when accepting gifts. | would
like to see the Museum do more " ing.'"fur fields where we
are weak in exchange for urti:lﬂ': ichwmay be particularly
strong and which may be superfluous.

32. [Section & (1D)] | am for the cutside oppraisal, but | would
like to get some idea as to the approximate onnual cost that this
might reach.

33. [Section & (1E)] | think the contemporory fund has done l
a great deal to help the detente among the older, more conservative
die hards and the younger, progressive iconoclasts. | would like

to see it continued ond gradually increased. '

34, [Section 6(1F)] | would like to see a decision made between
"contemporary" ond "now", | om oll for more ocquisitions of

art styles of the 20th century but not necessorily the latest fod

of the moment. | om not sure whether the distinction should be :
in time or in content but perhaps Sherman could define this .
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a little clearer for us. What | would like to see in the Museum
is more acquistion of objets d'art that will be significont when
viewed from those in the 21st century bosed on the best judgment
of our conservative, progressive staff,

35. [3ection 7] 1 would like to have the Board restate their
general epproval of the completion of the orrangement of golleries.

36. [Section 7 (2)] Agreed.

37. [Section 7 (3)] | am all for providing,tastefully, more ort
history information. In oddition to information on technique, it
might help more of the unskilled to appreciate the contents of
the Museum if some thought could be given to more explonation
of "the times" of the era, the politics, the wors, the economics,

the philosophy.

38, [Section 7 (4)] Certainly preservation is vital, and we must
moke sure that we su not only our own Preservation Department,
but also moke sure keep outside commercial preservation supplied
enough with business so that they can have apprentices.

39. [Section 8 (2)] | agree that Mr. Henning be assigned the
film progroms.

40, [Section B (3)] | would like to see not only careful evaluation

and followup reports of the East Cleveland project, but, in addition,
regular progress reports to the Education Committee and through it
to the Board.

41. [Section B (4)] A continuing program for teaching teachers
is vital, | believe that we should try to get more teachers
assigned to the Museum the way the Clevelond Public Schools
hos done for so many years. | would like to see more good
volunteers trained for docent purposes.

42. [Section 8 (5)] | couldn't quite understand this one.

43. [Section B (6)] | ogree but would like a sharper definition of
"mature popular understanding”.

44, [Section B (7)] Agree.
45. [Section 8 (8)] Agree.

" bp<S)1973)
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46, [Section 8 (9)] 1, too, think that the CWRU=-CMA program
should be reviewed thoroughly, not only the cost of it and the payment
thereof, but also the separation of responsibility and odministration
between the curators and the Education Department,

47. [Section 8 (10 & 11)] | ogree generally with your suggestions
but think these matters should be deferred until the new Director

of Education is recruited ond appointed. | agree, however,

that th Education Committee of the Boord should enact investigations
but théf achon should be deferred until the Education Director

orrives on the scene,

48, [Section 9 (1)] | concur in your comment that willing members
need more help, inducement and guidance in becoming octively
involved.

sl 5
49. [Section 9 (1A)] The creation of a Meaons Committes to
help in fund raising efforts with a preliminary informational
program is an excellent suggestion. My experience has tought
me thet nothing con kill the spirit of o recruit for o fund drive as
when little, if any, effort is made to explain what it is all
about — not necessarily what the money is needed for, but all
about the organization iss functions. | would hope that this Committes
could be given rm:fﬂ'-’"" s on the Museum so that the desire
to raise money would spring both enthusiastically and naturally
from each inspired member. Such a Committee might be o
great recruiting ground for new Trustees.

50. [Section 9 (1B)] | om getting around to the feeling that

it probably might be better to leave the Junior Council as it now
is but to foster another women's group to become more actively
involved in the operation of the Museum. This might be a

bit ticklish, but | think it would be ecsier and more effective
than "broodening” the Junior Council.

51, [Section 9 (1C)] Goeod idea.
52, [Section 9 (ID)] Good idea,
53. [Section 9 (1E)] Good idea.

54, [Section ? (1F)] This good idea should be worked on
immediately and maybe the "stipulotion" could be a hiﬁtlr

membership cotegory.
55. [Section 9 (1G)] Good idea.
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56. [Section 10 (1)] | got the feeling that each curator was
given considerable flexibility in the relative oamounts of teaching,
administrative, scholarship division of duties. | believe it might
help to give the curators a bit more direction and not leave

it up to each curator to do more or less as he sees Fit,

| readily odmit that such @ “tightening up" might be difficult
to put into effect immediately, but | would like to see a gradual
trend storted so thot, in time more curators would approach

their duties with somewhat more uniformity and consistency.

| connot comment on just how avoiloble the curctors should be
to local collectors, but | con see that in some coses there should

beé some sort of a cut-off as to just how much collecting would
moke an individual a "collector".

57. [Section 10 (2)] It doesn't seem fair to split the teaching
burden unevenly omoung curators ond os you indicate he who teaches
more does not have the saome time for other duties.

58, [Section 10 (3)] | ogree.

A
59. [Section 10 (4)] | ogree that the :tg‘furl should have the
same amount of leave and fringe benefits lﬁ{nﬂi‘ﬁ competitors.
| don't believe, however, that we should go overboard.

60, [Section 10 (5)] | am all for each curator submitting

an annual report, but | con see they would not greet this suggestion
with much enthusiagm." .-} did get the feeling, however, that

the discussions et ad with the curators did intrigue and

to a certain extent impress them becouse it entailed a certain
amount of necessory reflection on just what their function waos.

61. [Section 11] Agree in toto.

62. [Section 12 (1)] | believe there is unanimity in the necesity
and vurgency for "beefing up". The organization of a single
Community Services Deportment is on essential Ffirst step

63. [Section 12 (2)] | agree that one of the primary responsibilities
of the new department would be "Invelvement” . | feel it is

important to have the involvement be broodened to more and more
people of all types in the community == and not be o more fonatical
inbreeding of the same old groupie. | ogree that an important




problem is to "sell” this idea to the stoff and persuade all of the
staff that involvement is not just a matter for the Membership
Dept. to be conducted in the same old dull, routine and sedentary
manner.  This rejuvenation and sharpening up of P.R. ond
membership might have added stature, prestige end urgency 13

a special committee of the Board was appointed to work on it,

é4. [Section 12 (3)] Agree.

45. [Section 12 (4)] | dont think much hos been done on the

solicitation of corporate memberships. While | om afraid

_ . corporations will not produce much revenue, the effort should be
worthwhile and the enlisting and recruitment of your proposed Men's

Committee would be one good way of getting "involvement®.

66. [Section 12 (5)] | feel that present P.R. is geored more

to the national art world generally and not enough to the community
of Clevelond. P.R. should be geared to increasing involvement
and | might suggest that consideration be given to outlining just
exactly what "message” we waont to get across in our P.R. Then,
we should have some method of measuring the effectiveness of our
P.R. ‘o see if the objective is being accomplished.

On the general subject of involvement and P.R. how about on
elementary course on "how to collect” geared to tap and harness
involvement of those on the fringe of involvement, who would
like to becomemore active but don't know how to do it and need
just a bit of encouragement.

67. [Section 13] | think much credit should be given for the
necessary housekeeping required to provide the facilities for the
staff and the p ublic. At the some time | think we should

give some thought to looking o bit farther than just 5 years

in the future when it comes to the matter of "space" because

we do want to avoid moking certain adjustments or compromises
which, over a peried, grodually become compounded unless adequate
long range planning keeps going on continually.

| might have o few more comments after checking my copious
notes, but inosmuch as | em quite late, please don't hold up

any grand compilation for the little bit extra | might be able
to odd.

Sincerely,

o

-
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JOHN S. WILBUR
1480 UNION COMMERCE BLDG.
CLEVELAND, OMIO 44115

April 18, 1973

Dr. Daniel J. Silver

The Temple

University Circle & Silver Pork
Clevelend, Chio 44106

very important part tha n first submitting questions before
each seebion ond then s the draft proposal,

nswers fo you.

Policy Statement = The more | think of it, the more | believe
could be accomplished by a careful working out of a policy statement
for the Cleveland Art Museum. It could be in the general form of
the "Professional Practices in Art Museums" or even somewhat similar
to the policy statements scattered through the recent annual report
of the Metropolitan Museum of Art. | would like to see such o
policy statement even though | realize that there might be some
difficulty in ochieving unonimity over all phases. Even so, | believe
there is much good in getting out in the open whatever might be
controversial in order to make it effect suitable sensible compromises.

If there is some agreement on the desirability of “examining" the possibility
of a policy statement, then it might be desirable to proceed on to
"operating and procedural manuals” for various divisions and departments

of the Museum so that consensus can be reached as to just where the

line of responsibility falls between Trustee, Director, and Staff.

2. Organization = | have had encugh experience to know that an

organization chart does not necessarily mean that an organization will
work the way it is supposed to. It is obvious that the best results
are not necessarily obtained from the best orgonized outfits.  Though
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the results of our Museum are, to my mind, excellent, | think some
theught should be given to its "orgenization". | would not like to
see a winning combination broken up, but | do feel that for future
planning it would be prudent to have an ideal orgenizational setup

to "work toward".  Specifically, our Director has far too much to
do with far too many people "reporting” te him. Sherman does a
great job at it and thrives over it, but looking down the road it
probably would be better not to have the Director double in bross

as @ Curator. | believe there are other examples, even though of
lesser importance, throughout the Museum. Our several meetings have
taught us o great deal about the inner workings and for the next many
years we should probably strive to guide the Museum inte more logical
division of duties where we endeavor to ossign the man to the job
rather than the job to the man.

3. Job Description = By this title | mean that it would be desirable —
also Tor the long range guidance — to distribute duties in o somewhat
more representative category. In other words, instead of giving

a high degree of latitude to each curater as to which phase of his
activities should be emphasized, it might be desirable to specify .
some sort of minimum amount of time or results on each phase ond still ;
leave some latitude for the aera in which he or she may have porticulor
talents or interests,

4. Emphasis on Local Areas -~ We all agree on this to o certain extent,
but | would like to see the subject pursued and pinned down a bit

more. | am not quite sure how we con be specific about the urgency
ond need to concentrate on the local scene unless we con look at it
with local ot one pole and national (and international) on the other

pole.

Perhaps one frame of reference might be to look at the Museum as a
permanent fixture of Cleveland — something that can't be moved like
a corporate headquarters or residents who just get tired of the awful
climate. As a part of Cleveland and MNortheastern Ohio, it should
be in the Museum's best interest to do all it can to make this
community the best possible place to be and to live in.  Certainly

it is obvious that, if Cleveland grodually disintegrates and slowly

goes down the drain as o community and a place to live, the Art
Museum will have o difficult time attracting talented staff, exhibitions,
donors, etc.

| should think that it should be the policy of the Museum to do all
in its power for the community ot large. The Museum has in its

_—_—
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power to attract and cultivate all those best cultural elements in the
community.  This meons not only that more corporate headquarters
may settle more willingly in this awful climate, but that more people
of relatively higher standards will also be attracted to the area.

For example, Case-Western Reserve and Cleveland State have attracted
more of those interested in learning and intellectual pursuits.

Mo doubt the Museum has attracted to the area many individuals and
groups who are more interested in the arts, My question is whether
the Museum is meking @ conscious effort to attract more of these
types of people te Clevelond. Has the Museum fostered the growth
of professional ortists, dealers ond others who con contribute to the
aesthetic level of the area?

Thus, in addition to being a potent "educational” force in its own right,
can the Museum do more to attract to Cleveland such people and to

play an important part in moking Cleveland on outstending cultural

center and thereby making Cleveland a happier and better place in which

to live?

There are so many points in your draft which can be covered generally
by the "emphasize local versus national”, Some of these are:

Invel vement,

Establishing @ community relations deportment.

Persuading Curators to cultivate and work more with local
collectors ond donors.

More regional exhibits,

Corporate solicitation of funds,

Co=-operation with smaller museums in the area.

Trying to promote avenues for attracting and taking care of the
needs of those who work from 9:00-5:00 Meonday through Friday.
Formation of a Men's Committee,
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SECTION XIII - Building and Grounds

(1) The Committee was impressed with the care and maintenance of
the building,

(2) The Information Desk provides a warm and necessary welcome.

(3) Given the violence of our society an annual review of safety pre-
cautions would seem advisable.

(4) The various space requirements of individual departments should
be considered:

FPrint Department - more storage and shelf space.

Printing Department - several new pieces of equipment and apace,
Restoration Department - a humidity control area.

Photography Department - a new 35mm camera to make slides,

ceiling tracks for suspension lights, equipment and space to

divide color negatives, more file storage space. The Committee .
recommends someone be hired for the spot job of reviewing and

refiling nldﬂr photography files to maintain their usability.

(s) 7M. wﬂ?-w M potinit Yoot
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May 17, 1973

Mr. Paul Vignos, Jr., M. D,
18 Cadogan Place
London SW1 England

Dear Paual:

We are golng to meet seme time In Juane to develop

a draft enbmission. UUnderlined matters renresent
new ideas resulting from various interviews and con-
versations with members of the Committec and the
Director. Yoo will see that [ have added comments
of various individual members. I would like your
reaactlons to these as well as to any and all iteme in
the report,

I trust you are having an exciting and pleasant visit,
I envy you,

Sincerely,

Danlel Jeremy Silver




May 17, 1973

To the members of the Planning and Development Committes, CMA:

I am enclosing a second somewhat changed, somewhat inflated draft.
Wherever there was concensus nothing has been changed though some wording
has been sharpened. Where you suggested additions or enundations these are
Indicated by name or by underlining,

I am mailing a copy of this to Paul Vignos for his comments and have
reviewed the material with the Director. It is now time for the Gﬁn';m’lttt-
to meet in a drafting esession. I hope that everyone can be present at that
session and ask you to fill in the enclosed card so that we can find a time

agreeable to all.

Daniel Jeremy Silver
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__._i"II_*{J_H I - A General Frame of Refercence

The CMA is a gencral art museum whose primary purpose ia to acquire,
prescrve, display, study and explain objects which fall into the category of
finc arts in order to preservo thesc for posterity, encourage awarenese of
artistic merit, provide understanding of the accomplishments of the past e,
and stimulate an awareness of artistic quality and of the importance of beauty .
in man's life and environment. : st

The CMA is not an agency of social change though, obviously, it must
. evaluate and respond to new possibilities and forms of artistic expression in

modern society.

The CMA is a regional Museum and has a responsibility not only to be
part of the ongoing national art enterprise, but to bring to this area exhibits.
and viewpolnts for the benefit of those who cannot or do pot travel. N
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iEGTIGN Il - ThE_Muaeum Fxtra-muaral Rﬂlltlﬂ-l‘llhlEl

{1} The CMA enjoys a fine reputation in the art and museum worlds. Though
a regional museum our major exhibits are reviewed extensively in the national )
press which "pays off, " particularly in terms of our ability to hire first rate
personnel despite the disadvantage of being in Cleveland which is otherwise not
an art center. .

(2) The CMA maintains this natlonal status in four ways:
a. The reputation of our staff

b, The level and quality of acquisitions and the display and presenta=-
tion of the collection. . '

¢. The significance of major exhibitions.

L]

d, The quality of academic publications.both in terms of department
catalogues and the Bulletin,

Nothing should be done to jeopardize our standing in these areas.

{3) The Bulletin now serves two disparate purposes. It is used to in-
form scholars of our acquisitions and their significance and as the major means
of internal communication with our membership. It is eminently successful in A
the first instance but impressive rather than informative to our membership.
It would seem desirable to separate these two functions and to have the Bulletin
a paid clrculation journal, available to scholars, museums, universities and
individuals; and a new magazine designed for the membership and sent free to
them, full of information about the Museum (acquisitions, publications, ex-
hibits etec.) Our own experience as well as talks with members have made
it clear that the present Bulletin needs to be supplemented by another vehicle,
possibly a quarterly, designed especlally for our membership and the non-
professional with information on exhibits, acquisitions and the permanent col-
lection. If this change is accepted we feel that the Director should appoint an "

editor for the new publication with a charge to work with the Membership De-

partment and an advisory committee from the Board. A sample of the new
publication and cost figures for both the Bulletin and the new publication should

be submitted to the Board before regular Eubllnltinn ] hn_ium

{4} We remain the nation's only major {ree access museum - & traditioa
of which we are rightly proud and which this Committee feels ia worth main-" -
taining.
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(5) We have begun to charge for special exhibitions. It is not clear whethe#
these charges significantly reduce attendance nor is it clear whether free en-
trance to exhibits is a meaningful inducement to membership, These queations
should be studied. Pending such a study and in view of the increased cost of
these cexhibits it would seem advisable to continue the admission charge for
special exhibita.

