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.JOHN 5, WILBUR 
1460 UNION ·coMMERCE BLDG. 

CLEVELAND,OHIO 44115 

Dr. Sherman E. Lee, Director 
The Cleveland Museum of Art 
11150 East Boulevard at University Circle 
Cleveland, Ohio 44106 

Dear Sherman: 

March 3, 1972 

At the last Trustees' meeting you said you would welcome comments on 
the· rep·)rt of the Professional Practices Committee of the Association of 
Art Museum Directors on Professional Practices in Art Museums, and I am 
happy to obiige because of my general interest in organizatio,:101 matters and 
my deep and abiding fee Ii ng for the Museum. 

First of al I I would question the propriety 'of Directors of various· a;t 
museums gathering to study, research, · report and recommend to Trustees 
what they should de . After thinking it over, however, it seems perfectly 
natural, because, in business and industrial · organizations much thought is 
g_iven by "management" to the responsibi q ties, fun.ct ions and duties of 
management versus Board Members and Board /v\embers versus management. 
I realize that it is not always fitting to force all other organizations, 
procrustean-like, into perfect industrial models, but it ·is useful as a guide. 

In general, I would think that you, as Director, ore respo_ns,!f le to your 
Board of Trustees exactly the same way as the corporation~t,£ecutive, be 
he President or Chairman, is to his Board of Directors. It is generally 
assumed that the chief function of a corporate Board of Directors is to 
pick proper management and not to interfere in the detailed workings of 
the organization, leaving that up to the Chief Executive. 

Of course, Members of the Board wi II question the Chief Executive and 
proffer advice on various matters but, in general, Board Members realize 
that their dut}' is io see that results are satisfactory) and how these results 
ore achi i: ved is left up to the Chief Executive. Of course, a corporation 
d;ifcrs from a museum in that the Chief Executive is almost always a 
Member of the Board, organizes and runs Board meetings and is aided 
and abetted by one or more "inside" Members of the Boord who, of course, 
follow the Party Line. 

. . 
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It is true that a Board should set policy, but, as the report ·state~, it is 
the responsi bi I ity of the Chief Executive to recommend po Ii cy. It is 
often prudent to re-examine and re-affirm or revise policy at regular 
intervals. The Boord will then ·delegote the carrying out of this policy 
to the Chief Executive but- the Board still retains the responsibility, 
and therefore, must in some manner 11supervise" the Chief to make sure. 
As you no doubt know, Members of the Boards of corporations are coming 
under more frequent attacks fro"1netRckholders and, with the consequent 
enhanced legal liabi I ity, business/ are reluctant to assume the awesome 
responsibilities of corporation directorships, especially if 1he corporation 
appears a bit shaky. No longer will fat 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 11controls 11 built into their procedures 
so the Board can 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 statement showing the earnings. If these rise gracefully year 
ofter year, everything is fine, but when earnings wane or disappear, 
the Members of the Board must get into the act pronto. Then too, there 
ore items such as budgets for capital expenditures, operations, head count, 
salaries, administrative costs, R&D, etc. by which the . 
Members of the Board can have a hand in establishing the program and then 
have a means of checking -~onthly to see how "actual II stacks up with 
"estimated. 11 

. 
. .. The museum, too, has controls in the form of various operating and 

odministrati~e budgets a·nd the accessio,:1 process is somewhat analogous 
to capital expenditures of corporations. -But, where I fear we may be . 
a bit weak; is that we have __ no "earnings" t.o budget and to measure 
actual versus estimated. ("Contributions" or fund raising canno~ be compared 
to the revenues of corporations.) I think what the museum needs is 
some standard measure or touchstone to gauge its effectiveness. Before 
we con measure effectiveness we must identify our true objectives. 
Granted that this wil I,. of necessity, be more intangible and pure· .of spirit 
than the cross, corporate crunch for dollars of earnings, it sti 11 is important 
that this obiective, purpose or goal be identified and articulated in 
11policy II• 

For example, Paragraph 5 of the report lists- the assets of museums as 
collections, plant, financial holding and staff which cannot be conveniently 
converted to dollars or some such medium of exchange as can corporate 
assets. Secondly, in al I corporate "balance sheets II the assets are balanced 
by "liabilities" and "net worth". Possi~ly a more ingenious_ and more 
financially-minded Trustee than the author con 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 values must be identified so that Trustees, Director, staff and 
the public can all iudge the progress·, the well being, the relative effectiveness 
of a museum. 

It becomes even more difficult to tell who the stockholders or owners 
of a museum might. be. In a sense, the donors who have made so much 
of the musuem possible through generous gifts might be -considered as having • 
a form of ownership. So might the community, because a museum to be of 
any value must hove the good will and the favorable sanction of the 
community. The effort to gain the good will an~ backing of a community 
might be compared obliquely to the sales efforts of a corporation. Another 
important facet of a corporation is to identify competitors which, in the 
case of art museums is much easier, although • I recognize that there is 
much vcriation in museums throughout the U.S. and throughout· the world. 

As I hove indicated, it is difficult to measure the effectiveness oF an 
art museum so that may- be why there is . so much ·"comparison..- fr.om 
museum to museul!'. This is probably the reason why comparisons seem 
to be mostly on the basis of taste, iudgment and quality rather th~n 

. on community acceptance_, membership and visitations. 
. J • 

Throughout the report there is emphasis on the functions of art museums -
Acquisition, Preservation and Presentation w-ith lesser- mentions of Scholarship, 
Interpretation and Education. 111 the way of "doodling" I tried to compare 
these fu·nctions with that of a corporation. 

Acquisition ·- Equipment 
Preservation - Maintenance 
Presentation - Sales 
Scholarship - Basic Research 
Interpretation - Applied Research 
Education - Sales 

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

While it might sound a bit . "way out" it is true that some corporations are 
endeavoring to measure the "social value" of their · charitable contributions, 
extra service activities, for the betterment of ghettos, minorities, etc., 
and, of course, efforts to clean up and, in fact, improve air, water, 
and landscape. It would· be interesting to see what a subcommittee 
could come up with,·. although I suspect most would consider it an 
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exercise in futility . 

• 
After the above lofty preamble, I will now comment on those specific 

phases of the report which interested me. 

Paragraph 5 - I WO!Jld think it out of order or maybe gratuitous to say 

that the Boord acts collectively "generally by maiority vote", because it is 

seldom that there is a dissenter and anyway there is no particular point 

in mentioning it. In addition, I don't know that I _would agree that. 

it should be m·entioned that the Board can delegate ·many decisions to 

committees of its members. For the most part the committees would report 

back to the Board with recommendations which are endorsed or reiected, 

as the case may be. 
. 

Paragraph 9 - I am not sure that I would agree to insert in writing that 

• i:-:e Director has responsibility for creating particular "working conditions". 

Paragraph 10 - A-s indi coted, the analogy of the Board delegating responsibilities 

to committees as a Director delegates ·authority to his staff doesn't quite 

5eem accurate to me. 

Paragraph 13 - I was interested in this paragraph because, as in so many 

instan.ces "policy" can be a living, breathing thing, ·modified by each 

small happening and adiust ed: to meet changed conditions. This is why 

it is so necessary to have periodic revisions. 
. 

Paragraph 16 - I 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. 

Paragraph 33 - Preservation - I agree that the Directors should report 

periodica'lly on the state of the collections, because, frankly, 1. can't 

recall any such report. 

Paragraph 36 - I doubt if anyone would obiect to the statement that 

"protection of the obiect must still take preceder,ce.:over aesthetic advantage 

in display", but this wruld seem to me the sort of thing that should be 

covered in greater ·detai I in a manual. 

Paragraph 40 - The last sentence seems to me unnecessary. 

Paragraph 50 - I heartily ~gree with the statement. that the Director and 

Board should agree as to the "nature of the public-being served" and 

think we certainly should look into this one. 

.• 
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Paragraph 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 commit any illegal act. 

Paagr~ph 52 - Here again I agree that the Bea rd must "be aware of the 
needs of the community 11

• 

Paragraph 63 - Should we acquire a legal staff or lawyer to advise or 
a full-time lawyer to advise on routine legals matt~rs? 

Paragraph 78 - I disagree that members of the staff can appear before 
the Board. .. 

Paragraph 81 and 82 - I don't agree with these. 

In closing, I learned a great deal from the report and I have, I might add 
parenthetically, learned quite a bit in trying to articulate on paper my 
comments. Fortunately our mu!eum is in excellent shape, but I st-i 11 · feel 
it would do the Boord, the Director, and the .staff some good to draft a 
"policy" based on the generai guide ,indicated by the report; 

Sincerely; 

• 

cc: ~. L. C. Williams 
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Aag11■t 25, 1972 

Dr. Sherman Lee 
Cleveland M11aeam of Art 
11150 Eaat Blvd. 
Cleveland, Ohio 

Dear Sherman: 

I bave tried to boil down oar converaation to a few 
programatlc notea and a aerie a of queatlon■• .A• I 
told yoa your• la the flret and final say aa to which 
areaa we oaght to explore and how you want ua to 
proceed. I welcome any change• that you wlsh to 
make, additlona, deletlona. 

Wlll yoa have tble mlmeographed? 

D.JS:mp 

Encl. 

Sincerely, 

Daniel Jeremy Sllver 
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PLANNING & DEVELOPMENT COMMITI'EE 
3:00 p.m. -- Board Room 

Monday, September 11, 1972 

James H. Dempsey, Jr. YES 

Mrs. Alfred M. Rankin YES -
Daniel J. Silver YES 

Paul J. Vignos YES -
John S. Wilbur YES -

--------------------------------------------------------------------------------------------------

Sherman E. Lee YES -
A. Beverly Barksdale YES -



TO: 

FROM: 

SUBJECT: 

MEMORANDUM 

PLANNING & DEVELOPMENT COMMITTEE 

Sherman E. Lee 

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

DAlE: October 4, 1972 

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. 

Docwnent 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. 

kc 
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CONFIDENTIAL 

COMMITTEE ON PLANNING AND DEVELOPING CMA 

1. A first meeting was held at 3:00 P. M. Monday, September 11 in the 

Board Room of the CMA. All members were present: Jamee H. Dempsey, Jr., 

Mrs. Alfred M. Rankin, Daniel J. Silver, Paul J. Vignoa, John S. 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 p~rpose of the Committee 

to acquaint itself thoroughly with the operation, programs 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 

artistic merit, to provide understanding· of the accomplishment• of the past and 

stimulate an awareness of artistic quality and of the importance of the beauty 

in man's living apace for his well being. We agreed to find a more adequate 

phrasing for our consensus, but lt expressed our feeling that the Museum, be­

cauee of its historic functions and the nature of its profeaaional personnel, muat 

be accepted and underatood ln it• own and hi_atorlc term• a~d not primarily a• 

. .. 

-·. -- -



.. 

z 

a direct service agency of social change or social welfare - though, obviously, 

the CMA must relate to the new possibilities and forD)s 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 policiee . 

remains to be explored. 

• • 

5. 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 aeries of questions with CMA staff which wilJ hopefully suggest areas 

of concern (Document C). 

6. I would welcome any corrections, more felicitous wordings etc. 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 whatever action they 

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

the tag at __ the top of the page. 

.. 
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C1ctobe r 18, 1972 

Dr. Sherman Lee 
Cleveland Museum of A rt 
11150 Last Blvd. 
Cleve land, Ohio 44106 

Dea rSBae rman: 

• :nclosed please find my notes on our last n1.eeting and 

Document G, a set of questions which may be useful 

for our November 2 eeting. 

I would like you particularly to go over the questions 
and add or subtract as you see fit. Perhaps we can 
spend a half hour some time before tile m eeting going 
over some of these areas. In any cas , I would like 
these docwnenm to be sent a long with t e notice of the 

meeting, but, as always, want then1 to m eet your 
speclficatlons. 

'I ruating tbia finds you in good bealth I remain 

Since rely, 

Daniel Jeremy ilv r 

DJS:mp 

T ' 1 r .nc . 



T H E (j} ~ 1E V E L A N D MUSEUM 0 F A R T 

11150 EAST BOULEVARD AT UNIVERSITY CIRCLE 

Dear Dan: 

CLEVELAND, OHIO 44106 CABLE ADDRESS, MUSART CLEVELAND 

SHERMAN E. LEE, DIRECTOR TELEPHONE, 4ll-7340 

October 27, 1972 

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: 

kc 

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 Boarcsof Education. 