(6) The Museum's national reputation has not translated itself into either
a radical increase in membership or in attendance. Museurmn membership nationale
ly is remarkably low and attendance in Cleveland cannot be expected to match the
figures of Lthe great megalopolitan tourist centers; however, it ise our impression
that the CMA has been overly conservative about trying to excite local interest.
Understandably concerned with standards the professional staff has shied away
from local public reclations and bustle. We recognize that public relations and
promational considerations must never over-ride artistic or scholarly require-
ments, neverthelces it would scem that the vibrancy of'a museum lies in a cre-
‘ative tension between traditional fonctions and commmunity interests. With theae
condiderations the Committee makes the following recommendations:

a. That community relations be upgraded as a department and placed in
charge of someone directly responsible to the Director's office. His charge
should inciude not only public relations in all its facets but to secure and retain
members, review attendance figures and maintain comparison charts with other
major museums, develop local promotions, suggest approaches to various lo=-
c¢al groups and present to the Board an annual inventory of attendance facts,
promotional programs and suggestions designed to enhance the reach of the
Museum's activities. The proposed Quarterly might appropriately be a re-
aponsibility of this department.

b. That the present effort to find corporate sponsors for major exhibits be
encouraged. An aggreseive program oriented toward the business community
should be mounted under the new Community Relations Department.

¢. Our Museum is open at times convenient to atudents, the retired,
tourists and non-professional women and presents many of its most attractive
programs during time when the '"gainfully employed" cannot take advantage of
them., A first responsibility of the Community Service Department shouid be
to expiore new relationships between the actively employed and the Museum.
As a first step in this direction the Museum should be open to the public on the
four newly proclalmed Monday national holidays and nln‘:- its Wednesday sve-
ning and Sunday afternoon pml:nmmlnl. _ v
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d. Tae exhibition program of the Muscum is properly conceived in terma
af our contribution lo art scholarship. It is assumed that what has been done
elsewhere is generally not worth doing again, Yet many members are new each
year to the art world. Others cannot travel. The Committee feels that as a
regional muscum we have a responsibility to present certain exhibits even though
they have besn mounted clsewhere and at another time. The Director disagrees;
"Here I am inclined to disagree rather strongly on the grounds that t'll'n?;i:i:qt}_
of the works of art comes before their availability for other than meaningful ex-
hibitions. [f all regional museums presented exhibitions that would be _El-l:ili.n.l‘
to their clientele, damage would increase, insurance premiums would 'gn up _
and the reluctance of museams to lend would increase as well. There is no real i
justification for shows such as the Renoir Exhibition in Chicago or other simi-

lar to it. "

e. Possibilities exist for an increased number of exhibitions involving con-

temporary architecture, planning and useful arts, The tantempnrlr? Artes Gu-
rator should have a major assignment to mount a goodly number of smaller scale

exhibits within his field. Whenever possible small new groupinge of our collec= _
tion with a particular fresh perspective should be offered. |

; (7) As the major regional museum regular contact should be kept by the o= B
Community Relations Department with local art museums (Akron, Canton,

Toledo, Erie) and university art centers (Kent, Oberlin) we should allow them

to call on both our educational and curatorial staff to broaden their scope and to

draw thelr people to our programs and exhibits.

{8) Our positive nttli:udn towards major exhibits and lmportant scholarly
dlsplays and our responsibility to find money for these is indicated in Section IY
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SECTION III -« The CMA's Ihturnaﬂ DrEanmahnn
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(1) CMA practice generally conforms to the Association of Art Museum
Dircclors, Professional Practices In A rt Museums (1971) and should.

i e S e i - Spl—g" - —— ———

(2) Members of this Committee have reported generally similar experience
of coming orto the Board and being thrown into meetings without the slightest
back-ground. We recommend that an informal orientation program for new
Board members including introduction to the important members of the staff
be devised and implemented by the Director. Indeed, it might be advisable
bi-annually for the Director to offer a reorientation program to those Board

memberes who would wish to come. It's hard for the Board to keep the full picture -

of Muscum staff and program in mind as we deal with individual problems.

(3) Administrative respohsibility for the Museum is vested by the Board
in the Director. A museum such as ours requires a single functioning head. DBut
the eniargement of our facilities and the multiplication of programs suggests that
the CMA might appropriately consider creating the position of Administrative
Assistant to the Director, Thia staff person might be the same person as the
Community Services person, responsible directly to the Director with functional
responsibility in major non-art areas: membership, public relations, communi-
ty relations, house and grounds, supplies, restaurant, Book Shop, printing,
volunteers etc,

{4) The Director asked us to consider whether provisions should now be
made towards the selection of his successor. His retirement happily being over
a decade off it is our feeling that this matter need not be considered at this time,’
It would be unwlee this early to suggest this possibility to anyone on our staff
and we are not such prophets as to know what particular skills will be needed
when the Director attains retirement age. .Tuhn Wil feels we should add a
statement on temporary responsibility in §£rras of the Director's disability:

"[ agree that the 5-year limitation does not get us into the realm of Sherman's
successor, but I do think that in every organization, regardless of its type or
purpose, one of the most important responsibilities of Directors, Trustees
and Management i8 to provide for orderly succession. My own company has
been hit lately with a rash of retirements, quits and deaths in certaln depart-
ments and we are indeed thankful that we have had a careful policy of "back
up. ¥ What I am saying ie that we should provide and make clear the present

. line of succession in case Sherman should become sick for a period of time

and to go on figuring out who would be the successor to th- successor at
least on & temporary basis, ")

{5} Paul Vignos feels that we should I.nnlﬂﬂi the following about the Board
and its structure and mm:thu:l , ‘ e ad) )
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"The meetings of the General Board should be put on a regularly scheduled
basis. Whether this is monthly or bi-monthly, a definite date should be eastab- -
lished for the entire year i. e., third Thursday at 4:00 P. M.

"The present prac'l:h:ﬂ of calling meetings on short notice and widely vary-
ing days of the week and times of day should be discontinued as incompatible
with optimal truetee participation. Meetings scheduled well in advance allow -
trustees to plan their calendar around this date and would ensure abllity to attend

by members with other obligations.

"Meetings should be held at frequent enough intervals so that the agenda
will be of limited acope allowing more than pro forma discussion of important *
agenda itema. (Decision on itema for agenda might be made by the Executive
Committee, ) The serious financial, administrative and planning function of
the Board is not well served by the crowded agenda resulting from lnl’ruquunt

meetings.

""Matters of simple ratification should be handled, where possible, by com-
mitteas and only final approval needs to be given by Board. An example, would
be approval or disapproval of art loan s to other museums.

"Sub-committees of the Board should also have a minimum number of meat-
ings yearly. These need not be rigidly scheduled but should be planned on regu-
lar three to four times per year basis with adequate advance notice of at least

three to four weeks,

iy = —

'"The committees form an important link with the staff of the Museum and
the efficient responsible coordination of essential Museum functions. Regular
meetings with appropriate staff personnel would provide monitoring of Mu-
seumn programs, supply feed-back concerning community reactions and give
tangible evidence of the trustees interest in Museum staff performance. This
should be an ald to morale and trustee-staff relationships, "
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SECTION IV - Funds

I ——

(1) The altached comparison of income and expenses estimated on the basie
of a 5% incrcase in income and a 6% increase in costs suggests that the CMA
faces no major operational budget crisis over the next five years - provided
the Huui'ingtun and Kelley Funds.are considered as income and times remain

relatively ag they are,
Estimated - Botimated e T

Incoma * Expenae Sl fereneg
| 0 5% o 6% T
1971 Eotimated Income |
Endownent, Trusta and Other $2,353,243.09
" John Hmtmnw & PnEt;m % 131:,3;-}3%
——ti0Fa0s, folloy Arb Foundation . 000,00
- = $3,620,943.09 $3,319,800.00 § 301,16L.98
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(2) The Committee agrees that the rate of repayment of our internal debt,
(Building Fund) be set annually after the Finance Committee has decided the level
of income needed to support operations, thus in effect thé total Huntington income
should be shown on our Balance Sheet. Since our capital is invested for growth,
it is mobdmppossible for the CMA to increase by investment decision its opera-
tional income. When and if that is necessary is a declsion for the Finance Com-
rnittee, However, we would recommend to the Finance Committee that the
annual budget submission be prepared not oaly with a view to holding the line on

costs, but with the view of increasing income by lncome management, increase
in dues or billings for repayment of services eic’to meet necessary sxpenditares. .

!
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{n inflationary times fixed costs (supplies, insurance, social security) rise rapid-
ly and the temptation is to [reeze salaries. Morale and the law of supply and de-
mand suggest that this be done only as a last resort.

{3) Accession funds in the range of $2, 250, 000 level are currently availl-
able, These can be expected to increase at a similar 5% compounded rate; but
the simple fdct is that these monies are buying less and less art. Consequently
we recommend that:

a,. The Director's recommendation that over the period of this report ac-
cessions funds be managed for maximum income without darger to principal and
that our policy remain that we buy what we can as soon as we can.

b, Any long term prognosis suggests an increasing dependence on local col-
lections and donations. This suggests that carators must be aware of and avail-
able to local collectors and helpful to them. However, the staff must be mindfnl.
of the poseibility that they are simply being used hl" those who want to n make R i
speculative profit in the art market, Advice should be lnhnlanI and ﬂut Erlmlﬂlr
financial and no staff person shall I.c:::uEt fees for professional advice in his
specialty to individual collectors without special arrangements with Board. Oauar
record of local collections should be kept as current as possible and local col-

' lector's exhibite encouraged.

c¢. As custodians of semi-public funde we must discourage the present cut-
throat market insofar as it involves our bidding against other museums oper-
ating with similar monies. It would seem appropriate for the CMA to seek out
and maintain llason with other museums to reduce counter-productive bidding.

(4) A major responsibility of the Director's office, possibly through his
Administrative Assistant, shall be the search for "no=strings" Federal, State,
Foundation and Corporatlon grants for special projects (education, publishing,
exhibitions etc,) An annual report of this effort together with a list of contacts

made and a description of plans for the new year should be made to the Board.
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This Commitice's charge was to look for trends and suggest priorities, not
to revicw the budget. In that light the followlng suggestions are made:

Qﬂ_thn im::gq_r_n-:& side:

(1) Since the cost of maintaining an annual member is approximately the cost:
of basic membership more attention should be given to ralsing our members into
the higher categories of membership.

(2) The Membership Department after consultation with the Board will ace
cept a biennial target and be accountable for it

(3) The Committee cannot accept that the Sales Desk should be a loa’ item
(currently $40, 000). Two alternatives emerge: either it be disbanded and our
own publications and gallery guides be made available at the Information Desk
or it be turned over largely to volunteers. Most of the deficit is represented by
salaries. The Committee recommends the second alternative and that a two-year
limit be set within which the Sales Desk must become profitable. Further, as
a normal budgeting practice unsold inventory should be carried at no more than
50% of face value in the annual audit. ( Paul Vignoe adds:

"Another alternative is to give some responsibility and incentive to the
staff member in charge of Sales Desk to suggest viable initiatives in stocking -
books, exhibition of books and promotion. Has the Sales Desk head's opinion
ever been solicited re means to improve profit position? "

John Wilbur adde: "I am all for "volunteers'" even though I am familiar with
Sherman's sentiments about their "reliability. " It might be a rough break-in
period, but it is obvious that the more volunteers we can get for free, the leas
of a payroll we will have to maintain. I am convinced that, if the volunteer pro-
gram was handled properly, we would have them walting in the aisles to geta
chance to work for the Museum and none of the volunteers would dare be "un-
reliable" in manning information desks, sales desks as well as other selected
areas in the Museum., On the matter of volunteers it might be helpful if there
was some useflul entertaining or educational diversion provided for volunteers
when there is no "action" in thelr respective departments. It could be quite -
dreary manning a sales desk during times when nobody even wants to "look around. ™

\4} No cost accounting has been made by the CMA of the joint CMA-CWRU
program. The Committee belleves such an audit ls imperative and that the
Flnance Committee should review sll cost aspscts of our agreements with CWRU,
——— e Sl e ——————————————————————————————————————————

L |

-
——
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John Wilbur adds: "An audit of the CMA-CWRU program certainly should be made,
This whole selup has scemeod much too fuzzy to me, Even though we are a bit

more salvent than CWRU, the principle that we should only stand our fair share

ig, to me, important, Perhaps we could "loan" some money to CWRU in the way - - -
of bearing exira costa, but we should at least know exactly where we stand, "

10

On the expenditu ri.:_.aidm

(1) Salaries must be kept competitive and capable of sustalning decency.

(2) The Library will require a larger than 6% annual increase in its pur-
chase budget to keep abreast of the incredible inflation in book costs. The Coms
mittee recommends that this line of the library's budget receive, when necessary,
special consideration, but that the Librarian be charged with working out areas :
of collection with the other major libraries—oidbinsnsea. -

‘a.  All but $22, 000 of the Library's budget of $224, 000 is spent on salaries.
The Librarian estimates that up to 60% of the time of the five desk people involves
a service to CWRU, a service for which the CMA receives no reimbursement. .
After the Finance Committee has reviewed the above project we would recommend

that CWRU be asked to defray the cost of at least one desk librarian,

5. The policy of subventing salaries with half price lunches for staff re-
mains acceptable, but not the discovered underpricing of many items sold to
the publie. Given the sharp increase in food costs the Committee recommends
a4 quarterly review of charges by the Food Department and Mr. Grossman.
ilnh‘hﬁﬁﬁﬁpuy would add: "As a general practice bids should be reqdested from
independent outside caterers at least every two years and that we should reduce
our costs by [fifty thousand dollars by reducing men selections and purchasing
cheaper foods. " St '

(3) A half-hearted fiction is maintained by the Art Education Department
that school systems contribute for our docent service. The Committee feels :
that the Curator of Education should be responsible for an approach to public pe
and private school systems for payments towards services rendered. Since do

there is the possibility that the school systems will not or cannot pay it would .
Scem advisable that a report be made to the Education Gommittee and the Board

F ]

within a year on the success of these uffnrt! and the ntlﬂln_h for ths %'l
assuming the full cost of this program,
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(#} A recurring special exhibitions deficit must be faced; but the answer

would scem to lie in developing new forms of corporate and private support,

not in cutting back on exhibitions. (Paul Vignos adds: "Feel very strongly that
long term planning be set up for r major and minor_ exhibits over a two to three
year cycle. This should be reviewed by a.ppn::-prute committee of Board with
Director and responsible staff. This would allow staff members sufficient lead
time to plan significant shows and equitably divide this responsibility. Perhaps,
coordinator of exhibits could do much of routine staff work to relieve curators
of time consuming and wasteful paper work. " The Director belleves that this
area is a staff function.

(5) The Membership Department expenses run at about $40, 000 against
membership income of $189, 000 not including cost of Bulletin (about $47, 000)
non-payment of entrance fees, book discounts, printings for special exhibitions,
calendars. The Membership Department produced 1400 new enrolless last
year ($21, 000). Net income per member is estimated at $2. This low-net
could be helped by:

.

a. A charge for each subscription to the Bulletin,

b. A program to upg rade membership category., The Committee was shocked

to discover that no staff person has specific rulpﬁnllhilitx in this area,

c. Raising the base cost of membership.

d. Increasing numbers - a target figure of 10, 000 by 127.5-15; is not unwar-

ranted,

e. The Membership Department not acting as a secretarial pool for
volunteers, Junior Councll etc.