/JO () 
'//Jc~U,, 

A. Beverly/Barksdale 
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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 
suggesticns, 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 freely over all aspects of Museum finance and program 
but have scrupulously avoided discussion of persons. It 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 reopen certain areas for clarification. Still 
others 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 

!>4c.JL ~ ' 
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SECTION I - A General Frame of Reference 

(1) Would you agree with the following as a working description of the 

Museum's purpose? 

a. 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. 

c. 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 responsibility 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 acquisitions 

c. 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 tq separate these two functions and to have the Bulletin 
a paid circulation journal, available to scholars, museums, universities and 

/

, ~ndividuals; and a new magazine designed for the membership, full of infor­
¥ ~ation about the Museum (acquisitions, publications, exhibits etc. ) The re-

• duction of the Bulletin to a bi-monthly (it might still print annually 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 
'<JJ at little added cost. Our talks with members have made it clear that the pre­

sent Bulletin 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 patterns 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 1;0-t translated itself into either ~ 
a radical increase in membership or in attendance~ Museum membership national_.L..JiLr1i 
ly is remarkably low and attendance in Cleveland cannot be expected to match the r-~ 
figures of the great megalopolitan tourist centers; howevei:J it is our impression f~ 
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 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 various 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 communit_..y'--=--===-~ 
should be mounted under the new Community Relations Department. ut~:~:~ 1 

c. Our Museum is open at times convenient to students, 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 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 Museum 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 
year 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 exhibitions 
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 his 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's 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: membership, 
public relations, community relations, house and grounds, supplies, restaurant, 
Book Shop, printing 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 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 seem 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 ability to 
develop broad adult education program 
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SECTION IV - Funds 

(1) The attached comparison of income and expenses estimated on the 
basis of a 5% increase in income and a 6o/o 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 r~l­
atively as they are 

1973 Estimated Income 

Estin-.ated 
Income 

fJ % 
End<Mnent, Trust.a and Other $ 
John Huntington An & p ~ chn1o 2,J5J,24J.09 

Bstimatecl ~ _,, 
• lxpenae • Dittennoe -~ • 

___ Ho,aoe Xell~ ~ ~t.i 8 
1,192,700.00 

1973 . •• • ••• .. -· ·- . . ~- .. ·4 • 7,5,000.00 . ..... •• ~ 6 
• . ; • ? • ·, ¥ J, 20, 94 J. 09 

.1974 ; , . : . _ 1811 01~1.oo 
$J,J19,Boo.oo , 
. 1991 18G.OO 
3,.518,988.00 

301,184.98 j 

•. i 3,801,990.09 
. 
; 

197S . _ 190,099.00 
3,992,089.09 - 211_, 139.00 

3,730,127.00 
_ 2231808.00 

.. 283,002.091 

261,962.09: • 
t a 199,604 .()() 

' 1976 
I 

1977 

1978 

1979 

1HO 
. ... 

. . . ' 

. ' 
• . . . 

I , 
,, . 

• 

• 

I 

.. 

• 

. . . ..... __ , 

. . 

3,9.5J,9J.5.00 
_ 237,236.oo 
4,191,171.00 

_ 2,51, 4 70.00 
4,442,641.00 

_ 266,.550.00 
4,709,199.00 

- 2~2,552.00 
4,991,7.51.00 

299,~.oo 
i_s.291..00 

ing Fund) be set annually after the Finance Committee has deci e e 

• 

231,1sa.09 · 
f 
I 

·210,107.09 

178,701.09 

143,210.09 

come needed to support operations, thus in effect the total Huntington income would 
show on our Balance Sheet. Our capital is invested for growth. It is not impos-
sible for a museum with eighty million dollars of invested funds to increase by 
invest~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 us 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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( 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 curators must be increasingly 
available to local collectors and active in these areas. Our 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. 
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SECTION V - Finances 

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: 

On the income side: 

(1) Since the cost of maintaining a member is 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 ~~ 
recommendation that a two-year limit be set within which the Sales Desk must ~.{\ 
become profitable? Would you agree that as a normal budgeting practice hold- 'l-"'~

1 
• 

over inventory be carried at no more than SO% of face value? )v ~ 

(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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c. 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 A rt 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 co~orate support, not in cutting 
ac on ex L L tons. w.. r'--~6• Lo,-.'° Tt==TLt,---. ~L~"' ,_, e, ,,

7 
~ 

0
~,J, b k h • b. t· \ t ( ~L.o ~ I ) 

~ J._,.,,t, d,.._ 
(5) The Membership Department expenses run at about $40, 000, not in-, .!1.F: 

eluding cost of Bulletin (about $47, 000) non-payment of entrance fees, book dis- :f 
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. 

c. 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 culture? 

~ t, b. Given the rising costs of objects our policy should be one of "buy 
~~yt~.~w" rather than of delaying purchase in the hope of some downturn in the market. 

Woul you a agree that we n..esa.-e the current policy of limiting acquisitions 
to funds now in hand? 

c. As in the past the stipulated wishes of a donor as well as wishes ex­
pressed verbally to the Museum 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 current 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 too easily on the basis of the assumed value of objects. 

e. Recently the Contemporary Arts Department has been given an an­
nual grant for purchase without reference to Acquisition Committee approval. 
Do you believe this policy should continue for the next five years? 

f. Do you believe the Acquisitions Committee should be encouraged to 
move more energetically in the contemporary field? 

/ 
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 VIl - 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? 

(2) 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 difficuli(of 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. Ought 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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SECTION VIII - A rt 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 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 A rt 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 audio-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 paid 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
lections of CMA is encouraged as are the writing of other useful pamphlets for 

mature popular understanding. 

(7) The possibility of a joint CMA-CIA•~oard 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 practicum 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. 



• 

13 

(10) An appropriate extension of both the May Show and this department. 
School involvement 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 purpose 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 current 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 I 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 - Auxiliaries and Ancillaries 

(1) There are very few ways for willing members to become actively in­
volved with the Museum. 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. ~\:>J 
It could be tied to the CMA by several informational and social visits annually ~ .,4 // 
to the Museum to meet with the Director and/or President. •l[ 

b. The broadening of membership in the Junior Council so that it repre- rJl 
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 t\ / 
Committee should be asked to take over the Sales Desk. \I" b 

c. 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? 

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 objects? Might there be an annual Prints For Collection 
Show? Might a Photography Club provide similar support for our fledgling 
photography collection? 

e. 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 J:,t\. \~~:s of art to the CMA? 

f. Should an effort be made to have the Print Club, Music Arts A sso­
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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SE<::TION 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 study 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 curatorial 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 
should be taken that such teaching is not done at the expense of cataloguing, pub­
lication etc. 

, (3) Photography, architecture, planning and contemporary arts and '-~~-...-, \ 
"..,.r ~0cf7!extile~ are areas which are familiar to and functional in our world. Responsi- r'' 

~~Jtl ~ f'• bility for them falls here and there and sometimes nowhere. Would you agree ~t..1.w-

\.,""" with making these areas ( exhibits, etc. ) the responsibility of the Department of -rci.\L-'-.., ~ 
~"\V Contemporary Arts with the understanding that the personnel needs of that de- (.;r--"' 

partment be reviewed? 

_., ( 4) The CMA presently offers t opportunity of an annual monthl study r-°"'\'"' 
" leave to its seni curators. only occasional! ed. Woul o J• f-Y ~# 

L" ( ~ a recommen ion that these le e months be defe ble so tha ue - .;- 't,.f'I' 
t:/.f"\ et cal seme er can be taken ery seventh year? The need t ,a.., 1 , 

C'~ one' elf is recogniz m every learned ofession. r' 

~~- (5) It would be useful if each curator would submit an annual report to 
r/~ 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, 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
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 
despite the relative paucity of major new acquisitions available in this field. 
The new man might be selected from candidates who have emphasized 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. Study 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 

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 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. 

c. 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 Membershie_ 

(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. ). 



., 
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SEC~qN XI!!_:__!luildi_ng and Grounds 

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

(2) The Information Desk provides a warm and necessary we,lcome. 

(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: 

a. Print Department - more storage and shelf space. 
b. Printing Department - several new pieces of equipment and space. 
c. 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. The Committee 
recommends someone be hired for the spot job of reviewing and 
refiling older photography files to maintain their usability. 

.. 

\ 
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CLEVELAND ART MUSEUM 
PLANNING AND DEVELOPMENT COMMITTEE 

COMMENTS ON SUGGESTIONS OF CHAIRMAN 

SECTION I - A General Frame of Reference 

3/14/73 

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 II - 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 

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 prophecy. 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 ComTiittee with active 
ongoing supervision of Convnunity Relations and a close working 
relationship with Corrmunity 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. 

SECTION III - The CMA's Internal Organization 



TO: 

FROM: 

....... 
MEMORANDUM 

. Daniel 

on Planning and Development 

O \fltrC....'t U ~ ~ , 

DATE: 3/15/73 

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

I think emphasis on "conmunity 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 I 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. 

is made below: 

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

u-.... hanges are suggested. Where there is additional comment, it 

Page 2. Really a matter of word choice. 

Page 3. (2) I think in addition to a, b, 

I like the words I suggested. 

we must recognize the presen-

.. 
tation of collections, and the philoJM)phical p of the institution. 

st if the bulletin (3) I am not so sure a]>ou there being little 

was 

of some 

the Bulletin. 

a quarterly instituted. We need a News Letter 

it should I think not be tied necessarily to a change in 



Page 7. (3b) Within reason, yes an~ depending upon 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. See comnents also. 

Page 9. (3) I think the schools should pay but what if they don't? Do we stop? 

Page 10. (le) I think the policy should be extended for at least five years. 

(lf) Yes, if we really mean modern rather than the work of the last ten 

or fifteen years. 

Page 11. (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. 



(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. (Sa) I am not sure about this one 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. 

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

Monday holidays, for housekeepiqa purposes. 



3. 

Page 12. (2) By all means. 

(1) Also I think, yes. 

Page 13. (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. 

Page 14. (le) 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. 

Page 15. (2) I think the 40% is exaggerated in nearly all cases. 

Page 16. (2b) I don't quite understand the "thrust" of this proposal. 

Page 17. (4) I think the major responsibility of this really falls on the Board. 

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

in greater detail. 

Sherman E. Lee 
Director 
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Dr. Daniel J. Si Iver 
The Temple 

JOHN s. WILBUR 
1480 UNION COMMERCE BLDG. 

CLEVELAND, OHIO 44115 

March 30, 1973 

Univenity Circle & Silver Park 
Cleveland, Ohio 44106 

Dear Dan: 

You did a great iob in your idiosyncratic and confidential planning 
draft. It is always much easier for me, and no doubt for others, 
to start with such a draft in expressing ideas. The real tough iob, 
however, is the starter, and 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 areas of responsibility 
and activities. I made 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 I got out of 
it was on Page 11, Paragraph 12: "Establishing policy and seeing to 
it that the institution follows this policy is one of the maior functions 
of a Board. Indeed a clear understanding of the pol icy on the part 
of t.he Board and the Director is essential to the smooth running of 
the institution. " 

I am not sure whether your Committee is broad enough to direct 
"maior policy", but I would feel a little better about the situation 
if an effort were made - not necessarily to recommend sweeping 
changes in policy - but to make sure that we all undentand clearly 
exactly what the present policy of the Museum is. I know you are 
snowed under with paper, but I am enclosing a copy of the letter 
I wrote Sherman regarding the "Professional Practices in Art Museums" 
report. 

I agree that the Cw.A Is not an agency of soclal change. It would 
be difficult to get auc:h a atatment Included In a "pollcy", but we could 
say something about "dlsplay art of all as,..- which Illustrate the ma">' 
changes In technique, custom and style - the changes of the past. ,, 
Of nec ... lty, there 11 a lag or a gap in ·current_ art atyl• dlaplayed. 

·-----.. • -·· -- - -
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2. [Section 2) I agree with (1) and (2), but I would feel somewhat 
more confident of our lofty status if we had some more tangible method 
of measuring our reputation and the level, quality and significance of 
acquisitions and maior exhibitions. To date I have no criteria to 
suggest, but I do feel that it is always important to avoid overconfidence 
with a certain amount of critical evaluation and even skepticism. 

3. I agree with the possibility of separating the bulletin into two 
publications but have a 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 iob devising a publication that 
will be of interest to the general membership. I wonder how the 
staff would feel about writing the scholarly articles versus more 
comprehensible articles. 

4. ((5)) I agree that CIM "has been overly conservative about 
trying to excite local interest", but here again I would hope that 

" eventually we +ould develop comparative trend figures to show how 
our membership attendance stacks up with others. ,.. 

5. [SA] I agree heartily with the organization of a Community 
Relations Department with all thek responsibilities and functions that 
you suggest. 

6. [SC) I agree particularly with the principle of trying to attract 
more of the gainfully employed people versus those who have ample 
time to use a musuem's facilities whilst others toil. • 

7. (50) I favor more regional exhibits but am afraid this might not 
set so well with the staff's concept of the proper function of exhibits. 
In general I lean much more toward appealing to the people in Cleveland, 
the Cuyahoga County and Northeastern Ohio people than to the 
national andworld art public, but this "leaning" that I have is not 
strong enough to risk any radical departure from tradition. 

8. (6) I am all for more regular contact with the smaller museums 
in our general area. I was shocked to hear that there is I ittle 
or no I iaision nor rapport with our Educational Department and 
their counter·parts in the smaller n1.1seums. I am afraid that our policy 
may have been tQfmuch of the "kiss up and kick down" variety. 

9. (Section 3 (2)) I agree on the orientation program for new Board 
memben. Thia might be 10mewhot HIier If we could a•t around ~ 
making a statement of pollcy cis In ffff paragraph 11. 

1 • 

.,. 
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10. [Section 3 (3)) I agree with your concept of an Administrative 
Assistant and/or the Community Services person. My question, howev•, • 
is how does this fit in with Beverly Barksdale and Albert Grossman? 
Where do they fit in right now? 

11. [Section 3 (4)1 I 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 is 
to provide for orderly succession. My own company has been hit 
lately with a rash of retirements, quits and deaths in certain departments 
and we are indeed -thankful that we have had a careful policy of 
"back up". What I am saying is that we should provide and make 

1> clear the present line of succession in case Sherman should become 
sick for a period of ti me and to go on figuring out who would be the 
successor to the successor at least on a temporary basis. 

12. [Section 3 (5)) I agree on the administrative reunion of the 
Education and Extension Departments. Furthermore your suggestion 
that the next Curator of Education have proven obi I ity to develop 
broader adu It education programs has my hearty support. 

13. [Section 4 (2)) I think you have got a great point in looking 
at the income side of the budget iust as much as the cost side. I 
do think we have an obi igation to try to get the money to keep up 
the Museum and its services to the people rather than curtail them as 
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 curators have more zest for such work and are better at 
it than others . . 

16. [Section 4 (3C)) I like the idea of yours about keeping prices 
down. Although it might be impractical, I would certainly like to 

.. see our Museum make a big stand for it. It "'.light alienate some of 
the dealers and some of our sovrces of supply, but it should make a 
great hit with the public, which, after all, is what determines the 
future of all art rnusuems. 

17. [Section 4 (30)) We certainly should beef up the search far grants. 
Who does our "grantsmanship" now? And, how nuch emphClll1 11 
currently placed on our efforts In this regard? • • 

- -· r 
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18. [Section 5 (1)) I have always questioned the significance of 
numbers of members when the cost of basic membership is so close to 
the revenue. Certainly we should work in upgrading the categories 
of membership so that there is substantially more income than cost -
otherwise the whole effort becomes fruitless and frustrating. 
Our numbers may look good as far as iustification of our existence 
is concerned, · but, if we iust about break even, maybe we are kidding 
ourselves. • 

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

20. 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 
less of a payroll we wi II have to maintain. I am convinced that, 
if the volunteer program was handled properly, we would have them 
waiting in the aisles to get a chance to work for the Museum and 
none of the volunteers would dare be "unreliable" in manning information 
desks, sales desks as well as other selected areas in the ~seum. 
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 a sales desk during times when nobody 
even wants to "look around" . 

21. [Section 5 (4)) An audit of the CMA-CWRU program certainly 
should be made. This whole setup has 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 "loan" 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. I 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 

• moderate sized museums in our area, much as Industrial corporations 
do. I realize that when we have urgent need for a spec la I position 
It is necessary to go out and woo someone else away at a higher 
salary, but I think. it 11 the responsibility of TrustNs to make sure 
that our talarled lewla are competitive In foot - neither too low 
nor too h lgh. • 
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JOHN S. WILBUR 

1 ◄90 UNION COMMERCE BLDG. 

CLEVELAND, OHIO 44115 

Dr. Daniel J. Silver 
The Temple 
University Circle & Silver Park 
Cleveland, Ohio 44106 

Dear Dan: 

April 5, 1973 

' Subiect: lnstal lment 12 in Reseonse to your ~rch 5 letter. 

23. [Section 5 - Expenditure Side - (2 A)] I agree that CWRU 

ought to pay their fair share or, as already mentioned, we should 

at least figure out a fair apROf'tionment and have CWRU pay what · 
it can afford and be "loaned" the balance. I realize that these 
"loons" may not be worth much on our books, but I it is possible to 
develop "trade offs" later on. The same ·should go for loan of 
slides, photographs and books. 

24. [Section 5 - (2C)] - I agree with some subvention of salaries 
but not necessarily with "half price" lunches. I suggest that a 
study be made at other organizations having similar type 
cafeterias or lunchrooms so that we can 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)) - I agree that the community relations office 
should be responsible for setting up a procedure and system to charge 
payments to schools for services rendered. I would make an 
immediate pitch to the private schools to have them pay_,as a 
minimum, a share commensurate with the Cleveland Public School 
System. 

26. [Section 5 (4)) I agree that we should direct maior emphasl1 
toward developing new forms of corporate support versus cutting 
back on exhibitions. Corporate support for exhibitions, however, 
will not be a rich source of revenue because the advertl·slng and 
public relations benefit of exhibitions to Cleveland corp-orations 
may be a bit tenuous. Cleveland-CU ffs has a maior inw1tment In 

Australia, Republlc StNI In Liberia, but these P.R. poulbllltl• 

I 

I. 
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are difficult to match up with quality exhibitions. 

27. [Section 5 (5)) I agree that we must get more efficiency, 
more effectiveness and more accomplishments from the membership 
department without a ~aior increase in costs. Maybe a shakeup 
would help. 

28. [Section 6 (1)) I am -heartily in favor of a clearly articulated 
general policy for acquisition and deacquisition. 

29. [Section 6 (lA)) I. would like to see a report on the "vacuums" 
gaps or chinks that each curator feels it desirable to fi 11. Some of 
the curators touched on these gaps in their talks with the committ• 
but I think it would be helpful for all Trustees to get a better 

• feel of where our weaknesses may lie and where our acquisition 
thrust should be employed. 

30. [Section 6 (1 B)] I favor the policy you suggested of buying 
steadily and regularly each year rather than in fits and starts. It 
isn't worthwhile gambling on catching market downturns. I should 
think it would also help our posture with dealers and sellers as 
wel I as donors but I certainly wi 11 defer to the expertise of 
Sherman and the other pros on our staff. 

31. [Section 6 (lC)] Agreed, but I certainly think it is the 
responsibility of the M.lseum and its staff to prevail opon 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 wha-e we 
are weak in exchange for articlef'=~y be particularly ,.. 
strong and which may be superfluous. 

32. [Section 6 (10)) I ram for the outside appraisal, but I would 
I ike to get some idea as , to the approximate annual cost that this 

_ might reach. 

33. [Section 6 (lE)) I think the contemporary fund has done 
a great deal to help the detente among the older, more conservative 
die hards and the younger, progressive iconoclasts. I would like 
to see it continued and gradually increased. • 

34. [Section 6 (1F)) I would like to ·see a decision made betwNn . 
"contemporary" and "now". I am all for more acquisitions of 
art styles of the 20th century but not necessarily the latest fad 
of the moment. I am not sure whether the distinction should be 
In _time or In content but perhaps Sherman could deftn• this 

I I . 
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a little clearer for us. What I would like to see in the Museum 
is more acquistion of obiets d'art that will be significant when 
viewed from those in the 21st century based on the best iudgment 
ot' our conservative, progressive staff. 

35. [Section 7) I would like to have the Board restate their 
general approval of the completion of the arrange~nt of galleries. 

36. [Section 7 (2)) Agreed. 

37. [Section 7 (3)) I am all for providing" tastefully1 more art 
history information. In addition 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 explanation 
of "the times" of the era, the politics, the wars, the economics, 
the ·philosophy. 

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

39. [Section 8 (2)) I agree that '1k. Henning be assigned the 
fi Im programs. 

40. [Section 8 (3)) I would l_ike to see not only careful evaluation 
and fol lowup reports of t~e East Cleveland proiect, but, in addition, 
regular progress reports to the Education Committee and through it 
to the Board. 

41. [Section 8 (4)) A continuing ·program for teaching teachen 
is vital. I believe that we should try to get more teachers 
assigned to the Museum the way the Cleveland Public Schools 
has done for so many years. I would like to see more good 
volunteers trained for docent purposes. 

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

43. [Section 8 (6)) I agree but would like a sharper definition of 
"mature popular understanding". 

44. [Section 8 (7)) Agree. •' 

45. (Section 8 (8)) Agree. 

---- ---- - ----- . --·- - -
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46. [Section 8 (9)) I, 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 admi~istration 
between the curators and the Education Department. 

47. [Section 8 (10 & 11 )] I agree generally with your suggestions 
but think these matters should be deferred unti I the new Director 
o} Education is recruited and appointed. I agree, however, 
that t~ Education Committee of the Board should enact investigations 
but that "actlor:- should be deferred until the Education Director 
arrives on the scene . 

48. (Section 9 (1)) I concur in your comment that willing memben 
need more help, inducement and guidance in becoming actively 
involved. 

/'IL~ ..5 
49. [Section 9 (lA)] The creation of a tJ.eans Committee to 
help in fund raising efforts with a preliminary informational 
program is an excellent suggestion. My experience has taught 
me that nothing can kill the spirit of a recruit 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 organiza~~ aqd~ls functions. I would hope that this Committee 
cou Id be given mafci"~ emphciii s on the ~seum so that the desire 
to raise money would spring both enthusiastically and naturally 
from each inspired member. Such a Committee might be a 
great recruiting ground for new Trustees. 

50. [Section 9 (1B)] I am getting around to the feeling that 
it probably might be better to leave the Junior Counci I 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 I think it would be easier and more effective 
than "broadening" the Junior Council. 

51. (Section 9 (lC)] Good idea. 

52. [Section 9 (10)) Good idea. 

53. [Section 9 (lE)] Good idea~ 

54. [Section 9 (lF) ) This good idea should be worked on 
immediately and maybe the "stipulation" could be a higher 
membership category. • 

55. [Section 9 (lG)] Good Idea. 

-· - - , -··- -·- -----
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56. [Section 10 (1)) I got the feeling that each curator was 
given considerable flexibility in the relative amounts of teaching, 
administrative,scholarship division of duties. I 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. 
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. 

I cannot comment on iust how available the curators should be 
to local collectors, but I can see that in some cases there should 
b~ some sort of a cut•off as to iust how much collecting would 
make on individual a "collector". 

57. • [Section 10 (2)) It doesn't seem fair to split • the teaching 
burden unevenly amoung curators and as you indicate he who teaches 
more does not have the same time for other duties. 

58. [Section 10 (3)) I agree. 
.,,.,,...r-

59. [Section 10 (4)) I agree that t.be curators _.s~uld have the 
same amount of leave and fringe benefits <if'M[~"f or competitors. 
I don't believe, however, that we should go overboard. 

60. [Section 10 (5)) I am all for each curator submitting 
an annual report, but I c~n see they would not greet this suggestion 
with much enthusi~g;·· .tr.f- did get the feeling, however, that 
the discussionsrh~ , ,c,;'l,~d with the curators did intrigue and 
to a certain extent impress them because it entailed a certain 
amount of necessary reflection on i ust what their function was. 

61. [Section 11) Agree in toto. 

62. [Section 12 (1 )] I believe there is unanimity in the necessity 
and urgency for "beefing up". The organization of a single 
Community Services Department is an essential first step 

63. (Section 12 (2)) I agree th~t one of the primary responsibilities 
of the new department would be ,, nvolvement" . I feel it is 
Important to have the Involvement be 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 agrN that an lm~tant 

I • • 

I ,. 

l -
I 

t 
' 

I • 

, 

' 



- 6 -

problem is to "sell" this idea to the staff and persuade all of the 

staff that involvement is not iust a matter for the Membership 

Dept. to be conducted in the same old dul I, routine and sedentary 

manner. This reiuvenation and sharpening up of P.R. and 

membership might have added stature, prestige and urgency i.l 

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

64. [Section 12 (3)) Agree. 

65. [Section 12 (4 )] I don't think much has been done on the 

solicitation of corporate memberships. While I am afraid 

... corporations will not produce much revenue, the effort should be 

worthwhile and the enlisting and recruitment of your proposed Men's 

Committee WO uld be one good way of getting "involvement". 

66. (Section 12 {5)] I feel that present P.R. is geared more 

to the national art world 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 iust 

exactly what "message" we want to get across in our P.R. Then1 

we should have some method of measuring the effectiveness of our 

• P.R. ~o see if the obiective is being ac~mplished. 

On the general subiect 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 becomemore active but don't know how to do it and need 

iust a bit of encouragement. 

67. [Section 13) I think much credit should be given for the 

necessary housekeeping required to provi~e the facilities for the 

staff and the public. At the same time I think we should 

give some thought to looking a bit farther than iust 5 years 

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

we do want · to avoid making certain· adiustments or compromises 

wlich, over a period, gradually become compounded unless adequate 

long range planning keeps going on continually. 

I might have a few more convnents after checking my copious 

notes, but inasmuch as I am quite late, please don't hold up . 

any grand compilation for the Ii ttle bit extra I might be able 

to add. 

Sincerely, 

vk_ 

1j 
• 

I 
j 
I 

' . 

,, 
I 

t 
I 

t 
I 
I • -

' 

,. 

I 
I . 
I . 

. . . 