There sesem to be too many liltll forms to type ete,
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SECTION VI - Acquisitions

Because of recent events in the museum world we deem it advisable to
restate the CMA's policy for the acquisition and de-acquisition of objects.

a. As a general museum our purpose ls to acquire objects of the highest
artistic merit regardless of their provenance, but with an obvious concern that
our accessions retain a reasonable balance in our collection between major areas
of artistic culture. (Several members added that it would be useful if the Ac- *
cessions Committee were given a general statement of the strengths and gaps
in our collection, )

b. Given the rising costs of objects our policy should be one of "buy now"
rather than of delaying purchase in the hope of some downturn in the market.
Despite the temptation to pun:hl.it choice iteme it remains our policy to limit
acquisitions to funds now in hand or in certain prospect, L. e. within thrnu to
8ix months,

c. As in the past once an object is accepted by the Museam the stipulated
wishes of a donor as well as wishes expressed verbally to the Museum shall be
scrupulously honored in the matter of maintenance and disposition of objects,
(John Wilbur adds: "Agreed, but I certainly think it is the responsibllity of the
Museum and its staff to prevall upon donors, tactfully, of course, to give the
Museum as much flexibility and as wide a latitude as possible when accepting
gifts. I would like to see the Museum do more "trading" for fields where we
are weak in exchange for articles, makes In which we may be particularly
strong and which may be superfluous. ') (The Director believes that trading
should be done only within a field.

d. In the matter of the sale or barter of objects from our collection it i e
is our current policy that permission must be obtained from both the Acquisitions
Committee and the Board, We believe a proviso should be added that the re-
lease of any object whose value exceeds ten thousand dollars shall require an
outside appraisal before the matter is presented to the Board, This provision
is designed to protect the reputation of our staff. Jim Dempsey disagrees: |
"All objects in excess of five thuunnd dollars should be sold at public lur.:tlnn. “]

e. The Committee does not believe that the present practice of giving to
the Contemporary Arts Department an annual grant for purchase without ref-
erence to Accessions Committes approval should become a permanent Mu-
seumn procedure, (The Director disagrees: "I think the pnll.nr should be -.:-
tended for at least five ful.rl“} - A5 dn-l Jnhn Wilbar, ] | \ . .

i |..

| 5 i (W | I..'l_lr LS = 2 L4 il i
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(. Generally we believe that the Accessions Committee and the atafi

should be encouraged to move more encrgetically in the modern field. ( Paul
Vignos adds: "Decision on this should be based on thorough survey of past

L
| ]

experience with contemporary acquisitions i. ., cost and best estimate of curs  __.

rent value. What is our track récord with contemporary l.-l:quiliti.unl?“,

g. EffoYts should be made to enlarge our photog raphy collection.

h. As an administrative practice and in view of our hopes for donations
from local collectors it might be advisable to indicate when works of art on
© temporary exhibit are available for purchase. {Elau Rankin adds: "Perhaps

members could be advised via publication or other means that inquiries could
be made re availability of exhibited works. Would not like to see sales go hand

in hand with exhibiting like a commercial enterprise. " :

i. (A paragraph is asw requlred about our compllance with "Import of
Art Treasares' regulations. A, : 3 ] ¥
Y
"7
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(1) The next five years will saee the completion of the chronological ar-
rangement of galleries. The Board has acted on the first phase of this program
and the Committee happily restates our general approval of it, (Flul Vignoes addei

"This is fait accompli now, There should have been a comprehensive dis-
cussion by Board. This subject points up need for more adequate time at Board
meetings for thorough discussion of such serious policy decisions, .

What is the schedule, if any, for publication of gallery guides? Do we have
schedule of prospective completion dates for publications, are we on lr.-hnduh?“)

{2) Concurrently with the gallery rearrangement special attention should
be paid to more comprehensive labeling of permanent exhibits and the com- T

pletion of the publication of all gallery guides.

(3) A museum is by definition a place to which the visitor must bring a
responsiveness to the beautiful and labels should not get in the way of that re-
sponse. At the same time it is a function of a museum to increase the level
of art appreciation and literacy among its visitors, The Committee feels mors
art history information be put on our labels and that these could be changed
from time to time, Comparative materials also might occasionally be juxta-

posed . {Plul Vignos adds:

: ' :
""We are doing rulntlvulyﬁ%mt this. Assumption seems to be that most

Museum goers have Ph. D, in Art History, and it would be lntullm:tul_ullr in-

sulting to give them too much information. Definite plans re implementation

are needed, " it

John Wilbur adds: "I am all for providing, tastefully, more art history
information. In addition to information on technique, it might help more of the
unskjlled to appreciate the contents of the Museum if some thought could be
given to more explanation of "the times" of the era, the politics, the wars, the

economics, the philosophy. ) .

Clara Rankin adds: "How much are video-tapes used? They should serve
this purpose well also. ") %

(4) In the area éf—ptul&rvlttm.th-rq will hn.[nu;‘-uulng :dtfﬁnnltf of mailn-
talning our collection at its proper level. Our Preservation Department ex=-
pressed satisfactlén with its location but there Is an obvious need for qualified

| I_ LR L r'. i ] i

-
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. personnel. The Dircctor looks to the Intermuseum |ab Brogram to help. Thus
this group commands our support. In terms of work load and continalty it
would scem desirable that a successor to the conservator of painting should be

hired soon in view of the incumbent's imminent retirement,
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SEGTION VIIL - Art Education Department

T T E-s— i - e

(1) Since the art education and extension exhibits are responsible for the
Muscum's public education thrust it would seem wise that these two departments
be adminisiratively reunited under the Curator of Education and that the Ed-
ucalion Commiltee of the Board assume a visiting committee role over the
entire program.

{2) A major responsibility of the Curator of Education shall be to develop
a worlhwhile adult education program of the highest quality. The program of -
gallery talks and daily talks during special exhibitions is commended, but not
enough attention is paid to Wednesday night programming or new programming
designed for our employed membership. Experiments in this direction are en-
couraged. The Education Department ls mandated to prepare an annual report
to Board outlining proposed new activities almed at inc reasing its role with our
adult community and relating its budgetary request to this new balance of services,

(3} Chance rather than administrative logic has led to the inclusion of the
Movie program under Art Education. Since our film programs are presented as- - ——
exhibits of an art form rather than as illustrations of art history lectures it is
recommended that this program be specifically assigned to Mr. Henning and
' these figures eliminated from Art Ed. reports. |

.(4) The Committee applauds the Eaast Cleveland project, but suggests that -
careful evaluation and follow-up reports be made to Judge its Impact, -

{2/ As a general principle the Committee prefers that this department
concentrate on teaching teachers rather than taking individual classes through
the Museum though it recognizes the continuing need for some class teaching.
However, it also recognized that the hiring of staff for docent purposes re-
duces the possibility of hiring staff with special skills in audio-visual tech- - -
niques, TV and recording, writing etc. functions which have a multiplier effect, -

(6) The gallery guides are useful and the series should be completed. The
making of talking tapes o¥major special exhibits as well as on major collec~
tions of CMA is encouraged as are the writing of other useful pamphlets for
mature popular understanding,

\7) Thne possibility of & joint CMA-CIA Board of Education progzam of
oasle art education should be explored both in terms of feasibility and funding.

(8) The children's courses remain popular and an Inducement to members=
ship. The possibility of practicam courses for adults might be considered.

{9) Administration of the joint QWRU-CMA program rests with this de-
partment though the burden of teaching falls on the curators, The Committes
fecls that the propriety of this assignment should be reviewed. The Committes
is cager Lhat the Art Education Department be as seible
task of broad adult education. - R R N YL T
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(10) An appropriale extension of both the May Show and this departmentwe maks
School invoivement might be the bringing into the CMA the Regional Scholastic
Art iixhibit which is now managed by Cleveland Public School staff who have besn
on our staff. This exhibit of good quality would bring into our bullding those
youngsicrs in the area most sensitive to our purposes. ' &l

(Jim Dempsey adds: "The May Show should occar every other year, ").
Clara Rankin adds: "Should be considered in conjunction with C. L A. "

The Director adds: 'I think this is really more appriate for the C.I. A,
. The regional scholastic art exhibit is oriented to students going into the pro-

fession of art. ")’

{11) The Extension Department has an annual budget of approximately
$60, 00C and a sizeable loan collection which Ls carefully managed. Items go
regularly in and out on loan exhibitions; but it is not clear to the Committee
precisely what is accomplished by all this effort. The Extension Department's
own evaluation is included as Appendix A, We recommend that this document
be reviewed by the Education Committee and m-:n ;viipit'iun prepared of numbers,
consequential results, the use and purpose of these exhibits; benefits to CMA
and to art in the broadest sense from such activities together with suggestions
of other display locations or methods of offering services. with & view to & ' .
major review of its place within' CMA's ongoing programs. The Weatherhead ;
Foundation now covers part of the cost of this program ($25, 000). Such sup- &
port is welcome and should be increased - but we must know that this program

really does a meaningful plece of work and can be effective throughout the.
1970's. - gl

v
- Hh -
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SECTION IX - ﬁl.l_xlllariun and Ancillaries

il} There are few wayes for willing members to become actively lnvolved
with the Museum. The Committee feels this lack keenly and, therefore,
recommends:

a4, The creation of a Men's Committee to help in our fund raising efforts.
It could be tied to the CMA by several informational and social visits annually
to meet with the Director and/or President. (John Wilbur adds: "My experience
has taught me that nothing can kill the spirit of a recrult for a fund drive as when
little, if any, effort is made to explain what it is all about - not necessarily what
the money is needed for, but all about the organization and its functions., I
would hope that this Committee could be given major informational emphasis on
the Museum 8o that the desire to raise money would spring both enthusiastically
and naturally from each inspired member. Such a Committee might be a great
recrulting ground for new Trustees. ")

. The broadening of membership in the Junior Council so that it repre-
sents all segments of the membership/collector world to whom we need to ap-
peal. Because of the problem of age it might be advisable to have a Women's
Committee rather than a Junior Council. In addition to their role as hostesses
and at the Information Desk the Women's Committee should be encouraged to
provide volunteers for a reorganized Sales Desk,

(Clara Rankin adds: ""The Junior Council must remain identifiable and not
too amorphous. See Orchestra Women's Committee, ")

(Paul Vignos adds: "Think we should have a real Junior Council - below
age 40, to get more young people interested in Museum. Present Junior Council
members should becomne Women's Committee after they reach age 40. Goals
for Women's and Junior Committee should be better defined in terms of Mu-

seamn's future needs').

c. The Musical Arts Association payse its own way; but the Committee would
encourage the curatorial staff to work for closer programmatic connections.
(The Director belleves this proposal is not practical. ' "I would think something
in the way of cover lllustrations for thelr programe would be more to the polnt. ')
Why not occasional recitals of the muslc and/or culture whose art the CMA la

exhibiting? | TR O, g% e ST AU e,
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d. The Print Club provides useful support to our Print Department. Might
print exhibits not receive broader publicity in and outside the Museumn? Since
almost everyonc owns a print or two it is the readiest way for members to re-
late in terms of objects. Might there be an annual Prints For Collection Show?

{Jim Uempscey adds: '"Such a Print Show might occur on alternate years with _
a biennial May Show. " Might a Photography 'FE!-I-'I-_b__tP_I:'Pfl_I_i_E_ !_Ll_'pllll.r_lupp_nrt for

our fledgling photography collection?) !

¢. The membership of the Contemporary Arts Soclety should be encouraged
to sponsor exhibits as well as to make occasional gifts of contemporary art to
the CMA.

'[. An cffort be made to have the Print Club, Music Arts Assoclation, Textlle
Club and Contemporary Arts Society make membership in the CMA a stipulation
of membersnip. |
IT woue D § ' ¥ " ' —
B. ‘Mightit-be-advisable for the Board and the Librarian te~dwey to create & :
"Friends of the CMA Library" group with a view to supplementary income for
purchase, increased interest and use of our Library and facilities ete, ¥ il 2

L

h. As & matter of Museam policy the Museum must u.-ull-_g that membershi

in affiliated groups can in no way be restricted by race or religion and that af- .~ "

+ filiated groups be able to evidence in fact that this Lo 80,
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SECTION X - Curators

{l}) The Commitiee was impressed with the scholarship and competence
of the curators; but is eager that when feasible they pursue goals beyond the pre- .- —.
‘servation and study of their collections, possible acquisitions and teaching as-
signments. Availability to local groups for lectures in thelr fielde and on art
matters generally and their involvement in the suggestion and mounting of ex-
hibits are important curatorial responsibilities.

{John Wilbur adde: 'I got the feeling that each curator was given consider-'
- able flexibility in the relative amounts of teaching, administrative, scholar-

ehip division of duties. I belleve it might help to give the curatores a bit more
direction and not leave it up to each carator to do more or leas as he sees fit,

I readily admit that such a "tightening up'" might be difficult to put into effect
immediately, but I would like to see a gradual trend started so that in time

more curators would approach their duties with somewhat more uniformity

and consistency. " :

Paul Vignos adds: 'Should be asked to propose significant or interesting
future exhibition. This would give us some idea of their initiative and planning
capacity,. Too complacent about duties with little sense of excitement that

could be brought to their area of interest, Personnel time analysis for all
curators should be made by administrator to give baseline survey of curators
time commitments, )

{2} The teaching burden (CWRU and curatorial) falls unevenly on the ca-
rators, Some report spending Gp to 40% of their time on these functions. Care
‘should be taken that such teaching assignments are not accepted at the expense
of cataloguing, publication etc.

(The Director believes: "that 40% les exaggerated in nearly all cases, ")

{3) Photography, architectuare, planning and contemporary arts and
textiles are areas which are famillar to and functional in our world. Respon-
gibility for them falls here and there and sometimes nowhere. The Committes
belleves that these areas (exhibits, etc.) are properly the responsibility of '
the Department of Contemporary Arts and with that understanding ln mind
believes that the personnel needs of this department be reviewed.
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(4} Fach curator should submit a concise annual report to the Board de- I
tailing the state of his catalogues, the number of objects in his care requiring - - __ _
publication and the number published, a brief list of his activities with loeal |
collectors' groups and his plans for exhibits for the next 12 to 24 months.

(Clara Rankin adds: "Oh my! Those harried curators. " e

John Wilbur adds: "I am all for each curator sabmitting an annual report,
but I can see they would not greet this suggestion with much enthusiasm. I J
did get the feeling, however, that the discussions your committee had with the
curators did intrigue and to a certain extent impress them because it entailed
a certain amount of necessary reflection on just what their function was. ")

{6} The Curator of Anclent Art will retire during the period of the Com-=
mittee's report. His area is vast and the needs of our gollections and of our |
art history leaching would make it seem desirable that a' successor be ap-
pointed despite the relative paucity of major new acquisitions available in this
field. The new man might be selected from candidates who have emphasised
art history as well as curatorship and be given operational responsibility for
the &WRU-CMA and curatorial intern programs,

({Clara Rankin adde: "Sherman's Id‘ﬂﬁ!l and opinlon paramount, “I
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(1) The Commiltee was impressed with the vigor with which the Library,
slide and pholograph programe were being coordinated under a single administra- ~
tion and recommends the appointment of a deputy to the Librarian with primary
responsibilily for slides and photog raphs.

"(2) The present layout of the department reflects its original administra-
tive scparation. This does not make for administrative or space efficiency. This
fact placed side by side by inevitable space needs for shelves and stacks suggest
within five years some major reallocation and reorganization of space within
our building will have to be made. The Committes recommends that a jolnt
Board-Staff planning group be organized now to:

a. oStudy apace needs of this department over the next two decades.
b. Provide space which will be self contalned and :ptrmit control of -
ingress and exit of people and books. .
Investigate less bulky means of storage (microfilm, microfiles ato, )
investigate the possibility of limiting or culling some collections,
@, Examine the possibility of reorganizing space for better control

and efliciency. }
f. Report their recommendations to the Board within a ltlpﬂlltld period

8o this project can be begun well in advance of crises.

0. 0

{3} As matters of general policy the Commilttee recommends:

&, That the purchase funds necessary to maintain the completeness of £l
our Library as a scholarly tool be made avallable, ——

b. That the practice of shelving books with a CWRU book plate purchased :
with CWRU funds not for use in the joint prngrlm be’ dllﬂﬁﬂlﬂﬂld. 5 i 2k,

c¢. That the slide room rental charge be maintained.

d. Jim Dempsey would add: "That our objective be as rapldly as possible
to have one of the best art libraries in the country, "

e. That a Library Committes-of the Board be appointed.,

| ] i pa® g W i TLERTLE bl B TR
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EE_ CTION XII - Puablic Rniahun! and Mn‘nnarnhtg

e —— e e o —— e A O N

(1) Everything the Committee has heard and felt suggests the need for a
beefing up in this area. The suggestion of a single Community Services De- -
partment has already been made. '

(2) More members must be added and become more involved in the Museum.,
A Men's Corhmittee, a Friende of Library Committee, further use of the Junior
Council have been suggested. More attention must be placed not only on mem=
bership solicitation but on retention. A cancellation rate of 15% may not be -
high in cemparison with other museums but it's bothersome. Gomsess—sesssns
+ b llismrrrirereered~to~g o~boryond tirrepoint=iiTthe-ree sof vo luataggos-hat .
the Board should encourage courses for collectors, receptions for a member
al: openings, daily major exhibition talks, evening programs ete. To this end
it is suggested that the Community Services Department be required to submit
an annual report and prospectus to the Board.