---· 



• • 

J O H N S. W I LB U R 

1460 UNION COMMERCE BLOG. 

CLEVELAND,OHIO 44115 

April 18, 1973 

Dr. Daniel J. Silver 
The Temple 
University Circle & Silver Park 
Cleveland, Ohio 44106 

Dear Dan: 

e time reprieve for .our summation of the Committee's endeavors 
I have rev ed al I the written data and my notes to se • ould 
add any pertin comments. I must confess thn.1.-.---+ound myself quite 
impressed with all material that w~~v ered and especially the 
very important part tha~~u ~lnMaP'l"I 1n first submitting questions before 
each se.t>ion and then s --~i.;.....u..., the draft proposal. 

naw~er, want to take advantage o 
a on some of the remarks that I have made 

~..., \M\._~\.Jt\ 

time to enlarge 
nswers to you . 

1 . Pol icy Statement - The more I think of it, the more I 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. I would like to see such a 
policy statement even though I realize that there might be some 
difficulty in achieving una,:1imity over all phases. Even so, I 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 desirabi I ity of "examining II the possibi I ity 
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 i ust where the 
line of responsibility falls between Trustee, Director, and Staff. 

2. Organization - I have had enough experience to know that an 
organization chart does not necessarily mean that an organization wi 11 
work the way it is supposed to. It is obvious that the best results 
are not necessarily obtained from the best organized outfits. Though 



- 2 -

the results of our Museum are, to my mind, excellent, I think some 
thought should be given to its "organization 11

• I would not like to 
see a winning combination broken up, but I do feel that for future 
planning 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 iob 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 believe there are other examples,even though of 
lesser importance, throughout the Museum. Our several meetings have 
taught us a great deal about the inner workings and for the next many 
years we should probably strive to guide the Museum into more logical 
di vision of duties where we endeavor to assign the man to the iob 
rather than the iob to the man. 

3. Job Description - By this title I mean that it would be desirable -
also for the long range guidance - to distribute duties in a somewhat 
more representative 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 might be desirable to specify 
some sort of minimum amount of time or results on each phase and stil I 
leave some latitude for the aera in which he or she may have particular 
talents or interests .. 

4. Emphasis on Local Areas - We all agree on this to a certain extent, 
but I would like to see the subiect pursued and pinned down a bit 
more. I am not quite sure how we can be specific about the urgency 
and need to concentrate on the loca I scene unless we can look at it 
with local at 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 iust 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 in. Certainly 
it is obvious that, if Cleveland gradually disintegrates and slowly 
goes down the drain as a community and a place to live, the Art 
Museum will have a difficult time _attracting talented staff, exhibitions, 
donors, etc. 

I should think that it should be the policy of the Museum to do all 
in its power for the community at large. The Museum has in its 
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power to attract and cultivate all those best cultural elements in the 
community. This means not only that more corporate headquarters 
may settle more willingly in this awful climate, but that more people 
of relatively higher standards wi II 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. 

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 II force in its own right, 
can the Museum do more to attract to Cleveland such people and to 
play an important 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 generally 
by the "emphasize local versus national 11

• Some of these are: 

A. Involvement. 
B. Establishing a community relations department. 
C. Persuading Curators to cultivate and work more with local 

collectors and donors. 
D. More regional exhibits. 
E. Corporate solicitation of funds. 
F,. Co-operation with smaller museums in the area. 
G. Trying to promote avenues for attracting and taking care of the 

needs of those who work from 9:00-5:00 Monday through Friday. 
H . Formation of a Men Is Committee . 

Sincerely, 
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SEC~qN XIII - ~uilding ..!_~Q_rounds 

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

(Z) The Information Desk provides a warm and necessary we,lcome. 

( 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: 

a. Print Department - more storage and sh_elf space. 
b. Printing Department - several new pieces of equipment and space. 
c. 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 apace. The Committee 
recommends someone be hired for the spot job of reviewing and 
refiling older photo·graphy files to maintain their uaability . . 

c,)n(rf:r~ • ~ ~ 
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ay 17, 1973 

r. Paul Vignos, Jr. , M. D. 
'8 Cadogan lace 
London S '\ l .Jngland 

ar Paul: 

' e a re goln to meet some time ln June to develop 
a draft submission. Und rlined matters reor -.sent 
ne, ideas resulting fro various intervi rs and con­
versations v 1ith merrib rs of the Committee and the 
Director. You ,-.:rill see that I have added comm nts 
of various individual m mb rs. I ,.,,ould like your 
reactlons to these as ,.,ell as to ny and all ite s in 
the re ort. 

I trust you are having an xcitin and pl ~asant visit. 
I envy yon. 

DJS:mp 
.!..DCl. 

Sincerely, 

Daniel Jeremy ,3ilv r 
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May 17, 1973 

To the member• of the Plannlng and Development Committee, CMA: 

I am enclo1lng a 1econd somewhat changed, 1omewhat lnfiated draft. 

Wherever there wa1 concen■u• nothlng has been changed though 1ome wordlng 

has been sharpened. Where you suggested addition• or enundations the1e are 

indicated by name or by underlining. 

I am malling a copy of thl1 to Paul Vigno1 for his .comment• and have 
' 

revlewed the materlal with the Director. It la now tlme for the Committee 

to meet in a drafting eeeelon. I hope that everyone can be present at that 

1e•~lon and a1k yoa to· fill ln the encloaed card eo that we can find a tlme 
I • 

agreeable to all. 

I I 

Daniel Jeremy Sliver 
I • 

I I 

I • 

J 

I • 
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-·:>~TION I - A General Frame of Reference 

The CMA is a general art museum whose primary purpose is to acquire, 
preserve, display, study and explain objects which fall into the category ol 

f 
I . . . 
' 

• 

' ' • 
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fine arts in order to preserve these for posterity, encourage awareneaa ol .. 
artistic merit, provide understanding or the accompllahmenta or the past ·.? ... . ·. , 

• • I , 

and stimulate an awareness of artiatic quality and ol the importance. of beauty , • •. -:; 
ln man'• life and environment. • •• ,. ~. - •• • 

I ' • 

, . 
The CMA ia not a:n agency or social change though, obviously, lt must .. 

' • I . . . 
evaluate and respond to new poaaibilltlea and form• of artlatlc expreaalon la 

' • 

. ·. . . 

modern society. 
. ' . . .. 

The CMA la a regional Museum and baa . a responsibility not only to be :•:· ·: ; ··.· 
part of the ongoing national art enterprise, but to brlng to thl• area ublblt• • · .1. ;· .··:· .-. . 
and vlewpolnt• for th' .~eneflt ol tho•• wbo camiot or ·do~fot travel. • , • .. . .-: . -·-
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SECTION II - The Museum Extra-mural Relationships 

(1) The CMA enjoys a fine reputation in the art and museum worlds. Tho111li • 

a _regional museum our major exhibits are reviewed extensively in the national 

press ~,hich ''pays off, " par·ticularly in terms or our ability to hlre flr■t rate 

personnel deapite the disadvantage or being ln Cleveland whlch l• otberwl•• not· 

an art center. 

• 

. . 

(2) The CMA maintains this natlonal atat111 ln lour way•: 

• 

a. • The· reputation of our staCf 

b. The level and quality of ~cquiaitiona and the dlaplay and preaenta• 

tlon of the collection. 

c. The . significance of major exhibitions. . . 

• d. The quality of academic publlcationa. both in term■ of department. 

catalogues and the Bulletin. 

Nothing should be done to jeopardize our standing in theae 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 mean1 

' . 

. . . . . 
,I 

, ·, . 

.... . • 

• 

. . -
of inte_rnal com~unication with our membership. It is eminently successful in -- -

the first instance but impressive rather than informative to our membership. 

It would . seem desirable to separate these two functions and to have the Bulletln • • • 

a paid circulation 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 etc. ) Our own experience as well as talks with members have made 

it clea .r that the present -Bullet~ needs to be supplemented by another vehicle, 

pos~ibly a quarterly, designed especially for our membership and the non­

professional with information on exhibits, acquisition~ and the permanent col­

lection. !_f_this chan~_!!,_!.ccept~d we feel that th!_ Director sh~ld api:?Eint an 

edit2.r..£or t~~~"!...,P_u_bjl£ation with a ch!_!:_~!>-~.!k with the Membe!:!E_~ De­

partment and an adviso~ c2~mitte..!.from the B2.!_rd. A .!!!lle!.e of the new 

2zublication and cost figures for bot~~e Bui!_!~ and the ~"! publication should 

be submitted to the Board before regular publication ia begun._ 

(4} We remain the nation'• only major fre_e acce•• m111emn - a tn.ditlon 

oi which we are rl1btly pro11d and wblcb tbl• Commltt•• f••l• l• worth maln•· • 
• I • ' • • 

talnlng. . .. 
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( 5) We have begun to charge for special exhibitions. It ia not clear whetheJt 
• • 

these charges significantly reduce attendance nor is it clear whether free en-
tra~cc to exhibits is a meaningful inducement to membership. These queatlon■ 
should be studied. Pending such a study and in view of the increased c~•t of 
these exhibits it would seem advisable to continue the admlaalon charge for 
special exhibits. 

.. .. . 
(6) The Museum's national reputation has not translated itself into either 

• . . 

• 

a ra~ica i i.nc ·rcasc in membership or in attendance. Museum membership nationaJ~ 
ly is rc1-narkahly low and attendance in Cleveland cannot be expected to match the 
figures of the great mcgalopolitan tourist centers; however, it is 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 iocal public relations and bustle. We recognize that public relations and 
pron1otional con side rations must never over- ride artistic or scholarly require­
ments, r.cvc rthclcss it would seem that the vibrancy of·a museum _1iee in a ere- • 
•a·ti ve ten sio~ between traditional functions · and community interests. With th••• 
considerations the Committe~ 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 m11seums, develop local promotions, suggest approaches to varioua lo• 
cal groups and present to the Board an annual inventory or 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 p~~--~~}lt -,£fort to find corporate sponsor·s for major exhibit• be .. • 

' 

encouraged. An &ggr-eflei'+'e ·program oriented toward the business community · ' .. , • 
.• should be mounted under the new Community Relation• Department. 

c. Our Museum is open at times convenient to students, the retired, . 
to_urists and non-professional women ~nd presents many or its most attractive 
programs during time when the "gainfully employed" cannot take advantage of 
them. A fir.st responsibility of the Community Service Department should be 
to explore new relationships betw~en the actively employed and the Muaeum. 
As a firat st~p. ln thi• direction the M11aemn ahowd be open to tbe p11blic· on ibe 
four newly proclaimed Monday national bollday■ and enlar1• lt• Wedneaday •••• 
nlng and S11nday aft~rnoon pro1rammLn1. • • , . . ' f 
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d. T 1c exhibition progra1n of the Museum is properly conceived in term• 

of our cont1·ibulion lo art scholarship. It is assumed that what has been done 

clscwht!t·c is generally _not worth doing again. Yet many members are new each 
year to the arl world. Others cannot travel. The_ Committee feels that as a 

regional n1uscum we have a responsibility to present certain exhibits even though 

they have been mounted elsewhere and at another ti.me. The Director di.sagreeas , 
.. • -------------· .. -,,... 

"I-Icrc I am inclined to disagree rather strongly on the grounds that_ the safety 

~f the works of art comes before ·their availability for· other than meaning~~i ex-
. . . . . . . .. •4 

hibitions. If all regional museums presente~ exhibitions ~hat would be e~cltlng 
. . . . . . . . 

to their c•lientcle, damage would increase, insurance premiu~.• .~O!Jld go up 
. . -.,,,. 

and the reluctance oC museums to lend would increaee as well. There i• no real . .. . . 

j~srtfication for shows such as the Renoir Exbibltion ln Chicago or other alm\-

lar to it. " 
• 

e·. Possibilities exist for an i.nc reased number or exhibitions involving con-, 

temporary architecture, planning and useful arts. The Contempor~ry A rta .Cu- . 

rator should have a major assignment to mount a goodly number or smaller acale 

exhibits within his field. Whenever possible· small new grouping• or our collec• _ 

tion with a particular fresh perspective should be offered: 

(7) As the major regional museum regular contact should be kept by the 

Community Relations Department with local art muaeum• (Akron, Canton, 

Toledo, Erie) and university art centers (K~nt, Oberlin) we ahould allow them 

• to call on both our educational and curatorial ataft to broaden thelr ■cope and to 

draw thelr people to our program• an~ exhiblta. 

(8) Our poalti.ve attitude toward■ major exhlblt• and lmportant ■cholarly 

dl■play■ and oar re■pon•lb111ty to find money for -~•.•• l• ladle•~•• la Sectloa Y ,V, 
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(1) CMA practice generally conforms to the Association of Art Museum 
Directors, Professional Practices In Art Museums (1971) and should. - •• ---_____________ ...., ___ _,_..., ____________ __ 

• I • 

( 2) Mcn1be rs of this Committee have reported generally similar experience . . 
of coming orlto the Board and being thrown into meetings without the slighteat 
back-ground. We recommend that an informal orientation program for new -- -
Board 1nembers including introduction to the important members of the staff 
be devised and. implemented by the Director. lndeeq._j!_mlg.\lt b~ __ advisable 

bi-~~nu~lly f~r th~ Di~ector to· o_ff':_r a reori~ntat~on progr8lm t~ those Boar~. . . • • 
members who w9uld w1sh to come. It' a hard for the Board to keep the full picture ,· 
- - · . . 

. _of Museum staff and program .in mind as we deal with individual problems. 

( 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 eniargement of our facilities and the multiplication of programs· suggest■ that 
the CMA might appropriately consider creating the position or Administrative 
Assistant to the Director. Thia staff .person might be the eame person ae the 
Community Se-rvices person, responsible dlrectly to the Director with functional 

responsibility i.n ~ajor non-art areas: . membership, public relatlona, comm11nl• 
ty relations, house and g rou~d•, supplies, restaurant, Book Shop, printing, 
volunteers etc. 

(4) The Director as~ed 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 tune; . 
It would be unwise this early to suggest this possibility to anyone on our staff ' 

• t 

and we are not such prophets as to know what particu~ skills will be needed • . • 
when the Director attains retirement age. ,{J~hn _Wil feels we should add a 
statement on temporary responsibility in ~i&• of the Director's disability: · . •• • 
"I agree that the 5-year limitation does not get us into the realm of Sherman'• 
successor, but I do think that in _every organization, regardless of its type or 
purpose 11 one of the most important responsibilitles of Directors, Trustees . 
and Management is to provide for orderly succession. My own company ha& 
been hit lately with a rash or retirements, quite and deat~a in certain depart­
ments and we are indeed thankful that we have had ~ careful policy of "back 
up. " What I am saying is that we should provide and make clear the present 
line or succession in case Sherman should become 1lck for a period of time 
and to go on figuring out who wollld be the eucce11or to the 111cce•1or at 
least on a temporary ~aaia. ") ' 

(5) Paul Vigno• feel• that we •bow.d lnclad• the lollowlq aboat the ~•rd 
and lt1 1tructur, and f\anctlont • . ' 

• 

. . 

•• 

. 
• 

. . 
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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 estab­
lished for the entire year i.e. ,. third Thursday at 4:00 P. M . 

. . 

"The present practice of calling meetings on short notice and widely vary• 
ing days of the week and times of day should be discontinued as .... lncompatible· 
with optimal .trustee participation. Meetings scheduled well in advance allow . 
trustees to plan their calendar around this date and would ensure ability to attend 
by membt:;_rs with other obligations. 

"Meetings should be held at frequent enough intervals so that the agenda 
will be of limited scope allowing more than pro forma discussion of important • 
agenda items. (Decision on items for agenda might be .made by the Executive 
Committee.) The serious financi_al, adminis"trative and planning function of 
the Board is not well served by the crowded agenda resulting from infrequent 
meetings . 

• 
"Matters of simple ratification should be handled, where possible, by com­

mittees and only final approval needs to be given b-y Board. An example, would • 
be approval or disapproval of art loans to other museums. 

"Sub-committees of the Board should also have a minimum number of meet­
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. 

"The committees form an important link with the ·staff of the Museum and 
the efficient responsible coor~ination of essential Museum functions. Regular 
meetings with appropriate st~ff personnel would provide monitoring of Mu-
s·eum programs, supply feed-b1',ck conc_erning community reaction• and glv~ .. 
t•nglble ~vi<t~nc;~ _o_f ~~~ ~~q.-~e.e.s. ~~t.e.z:e.s.t . ~~ M~~~~~ ~~~(~.p~rformance. Thie 
should be an ald to morale and trustee-staff relatlonahlpa. "I . 
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SECTION IV - li4unds __ ......,_ _______ ......... ___ _ 

('l) The attached cornpa rieon of income and expenses estimated on the baala 

of a 5~~ increase in income and a 6% increase in costs euggeate that the CMA 

faces !!~ 1najor ope rational budget crisis over the next five years - provided 

the Huntington and Kelley Fund•.are con•idered as income and time• remaln 
rel;1tively ac, they are. 

• 
• 

. 
1971 E3tim1tcd Incomo 

Est irr.'l t,ocl 
Inco,oo 
O 51, 

. Endowncnt, Truot,o Md Other $2, )5J,:U,J.09 
John HuntinGton Art. & Polyt.coMio 1,192,700.00 

, , 

• 

• 

. . 

.. ...:..Ho~•o~ .. ~•+.l!l ~ .1~t.ion," tr- • 7.5,~(]00•00 . 
1973 ; . .. . • . . • , . • •: • ~J.6:m, 9li 3.09 $), 319, eoo.oo , • jl)l, 104.9a 

• • = . . . , . _. : • .., 1 n. 1 , o,. 7. on . -~- 1 9?, 1 r.n . oq . 
;1974 I • •·. . •• ,. ·i 3,001,990.09 3,510,900.00 26)1002.09 

1 
• , • . • , . 

91 
1901 099.QQ _, 2] 1..J_).?.00 t., • I 

1975 . • ; 3,992,009.09 3,730,127.00 ~ 261,f62.0?1 
• ' • : • 199,601,.00 _ 22J1 000.00 

1976 

1977 

1978 

1979 
• 

i~eo 
• • . ~ . 

~-

' 
' ' 

• 
t 

• • •• • 
• • • 
• • 4 . 

• 

• 
• • • • 

• • 

• • • 

• • 
• 

• . 
•. . • .. 

• • •• • •• 
• • • • • 

• 
• • • .. . • 

. . • 

• t • . I , • 

•• 
. . . . . ' 

• • . : ... • • . . . . . : . . . . • 
• 

••• 

• • 
• • • • 

• . • 

• • 
2J7,7S8.09 

. ' 
•210, 107 .09 

I 

• 
~ 

178,701.09 
" • 4 

143,210.0~ 

• 103,21a.09 • 
• 

.. • ~a .. ~21. .p2 .. , 
.... --...._. ' 

. 
• i1,777,727e70 ~-----· 

(2 1 The Committee agrees that .the rate or repayment of our internal debt, 

(Building Fund) !>e set -annually afte.! the Finance Committee has decided the level . 

of income needed to support operations, thus in effect the total Huntington income 

should be shown on our Balance Sheet. Since our capital la invested for growth, • · • 

it is ~a:p.possible for the CMA to increa•e by investment decision its opera-

tional income. When and if that -is necessary la a decl•i~n for the Finance Com• 

rnittae. However, we would recommend to th~ Finance Committee that the 

annual budget eubmleeion be prepared not only wltb a view to holding the line on 

coata, but with the view of lncrea•lng Lncome by 1ncome manasement, lncreaae 

ln due• or bllll~1• fo~ repayment ol ••~le•• ••·to mM, •••••••IY eapeadltana •. 

• 

• ' 

. . . 
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In inflat ionary times fixed costs (supplies, lnsurance, social security) rise rapid• 
ly and the temptation is to freeze 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 avail­

able. These can be expected to increase at a similar 5% compounded rate; but 
. , 

the simple f.tct is that these monies are buying less ~nd leas a~t. • 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 da?9er 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 ~n local col• 
lections and donations. This suggests that curators must be aware of and avail- . 

able to local collectors and helpful to them. However, the staff must be mindfal . . ____________ ,_,_ ________ _ 
of th~ossibility_!hat they are simply being_used 

1
by those who want tO_!Jlake a .. : . 

teeculativ~rofit in the art market. Advice should be scholarly and,~ot primadlf 
.financial and no staff eerson shall accept fees for erofe,sional advice in hie 

specialty to individual collectors without special ar,rangements ~lth Board. Oar ... 

record of local collections should be kept as c~rrent as poaslble and local col~ 

• lector' s exhibits encouraged. 

. . 

·c. As custodians of semi-public. funds we must discourage the present cut• · 

throat market insofar as it involves our bidding against other museums oper- . 

ating with similar monies. It wo,uld seem approprlate for the CMA to seek out 

and maintaln liason with other museums to reduce counter-productive bidding. ' 

( 4) A major responsibility of the Director's office, possibly through hl• . • 

.A_dministrative Assistant, shall be the search for "no-strings" Federal, State, 

Foundatlon and Corporatlon grants for speclal projects (education, publishing, 

exhlbltlona etc,) An annual report of thia effort together wlth a ll'at' of contact~ 

made and a de•crlptlon of plan• for the new year •ho11ld be made to· the Board~ 1 

• I 
• l 
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'Sl-~CTIC") N V - i~inances ____________ __, _ __. ____ ...,,. ____ ~----
\ 

This Committee's charge was to look for trends and suggest prlorltlea, not 
to review the budget. In that light the followlng auggeetlon• are made: 

On the income side: ---------
'I 

(1) Since th~ cost ·or maintaining an annual member i~ approximately the coat · 
of basic membership more attention should be given to ralalng our member• lnto 
the highe~ categories of membership. 

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

( 3) The Committee cannot accept that the Sales Deak should be a loa's item 
.' (currently $40, 000). Two alter~ativea emerge: either it be disbanded and our 
own publications and gallery guides be made available at the Information Deak 
_2.!: it be turn·ed over largely to volunteers. Most of the deflcit la 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, a■ 
a normal budgeting practice unsold inventory should be carried at no more than 
SO% or face value in the annual ,audit. ( Paul Vignoa add a: 

• • 
. . . 

' .• 

, • . . 

"Another alternative is to give some responsibility and lncentlve to the 
staff member in charge of Sales Desk to auggeet· viable initiatives in stocking 

. books, exhibition of books a~d promotion. Hae the Salee Deak head'• opinion 
ever been solicited re means to improve profit position?" 

t . • 

John Wilbur adds: "I am all for "volunteers" even though I am familiar wltb - • • . .. 
Sherman I 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 waiting in the aisles to get a . -
• chance to work for the Museum and none of the volunteers would dare be "un- · 

reliable" in manning i_nformation desks, sales desks as well aa other selected 
areas in the Museum. On the matter o'f volunteers it migh_t be helpful if there • 
was some useful entertaining or educational diversion provlded for volunteer■ 
when there is .no "action" in their respective departmente. It could be quite ··- ·-

. dreary manning a sales desk during times when n.obody even want■ to "look aroand. " .: . . . 

(4) No coat accounting has been made by the CMA of the jolnt CMA-CWRU • ..... 
program. The Committee believe• ■uch an audlt la lm eratlve an al.iJie 
Flnance Committee ■ho revlew a 1 coat ••pe.ct• of oar &1nement• wltb CWRU • 

.. 
• .. .. 

' . . . :' 

---• I 
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John \Vi lhnr adds: "An audi~ of the CMA-CWRU program certainly should be made. This whole ::;ctup has seemed much too fuzzy to me. Even though we are a blt 
n1orc solvent than CWRU, the principle that we should only stand our fair share 
is, to inc, in,porlant. I>crhaps we could "loan" some money to CWRU ln the way• of bca ring ext 1·a costs, but we sho~ld at least know exactly where we •tand. 11 

I I .. 

• 

• 

. -. 
. . 

(1) Salaries must be kept competitive and capable or suatalnlng decency. 

(Z) The Library will require a larger than 6% annual incre~ae in its pur­chase budget to keep abreast of the incredible inflation in book coats. The c ·om­
mittec recommends that this line of the library' a budget receive, when neceaaary, special consideration, but that the Librarian be charged with working out area■ or collection with the other major libraries .e, ••• I I... • r-. , 

. 
• I 

, a. All but $22, 000 or the Library's budget of $224, 000 ia apenf on salarie■. The Librarian estimates that up to 600/o o! the time of the five desk people involve• a service to CWRU, a service for which the CMA receives no reimburaement. 
After the Finance Committee baa reviewed the above project we would recommend I I 

that CWRU be aaked to defray the coat of at lea■t one de■k llb,arlan. 

\ 
' 

~- The '~olicy of subventing salaries with half price lunches for staff re-
mains acceptable, but not the discovered underpricing of many items sold to 
the public. Giv~~-- --~!t.e __ •~~X:P. i~~-~¢.~s.~_ i_~_JQ.o~--~9sts the .. Committee .r~commenda a quarterly review of charge~ _by the Food Departmen~ __ and M~.•- .. Grol!sman . ..,___·----···· -···· · .. . • -- . • (Jolrti Denysey would add: "A~general_practlce _bids shou.!!i_ be ~~q_u~~~d ~rom iJ!_q~endent outaid~ cater~~•-.at . .l~a1t.every __ t_w.Q_y~~-i;-~_and that we ahould reduce o~_r_costs by fifty--thousand .dollar•. by .. reducing menu ■el~ctioiie· ·•n·d ·purchaain1 • • • • • . • .. . - • • •· - •• .. - .. • -••·· • I chea-pe r food a. '.' . • •• • ' . • . 

• 

. . . 

. .. 

. . . . 

• . -.. .. 

. .. 
• • • • 

( 3) A half-hearted fiction is maintained by the Art Education Department 
th~t school· systems contribute for our do~e~t service. The Committee feels 
that the Curator of Educatio~ should be responsible for an approach to public and private school syst.ems for payments towards services rendered. Since ----

. . . . 