L3 & .

{Juhn Wilbur:; "I agree that one of the primary responsibilities of the new
department would be "involvement. "' [ feel it is important to have the involve-
ment bé broadened to more and more people of all types in the community -
and not be a more fanatical inbreeding of the same old groupie. I agree thatan
important problem is to "sell" this idea to the staff and persuade all of the stafl
that involvement is not just a matter for the Membership Dept. to be conducted
in the same old dull, routine and sedentary manner. This rejuvenation and
sharpening up of P. R. and membership might have added stature, prestige and
urgency if a special committee of the Board wae appointed to work on it. ~ )

{3) Membership must be more deliberately solicited and an annual cam-
paign mounted with target figures etc. The membership reports to the Board
should refliect not only numbers but the numbers at each category of member-

anip’ translated into dollar income. Some person or department must be given
primary responsibility for upgrading membership categories and fund raising.

(4} Little has reaily been done with the solicitation of corporate member=
ships. Perhaps the program should be discontinued and corporations be soli-
cited carefully and repeatedly for help with special exhibitions for which th-'r
can be given apecial credit. The Board mult cooperate in this venture, £

{5) Present public relations is gul‘rud to special exhibitions and all too
little to the ongoing services of the Museuam. Regular personal contact should
be had with the press, both city and regional.

. Ciara Rankin adds: "In view of CMA as a civic asset in attracting repidents
" and visitors, more inte :I."'Ilﬂ.ﬂl n.:p-nluru of CMA could be planned, perhaps in
conjunction with University Circle reiduleddl brochures, newspaper l:lhlﬂlt, ate, ¢
something more Informative than the society page. ) . b A T Lt
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(6) The Community Services Department should be charged with submit-
ting to the Doard within the year prototypes of the proposed membership di-
rected Quarterly (costs, makeup, distribution, proposals etc., ) ( Clara Rankin
would have us use a "better title than Community Service Dept. ")

(7} Jim Dempsey.adds: "We should make an annual appeal for funds to
not only members but also to a select group whose names can b8 culleéd fom
various sources. . . In short we should aggres slvely emulate the Cleveland
Orchestra,

(8} Lew Williams adds: Our weakness in agressive membership, com-

" munity relations and awareness etc. is agreed by all. We don't have the talent

at hand to do the job and we had better be terribly careful to get the right person.
So let's consider running 8 or 10 of the city's best P, R. people through an
orientalion course L. e. Bill Boyer tell Henry Hopwood hie PR V. P, to do it =
and perhaps suggest other participants. If this is a good idea it would take

place after your committee has reported to the full Board, The town's PR
people might then come up with the right program and person, #

John Wilbur adds: "I feel that present P, R, is geared more to the national
art worid generally and not enough to the community of Cleveland, P. R, should
be geared to increasing involvement and I might suggest that consideration be |
given to outlining just exactly what "message' we want to get across in our
P.R, Then, we should have some method of measuring the effectiveness of
our P, R. to eee if the objective is being accomplished, ' |

On the general subject of involvement and P, R. how about an elementary
course on "how to collect" geared to tap and harness involvement of those on
the fringe of involvement, who would like to become more active but don't

know how to do it and need just a bit of lnaﬂrqimﬂt. )
_ 1 . .; § k| - i -1 . i ' :
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SECTION XIII - Building and Grounds

i1} The Committee was impressed with the care and maintenance of the
building, '

(2) The Information Deesk provides a warm and necessary welcome. M

(3} An annual review of safety precauations would seem advisable.

(4) The various space requirements of individual departments should be

congidered: i
a. Print Department - more storage and shelf space.
b. Printing Department - several new pleces of equipment and space, fliete
¢. Restoration Department - a humidity control area. '
d. Photography Department - a new 35mm camera to make slides,

ceiling tracks for suspension lights, equipment and space to divide
color negatives, more file storage space. '

(5) There was general agreement that more attention should be put on
outside signing and a better bulletin board to show visitors special exhibits
in Museuam.

o {6) Jim Dempsey adds: "The senior person in each department should be
required to submit to the Board via the Director a report of his requirements

R o

thh the itemized cost of sach major item he and the Director feel must be

Eurchuuﬁ. | 3 .
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GENERAL NOTES :

Jinm Dempscy: 1 would also suggest thetsyowsogpewt the need for a more

aggressive approach in the area of annual fund raisings, membership and pub=
licity, Also there needs to be a continuous reappraisal of certain operations

such as printing, restaurant etc. I feel that some of them could be cutbacked

out at Ehuaper rates, e

Clara Rankin: In general I do not approve of requiring duties of curators
by fiat if,"as prima donnas, they function well by encouragement in a more re=- _
laxed atmosphere. (Efficiency requirements of manual duties are more pos-
sible perhaps). If too many deadline duties like annual reports to one board
{p. 15 (5) are required, the opportunities of failure increase In ways that have
. less to do with art than with efficiency, 7

Would it be possible to choose a more appealing narne for the projected
Community Services Department: Community Activities Dept. , Communlty
Resources Dept., Public Resources Dept., Energy Production Dept. (1) - all 7
dreadful, e

Suggestion to Jr. Council: that all members list their skills to be filed and
used when needed as volunteers as for example, refiling of photographs.

Phnilosophically, I do feel strongly that we want to appear supportive and
not critical in any destructive way to Sherman's way of handl his people.
We are not in daily contact with the unusual personalities as \Yand his flex-
ibility in ways of directing themn must be preserved to insure his keeping ex-
perts who feel a certain freedom to do their best when they are not reatricted
by an excess of accountabllity {(e. g. the hours they report for work, mandates

to make time consuming reports to the Board ete, _

On the other hand if Sherman is asking for our backup so that he can in

fact make them more accountable then [ would give it. S prisiosei-acs
Wmmﬁmdﬁwwm- :

John Wilbur: 1. Policy Statement - The more I think of it, the more ]
believe could be accomplished by a careful working out of a policy statement
for the Cieveland Art Museumn. It could be in the general form of the "Pro- _
fessional Practices in Art Museums' or even somewhat similar to the poliey S
staternents scattered through the recent annual report oi the Metropolitar
Museum of Art. [ would like to see such a policy statement even though I ,
realize that there might be some dlfﬂuulty in achieving unanimity over all
phases. Even so, I believe there is much good in getting out in the open what=
ever might be controversial ln order to make It effect Illtlhll sensible com-

promises, ' r skt AT P

big . T T |
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If theve is some agreement on the deairabllity of "examining' the possibility
of a policy statement, then it might be desirable to proceed on to "operating iy (Y
and procedural manuals" for various divieions and departments of the Museum \
so that conscnsus can be reached as to just where the line of responsibility
falla belween Truatee, Director and Staff,

2. Ozganizalion - I have had cnough cxperience to know that an ﬂl‘!lhlﬁl“ﬁﬂ
chart docs not necessarily mean that an organization will work the way it is aup=
posed to. It is obvious that the best results are not necessarily obtainea from
the best organized outfits. Though the results of our Museum are, to my mindg,
excellent, I think some thought should be given to its ""organization. " I would
not like to see a winning combination broken up, but I do feel that for future
planmng it would be prudent to have an ideal organizational setup to "work
toward. ' Specifically, our Director has far too much to do with far too many
people "reporting" to him, Sherman does a great job at it and thrives over it,
but looking down the road it probably would be better not to have the Director
double in brass as a Curator. I belleve there are other examples,; aven though

. of lesser importance, thyoughout the Museum, Our several meetings have
taught us & great deal about the inner workings and for the next many years we _ _
should probably strive to guide the Museum into more logical division of duties

where we endeavor to assign the man to the job rather than the job to the man.

5. Job Description - By this titie I mean that it would be Geairable - also
for the long range guidance - to distribute duties in a somewhat more repre-
sentative category. In other words, instead of giving a high degree of latitude .
to each curator as to which phase of his activities should be emphasized, it
mignt be desirable to specify some sort of minimam amount of time or re-
sults on each phase and still ileave some latitude for the area in which he or
she rnay have particular talents ox interests,

4, Emphasis on Local Arveas -~ We all agree on this to & certain extent,
but I would like to see the subject pursued and pinned down & bit more. I am .
not guite saure how we can be specific about the urgency and neea to concen-
¢rate on the local scene unless we can look at it with local at one pole and
national (and international) on the other pole. |

Pernaps one (rame of reference might be to look at the Museum as &
permanent fixture of Cleveland - something that can't be moved like & corporate -
headquarters or residents who just get tired of the awful climate, As a part
of Cleveland and Northeastern Ohio it should be in the Museum's best interest
to do all it can to make this community the best possible place to be and to | -
live ln. Certalnly it is obvious that, If Cleveland gradually disintegrates :
and slowly goes down the drain as & community and a place to live, the Art
Museam will have a difficult tl.mai lﬂl'lnﬂ.u[ talented ataff, exhibitions,
donoxs etc,
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I should think that it should be the policy of the Muscum to do all in its
power lfor the community at large. The Museum has in its power to attract
and cultivate all those best cultural eloments in the community, This means
not only that more corporate hecadquarters may aecttle more willingly in this
awful climate, but that more people of relatively higher standards will also be
attracled to the arca. For example, Case-Western Reserve and Cleveland State
have attracted more of those intercsted in learning and intellectual pursuits.

No doubt the Museum has attracted to the area many individuals and groups . . .
who are more interested in the arts, My question is whether the Museum is
making a conscious effort to attract more of these types of people to Cleveland.
Has the Museum fostered the growth of professional artists, dealers and others
who can contribute to the aesthetic level of the area?

Thus, in addition to being a potent "educational" force in its own right,
can the Museum do more to attract to Cleveland such péople and to play an lm- °
‘portant part in making Cleveland an outstanding cultural center and thereby
making Cleveland a happier and better place in which to live?

There are so many points in your draft which can be covered generaliy by
the "emphasize local versus national. " Some of these are:

a. Involvement, i : il
b. Establishing a community relations department. . b
Fersuading Curators to cultivate and work more with local collectors

g C.
and donores, : .
d. More regional exhibits, : m ¥ i Ea M
e. Corporate solicitation of funds. it ek
f. Co-operation with smaller museums in the area. : i
g. Trying to promote avenues for attracting and l:lklng care of the needs
~ of those who work from 9:00-5:00 Monday through Friday. i L
h. Formation of a Men's Committes, : ' : e
The Director: The one gencral comment [ have ie that after considerable \

reflection, I think emphasis on "community relations" - rather continuous
throughout the report - is somewhat exaggerated. Of course we need more;
and of course it needs thought and planning - but undue emphasis on "selling"
inevitably affects the product being sold and [ think there is not enough recot-
nition in the report of the basic core activities and tasks which must continue
at the same or even better levels if the Museum ls to be & vital and excellent
organization in the future. Actlvity is necessary but not our maln purpose, [
think this really can be resolved very easily as a matter of emphasis, My '
feeling on rereading the draft report ie that the emphasis ls a little bit uneven

and misplaced, | '
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Tho history of tho development of the department.and descriptioa ' ' |
of ito activitics were Ancorporated in the application for a grant inm - e
November 1971, |
Noteworthy in the activities of t.hu past year has been the mors
even dalstribution of exhibitions throughout the various educational levels
and reaching nut t¢ areas which previously bhave not nmim the services ‘
yet are unable to transport students to the Museum. nu'ing the year
470 institutions received the service of the departoent; an increase of
il% ovesr the previocus year. i
Among the educational institutions receiving exhibits this year
were 95 elementary schools, 7 Jjunior high schools, 8 senior high schools
and 5 colleges, & total of 114 schools with an enrollment of 252,051 atudacts.
The balance of -the institutions served are libraries, adult education ceateda, .
child care and Family Services Centers, golden age centers, hospitais, | .
churches, eto, Appended is & photograph of mr-:i:-n:-. County, the ares t¢ S '-
which the iﬂ‘l’ﬂﬂ;ﬂl are presentiy coafined, showing the location of the
inotitutions receiving the services of the department, Concentrations
around the museus, o the immediate oast and weat include the substantially
" PAGck, aouthern aounteln, latin Arerican and Mi‘..m Indian neignoorioooda,
&cetly low income families. The river valleys and other areas within tha
central city which have no locations marked are principally industrisl ow
busicess districts without schools and such institutions., The outlined
areas are parks, As the services incresse and the distances traveled in
transporting exhibits increase #o does the operating cost of the department,
A Exhibitions continued to be changed every three months in each of
' %ho vares extonsion gallorios. Schols in Bearhy areas, as well es acme

-

l
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from outosldo the county, are Just beginning to take advantage of the
opportunity of nending clasces to the nearest extension gallery when they
cannot visit tho muscum itaoelf, | |

‘Enn:l.unnd are samples of posters related to the Lakewood extension i
gallery, sent to the westshore commnities, and brochures designed and
printed oy Lakewood students and handed out to all visitors to the gallery,
Brochures printed and distributed at the Iibrary Art Gallery are also enclosed,

L}
E I b

foranmy Community Center has recently been receiving wvisits from achool nhnll-
. Oberlin and other out of the city colleges are lmll.l.l::;a;ruupl vhich vipit :
‘Karamu Art EnJle:::.r. An increased awareness of the opportunities provided i
by the extension galleries is teking place. | ”

in the past year thers wers 1252 loans of paintings and original
yrints (over 90% increace over last year) made to 140 institutions in the S
commnity., Wall panel sets wers lent, 34 to 13 institutions, & 30% increase. ' L

There has been much activity in the department which does not ﬂt'l.';l :
any specific category but m;ni-.tnﬁﬂ supports community -utiﬂtili.
Cooperation with: People l.nd Culturea, Iac., groups of various ethnic and
racial backgrounds working together in Cleveland; has provided exhibitions |
in their nuigh‘;mrhmﬂn and scheduled visits of small ntw.hr groups to the i -
department. A timy shop has been opened by them in the central city for: R | '
- sale of their own arts and crafts - uo imports. The Extension Exhibitions
Departuent bopes to help the various groups grov in apprecistion of thelr
ova and others thWMﬂMlIWMMMMH #

affozta, .
in August, an arts and crafte exhibit of Hungarian materials wes
hold in eolebration: of tho Milloniua of iungarien: Christisnity fa the come '

L i i
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mualty cxhdbition roomas of The iligbee Company. A collection of fine
19th century cmbroiderics and modern origimal prints were installed by the
dcpartwent and provided a good opportunity for the comparison of early "* S
examples ol embroidery with present day production, |
" The Buclid Cultural Ceator held & Cultural Fair in Septembes |

which waa attended by cae 4,000 people, A wall panel set from the depaxbe |
ment becams o major attraction. They look forward to showing other sets
%0 ‘“‘.;ﬂ comnundty « ; "ui ] e

Emplcwnﬂngeqmmmml#mMHmm '
into an exhibition for the Museum's Art History and Education Department .
and showa on the classroom level. *

A large group of objects with appropriate labels was lent to the
Westein Reserve Historical Soclety for the exhibition, Art Deco, Tuls was

L] 1"

a populsr show attended by approximstely eix thousand, .
8tudents from Case Western Reserve University have bDorrowed wall - 4.

panel sets to aid io class mwojects and visited the dapartment to study |

wutammmnmhmﬁnmm-nmmmm ' .

Project of the 1930s. g,
The Textile Arts Club held one meeting in the department at whioh

tize the l.ppz-n':dmti BD‘ perasons viewed and/or ﬂlﬂ.ﬂll & wide variety of

Textiles with the department stalf, The enthusiasm and gratitude Jor the

nppnrmmity was exceedingly great.