!_h_~r-=..!!. the possib_i_ill_y_that.l!!_e school systems will not ot cannot pay lt would. .. ·• .!!:em advisable t~at a r~ort be made to the Education Committee and the Board within a_y,:~r on the success or theae effort• and the rationale for the CMA'• aaaumlng the full coat of tbla prosram. • 

I I 

., 
• I 

• ... 

. ' :, . ~ ' : : . . . 
. . 
I • 

• I• 

. ' 
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( 4i A recurring special exhibitions deficit must be faced; but the answer 
" 'ould sccn1 to lie in developing new forms of corporate and private support, 
~ in cutting back on exhibitions. (Paul Vignos adds: "Feel verr ,strongly that 
long t~m pl~ning be set up for major .!:!1.i_mi~~exhibits over a two to three 
year cycle. This should be reviewed by appropriate committee of Board with 
Director and, responsible staff. This would allow staff members sufficient lead 
time to plan significant shows and equitably divlde this responsibility. Perhapai~ . . 
coordinator of exhibits could do much of routine ataf! work to relieve curator• . . 
of time consuming and wasteful paper work. " The Dlrector bellevea that thl ■ 
area is a ·staff function. 

. . . 
( 5) The Membership Department expenses run at abo~t $40, 000 ag·ainat 

membership income of $189,000 not including coat of Bulletin (about $47,000) 
non-payment of entrance fees, book discounts, printings for special exhibition■, 
calendars. The Membership Department produced 1400 new enrollee ■ last 
year ($21, 000). Net inco'1le per· member la eatimated at '$2. Thl• low-net 
could be helped by: 

a. A charge for each subscription to the Bulletin. 
·, . . . . . . . . . . . . 

• 

... . 

b. A program to upgrade membership catego~y . . The Cqmmittee was shocked 
!.o discover that no staff pe raon has specific reaponalbillty in this area. 

c. • Raising the base coat of membership. 

d. Increasing numbers - a target figure of 101 000 by 1975-~ is not unwar-
ranted . 

• . 
e. The Membership Department not actlng as a ·secretarial pool for 

volunteers, Junior Council etc. 

. . . . . . • • # • • • • • • • . . 
. . . ~- - . ,P,ri~g~ng aom~ administrative efficie,!l~Y into the back office operatlpn■• 

There seem to be too many lists, form• to type etc. • • 
I 

-- -
-. 

. . 

\ • 

. . 

• 
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SEC_'!:,!QN VI - Acguisition_! 

Because of recent events in the museum world we deem Lt advlsable to 
restate the CMA 's policy for th!,' acquisi"tion and de-acqulaltlon of objects.' 

a. As a general museum our purpose is to acquire objects of the hlgheat 
artistic merit regardless of their provenance, but wlth an obvious concern that 
our accessions retain a reasonable balance in our collection between major area• 
of artistic culture. (Several members added that lt would be useful lf the Ac- ... 
cessions <;:ommittee were giv.en a gene·ral, statement of the atrengthe and gapa 
in OU r collection. ) ' 

b. Given the rislng 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. 
De.spite the temptation to purchase choice items it remain• our policy to limit 
acquisitions to fund.a now in hand or in certain prospect, l. e. within three to 
six months. 

c. As in the past once an object is accepted by the Museum the stipulated 
wishes of a ·donor as well as wishes expressed verhally to the Museum shall be 
scrupulously honored in the matter of maintenance and disposition of objects. 
(John Wilbur adds: "Ag reed, but I certainly :think it is the responsibility of the · 

' . 

• 

Mus~um and its ·staff to prevail upon donors, · tactfully, of course, to give the 1· 

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 we.ak ln exchange for articles, makes ln whlcli we may be particularly 
strong and which may be superfluous. ") . (The Director believe• that trading 
should be done only within a field. - .. 

d. In the matter of the sale or barter of objects from our collection it 
ls our current policy that permission m~st be obtained from both the Acquisition• 
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 appTaisal before the matter is presented to the Board. This provision· 
_is . d~~ign_ed_ to prote~t _th~ . r~putation _of our _s_taf( . . Jim.OeD)p~~y .d.is~g~e~s: . ... 
~All <?biects in e-?'cess of five thousand dollars shoul~ be sold at public a~ctio~. ") . 

e. The Committe~ does not believe that the ·present practice of giving to 
the Contemporary Arte Department an annual grant for purchase· wlthout ref- .. • 
erence to Accession• Committee approval should become a pennanent Mu-

• • • ' ' • I • I • • • 
sewn procedure. ( The Olrector dlaagreea: ''I think the policy •hoal(t be ex-

' I • I I I I I I . ; t • 

tended for at leaat fi~• y~~r•")' .~ •• ~o~• J~~ Wllba~_• 1) 1, •. , . .. , :, ,\· • • • 

l . I I I I 'I I I I I I 

' 
t I . • . , '· • , . ' . ' I ' I : t 

' . • '! . I I . . • I ' . • I ' • I ' ' I I I• ' . 1 1 • . ' , . 
I , I I I I ' . I I I . I I I • I I •, j I I 

f I I : I t • • I . , ... I ' .. t . t I ' I 

I ' 
I . I , , 

I• .. ' 
I I I I . I I I 11 . .. I I • ' . 

' I 
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f. Gene rally we believe that the Accessions Committee and the staff 

should _be encouraged to move more energetically in the modern field. ( Paw 

Vig nos adds: "Decision on this should be baaed on thorottg!t survey or past 

• 

c:>epe ricncc with contemporary acquisitions i. e. , cost and beat estimate of CIII'• .. 

rent value. What is our track -record with · contemporary acquieltione? "J --

g. Efforts should be made to enlarge our photography col.lectlon. 
' 

h. As an administrative practice and in view ol our hopes for donation• 

fro1n local collectors it might be advisable to indicate when works of art on 

• • temporary ex~ibit are available for purchase. ( Clara Rankin adds: "Perhaps 
me~bera could be advised ·via publication or other means that lnquirie• could 

be made re availability of exhibited works. Would not llke to ■ee ■ale■ 10 band 
in hand with exhibiting like a comma rclal enterprise. ") • . 

i. (A paragraph ia JI ■ , requlred •bout 011.r comp1lance wltb "Import of 
Art Treasure•!' reg11latlon1. .·. . •• 

• I 
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(1) The next five years will see the completion of the chronological ar- . 
rangcn,cnt of galleries. The Board has acted on the first phaae of thia program .· 
and the Co1nmittec happily restates our general approval or it_. (Paul Vlgnos adda1 : 

. .. 
' 'This 1s fait accompli now. There should have been a comprehenslv~ dls-

cussion by Board. This subject points up need for more adequate tlme at Board ' . meetings for thorough discussion of such serious pollcy declslona. 

• ... • What is· the schedule, if any, for publication of gallery guldes? Do we have • 
schedule of prospective completion dates for publications, are we on schedule?") 

., 

. . 

( 2) Concurrently with the gallery ·rearrangement special attention ·should 
be paid to more comprehensive labeling of permanent exhlbits and the com-

. . . 
•• pletion of the publication of all gallery guide a. .• 

( 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
sp~nse. At the same time it is a function of a museum to increase the level • 

• • 

. . 

of art appreciation and literacy among its vlsit~ra. The_ Commtttee feela mo·n , _. 

• .. 

. . 

art history information be put on our label• and that_ these could b~ changed . . ,, ..... 
from time to time. Comparatlve materials -also might occa1lonally be juxta~ : · •. • - •• 
posed .• ( Paul Vign~s adds: . • : • • · . . : • . . 

11We are doing relativel~:fibOut this. .AHumi,tion aeema to ·be that moat 
Museum ·goers have Ph.D. ln Art History, and it would be intellectually in­
sulting to give them too much information. Definite plane re implementatlo~ 
are needed. " 

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 
unsk_illed to appreciate the content•· of the Mu■eum if eome thought could. be, . 
given to more explanation of "the tlmes" of the era, the polltlc•, the war•, the 
economlcs, the philosophy . . 

Clara Rankin add a: "How IJlUch are video-tape a. uaed? They •~ouJd ••rve 
this purpose well also. ") . . .. 

~ i 
' • • ' • • t ' I l ( 4) In 'the area. ~fpreserv~tion,ther~ wiJl ~e ,inc~~•~l~g ,difficulty_ o( ff'.l&Ln·- · 

. . . 

• I . . . 

. . . ' . ' • 
I • - . . .... 

• I • • 

i • • . 

• ' . .. • ' 
. . ' . 

taining our collect.lon ~t lte pr~per.leve~. O,ar ~reaervatlo~ _Depa~en~ ex-, •. 
preased aatlara·ctlon wl~~- ~t~ ~ocatlon ·b11~. th•~~ .l•. an oltylOD• .~.•ed ,for ~11~_lfi•~ .· • 
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,• personnel. The Director looks to the Tntermuseum l;lb ~rogram to help. Tha• •• • 

this group commands our support. In terms or work load and continalty it 

,vould seem desirable that a succeeaor to the conservator or paln'tln1 abOll~d be , .• • .• . 

hired soon in view or the incumbent'• lmmlnent retirement. 
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( 1) Since the a rt education and cxtens ion exhibits are responsible for the 
Mt1st~un, 1 s pnbl ic education th rust it would seem wise that thee~ two department• 
be ach~inist r~.!:_ivcly rc~nitcd u~dcr the Curator or Educ.!.!,~n and that the Ed­
ucalio1~-~rnittcc oJ the_.!303:..~ssume a visiting committee role over the 
~~=_E.X:og !.~ .-, 

{ 2) A major responsibility of the Curator of Education shall be to develop 
a \vorlh~~ile adult education program of the highest quality. The program or 
gallery talks and daily talks during special exhibitions is commended, but n~t 
eno~gh 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 is mandated to prepare an annual report 
to Board outlining proposed new activities aimed a~ increasing its role with our 
adult community and relating its budge~ary request to thla new balance of ■ervlc••• 

• 

. . 

• 

. . . 
.. 

( 31 Chance rather than administrative logic has led to the inclusion of the 
movie program under Art Education. Since our film program■ are presented••- - --. exhibits of an art forn:i . rather than as illustrations of art hiatory lecture■ lt l• 
recommended that this program be specifically a■ algned to Mr. Henning and 

• these figures eliminated from Art Ed. reports. · • 

.(4) The Committee applauds ~he East Cleveland project, but ■ugge■ta that ·: ···~. 
careful evaluation and follow-up reports be made t~ judge it ■ lmp~ct. ·:. . . 

. . . , 

(5) As a general principle the Committee prefers that thla department 
concentrate on teaching teachers rathe~ than taking indivldual classes through 
the Museum though it recognizes the con~inuing need for some class teaching . 
However, it aJso recognized that the hiring of staff for docent purposes re-
duces ·the possibility or hiring staff with special skill• in audio-vlsual tech- ·. ' - -· -. . . . niques, TV and recording, writing etc. functions which have a multiplier eff~ct. • 

(6) The gallery guides are: useful and the aeries ahould be _complet~d. Tb• 
moklng of talking tapes o,,Jmajor special e?Chlblt~· aa w~ll a■ on major c~lle~- ,. 
tior,s of CMA is encouraged as are the writing ot: othe.r 11aef11l pamphlet■ ~or 
ma.ture popular understanding. 

1 
_. , •• 

" • 
• I , . . {7) Tne ·poasibility of a .joint CMA-CIA ,Board of .Education program of 

basic art education should be. explored both in terma of fea■ ibility and fundlna. 
.... . 

. . (8) The children's course• remain popular and an inducement to member• 
ship. The possibility or practicum course ■ for adult■ mlght be con■ ldered. 

(9) Administration or the joint JlWRU-CMA program re■t• wlth thia de~ 
I partment though the burden of_teachlng , fall• ,c;,n ,h~ c~ratora! . The Committee .. 

_feels that ~e prop!!_!~ or this aasi~ment ahould be revlewed. The Committee · 
is cagcr~hat t~A_rt Ed~ation Department be,. fr•• a, po••lble to do lta, U•k or broad adult education. . . . . , ; , . 1 ~ • • • • , , • . 1 , , , ,. . 

• I ' ; . 
. ' , . 

· , , . 

.. 
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• 
. 
• 

• • (10) ,\n appropriate cx"cnsion of both the May Show and this. department,1...,,,""'k' ~ 
School involvc1ncnt 1night be the ·bringing into the CMA the Regional Scholaatlc· 
A rt Exhibit which is now managed by Cleveland Public School atarr who have been 
on our staf(. T~1is exhibit of good quality would bring into our building tho•• 
youngsters int.he area mc;,st sensitive to our purposes. 

. . . 
(Jin1 Dempsey adds: "The May Show should occur every other year."). , •. 