The Gallery Gioup :I.ilnm'n community group formed in connectiom
with the Lakewood extension gallery. It provided student ascholarships and
furda for rurcnare of a Yoew seall ab,:lunt.& for the extension ‘hnu-ntinn Ak
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art lecture and demonstration ceries. A goallery lecture was given to t.hh‘.
group by the department adminiatrator to cnable them to answer questions
about the exhdbition, Arts of Tribal Africa, when they were staffing the
gallery. - i,
Muchng been dono during the year by way of cleaning, reatoring, _:*
» atting and mounting of objects to keep the ecollection in suitable conditiom ! ;

for the extensive use it receives. The awarencos of the community to the . .
service grows but, without additional ataff, there is little likelihood of

any furthor expansion of service. Many are being ﬂi-l:mﬂin‘hlﬂ this year,
Requests for service for the September 1973=-June 1974 school year have

already been made by many vho ¢could not be put on the prosent school year
achedule, The addition of one assisteant to the prescnt stalf would make

it possible to more nearly meet the requests of the commmdty, . . v . F

L ! e . S wet




JOHN S. WILBUR
480 UNION COMMERCE BLDG.
CLEVELAND, OHIO 24115

June 12, 1973

Dr. Daniel J. Silver

The Temple

University Circle & Silver Park
Cleveland, Ohio 44104

Dear Dan:

Many apologies for the delay, but | de want to tell
you how much | appreciate all the time, thought, ond energy
packed into your compendiums. | am most impressed with the many
recommendations that you have come up with — and especially so
many specific suggestions.

| was somewhat puzzled by the Directors' comments
about uneven and misplaced emphasis.  Certainly | would hate
to see more emphasis on the "community relations" phase if it
was at the expense of CMA's basic core activities. | did not
think that our report had on either/or implication, but | do agree
with what | think Sherman is saying — the Museum should continue
to excel in all its great work.  Perhaps a new "administrative
assistant” could allow even greater progress and achievements in
basic core activities along with improved “community relations”,

On Pege 2 you give four reasons why CMA maintains
its national status. | would like to add a fifth reason which,
even though it is so obvious, deserves, | believe, "emphasis” —
lest we forget. The fifth reason | am suggesting is the eminent
condition of the CMA's finances. We ore so fortunate in not
having to go to municipalities for financial aid and assistance.
Having adequate monies for acquisitions put us in an envied status
nationally and internationally. Mo doubt one of the reasons that
we can attract a staff of such high calibre is the fact that,
relatively free from financial burdens, the Director and the staff
have more uninterrupted time to dewvote to the cultural offairs of
the Museum.
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When we cite our financial situation as one of our
main characteristics, it brings inte focus all sorts of other things
such os pay scoles, fringe benefits as well as some of the niceties
that we are in position to afford so graciously.  But what is most
significant is the reminder that now that we are in such a fortunate
situation we should never let ourselves slip into deficit financing
or periods of careless budget unbalancing. | think it is vital
that we flag this great blessed financial asset that undoubtedly
has helped to earn us such reknown.

OFf course, | do have o few further comments but they
are more of a clarification or semantic nature and relatively minor,
| am afraid | have said for too much already. | still™ds, however,

like to see CMA write its own "policy” rather than refer to the
"“Professional Practices in Art Museums."

Sincerely,




June 20, 1973

Mres. Alfred Rankin
River Road
Chagrin Falls, Ohio 44022

Dear Clara:

Cur attempt to hold a Planning and Development meeting in
June seems to have fallen through due to everyone's racing
in all directions at different times.

1 propose to hold a meeting in July and would ask you to in-
dicate a preference as to the date on the enclosed postcard.
I will have all materials collated by then and 1 think we can
push towards a final draft.

Sincarely,

Daniel Jeremy Silver
DJS:mp

Mon., July 9 at 3 P. M,
Tues., July 10 at 3 P, M,
Wed., July ll at 3 P. M.
Mon., July 16 at 3 P, M,
Tues., July 17 at 3 P. M,
Mon., July 23 at 3 P. M,

Enclosure
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June 25, 1973

Mr. Daniel Jeremy Silver

The Temple

University Circle at Silver Park
Cleveland, Ohio LL106

Dear Dan:

In connection with our report to the Trustees, would it
not be & good ldea to have it come cut in several parts. For example,
I think our first report might possibly cover the restaurant and
sales desk operations. The second report might be devoted to the
library which is one of the things I think should be organized. Sub-
sequent reports would deal with museum publications and fund raising.

I think if you handlie it this wvay it may take a few more
meetings but we will come up with short and comcise reports which
will hold the attention of the Trustees.

I also think it will meke our work easier than if we drive
to cover the whole gamut in one large report.

Sincerely,

? i

JHD : 1w




June 28, 1973

Mr, James Dempaey
Squalre, Sanders & Dempeey
1800 Union Commerce Bldg.
Cleveland, Ohlo 44115

Dear Jim:

How we should deliver our report s one of the issues

I want to cover at our July meeting. The idea of dolng
it in several parts is an ildea which has muoch to com-
mend it and as scon as [ get everyone's time preference
I'll get back to you.

Sincerely,

Danlel Jeremy Sllver




Jaly 6, 1973

Mr. Paul Vignos, Jr., M. D,
48 Cadogan Place
London SW | ENGLAND

Dear Paul:

Will you please reserve Monday afternoon, July 23
at 3 P. M. for a meeting of the Planning and Develop-
ment Committee, We hope to review our entire sub-
mission. ['m delighted you will be home for this

meeting.

Sincerely,

Danlel Jeremy Sllver




From the desk of—

RABBI DANIEL JEREMY SILVER

July 6, 1973

Dear Lew:

Miracles do happen! We are all available
for a meeting Monday July 23 at 3 P. M.

1 have scheduled the meeting at the Board
Room of the Museum.

Our agenda will cover the draft of our
report and techniques of presenting the
report to the full Board.

Daniel J. Silver

DJS:mp




The Temple

YNIVERBITY CIMCLE AT BILVER "AAR * CLEVELAND, DHIQ 22108 = TEI-TFa@
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July 30, 1973

LED B BAMBEmMQEM
l'l_;:l.r‘l'l'll R EET e

Mr. Lewis Williams, President
Cleveland Museum of Art

11150 East Boulevard
Cleveland, Ohio 44106

Dear Lew:

I am pleased to send to you the report of the Planning and
Development Cormmittee, We have worked with the Director
and staff in reviewing the Museum's activities and plans for
the next five years and have found everyone most cooper-
ative.

We have held twelve meetinga over ten months during which
we have reviewed all facets of the Museum's activity, This
report contains 49 recommendations which should be under-
stood against the background of our pride in and respect for
this museum, Our research has increased our awareness

of the range, refinement and substance of the Museum's oper-
ation, We emerge sanguine of our future and hopefully that -
our recommendations will contribute to even greater succeass.

The report is in four parts: the report itself, appendices, a
check list of recommendations so that the trustees can act
on these individually, and a suggested time table for the en-
abling of the various recommendations,




The Temple Jaly 27, 1973

The Committee stands ready to explain its position to the Exec-
utive Committee and the Board of Trustees in any way or fashion

that you deem appropriate, We are particularly grateful for
the encouragement and support which you have evidenced towards
this project by your attendance at some of our meetings and your

many helpful suggestions,
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Sincerely yours,
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v . Com )
Dr. Paul Viﬁlnﬂu, Jr. - Cae
James H. Dempsey Jr,
John 85, Wilbur
Clara Rankin
Daniel Jeremy Silver, Chairman
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A General Frame of Referencea

The CMA is a general art museum whose primary purpose is to acquire,
preserve, display, study and explain objects which fall into the category of
fine arts in order to preserve these for posterity, encourage awareness of
artistic merit, provide understanding of the accomplishments of the past and
stimulate an awareness of artistic quality and of the importance of beauty in
man's life and environment,

The CMA must evaluate and respond to new possibilities and forms of
artistic expression in modern society, but our role is that of an art museum
and not an agency of social change,

The CMA is a regional Museum and has a responsibility not only to be
part of the ongoing national art enterprise, but to bring to this area exhibits
and viewpoints for the benefit of those who cannot or do not travel,

The CMA remains the natidn's only major free access museum - a tra-
dition of which we are rightly proud and which this Committee feels should be
maintained as long as it is economically possible.




SECTION I - Internal Organization

A - Board

(1) CMA practice generally conforms to the Assoclation of Art Museum
Directors, Professional Practices In Art Museums (1971) and should.

(2) Board meetings should focua on major policy and fiscal items and
should be put on a scheduled basis to allow Trustees to plan their calendar
around the date,

Executive Committee meetings should be held frequently on a convenience
and need basis. The Executive Committee should meet regularly and its meet-

ing dates should be flexible enough to meet the ebb and flow of necessary business.

Other committees of the Board should also have a minimum number of
meetings yearly. These need not be rigidly scheduled but should be planned
well in advance with adequate notice, No major issue involving a committee's
area of concern should come to the Board without prior committee consideration.

Committees form an important link with the staff of the Museum and should
facilitate the efficient responsible coordination of essential Museum functions,
Regular committee meetings with appropriate staff personnel would provide
monitoring of Museum programs, supply feed-back concerning community re-
actions, give tangible evidence of the trustees' interest in staff performance,
and be an aid to morale and trustee-staff relationships.

As will be indicated in the body of this report we envision the following
Board and Committee strocture:

| Executive C]q_mmittcu J IFlnan:n T

rBﬂa rd — Acquisitions J

—| Ed ucatiﬂn_l

b—_—
—| Community
Services

; House and grounds |

- wos iy T ™l om e



3

(3) We recommend that when any major issue is tabled before the Board
presentation shall include a staff prepared brief so that all implications can be
carefully conesidered. Among past examples of "major" issues are the new build-
ing, the joint CWRU-CMA Art History program and our gallery renovation; cur-
rent examples would include our adoption of the AAMD resolution on "Illicit
traffic in Works of Art, " and decisions involving the space needs of the Library.

(4) When first appointed members of this Committee shared the experience !
of being thrown into meetings without proper briefing. We recommend that an
informal orientation program for new Board members including introduction to
the Senior members of the staff be devised and implemented by the Director, I

(53) It would be advisable for the Director to prepare a rather detailed an-
noal review of the Museum for the Trustees. Such a report would help the

Board to keep the full picture of Museum staff and program in mind as it deals
with individual problemas,

B - Staff

(1) Administrative responsibility for the Museum is vested by the Board
in the Director. A museum such as ours requires a single functioning head.

(2) The CMA enjoys a fine reputation in the art and museum worlds.
Though a regional museum our major exhibits are reviewed extensively in the
national press which "pays off, " particularly in terms of our ability to hire
first rate personnel,

The CMA maintains this national status in four waysa:

a, The reputation of our staff.

b. The level and quality of acquisitions and the display and pre-
sentation of the collection.

¢. The significance of major exhibitions.

d. The quality of academic publications both in terms of de-
partment catalogues and the Bulletin,

Nothing should be done to jeopardize our standing in these areas,
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(3) Because of the enlargement of our facilities and the multiplication of on-
going programs the Committee recommends that the position of Executive Assist-
ant to the Director be created, This person would report directly to the Dir-
ector with responsibility in non-art areas: membership, public relations, com-

munity relations, house and grounds, supplies, restaurant, Book Shop, printing,
volunteers ete,

-

This diagramatic model of Museum professional activities is assumed
throughout the body of the report.

Board Gﬂrrunil‘l:e_g_ﬂ
Curatorial Staff
————{ Director Membership @
Sales Desk
Education Dept. V '| Public Relations
Y House & Grounds |
Bulletin ['ih':' Executive Foundation Funds Approach
Assistant to the |- Book Shop
Director Volunteers
- d =D —~ Public Relationsa
TrﬂaﬂurﬂrW Membership Quarterly
Restanrant

C - (General Observations

(1) We recognize that the museum memberships are low in most large cities
and that attendance in Cleveland, which is not a significant tourist center cannot
be expected to match the figures of larger and more active communities. We
also believe that the CMA has been conservative about trying to excite local
interest. Understandably concerned that their high standards could be jostled
by local activity and bustle the professional staff has shied away from certain
relationships with the community. In full agreement the public relations and
promotional consideration must never override artisfic or scholarly require-
ments, we firmly believe that this museum can equally, and with equal skill,
serve its traditional functions and the community's interests. With these con-
siderations in mind the Committee makes the following recommendations:
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a. Community relations should be upgraded as a concern and
placed under the direct charge of the Executive Assistant to the Director. His
task should be to supervise public relations in all its facets, and to secure and
retain members, review attendance figures, maintain comparison charts with
other major museurns, develop local promotions, suggest approaches to various
local groups and present to the Board an annual inventory of attendance facts,
promotional programs and suggestions designed to enhance the reach of the
Museam's activities,

b. Ouar Museum is open at times convenient to students, the re-
tired, tourists and non-professional women and presents many of its most at-
tractive programs during hours when the "gainfully employed' cannot take ad-
vantage of them., We should explore new relationships between the actively em-
ployed and the Museum. As a first step we recommend that the Museam should
be open to the public on the four newly proclaimed Monday naticnal holidays and
enlarge its Wednesday evening and Sunday afternoon prog ramming.

¢. The Bulletin now serves two disparate purposes, It is used
to inform scholars of our acquisitions and their significance and to present im-
portant scholarly articles and as our major means of institational communication
with membership. It is eminently successful in the first instance but impres-
sive rather than informative in the second, We recommend that these two func-
tions be separated. The Bulletin should continue as a paid circulation journal,
available to scholars, museaoms, universities and individuals; and a new maga-
zine should be published, designed for the membership and free to them. This
magazine, possibly a Quarterly, should be designed especially for our member-
ship amd tje mpm-professional and be full of information on exhibits, acqui-
sitions, lectures and the permanent collection. If this change is accepted we
feel that the Director should appoint an editor for the new publication with a
charge to work under his direction closely with the Membership Department
and an advisory committee from the Board, A sample of the new publication
and cost figures for both the Bulletin and the new Quarterly should be submitted
to the Board before regular publication is begun,

d. It is our impression that recent CMA public relations has been
geared more to special exhibitions and national coverage than to our ongoing
services to this region, Cleveland and our membership, The Public Relations
Director must maintain close contact with the local and regional media, art
groups ete. Investigation should be made of the feasibility of a Public Re-
lations Advisory Committee composed of senior P. R. professionals in our
community who could help the Director and Board draw up guidelines in this
area and establish a suitable job description for the person hired for this work
by CMA.

i T R S RS S
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e. As the major museum in our region regular contact should be
maintained both by the curators and community relations people with local art
museums (Akron, Canton, Toledo, Erie) and university art centera (Kent,
Oberlin).

f. The special exhibition program has been reviewed and we feel
strongly that to sustain the vibrancy of all our activities a full program of mean-
ingful exhibitions must be encouraged.

g. Qur positive attitude towards such an exhibition program under-
scores our responsibility to find money for these, especially through grants or
corporation support. We have begun to charge for special exhibitions, It is
not clear whether these charges significantly reduce attendance nor is it clear
whether free entrance is a meaningful inducement to membership, These ques-
tions should be studied. Pending such a study and in view of the increased cost
of these exhibits it would seem advisable to continue the admission charge for :
certain special exhibits.

h. Possibilities exist for an increased number of exhibitions in- 1
volving contemporary architecture, planning and the useful arts. The Contem-
porary Arts Curator should have as a major assignment the mounting of a good-
ly number of small scale exhibits within his field and these areas., Whenever
poasible small groupings from our collection with a particaular fresh perspec-
tive should be offered.

D - Membership

a) Membership must be deliberately solicited and a continuing membership
campaign mounted, The Director and the Committee agree that a 10, 000 mem-
ber figure is a reasonable three year goal.

b) An effective Office Manager should be hired to organize and make more
efficient the preparation and updating of membership lists, prospect lists and

correspondence files,

¢) Membership reports to the Board should reflect not only actual numbers,
but translate the numbers in each category of membership into dollar income,

d) The office of the Executive Assistant to the Director should be given

responsibility for upgrading membership categories and fund raising, No such F
specific assignment carrently existsa. More attention must be placed not only |
on membership solicitation but on retention. A cancellation rate of 15% may ii

not be high in comparison with other museums but it's bothersome.
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e.) More members must become more involved in the life of
the Museumn. This is a primary task of our affiliates,

f.) The Board should encourage courses for collectors, recep-
tions for members at openings, daily major exhibition talks, evening programs
etc. All these matters should be reported on in the Executive Assistant's or
Director's annual report to the Trustees.

g-) Little has really been done to date with the solicitation of
corporate memberships. Corporations should be solicited carefully and re-
peatedly for membership and for help with special exhibitions for which they
can be given special credit. The Board must cooperate in this venture.

h.) Since membership income in the lower categories is more
productive in terms of visibility, interest and invelvement than income the CMA
should conduct an annual appeal for operating funds from members and a select
supporters' list,




1973
1974

1975

1976
1977
1978
1979
1980

SECTION II - Finances

A - General Consideration

(1) The attached comparison of income and expenses estimated on the basis
of a 5% increase in Income and a 6% Increase in costs suggests that the CMA
faces no major operational budget crisis over the next five years - provided the
Huntington and Kelley Funds are considered as income and times remain rela-
tively as they are.