I • 

Clara Rankin adds: "Should be considered ln conjurictlon with C. I. A. " 

• The. Director adds: ''I think this is ~eally more appriate for the C. I. A . 
. The regionai scholastic art exhibit is oriented to students ~oing into the pro-
fession of art. "r · • 

(11) The Extension Department has an annual budget or approximately 
-$60, 000 and a sizeable loan col~ection 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'• 
own evaluation is included as Appendix A. We recommend tha~ ~~t•--~~cument . - - - - ----- - -- - . __ .. _ .. 

. . . 

• - - I 

. . . 
' . 

• •• j • • 

be reviewed by the Education Committee and an evaluation prepared of numbera, 1 
• . • -- . .. ---- ------ ··---- · - - - - - - ---- -- --· --·---- - . .... . 

-

. .. . 

consequential results, the-,ise-and purpose of these exhi_bi~sJ __ benef'\ts t~ CMA . - . . . . . . - .. and to · art in· the broadest sense f~om __ ~_~c~_~ct~v~~ies __ toge~_er with suggestion• 
. -. •. 

of other display locations or ··methods 0£ offe_ri!)g _'5_ervi.cea._ ~ith a view to a 
major .·eview o!-ita -place·-wlth11f CMA-1aong_<:_>iJ!g p~ograma. The Weatherhead 
Foundatlon ·now- cove·rs- pa-rfc,1tlie-coat of this program ($25,000). Such sup- .. ... 
po.rt

0

ia welcome and should be lncreaaed - but we muet know that tbla pro1ram 
really doe ■ a meanlngflll . plece of work and can be' eaectl•• tbr0111bo11t the. · • • 
1970'•· , • 
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SECTION IX - Auxiliaries and Ancillaries 

{i) There are few ways for willing members to become actively involved 
with the Museum. • The Committee feels this lack keenly 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 meet with the Director and/or President. (John Wilbur adds: "My experience 
has taugh~ . me that nothing can kill the spirit of a recruit 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 so that the desire to raise money would spring both enthusiastically 
and naturally from each inspired member. Such a Committee might be a great 
recruiting ground for new Trustees. 1.1) 

b. The broadening of membership in the Junior Council so that it repre- • 
aents 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 hostesse• . 
and at the lnforr:nation Deak the Women's Committee ·should be encouraged to 
provide volunteers for ·a reorganized Sales Desk. 

• 

(Clara Rankin adds: "The .Junior Council ~ust remain ldentifl'able and not .· 
too amorpho~s. See Orchestra Women's Commit~ee. ") 

(Paul Vignos adds: "Think we should have a real ·Junior Council - below . 
age _ 40, to get more young people interested in Museum. Present Junior Councll 
members should become Women's Committee after they reach· age 40. Goal• 
for Women's and Junior Committee should be better deflned ln term• of Mu-· 
seum's f\lture needs"). 

I I 

c. The Muslcal Arts Association pays its own way·; but the Committee would 
I 

encourage the cur~torlal staff to work for cloae_r programmatic connections. 
(The Director believes , thls • prop~aal l~ n~t prac_t1c·a1. ' •~ ~ 'uld: t~l~~ ,•omet~bij 
ln the way of cover llluetra~lona for their programs would be more to the ' polnt. ") · • 
Why not occaalonal recltala ol the ~11•lc and/or c11lt11re who•• art the C~ l•. • 
exhlblting? . - ,: 

I t t I • • ~ , f I f I 4 • 1 t • 1 I ' r f t • I t , t I 1 • i \ • • , t t 1 
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d. The }-:lrint Clu.b provides useful support to our Print Department. Might 
print· exhibits not receive broader publicity in and outsid'e the Museum? Since 
alrnost eve ryonc owns a print or two it ·is the readiest way for members to re­
late in. tc rnas of objects. Might the re be an annual Prints For Collection Show? 

( Jin'l Dcn1pscy add_s: .. . ~.'Such a ~ -~int Show m'ig~t-~c.~u-~. 9.1;1 .. ~lt_e _~~ate __ yea~~ -~w.l~~---- • • a biennial May Show. " Might a Photography Club provide almilar eupport lor our fledgl_i~g __ P..~.~-t-~~raphy collectio.n?) •• ··- · --i ·· ·-·- ··· ·-- - -- --·· ~-- • ·-· ····--· • ~---· • 

c. The rncmberahip or the Contemporary Arts Society should be encouraged 
to sponsQ _r exhibits as well aa to make occasional gift• ol contemporary art to 
the CM.A . 

• r. An effort he made to have the Print Club, Music Arts Assoclaticn, Textll• 
Club and Contemporary A rte Society make membership ln the ·CMA a stlpulatlon 
of me~bc~ship . 

. fT ~-.;,\J~ P ~, . rv . .. . 
g. •Might-i~be• advisable for the Board and the Librarian tG ••;-· to create .;. 

"Friends of the CMA Lib-rary" group with a view to supplementary income for 
purchase, increased interest and use of our Library and facilities etc. l[I-· . . . .. . 

••. . • . . 

-· 

h. As a m!.!!_er of Museum eolicY:" the Museum must inalat that n:iemberahlp _:_ • ._: in af'filiate~grougs can in no way be restricted -by race or rellglon and that af• . •. ~ • • Ciliated g roupa be able to evidence in fact that thle le 10. . 1
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SECTION X - Curators 

{l) The Committee 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 a■-
signments. Availability to local groups for lectures in thelr fields and on art 
matte·rs gen~rally and their involvement in ~he suggestlon and ~ounting of ex­
hibits are important curatorial responsibilities. 

( J~hn Wilbur adds: ''I got the feeling that each curator was given conalder• ~ 
• able flexibility in the relative amounts of teaching, administrative, scholar­

ship division of duties. I believe it might help to give the curator■ a bit more 
direction and not leave it up to each curator to do more or leas as he sees fit. 
I readily admit that such a "tightening ~p" might be difficult to put into e,rect. 
immediately, but I would like to see a gradual trend started ao that in time 
more curato~s would approach their duties with aomewhat more uniformity 
and consistency. " • 

Paul Vignoa adds: "Should be asked to propose significant or interesting 
futur~ exhibition. This would give us some ldea of their lnltlative 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 basellne aurvey of curator• 
time commitments. ) 

I 

'(Z) The teaching burden (,CWRU and c·uratorial) fall• unevenly on the cu- · • 
i-ators. Some report spending up to 400/o of their .time on these function•. Care • 
"should be taken that such teac_hing assignments are not accepted at the expen•e 
of cataloguing, publication etc. 

(The Director believes: "that 400/tt is exaggerated in nearly all casea. ") • 
• I 

( 3) Photography, architecture, planning and contemporary arts and 
texti½es are areas which are familiar to and f~nctional in our· world. Respon­
sibility for them falls here and there and sometimes nowhere . . The Committee · • • 
believes that these areas (exhibits, etc.) are· properly the· reaponalbillty'of ' 
the oe·partment of'Contemporary Arts and with tbat 'anderatandi~ ln' mlnd 
believe• that the peraonnel need• of thl• depa~ent be revlewed; 

t •• ' I I I • I . I I I • 1 • • I •• ' • ·1 '. I t t f t ' I I • I · . . . 
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I 

{ 4) i·:ach curator should submit a concise annual report to the Board de- l · 
tailinA the s1atc of his catalogues, the number or objects in hie care requlrln1 i 
publication and the nun,ber published, a brier list or hls activitie• with local 1 
collectors' groups and his plans for exhibits for the !)ext 12 to 24 month•. 

(Clara Rankin adds: "Oh myl Those harried curators.") . 

John Wilbur adds: "i am all for each curator submitting an annual report, 
but I can. see they would not greet this suggestion with much enthusiasm. I 
did get th'e feeling, however, t~at the discussions your committee had with the 
curators did intrigue and _to a certain extent impress them becauee it entailed 
a certain amount of necessary reflection on just what their function wae. ") 

(6) The Curator of Ancient Art will retire during the period of the Com­
mittee's report. Hie area is vast and the needs of our J:Ollections and or our 
i).rt history teaching would make it seem desirable that a succes~or .be ap­
pointed despite the relative paucity of major new acquieitlona available in thla 

- ------ -
( 

• • • - - ... ... 4 

. . . 
I 

. . 

. .. . 
. • . 

• .. 

field. The new man might be selected from candidate• who have e~phaalsed • . .. · • 
art history as well as curatorship and be given operatlonal reaponalbillty for . .• 
the CWRU -CMA and curatorial intern program•. • • • • • ... . 

. . 
(Clara Rankln add•: . "ShermaD•• advlce and· oplnlon ·,aram011Dt. ") 
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• 

. • 

. . (1) The Cornrniltcc was impressed with the vigor_ wlth whlch the Llbrary, . 
slide and photograph programs were being coordinated under a single admlnlatra• - • 
tion and rccon1n1cnds the appointment of a deputy to the Librarian with primary 
responsibility for slides and photographs. 

• ( 2) The" present layout of the department reflects its original administra- . . . . 
tive scpa i"ation. This does not make for administrative or apace efficlency. Thla • 
fact placed side by side by inevitable space needs for shelves and stacks s11g1••t. . 
within five years some major reallocation and reorganization or apace wlthln 
our building will have to be made. The Committee recommend■ that a jolnt . 
Board-Staff planning group be organized now to: , 

.. 

, - ------- -

• 

a. Study space needs of this department over the next two decades. 
b. Provide space which will be self contalned and permit control of 

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 collectlona. 
e. Examine the possibility of reorganizlng_ apace for better ~ontrol 

and efficiency. 

. . . . 

' , f. Report their recommendations to the Board within a atlpulated perlocl 
ao this project can be begun well in advance of crl•••• . ., . . . 

I I 

(3} As matters or general policy the Committee recommends: 

a. That the purchase funds necessary to maintain the · completene•• of 
our Library aa a scholarly tool be made avallable. 

• I 

,, 
I . • • 

·---·-· 
. . . . 

b. That the practlce ~f shelving b~oka with a CWRU book .plat~ purc.haaed •. 
• I ' I • I ' I 

with CWRU Cunda not for u~e ln the join~ p~ogr~m. be _dl•~o~tln~•d. .· ; 
- .. . 

c. That the slide room rental charge be ina~talned_._ 
• I 

\ . 
I I • 

,d. Jim Dempsey would add: "That our obje~tlve be aa rapidly a• po••lbl• . 

e. 

to have one of the beat art llbrarle• ln the country. " . 
I I j I . t . . • • f ' I • I • I • • 

That.· Llbr&ry Commlttee-of tl)e ·~•ref~. appdlntect;.' .,··· · • •. •• • .. • . . 
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. 
(l) Evt~ rything the Committee has heard and felt suggests the need for a 

beefing up in this area. The suggestion of a slngle Communlty Service ■ De­
partment has al ready been made . 

. 
(2) More n1en1bers must be added and become more involved in the Museum. 

• • 
A Men's Co1hmittee, a Friends of Library Committee, further use of the Junlor • ~ 

I • 

f. 
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 c0.mparison with other museums but it's bothersome . .oz y ••• a ■ na 
/::an 11k&( i F eJJF.Pz ■,, .... ~ .. gtt·•b'~~~~ ~ _b!P._oi.~?i-tlHP tr9~:~_!!'9}JJ:Wl'!W8~. iiet . . . 

.. 

fhe Board should enco·urage courses for collectors, recf;ptions for a member : .:: : .: • 
at openi.ng&, daily major exhibition talks, evening program■ etc. To this end 
it is suggested that the Community Services Department be requlred to ■ubmlt , 
an annual report and prospectus to the Board. 

• • 

( John Wilbur: "I agree tha~ one of the primary responsibllltie8 Or the new 
dcpa rtment would be "involvement. " I feel it is important to have the involve­
ment be broadened to mo re and more .people of all types in the community -
and not be a more fanatical inbreeding of the same old groupie. I agree that an 
important proble~ is to "sell'.' this idea to the staff and persuade all of the staff 
that involvement is not just ~ matter for the Memberahlp Dept. to be conducted , 
ln the same old dull, routine and sedentary manner. Thi■ rejuvenatlon and 
sharpening up of P.R. and membership might have added stature, preatlge and 
urgency if a special committee or the Board was appointed to work on lt. 1t·) 

(3) Membership must be more deliberately solicited and an annual cam­
paign mounted with target figures ~tc. The membership reports to the Board 
should reflect not only numbers but the numbers at each category of member-
ship• translated into dollar inco~e. Some person or department must be g_~n . . 
primary responsibility for upgrading membership categories and fund raising . . , 

( 4j Little has really been done with the solicitation or corporate member• 
ships. Perhaps the program should be ·dis~ontinaed and corporati'o~• ~~ aoll~ • 
cited carefully and repeatedly for help with apecial

1 

exhibitions for which they 
I ' • • ' ' t • 

can be given special credit. The Board must cooperate in this venture. 
I 

• • ( 5) .Present public relations is geared to apeclal exhlbi.tlon1 and al_l too 
little to the ongoing services of the Museum. ·. Regu~ar per•onal contact •h~uld 
be had with the press, both city and regional. . , . . . . . . 