Estimated Estimated
“Income Expense Difference
@ 5% @ 6%
1973 Estimated Income
Endowment, Trusts & Other $2, 353, 243. 09
John Huntington Art & Polytechnic 1, 192, 700. 00
Horace Kelley Art Foundation 75, 000. 00
$3,620,943. 09 $3, 319, 800. 00 $ 301, 184, 98
181, 047, 00 199, 188, 00
3, 801, 990. 09 3, 518, 988. 00 283, 002. 09
190, 099, 00 211, 139. 00
3,992, 089. 09 3, 730, 127. GO 261, 962. 09
199, 604. 00 223, 808. 00
4, 191, 693. 09 3,953, 935. 00 237, 758. 09
209, 585. 00 237, 236. 00
4, 401, 278, 09 4,191, 171. 00 210, 107. 09
220, 064, 00 251, 470. 00
4, 621, 342. 09 4, 442, 641. 00 178, 701. 09
231, 067. 00 266, 558, 00
4, 852, 409, 09 4, 709, 199. 00 143, 210. 09
242, 620. 00 282, 552. 00
5,095, 029, 09 4,991, 751. 00 103, 278, 09
254, 751. 00 299, 505. 00
$5, 349, 780.09  $5, 291, 256. 00 58, 524. 09

$1, 777, 727. 70

(2) The Committee suggests that the rate of repayment of our internal debt
{Building Fund) be set annually after the Finance Committee has decided the leval
of income needed to support operations, thus in effect the total Hantington and
Kelley income should be shown on our balance sheet before pay raises and pro-
gram costs are considered. We further suggest that the rate of repayment of
our internal debt be set annually after program and salary needs have been ex-
amined, We would recommend to the Finance Committee that the annual budget
submission be prepared not only with a view to holding the line on costs, but
with the view of increasing income by income management, increase in dues or
billings for repayment of services ete, to meet necessary expenditures.
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(3) The Committee has reason to belleve that staff salaries may be low.
The Committee suggests that the Director and the Finance Committee review
all salaries with an eye to staff morale, decency and our competitive position
in the job market.

(4) The Committee has reason to believe that there are inequities in our
retirement program and suggests a similar review of this area,

(5) In inflationary times fixed costs (supplies, insurance, social security)
rise rapidly and the temptation is to freeze salaries. Morale and the law of
supply and demand suggest that this be done only as a last resort.

(6) Accession funds in the range of $2, 250, 000 level currently are avail-
able. These can be expected to increase at the current 5% compounded rate;
but the simple fact is that these monles are buying less and less art, Conse-
quently, we recommend that;

a. Over the period of this report (5 years) accessions funds be
managed for maximum income without danger to principal and that our policy
remain that we buy what we can as soon as we can,

b. Any long term analysis inevitably suggests that we will become
increasingly dependent for acquisitions on local collections and donations., This
suggests that curators must be aware of and available to local cellectors and
helpful to them, Our registry of local collections should be maintained and
periodic display of items from local collections encouraged. The present col-
lectors support program is unsystematic and not well known outside the im-
mediate Musearn family, It should be developed but care should be exercised
that advice be scholarly and not primarily financial. The Committee recom-
mends that guidelines be established governing the staff's professional relation-
ships with collectors.

(7) A major responsibility of the CMA administration shall be the search
for "no-strings" Federal, State, Foundation and Corporation grants for special
projects (education, publishing, exhibitions ete.) An annual report of this ef-
fort together with a list of contacts made and a description of plans for the new
year should be made to the Board.

B - This Committee's charge was to look for trends and suggest priorities, not
to review the budget. In that light the following suggestions are made:

| M&mh&rnhlE

Membership Department expenses run at an annual $40, 000 rate. The
Department provided $21, 000 in new enrollee income last year and the CMA en-
joys membership income of $189, 000 against which the Department's costs must
be charged, some of the cost of Bulletin ($47, 000), non payment of entrance fees
to exhibits, book discounts, openings, special printings etc. Net income per
member ig estimated at less than $2. 00. To increase benefits of this depart-
ment the Committee recommends:
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a. Review and reorganization of its secretarial and administra-
tive procedures,

b. Reducing department costs by eliminating its role as secre-
tarial pool for Junior Council and volunteers.

c. Establishing a charge for Bulletin for lower categories of
membership,

d. Placing responsibility for upgrading membership categories
with the Executive Assistant to the Director.

e, Raising the base cost of membership to the $30-35 per year
range with consequent increases in other categories,

f. Establishing target figures for each year's membership
activity.

2 - The Sales Desk

The Sales Desk is awkwardly divided in terms of space and operates at an
annual deficit of $40, 000. It is our conviction that the Sales Desk should be an
income producing operation., The Committee considers this deficit unaccept-
able and notes that the budget does not fully present our loss as inventory is
carried at full value, making the true loss considerably higher than $40, 000.
To rectify this situation the Committee recommends:

a. That the space needs of the Sales Desk be reviewed,

b. That service at the Sales Desk be turned over to volunteers
under a single professional. Much of the deficit is represented by salaries.

¢. That unsold inventory be carried in the annual audit at no
more than 50% of retail value,

d. That the Sales Desk be given two years to become profitable;
that if it fails, current operation shall be closed down and our publications

and gallery guides be made available at the Information Desk in the main lobby.

3 - The Joint CMA-CWRU Art History Program

This project, undertaken three years ago, has our curatorial staff teach-
ing CWRU stodents on a regular basis and has opened our Library to their needs,
The Committee has examined only the fiscal and staff implications of this pro-
gram and finds these to be exceptionally taxing of CMA resources. There is
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evidence that the program costs the Museum the time of several curators and

at least two full time librarians each academlie semester, not to speak of other
hidden costs to staff in administering the program and to the library in terms of
use and abuse, The Committee believes a full audit of the project by a commi-
ttee of the Board is imperative, We further recommend that while this audit

is underway alternative institutional arrangements for such a program should
be explored and that a report and recommendations be filed with the Board as
expeditiously as possible.

4 - CMA Lunch Room

The Committee discovered that our food services was operating at a size-
able deficit ($77, 000 for fiscal 1973). Part of this sum is a result of our pol-
icy of subsidizing one half the cost of staff lunches. The policy remains ac-
ceptable, but not the discovered underpricing of many items sold to the public,
Particularly in view of the sharp increase in food costs, The Committee ur-
gently recommends a quarterly review of charges by the Food Department and
Mr, Grossman, As a general practice, bids should be requested from inde-
pendent outside caterers at least every two years, at least for comparison

purposes.

5 - School Fees

Historically CMA has requested Boards of Education to reimburse the
Museum for docent services, but never has insisted on such payment. The re-
sulting erratic pattern of payment and non-payment brings the CMA little in-
come (less than $5, 000) and presents the Museum with a potentially embarras-
sing situation in which the poorer public school systems pay and some better-
off systems and the private schools do not, The Cleveland City system main-
tains two full time staff people at the Museum to take care of their classes,
Hawken, University School, Orange and Bay Village, to cite only examples,
make no payments.

The Committee recommends that the Curator of Education canvass all
school systems which use our docents with a view towards their making an ap-
propriate annual payment. We recognize that the systems may be unwilling or
unable to make such payments and recommend, if this be the case, that upon
presentation of the curator's report the Board make a policy decision whether
or not the cost of the docent program should be entirely financed from CMA
operating funds.
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SECTION III - Collection
A - Acquisitions

Because of recent events in the museum world we deem it advisable to re-
state the CMA's policy for the acquisition and de-acquisition of objects.

a. As a general museum our purpose is to acquire objects of the
highest artistic merit with an implicit concern that our accessions retain a rea-
sonable balance in our collection between major areas of artistic culture.

b. Given the rising costs of objects our policy should be one of
"buy now" rather than of delaying purchase in the hope of some downturn in the
market. Despite the temptation to purchase choice items;it should remain our

policy to limit acquisitions to funds now in hand or in certain prospect, i. e.
within three to six months,

¢. As in the pastyonce an object is accepted by the Museum the
stipulated wishes of a donor as well as wishes expressed ver‘hall}r to the MUEEUI'I:,
shall be scrupulously honored in the matter of maintenance and disposition of
objects,

d. In the matter of the sale or barter of objects from our collec-
tion it is our current policy that permission must be obtained from both the Ac-
quisitions Committee and the Board. We believe a proviso should be added that
the release of any object whose value exceeds ten thousand dollars shall require
an outside appraisal before the matter is presented to the Board. This pro-
vision is designed to protect the reputation of our staff.

e, This Committee believes that the present practice of giving
to the Contemporary Arts Department an annual grant for puo rchase without ref-

erence to the Accessions Committee should be discontinued,

f. The Committee believes that the Accessions Committee and
the staff should be encouraged to move more energetically in the modern field.

g. Efforta should be made to enlarge and display our photog rapHy
~ collection.

h. In view of our desire to encourage local collectora it would
be advisable to indicate in an appropriate manner when works of art on exhibit
at the CMA are available for purchase.
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i, Responsibility should be vested in the Executive Committee
to review with the Director the Museum's compliance or non-compliance with
varions resolutions of the Association of Art Museum Directors and others in
the matter of the "import of art treasures, "' The Committee obviously feels that
the CMA will as always be impeccable in its actions - but it also feels that our
precise response to these positions should be worked out fully and carefully by
the Executive Committee and our lawyers.

B - Care and Display

(1) The next five years will see the completion of the chronological ar-
rangement of galleries. The Board has acted on the first phase of this program
and the Committee happily restates our general approval of it.

(2) Special attention should be paid to more comprehensive labeling of
permanent exhibits and the publication of all proposed gallery guides,

(3) A museum is by definition a place to which the visitor must bring a
responsiveness to the beautiful and labels should not get in the way of that re-
sponse. At the same time it is a function of a museuam to increase the level of
art appreciation and literacy among its visitors, The Committee believes that
more and more useful information could be put on our labels, and that labels
could be changed from time to time, and that our downstairs library of slide-
tape guides to our collections could be enlarged, refined and more extensively
used.

(4) In the area of preservation there will be increasing difficalty of main-
taining our collection at its proper level. Our Preservation Department expressed
satisfaction with its location but there is an obvious need for qualified personnel.
The Director locks to the Intermuseam Lab Program to help., Thus this group
commands our support, In terms of work load and continuity it would seem de-
girable that a successor to the conservator of painting should be hired soon in
view of the incumbent's imminent retirement.

C - Curators

(1) The Committee was impressed with the scholarship and competence of
the curators: and recommends that when feasible they pursue goals beyond the
preservation and study of their collections, possible acquisitions and teaching
assignments, When feasible, curators should be asked to propose significant or
interesting future exhibition. Availability to local groups for lectures in their
fields and on art matters generally and their involvement in the suggestion and
mounting of exhibits are important cu ratorial responsibilities.
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(2) The teaching burden (CWRU and curatorial) falls unevenly on the cu-
rators. Some report spending up to 40% of their time on these functions. Care
should be taken that such teaching assignments are not accepted at the expense
of cataloguing, publication ete,

(3) Photography, architecture, planning and contemporary arts and tex-
tiles are areas which are familiar to and functional in our world, Responsibility
for them falls here and there and sometimes nowhere. The Committee believes
that these areas (exhibits, etc.) are properly the responsibility of the Depart-
ment of Contemporary Arts and with that understanding in mind believes that the
personnel needs of this department be reviewed and upgraded.

(4) Each curator should be required to submit a concise annual report to
the Board detailing the state of his catalogues, the number of objects in his care
requiring publication and the number published, a brief list of his activities with
local collectors' groups and his plans for exhibits for the next 12 to 24 months,

(5) The Curator of Anclent Art will retire during the period of the Com-
mittee's report. His area is vast and the needs of our collections and of our art
history teaching would make it seem desirable that a successor be appointed de-
spite the relative paucity of major new acquisitions available in this field. The
new man might be selected from candidates who have emphasized art history
as well as coratorship and be given operational responsibility for the CWRU-
CMA and curatorial intern programs.

B Ol e
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SECTION IV - Department of Art History and Education

(1) As the Education and Extension Departments are responsible for
the Museum's public education, it would seem wise that these two depart- |I
ments be administratively reunited under the Curator of Education and that the
Education Committee of the Board assume a visiting committee role over the
entire program,

(2) A major responsibility of the Curator of Education shall be to develop
a worthwhile adult education program of the highest quality. The program of gal-
lery talks and daily talks during special exhibitions is commended, but not enough
attention is paid to Wednesday night programming or new programming designed
for our employed membership. Experiments in this direction are encouraged,
We recommend that the Education Department be mandated to prepare an annual
report to the Trustees outlining its activities with a special emphasis on de-
scribing the program's impact on our adult community. The education budget
should reflect this new emphasis on adult services.

(3) Chance rather than administrative logic has led to the inclusion of the
evening movie series under Education. As our film programs are presented
as exhibits of contemporary art form, it is recommended that they be specifi-
cally assigned to Mr, Henning, Movie attendance figures should be eliminated
fromm Education reports,

(4) The Committee applauds the East Cleveland project, but suggests that
careful evaluation and follow-up reports be made to judge its impact.

(5) As a general principle the Committee prefers that this department con-
centrate on teaching teachers rather than taking individual classes through the
Muscum, though it recognizes the continuing need for some class teaching. The
hiring of a staff for purely docent purposes reduces the possibility of hiring
staff with special skills in audio-visual techniques, TV and recording, func-
tions which can have a major and broader impact on both teachers and students.

(6) The Committee has read the gallery guides and find them excellent.
The series should be completed. The making of slide-tapes on major special
exhibits as well as on major collections of CMA is encouraged, as is the writing
of other useful pamphlets for mature popular understanding.

(7) The possibility of a joint CMA-CIA-Board of Education program of
basic art education should be explored both in terms of feasibility and funding,
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(8) The children's courses remain popular and an inducement to member-
ship. The possibility of practicum courses for adults might be reconsidered.

(9) The Extension Department has an annual budget of approximately
$60, 000 and a sizeable loan collection which is carefully managed. Items go
regularly in and out on loan exhibitions; but it is not clear to the Committee pre-
cisely what is accomplished by all this effort. The Extension Department's own
evaluation is included as an appendix. We recommend that this document be re-
viewed by the Education Committee and an evaluation prepared of numbers, con-
sequential results, the use and purpose of these exhibits, benefits to CMA and
to art in the broadest sense from such activities, together with suggestions of
other display locations or methods of offering services with a view to a major
review of its place within CMA's ongoing programs, The Weatherhead Foun-
dation now covers part of the cost of this program ($25, 000). Suach support is
welcome and should be increased - but we must know that this program really
does a meaningful plece of work and can be effective throughout the 1970's,
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SECTION V - Library

(1) The Committee was impressed with the vigor with which the Library,
slide and photograph programs were being coordinated under a single admini-
stration and recommends the appointment of a deputy to the Librarian with pri-
mary responsibility for slides and photographs,

(2) The present layout of the department reflects its original administra-
tive separation. This does not make for administrative or space efficiency.
This fact, placed side by side with increasing space needs for shelves and stacks
for our ever growing collections, suggests that within five years a major reallo-
cation and reorganization of space within our building will have to be made, The
Committee recommends that a planning group be organized now to:

a, Study space needs of this department over the next two decades
not only in terms of size of collection but with the purpose of providing space
which will be self-contained and permit control of entrance and exit of people
and books,

b. Investigate less bulky means of storage (microfilm, micro-
files etec. )

c. Investigate the possibility of limiting or culling our collections,

d. Report their recommendations to the Board within two years
so this project can be begun well in advance of crises,

(3) As matters of general policy the Committee recommends:

a. That the purchase funds necessary to maintain the complete-
ness of our Library as a scholarly tool be made available, The Library will
require a larger than 6% annual increase in its purchase budget to keep abreast
of the inflation in book costs. The Committee recommends that this line of the
library's budget receive, when necessary, special consideration, but that the
Librarian specifically be charged with working out areas of collection with the
other major libraries in the area,

b. All but $22, 000 of the Library's budget of $224, 000 is spent
on salaries. The Librarian estimates that up to 60% of the time of the five desk
people involves a service to CWRU, a service for which the CMA receives no
relinh.arsement, If this project continues we would recommend that CWRU be
ashad Lo defray the cost of a librarian who serves undergraduates.

¢. That the slide room rental charge be maintained,

d. That the Space Need Committee become a Library Committee
of the Board,




18

SECTION VI - Building and Grounds

(1) The Committee was impressed with the care and maintenance of the
building. :

(2) The Information Desk provides a warm and necessary welcome,
(3) An annual review of safety precautions would seem advisable,

(4) The various space requirements of individual departments should be
considered:

a. Print Department - more storage and shelf space,

b. Printing Department - several new pieces of equipment
and space.

¢. Restoration Department - a humidity control area.

d. Photography Department - a new 35mm camera to make
slides, ceiling tracks for suspension lights, equipment and space to divide color
negatives, more file storage space.

(5) There was general agreement that more attention should be put on
outside signing and a better bulletin board to show visitors special exhibits in
Museum.

(6) The senior person in each department should be required to submit to
the Board via the Director a report of his requirements with the itemized cost
ul each major item he and the Director feel must be purchased,

(7) A House Committee of the Board should be appointed with visiting
concerns over maintenance, space allocation, grounds, parking, safety (Uni-
versity Circle police etc.), signing etc.
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SECTION VII - Auxiliaries and Ancillaries

(1) As a matter of Museum policy this Committee recommends the Museum
must insist that membership in affiliated groups cannot be restricted by race

or religion and that affiliated groups must be able to evidence in fact that this
is so.

(2) The Committee feecls keenly the need to have people active in Museum
related activities and recommends:

a. The creation of a Men's Committee to help in our fund raising
efforts, It could be tied to the CMA by informational and social visits with the
Director andfor President,

b. The initiation of discussions with the Junior Council about en-
larging both their numbers, thelr volunteer role at CMA Sales Desk and making
clear to community that they welcome women to their ranke from all who have
Museum interests.

¢c. A continuing effort should be made to have the Print Cluab,
Music Arts Association, Textile Club and Contemporary Arts Soclety make mem-
bership in the CMA a stipulation of membership.

d. It would seermn advisable for the Board and the Librarian to
create a "Friends of the CMA Library" group with a view to supplementary in-
come for purchase, increased interest and use of our Library and facilities etc.

e. The membership of the Contemporary Arts Society shouold
be encouraged to sponsor exhibits of modern art as well as to make occasional
gifts of contemporary art to the CMA,

f. The Musical Arte Association pays its own way; but the Com-
mittee would encourage the curatorial staff to work for closer programmatic
connections including occasional recitals of the music and/or culture whose
art the CMA is exhibiting.

g. The Print Club provides useful support to our Print Depart-
ment, Print exhibits might receive broader publicity in and outside the Museum,
Since almost everyone owns a print or two here is a ready way for members to
relate in terms of objects. Might there be an annual Prints from local Collec-
tions Show?




R .

RECOMMENDATIONS

Adopted Revised Rejected

l. A regular schedule of Board meetings.
2. Frequent Executive Committee meetings,

3. Policy decisions to be considered originally
by appropriate Board Committee,

4. Written brief on "major issues" to be sub-
mitted to Trustees before or at time of dis-
cussion,

3. An orientation program for new trustees,

6. Annual review by Director of CMA operations
at a Trustees' meeting.

7. Creation of a Community Services Committee
of the Board.

B. Creation of a Library Committee of the Board.

9, Creation of a House and Grounds Committee
of the Board.

10. Creation of post of Executive Assistant to
the Director with described administrative
duties.

1. Increased responsibility by all who deal
with program that Museum activities be avail-
able at hours when the "gainfully employed" can
attend.

12, Opening of the Museum on the four newly
proclaimed Monday national holidays.

13, The continuation of the Bulletin as a sub-

scription monthly of the highest artistic and
scholarly level,




Adopted

14. The publication of a Quarterly charged with
the task of communicating programs, exhibits,
acquisitions etc. to CMA members, this Quar-
terly to be sent free to all members.

15. Creation of a Public Relations Advisory
Committee.

16. Continonation of a full special exhibition
program.

17. Development of corporate and Foundation
support of exhibition program.

18, Encouragement of small scale exhibitions
in all modern art formas.

19. Reorganization of Membership Depart-
ment office,

20. A continuing membership campaign with
definite target figures.

2l. Executive Assistant to the Director be
charged with upgrading members in dues categories.

22. Creation of a Men's Committee of the
Museum.,

23, Creation of a Friends of CMA Library, — J

24, Conversations with Junior Council about
opening of membership and enlargement of
role,

25. An annual drive for fiscal support.

26, In preparing budget Huntington and Kelley
Funds to be considered as ordinary income
available for salaries and programs as well
as repayment of internal debt.

27. Review of staff salaries by Director and
Finance Committee,

Revised

H,nsj ected




Adopted

28. Review of staff Retirement Program by
Director and Finance Committee,

29. A "buy now, pay now" acquisition policy.

30, Encouragement of curatorial support to
local collectors and potential donoras,

3l. Establishment of guidelines governing
staff's professional relationships with
collectors.

32. Determination of a new schedule of
annual dues.

33. A two-year trial of profitability for the
Sales Desk, failing which it be discontinued,

34. A full scale CMA-CWRU Art History
staff and cost audit.

35, Quarterly reviews of food costs in the
restaurant,

36. Review with all involved school systems
of our fees for docent services,

37. Requirement of outside audit before re-
lease of items valued at $10, 000 or more from
our collection.

38. Termination of special annual grant to
Contemporary Art Department for acquisi-
tions without reference to Acquisitions
Committee.

39. Review by Executive Committee for sub-
sequent Board action of CMA position on
various "import of art treasurea" resclations.

40. Photography, Modern Architecture, Con-
temporary useful arts to receive more atten-
tion and be the responsibility of Contemporary
Arts Department,

Revised

Rejected




Adopted

Revised

Hejected

4l. Review of staff needs of Contemporary Art

Department with a view to increasing curatorial
staff.

42. Administrative removal of movie series to
Contemporary Arts Department.

43. Annual reports by curators to Board.

44. Administrative merger of Education
and Extension Departments,

45, Critical review by Education Committee
of effectiveness of Extension Department
services,

46. Mandate to Education Department for
greater emphasis of services to adults and
teachers rather than docent program.

47. Appointment of Deputy Librarian,

48, Appointment of Library Committee to
study future space needs and set philosophy
of growth, to report to Trustees as scon as
possible.

49. Approval of open membership require-
ment for all organizations affiliated with
Museum and drawing on our support,




TIME TABLE OF PROPOSED CHANGES

1973 1974 1975 1976
New schedule of trustee Annual review by Director for
meetings the trustees of CMA operations 1
.’
Creation of new trustee
committees |
Creation of post of Exec- Hiring of Executive Assistant
utive Assistant to the ——+3 to President
Director |
Submiesion of plans, cost esti-
I mates, mailing lists etc. for —-}5 Publication of Quarterly
| Quarterly and plans for Bulletin
| Beard approval,
Creation of Public Re- ! . Hiring of Director of Puablic I
lations Advisory Com-=- % Belations
mittee 1
Opening of Museum on Mondays
of the national holidays
Reorganization of Mem- Development of program for cor- !
bership Department. porate & Foundation support of |
exhibition program,

Planning for a CMA Men's

Planning for first annual "Fiscal First annoal fiscal sup-
Committee ;

Support" Fund Drive. port drive,

LT Tl e« P il Wi e i ey

FPlanning for a Friends of CMA
Library Committes.

Preparation of 1974-75 budget in
} line with Committee recommen-
. dations.

Determination of a higher scale of
l membership dues,




1973

R.zu!.e»J of staff salaries

1974

and retirement program.

Beginning of quarterly

l 1975
E
:
‘.

Encouragement of support services to local collectors
and establishment of staff guidelines for this work.

audit of food cosats,

. - ding,
Reorganization of
Sales ].']épt, . }Twn year test of
| profitability -

Regquirement of outside
audit for release of
items over %10, 000,

Termination of special
annual grant for contemn-
porary art,

Education Department
canvases of achools for
payments for docent
services,

Eutahlinhil&nt of CMA position

on "impo i

of art treasures, "

Search mjoauccumr to

Conserva

Enlargem
Contempo

r of Fa.i.nti.rlg

nt of scope and staff of
rary Arts Department,

Merger of Art Education
and Extension Departments,

First asubmission of res-

_._.,_} taurant management to

outside competitive bid-

Trustee decision on con-

._.._} tinuation of fees for
school related services,

-

1976

Final evaluation
of Sales Desk,




1973 1974 1975 1976

Placement of movie series with
Contemporary Arts Dept,

Review by Education Curator
of his department's services
1 to adults

Education Committee to review and report on

| effectiveness of Extension Department services.
i
ﬁppnintirmnt of Depuaty Librarian,

v | g -
Appointment of Committee to study g&pnrt of Library
future needs of Library, ommittee

Appuin:[-mnt of Bullding and Grounds
Cummit{tee.
Discussion with affiliates Creation of CMA Men's
on matter of open mem- Committee

bership, enlargement
of services & member-
ship of those on their
rolls in the Museum.
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to the national art world generally ond not enough to the community
of Cleveland, p.p. should be geared to increasing involvement
ond | might suggest that consideration be given to outlining just
exactly what "message" we want to get across in our P.R.  Then )
we should have some method of medsuring the effectiveness of our
P.R. to see if the objective |s being accomplished .

On the general subject of invelvement and P.R. how about an
elementary course on "how to collect” geared to top and harness
involvement of those on the fringe of involvement, who would
like to becomemore active but don't know how to do it and need
just a bit of encouragement .
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The history of the development of the department and description
of its ﬁtlﬂtiul were lncorporated in the application for a grant in
NHovember 1971,

Hoteworthy in the activitiea of the past year has been the more
even distribution of exhibitiona throughout the various educational levels
and reaching out to areas which previously have not received the services
yet are unable to transport students to the Museum, During the year
170 institutions received the service of the department, an increase of
114 over the previous year,

Among the educational institutions receiving exhibits this year
vere 96 elementary schools, 7 Junior high schools, 8 senior high schools
and 3 colleges, a total of 11k schools with an enrcllment of 252,051 students.
The balance of the institutions served are libraries, adult education centers,
child care and Family Services Centers, golden age centers, hospitals,
churches, etc. Appended is & photograph of Cuyahoga County, the area to
which the services are presently confined, showing the location of the
institutions receiving the services of the department. Concentrationa
around the museum, to the immediate east and west include the substantially
black, southern mountain, Latin American and American Indian neighborhoods,
mostly low income families. The river valleys and other areas within the
central city which have no locations marked are principally industrial or
business districts without schools and such institutions. The outlined
areas are parks., As the services increase and the distances traveled in 1
transporting exhibits increase so does the operating cost of the department,

Exhibitions continued to be changed every three months in each of

the three extension galleries, Schools in nearby areas, as well as some
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from outside the county, are just beginning to take advantage of the
opportunity of sending classes to the nearest extension gallery when they
cannot visit the museum itself.

Enclosed are samples of postera related to the Lakewood extension
gallery, sent to the westshore commmities, and brochures designed and
printed by Lakewood students and handed out to all visitors to the gallery.
Brochures printed and distributed at the Library Art Gallery are also enclosed,
Karami Community Center has recently been receiving vieites from school classes.
Oberlin and other out of the city colleges are sending groups which visit
Kerspmi Art Gallery. An increased awareness of the opportunities provided
by the extension galleries is taking place,

In the past year there were 1252 loans of paintings and original
prints (over 90% increase over last year) made to 140 institutions in the
commnity, Wall panel sets were lent, 34 to 13 institutions, a 30% increase,

There has been much activity in the #pu‘hmnhihich doesa nmot fit in
any specific category but m;ﬂll.h: uﬁﬁ supports community activities.
Cooperation with: People n.mi Cultures, Inc., groups of variocus ethnic and
racial backgrounds working together in Cleveland, has provided exhibitions
in their neighborhoods and scheduled visits of small study groups to the
department. A timy shop has been opened by them in the central city for
sale of their own arts and erafte - no imports. The Extension Exhibitions
Department hopes to hely the varioua groups grov in apprecliation of thelr
own and others cultural heritage and set a standard for their own creative
efforts.

In August, an arts and erafts exhibit of Hungarian materials was
held In celebration of the Milleniwn of Hungerlan Christianity in the com-
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munity exhibition rocms of The Higbee Company, A ecollection of finme
16th century embroideries and modern original yrints were installed by the
department and provided a good opportunity for the comparison of early
examples of embroidery with present day producticn,

The Euclid Cultural Center held a Cultursl Fair in September
vhich was attended by ca. 4,000 people, A wall panel set from the depart-
ment became a major attraction, They lock forward to showlng other sets
to the commmunity.

Bimple weaving equipment and examples of weaving were cambined
into an exhibition for the Museum's Art History and Education Department
and shown on the classroom level.

A large group of cbjects with appropriate labels was lent to the
Western Reserve Historical Soclety for the exhibition, Art Deco., This was

a popular show attended by approximately six thousand.

Btudents from Case Western Reserve University have borrowed wall
panel sets to ald in class projects end visited the department to study
]rintll:ﬂplimmu;ﬁm1ﬂﬂlanjEﬂmthlfﬂﬂllm
Project of the 1930s.

The Textile Arts Club held one meeting in the department at which
time the approximate 80 persons viewed and/or discussed a wide variety of
textiles with the department staff, The enthusissm and gratitude for the
opportunity was exceedingly great,

The Gallery Group is a women's community group formed in comnection
with the lakewood extension gallery, It provided student scholarships end
funds for purchase of a few small objects for the extension collection as
well as providing the only extension gallery guards for off-school hours
at the Lakewood gallery. They have provided the west shore area with an
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art lecture and demonstration series, A gallery lecture was given to this
group by the department administrator to enable them to answer questions
about the exhibition, Arts of Tribal Africa, when they were staffing the
gallery.

Muchins been done during the year by way of cleaning, restoring,
matting and mounting of objects to keep the collection in suitable conditlon
for the extensive use it receives, The awareness of the community to the
pervice grows but, without additional staff, there is little likelihood of
any further expansion of service. Many are being disappointed this year,
Requests for service for the Beptember 1973-June 1974 school year have
already been made by many who could not be put on the presenmt school year
schedule, The addition of one assistant to the present staff would make

it possible to more nearly meet the requests of the commnity,
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The Mission of the Bookstore |

The Bookstore is traditiomally seen as a uuppurt_n:r?lct of the Museum. It
is designed to supplement the museum visitor's experience. Through its offerings
of exhibition catalogues, permanent collection catalogues, the Handbook, the Guide
to the Galleries, the small gift book of selected works in color, a wvariety of
printe and posters, notecards, postcards, a calendar, and all the issues of the
Bulletin since 1916, the shop provides a more in-depth view of the Museum and
its collections for the local, national and intermational visitors it serwves.

In addition, the store stocks books on artists, architecture, decorative arts,
photography, aesthetics and general art history for the student, the casual
visitor and the scholar. These are purchased from trade publishers on a regular
basis with an eye towards claseic, standard works as well as what is brand new
in the field. In this way, the Bookstore aims: to carry an inventory as meaningful
and substantial as space will allow.

With such a strong education program for children in the Museum, the Bookstore
has expanded its selection of children's books which are primarily art-related
and educational in scope. It seems only appropriate that the Bookstore should
stock books that would interest and inform children on matters of art and culture,

The Bookstore also has a promotional duty to the Museum. It shares the respon-
sibility to see that the Museum's collections are promoted through the sale of
beautifully produced catalogues, posters, postcards and other reproductioms to
as large an audience as possible, In this effort, the Bookstore works closely with
the Publications Department, the curatorial and design staffs, Public Information,
and the Membership and Development Department,

This report will focus on the Bookstore since 1982, when it was expanded to

its present size (745 sq. ft.) and became a full-fledged bookstore from a smaller

sales desk operation.




Organization of Bookstore Staff

I. Manager
A. Cost to Museum
l. Salary: 520,300.
2. BSocial Security: $1,451.45
3. Blue Cross: 52,508.60
4. Total Cost: $24,260.05
» II. Sales Assistant
A. Cost to Museum
1. Sulurr; $14,100.
2. Social Security: $1,008.15
3. Blue Cross: $955.44
4. Total Cost: 516,063.59
ITI., Sales Assistant
A, Cost to Museum
1, Selary: $12,000. .
2. Social Security: $858.00
3. Blue Cross: $§955.44
4. Total Cost: $13,813.44
IV. Part-Time Help
A. Cost to Museum
1. Wages: $§6800
2. Social Security: S$486.20

3. Total Cost: $7,286.20 (for 2 positions)

TOTAL COST:  $41,423.28




Position and Duties of Staff
A. HMHanager
1. Supervision of staff; scheduling.
2, Buying inventory. 5-10 hours per week,

3. Product development (work with Publications Dept. and curatorial staff)
i.e,, new postcards, prints, cards, etc.

4. Marketing strategies--wholesaling, advertising, remaindering,
3., Pricing structure for museum catalogues (with Publications Dept.).
6. Specisl ordering for staff and visitors. 2-3 hours per week.
7. Customer service,
8. Processing invoices, 5 hours per week.
9. Display and organization of inventory.
10. Waiting on customers. &=-5 hours per week,
1l. Correspondence and special requests,
12. ©GSupervision of sales at special events and openings,
B. BSales Assistant
1. Mail-order and telephone requests. 15-20 hours per week,

2, Monthly Publication Fund Report--inventory of all CMA publicatioms.
2 hours per week,

3. Monthly billing and requisitions. 1 hour per week.
4. Recording of daily sales, 1 1/2 hours per week.
5. Waiting on customers,
6., Checking in shipments, 5 hours per week,
/1« Daily restocking of inventory.
C. ©Sales Assistant
l. Waiting on customers,
2. Restocking and display of inventory, 8 hours per week,
3. Checking in shipments, 5 hours per week,

4. Recording of daily sales (takes turns with other sales assistant).

5. Mail-order and telephone requests as needed,




D. Part-time Staff
1., Waiting on customers. 10-15 hours per week.
2, Checking in shipments,

3. Restocking inventory and display,

4. Extra duty for special events as needed,




Services and Activities of the Bookstore

A. The Public

In its relatiomship to the Public, the Bookstore performs a multitude
of functions. MNot only does it supply visitors with catalogues and prints and
books, but it fields a significant number of queries ranging from "Where is the
cafeteria?”" to "How many objects were acquired last year?". Clearly, the Book-
store staff is not qualified to answer every question, but they are capable of
directing the interested party to the proper source. It is important to realize
that quite often, aside from the Guards, the only Museum staff a visitor is likely
to have direct contact with are the Bookstore employees. Therefore, it is essential
to have well-spoken, courteous and informed employees in the shop. The staff is
also prepared to help visitors find what they are looking for in the shop and to
make recommendations based on suggestions made by the curatorial staff and their
own knowledge. Telephone inquiries average from 20-30 par.day and queries by

mail average 15-20 per week.

B. The Museum

The Bookstore is the chammel through which Museum produced material
flows. 1Its main function to the Museum is to promote publications as effectively
and efficiently as possible. Its inventory reflects the various collections
themselves and the suggestions made by the curators. During special exhibitions,
particular effort is made to carry a range and quantity of supportive materials,
to supplement the exhibition catalogue.

Through the shop, the Membership Department offers one of its benefits,
i.e., a 15% discount on purchases over $3.00. The shop also provides premiums in
the form of catalogues and posters for the same department.

The Bookstore maintains the control and storage of all CMA publications

housed in the building. (Indiana University Press maintains its own warehouse of

our inventory.) This responsibility includes a monthly reckoning to the Business




Office, the Publications Department and the Administrative Director. All internal

requisitions for books must be cleared through the shop.

C. Art and Museum World

Through the Museum Store Association, of which the Bookstore is a
member, useful information is exchanged. Once every year, four to five hundred
shop personnel meet to discuss thelr work--common problems and possible solutions,
product development, inventory control, special exhibition displaya, etc. The
association provides an instant network so that one telephone call may resolve
a sudden emergency or provide advance, invaluable information on a travelling

exhibition. An affiliation with the national organization aids the Bookstore

in better serving the Museum and the Publiec,
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Bat Sales

The Cleveland Museus of Art
Sross Receipts oy Mooth
For Years 1982 through 153§

1582 1483 58e 1985 1985 Total Average
1622  1SEL STSD #295 .  1e2%1  aee5?  9BO%
8027 1822 8B3¢  io3ee 21272 GEM2 11258
4528 2808% 10512 24266 18689 #4059 RN
13876 55152 11874 16542 17566 114837 22581
3357 19208 13058 13108 21055 17822 15564
10855 14135 11355 14€8L 21553 12136 184427
12619 12211 8593 12173 913 678SE 13593
13552  1229% 12116 15220 308t B3&3I2 . 16726
391§ 11210 14897 1eed 25500 833 1sEM
1533 12703 16653 6010 3tea0™ gnass 1s3%e
27985 21583 23308 25763 350007 129010 25802
21675 18212 25512 28030 aecoc™ 12ms 25486
155835 21821¢ 162638 2027177 28:70¥ 1032635 206527
(45324 208836 52733 180401 2152M7

*Projected sales.
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NONE §5. 080, 008 G00C $833.33
Joston $1.409, 00 200 $TMN.TR
it E825. o0l LGC $LL2.86
whicago 33,055,424 000 5382.43
Clevaland §275,08C 745 $369.13
Philadeipnia 31,183,239 220 §383.5%
Minneapoiis §9ae. 200 1103 $318.%8
Tolede s24s.0ic 00 $265.57
Kelson-Atkins §151.62 1956 §19%.63
carnec’e Tech  $500,28% 2383 J174.564
Colunbus §082.00 1600 §136.25

he Clevelang Museum of Art
Net S2les oy Category
For Years 1882 through 1986
(1986 Sales Estimated;

Spacial
Gane=a’ Exhiaition Publicetions Toza
§115, 258 §20, 858 $15.702 §:57,0%7
§111,537 495 922 % $17.202  $215,853
$12¢, 118 $13.00 §1¢, 728 $156,041
425 553 t47 386 371,282 $208,238
$232.000™™ 445,000 §15,000  $293,00¢

Sales per square foot is a standard measure
of efficiency in retail operatioms,

The table at the left shows the Cleveland
Museum of Art in excellent standing in terms
of sales per square foot, particularly

in view of the merchandise mix of most
museum shops. A bookstore has only a

40% mark-up allowance while jewelry and
reproductions usually have 100% or

greater.,

The General Fund is the income generated
by sales of all trade merchandise in the
shop which is reported as part of the
Museum operations.

The Special Exhibition Fund is the income
from sales of exhibition catalogues during
the exhibitions that 1is credited against
the cost of the exhibition which funded
the catalogue,

The Publications Fund is the income from

sales of all major publications of the
Museum which is assigned to the Publications
Revolving Fund,

*Reflects the final exhibition of the retiring director, Sherman Lee, Reflections of

Reality in Japanese Art,

**General sales of trade merchandise have increased significantly--see Reasons for
Improved Sales in Bookstore for further explanation.




Reasons for Improved Sales in the Bookstore

A. Staff-—-in the last year the staff has been reorganized to achieve the
following goals:
1. Better customer service.
2, More information about art and the Museum's collections and
special exhibitions.

B. Expanded inventory

1. One hundred feet of additional shelving added to shop to accom—
modate 60% increase in stock.

2. Additional space allows for more flexibility in inventory, e.g.,
during Progressive Vision exhibition, more architecture books
were stocked and sold without sacrificing other sections of books.

3. Greater selection in each category made possible by added shelving
and display racks.

4. Children's book selection expanded, e.g., Dover Design series,
Cambridge University Press series on culture, David Macauley series
on architecture.

5., More space for display of Museum publications has resulted in
increased sales (as of July 1986, publication sales were 15X over

the same period in 1985).

C. Use of a distributor——Ingram Book Company

1. Ordering time is decreased, freight costs cut, invoicing reduced
and turn-around time from order to customer greatly reduced through
uge of Ingram as a book distributor.

a. A book order sent directly to the publisher takes about
6-8 weeks to be completed.

b. Ingram orders telephoned in directly result in 5-10 days

for completion.




Reasons for Improved Sales in the Bookstore (cont.)

2. Trade discount is comparable or sometimes greater with Ingram orders.
D. Pricing structure
1. Catalogues and posters produced by the Museum are priced with a
greater emphasis on the trade discount system as a rule of thumb.
The members' discount (15%) is higher than the average (10%) and
: consumes a not insignificant portion of the book trade's discount
of 40%.

4. The Metropolitan Museum offers a 15% discount on sales of
reproductions, no discount on trade books or seasonally
produced items. The manager of retail sales explained
that the differing qualifications caused some confusion
and that 101 across the board would be more desirable.

b. The Museum of Modern Art allows a 10% discount on sales
of $20.00 or more on trade items and 25% on MOMA catalogues.
(The high percentage on catalogues is possible because of
unusually large editions run.)

E. New marketing techniques
1. A two week sale in February generated $15,000 (the equivalent period
in 1985 yielded $4,675), It was an effort to reduce inventory and
entice new members (in conjunction with the Membership Department's
1986 campaign).

a@. Members' sales were 298 for the duration of the sale.
Normal members' sales for equivalent period are &44.
Members' sales for two weeks in December were 254,

Z. Dr Turner reviewed a selection of paperback books on the Museum

radio spot on WCLV in December. Three of the five titles discussed

were sold out.




Reasons for Improved Sales in the Bookstore (cont.)

3. Given its arrangement with Indiana University Press, the Museum
generally does not wholesale publications carried by the Press.
Given the local interest of the Progressive Vision exhibitionm,
its catalogue was excepted so the Bookstore could conduct its
own wholesale operation with local booksellers. Over one hundred
copies of the e:hiﬁitiﬁn catalogue were sold in this way. The
effort was made with an eye towards building up future distribution
centers for higher volume sales so that print editions could be
increased with a consequent reduction in unit costs.

4. Permission was again granted from Indiana University Press to
"remainder" a limited quantity of CMA publications through
a mail-order company known as The Scholar's Bookshelf in an effort
to relieve storage problems and also increase exposure of Museum
publications in appropriate circles.

5. A brochure was produced with the Publications Department, to satisfy

mail-order requests for information concerning CMA materials for sale.




Further Measures to Improve Sales in the Bookstore

A.

Developing non-catalogue CHA inventory

1.

Large scale production of posters (nonm-exhibition) to sell in the
shop which are produced in-house and marketed exclusively by the
Museum. Profit margin is considerably higher and quality control

far greater on such productions.

Similar production of postcards and notecards from Museum collections
to sell and to wholesale to other museum shops through the Museum

Store Association network.

Physical changes to the shop

1.

Entire lighting system needs to be intensified for more inviting
shop appearance.

Present print display bin to be replaced by larger unit with a
capacity for vertical display of prints and posters.

More sophisticated cash register with capacity to record more
information, e.g., tracking sales of cards, postcards, calendars,
etc. separately.

Computer system for inventory control and ordering procedures.
Intensified lighting in window cases across hall from store that
are used for display of special exhibitions and CMA publications.

Moveable kiosk constructed for sales use in the North Lobby at

openings and special events. A kiosk would accommodate a cash
register which would facilitate sales and record keeping and has

a more professional appearance.

Change the members' discount to 10% on sales over $10,00,
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AGENDA - COMMITTEE ON PLANNING AND DEVELOPMENT

1. It is our purpose to discuss the direction that the Museum should
take during the next years and to inquire whether the energies and investment
of budget now being made are consonant with these goals, When we conclude
our review our suggestions in the form of a memorandum will be submitted to
the President and the Board for whatever action they care to take,

2. The Director has indicated his willingness to meet with us and to

- work with us. Ed Henning will also be avilable. Minutes and communications
will be handled by Dr, Lee's secretary,

3. Initially, the best procedure would seem to be to discuss where we
are and where we are going so that we develop a frame of reference for further
discussions. Dr. Lee will make such a presentation and his presentation will
be the basis of our discussion,

4. It will probably be best to discuss the various problem areas sep-
arately and to make tentative suggestions at the conclusion of each session,
but to reserve submitting these antil we have completed our study and can see
how all of our suggestions tie together, A vital institution is an organic whole
and to change any part of the institution is to effect the entire corporate body,

5. Your Chairman has had a lengthy discussion with Dr. Lee and
out of that discussion I have tried to develop certain questions which may be
appropriately asked. The word "appropriate" should be underscored. Though
as trustees we are vitally interested in all facets of CMA, gquestions dealing

with specific personnel and the content of the Museum program as opposed to

oAl
its direction emd not within our competence,
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6. Since we will be asking many questions I have asked the Director
to alert the curatorial staff, Mr, Barksdale, Mr. Grossman and various others
about our work and the context in which we may be asking certain questions,

AREAS OF INTEREST

L. How does the CMA meet its special responsibilities as a major art
museum with major collections? 1s our model that of a community center for
the arts? If not, what is it? What responsibilities do we have beyond the ac-
quisition, display, care and study of our collection? Are our ongoing educational
and community functions directed to an appropriate audience? Do these make
|use of the particular skills of our staff? Are these directed sufficiently to our
membe rship or potential membership?

2. The Museum is a sophisticated Lnstitution. Do our policies reflect

an appropriate understanding of our relationship to other art oriented institutions,

the art programs of the public schools, the .m:t departments of area colleges
and universities, the art history program of CWRU, the Art Institute? Is
our relationship appropriate to the cluster of art involved groups now in being,
the Print Club, the Textile Society, the Contemporary Arts Eﬂ-;:i.ﬁtjr i ok
Ought there to be other such groups?

3. 1Is it appropriate that half the service of our Educational Department
| is directed to children? Should we be teaching the teachers? Are our extension
exhibits and "branch" displays useful? | Are our non-technical publications

directed to an appropriate audience?
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4. Has the Museumn contributed materially to the raising of the level

of literacy in art in the area? Have we worked with adult groups in sufficient
L L B

depth? Are there sufficient public lectures at the Museam? Has our Public Re-
—

lations Department directed its energies towards those who may benefit and be

of benefit?

3. Does our acquisition policy reflect not only the needs of the Museum,

#—_—'—_— = e — #.ﬂ

but the realities of the art market? Can Certain guidelines be suggested for ac- !
quisitions over the next few years? Would a policy of greater concern for the
acquisition of contemporary art increase the Museum's ability to stimulate in- l
terest in and knowledge of art in Cleveland? ’ |

6. What is bought must be properly conserved, protected and displayed.
. Should the plan for gallery re-arrangement be expedited and the plan for study

galleries be encouraged? Is the Conservation Department adequately staffed

T

to preserve our treasures? Are our exhibits not only adequately displayed, 1

e —

but adequately labeled? Can a visitor provide himself with meaningful gallery

guides?

7. Much of the excitement of a museum comes from major exhibitions

and changing displays, With the increased costs of major exhibits can the
e ——— =

Museum consider mounting such shows every few months? Should corporate

sponsorship be found for exhibitions? Do smaller exhibits attract or are they

too specialized? Should the May Show be cuntinuﬂd,':r:pll:ad by a regional

show or by cooperation between the Cleveland and other major museums in an

annoal exhibit of new American work?
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8. Recognizing a responsibility to the quality of life in our area should
we encourage exhibitions of contemporary architecture and the useful arts?
Have we the staff for such an unde rtaking.

‘-____________,_...-—-..-

9. If there are to be fewer major exhibitions what other functions should

cur curatorial staff undertake? What scholarly work - catalogs etc. - need to be
[ — = s

completed? Do we have an adequate curatorial staff? Are they adequately com-
e = b

pensated? Is our academic relationship with CWRU adequately renumerative
—
|for them and/or intellectually useful?

10. Is our Education Department successfully meeting its responsibility
of explaining the collections of the Museum? Do our Library and Study Room

cooperate in this responsibility? Should it serve local groups who simply want

‘a program? Should there be many series of adult membership lectures to sup-
e

plement the occasicnal gallery talks? Should there be :ln.i:lyr gallery talks? Can
s
|there be pilot programs in art history on the elementary and secondary school
levelsa? What is the purpose of our children's in-museam program and is this
program being adequately publicized and programmed? Is it appropriate for
Elu to maintain two separate docent programs, one for the city schools and one
\for the suburban schools?
1l. Can we use the media for basic art information and programs?
Are there available funds? Do we adequately use our audio-visual facilities?
12, These questions involve rphllomphy and people and, of course,
budget, Are the parameters of the Museum operational budget adequate? Ought

we have a policy for the acceptance of Federal monies? Should we be working
P e —

e e

with State authorities to increase support of the arts? Can we make more

e ——
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adequate representation to the co rporate community and if so what consequences
would this have for the Museum?

12. Are there adequate accession funds for the forseeable future?
Adqut_u_{_mf:ﬂhll:lﬁnn? Should we be doing less, more of our own pub-
lication?

13, Has our Public Relations program been adequate? QOur membership
program? Is it advisable to have closed membership groups like the Junior

Council? Does the coratorial staff invest itself sufficiently in the feeding and

care of individual collectors?

These are questions which we might profitably discuss, They are set
out for your consideration with no sense of their being exhaustive, but with
some concern that there may be issues listed which we ought not to raise, but

at least it's a start and quite a plece of work
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