I ' • I • • 

( Ciara Rankin adds: ''In,rlew .of.CMA as. a c~vlc •••~t ~n att,rac~ing re,ident.• 
and viai.tora, more i.ntereatlng .expoa~re or CMA could be plupae,d, .,perhap• l~ 1 
conjunction with Unlveral~y Circ~• ~• K1lrMI brocb11~••• ,.~~•pa~~. c~l~ndaa_ etc., 
aomething more lnrormatl~• tb~ the, • .oC?l~tr. ,PJl•• J . : , . : . . . . . 
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(6) The Community Services Department should be charged with submit­
·ting to t.hc Boa rd within the year prototypes of the proposed membership di-

• rcctcd Quarterly (costs, makeup, distribution, p_ropoaale etc.) ( Clara Rankla •• 
would have us use a "better title than Community Service Dept. ") ... 

( 7) Jim Dempsey. adds: "We should make an annual appeal for funds to __... ._..,___ __ _ ,- - • • •• • . -·- ·- --- --· - ···· ... · - ·· -· - ·-- ·---- --- .. ~ot only members but also to a select g~oup ~.hoa~ .. n.~~t!~.~a~_J;,~--~"µJiecl:.rrom 
yarious sources ... in short we ahoul~ agg~!!!!IJV!JY_~~~-~-t_!-~_!l_-=.._9-~~!.!t~nd Orchestra. 

(8) Lew Williams adds: Our weakness in agresaive membership, com-
• munity relations ~nd 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 peraoa. · 
So let's cons idc r running 8 or 10 or the city• s be st P. R. people th rough an 
orientation course i. e. Bill Boyer tell Henry Hopwood hie PR V. P. to do it - . . . . . and perhaps suggest other participants. If this is a good idea i~ wo~ld take 
place after your committee has reported to the full Boar~. The town'• PR 
people might then come up with the right program and person."' 

John Wilbur adds: "I reel that present P.R. la geared more to the n~tional 
art W(?rld generally and not enough to the c°:mmunity of Cleveland. P.R. ehoald 
be geared to increasing involvement and I might suggest that consideration be ., I 

• given to outlining just exactly what "message" we want to get acroae in 011r • •• • 
P.R. Then, we should have some method of meaaurlng the' effectlvenea■ of 
our P. R. to see if the objective la being accompliahed. ' 

1 1 
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... l , On the general subject of involvement and P.R. how about~ element~ry.·· . . , · . ... 
course on "how to collect" geared to tap and harne•• lnvolvem~nt of tho•• oa . ·: •. 
tne ·fringe of involvement, . who would l~ke to· bec~me

1 
mo~~ .•~tly~ b11~ do~•t_ ·,.· \ · , • 

know how to do it and need ju•.~ a b_lt of_ enc~r•1~m~t. ~•.·) • . . • . •. ,· • '.· .. • .... 
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(l) The Committee was ~mpreased with the care and maintenance of tbe 
buildir,g. , 

(2) The, Information Deak provides a warm ·and necessary welcome. 

• ( 3; An annual review of safety p recautlone would. seem advlaable. 

( 4) The various space requirements or lndividual department• aho11ld be . 
considered: 

I 

a. 
b. 

d. 

Print Department - more storage and shelf space. 
Printing Department - several new pieces of equlpment and apace. 
Restoration Department - a humidity control ar.~a. 
Photography Department - a new 35mm camera to make elides, 
ceiling tracks for suspension lights, _equipment and apace to divlde 
color negatives, more file storage apace. 

( 5) There was general agreement that mor·e attention ehould be put on 
outside signing and a better bulletin board to •~ow vlaitora special exhibit• 
in Museum. 

• 
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. . . ' 
( 6) .Jim Dempsey adds: •·1The senior person in each de2artment should be . • ... !:!:._quired to &'!,bmit to the Board_via .the Director a ·report of his requirement• . •:: . .-

with the itemlzed coat ol each major ltem he and the Director feel m11■t be •. • 
- I pui9chaaed. . . . . • • . . •. . . . . . . , .. 

I 

• 

I 

• 

. . 

I 

'· . 

. \ . 

I . . 

. . 

:. • . ·: • I • 

.. . 
. • ' . . ; 

. . 

. • .. . . 

. . 

. . , . . 

. . .. 

. ' .. 

• I ... I tt . . 
I 

• 

•' 

\ 

' 

. ... .. 

.. 

. . . . 

... 

J I • • • 

• 

• 

I• 

. , 

. . 

t ' • 

.. 



. . 

.. 

26 

GENER.AJ.J NOTES ------------
Ji!'..!.J2~~~ry: I would also suggest C11a•1•,-•• ~agg•t the need ior a mor~ 

aggrcssiv<.! approach in the area of annual fund raisings, membership and pub• 
.• licity. Also there needs to be a continuous reappraisal or certain operation• 

such ~s printing, restaurant etc. I feel that. some or them could be cutbacked 
' out at cheaper rates. 

• 

. . 
• 

' 
•' . 

• . ... 

,, ' . . , 
' .. . . •. , . . 

, . . 
•. 

. . 

- - . . . 
• . ., . ~~a RankJ.E.:. In general I do not approve or .requiring duties of curator• 

-by fiat if,· ·as prima donnas, they function well by encouragement ln a more re• 
0
:. ·~ 

• f • • J 

laxed atmosphere. (Efficien~y requirements of manual duties are more pol• .. 
· sible perhaps). If too many deadline duties like annual report• to one board ..... .. 
(p. 15 ( 5) are required, the opportunities of failure lncreaae ln waya that have : 
lees to do with art than with efflciency. ·· 

Would it· be possible to choose a more appealing naril.e for the P.rojected 
Community Servlcea Department: ·Community Actlvltlea Dept. , Community 
Resources Dept., Public Resource• Dept., Energy Productl~n Dept. ( I) ~ all 
dreadful. 

. Suggestion to Jr. Counc'il: that all member• list their ekllle to be filed and.' 
used when needed as volunteers aa for example~ refiling f;)f photographs. 

. .. 

. ' 

I • • . ' . . .. 

Philosophically, I do feel strongly that we want to appear supportive and .. .- .. 
not critical in any destructive way to Sherman'• way of handllej :hie people. . ; ·: • ... : ·._. ·: 
We are not in daily contact with the unusual personalitlea aa ~!' and his flex- : .. • .. . . , . . . 
ibility in ways of directing them must be preserved to insure h_l• keeping ex- . -: . .' .-.. , : . 
perts who feel a certain freedom to do their best when they are not restricted .~- .• 
by an excess or accountability (e.g. the hours they report for work, mandate• 
to make time consul!ling reports to the Board etc. _ . . . , . . 

' I \ ' ' • • 

On .the ot~er hand if Sherman is asking for .our bac~~p ao that he can in : 
fact.make them more accountable then I would give it. i lsjt!ti ►• r ■ izi tu 7 • 

I • 

~Jr •i•► llt.• CArfltsi•ke•••ba .■ oa.&he=s aei11tau.a;.1'tirJ.P1ei~•• nsi 0•••1th lit•?.? . :cda-
~ -,H~i tr ijff!f!YlPpci•J•: a,.~m"Tu·iH'dar ilk:A~lO!•I. 

.:[~~Wilbur: l. Policy Stateme!!.~-- The m~re I think pf it, the more ~ 
believe could be accomplished by a careful working o~t of, a policy statem~nt 
!or the Cleveland A rt Museum. It coµld be i~· the genera~ fo.rm ~r the ,~•-~ro- . 1 • .. 

fessio,.ai Practices in Art Museums" or even somewhat similar to the pollcy 

. . 

. . . . . : ' . . . . . . . 
.• " . . ' 

. .. 

. ' . 

ataterc ... e~1ts acatterea through the recent &nnual report oi the Metropolitan . __ _. __ 
Museum or Art. I would like .to eee •.uch a poli~y •t•tem~nt ev.en thoag~ .l · , . , ~ 
reaiize that there might be ■ome dl!ficulty _ ~ ~cb~e~l~I 11n~n

1
lml~y ~ver all 

phases. Even ao, 1 bell~ve there l• much good la gettlng out la the open what-
ever might be co~~rov,ei:•l~l l~ order .to .~ak• lt .•(l~~ •~L,ta~~• .•~~•lbl• comi 
promi■e■. · · . . . , , , 
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If the..! re is son1c agrcc1ncnt on the desirability or "examining" the posslblllty 
of a policy slatcrncnt, then it might be desirable to proceed on to "operating 
and p roccdu 1·al rnannals" for various divisions and departments of the Museum 
so that consensus can be reached as to just where the line of reeponeibllity 
Calls bct,vecn 1~rustcc, Director and Starr. 

2. 01·~~!,~~U~ - I have had enough experience to know that an organization . . . 

chart docs not necessarily mean that an organization_ will work the way it is sup• • 

posed to. !t i.s obvious that the best results are not necessarily obtaineci from 

the bc·st organized outfits. Though the results of our Museum are, to my mlnci, 
•. ' 

excellent, i think some thought should be given to its "organization. " I would 

not iike to see a winning combination broken up, but I do feel that for future 
• 

planning it would be prudent to have an ideal· organizational setup to "work 

towa'rci. " Specifically, our Director has far too much to do with far too many 

peop.lc "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 
• • 

c!ouble ~n brass as a Curator. I belie·ve th~re are other examples, .even though 

of ies&ei" importance, tl\roughout the Museum. Our several meetings have 

• 

-
taught u.s a great deal about .the inner workings and for the next many years we __ ·. ,.....:...._ 

should probably strive to guide the Museum into more logical division oi dutie• •. . · 

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

3. l~~ D~~~ion - By this title I mean that it would be desirable - alao ... 

for the long range guidance - to distribute duties in a somewhat more repre- . . _. 

sentative ~ategory. In other words, instead or giving a high ciegree of latitude . • ·: 

. to each curator as to which phase of his acti.vlties · should be emphaslzea, it •• • 

might be ciesirable to specify sorae sort of minimum amount of time or re-

sults on each phase and still leave some latitude for the area ln which he or 
.. . 

she may have particular talents or interests. . . 

4. ~mph&sis on Local~~~ - We all agree on this to a certain exten~, 
but : would like to see the subject pursued and pinned down a bit more. I am 
not '1t;ite sure how we can be _specific about the urgency and need to concen-

. . j 

• trate on ti1-e local scene unless we can ·1ook at lt with local at one -pole and 

national (and international) on the other pole. 

?c rnaps one frame oi reference might be to look at the Museum a& • 

. . 

' ' . : 

. •' 

·, 
I 

permanent fixture of Cleveland - something that can't be moved like a corpoi-at• .. , : • 

headquarters ·or residents who just· get tired of the awful climate. As a pari . , . 

pf Cleveland and Northeastern Ohio it should be ln the Muaewn'• best intereat • . . 
to do all it can to make this _community the best possible place to be and to • . •. • .. 

live it,. Certalnly it la obvi~• that, lf Clevelana gradually dlalntegratea • .. . 

and slowly goe■ down the draln •• a communlty and a place to llve, the Art 
Museum will have a dlffic11lt tlm• attractlns talented ataff, exblbltlon■, 
donor• .etc. : 

. ·, 

. . .. 

. . . 

• 

, 
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I should think that it · should be the policy of the Museum to do all in its 
po,vcr for the cornrnunity at large. The Museum has in its power to attract 
and cultivate all those best cultural elements in the community. Thia means 
not only that n1orc corporate headquarters may settle more willingly in thls 
awful clin1ate, but that more peop.le of relatively higher standards will ·also be 

' attracted to the area. For example, Case-Western Reserve and Cleveland Sta,te 
have attract"cd more of those interested in learning and intellectual pursuits. 

~o doubt the Museum has attracted to the area many individuals anci group• . 
who are more interested in the arts. My question ls whether the Muaeum ie 
n1aking a conscious effort to attract more of these types or people to Cleveland. 
Has the Museum fostered the growth of professional artlete, dealers and other• 
who can contribute to the aesthetic level of the area? .. 

Thus, in addition to being a potent "education~l" force in it• own right, 
can the Museum do more to attract to Cleveland such people and to.play an lm• • • 

•portant part in making Cleveland an outstanding cultural center and thereby 
making Cleveland a happier and better place· in whlch to llve? 

There are ao many points in your draft which can be covered 1enerally by 
• the "emphasize local vereue natlonal. " Some of the•• are: 

. ·-·. 

I • 

.. . 

• 

• 

•,. 

. .· . 

a. 
b. 
c. 

Involvement. . 
• • I Establishing a community relations department. 

, . , • I • 

Persuading Curators to cultivate and work more wlth local collector• 
• • f I I • 

. • I . . . . . .. 
. . 

and donors. 
• I d. More regional exhibits. 

I • 
e . Corpor~te solicitation of funds. . . . 
f. Co-operation with smaller museums ln the area. . . . . ' 

• • 
. . g. Trying to pro~ote avenues for attracting and taking care of the need■ . . of those who work from 9:00-5:00 Monday tbroug~ Frlday. 

h. Formation ol a Men'• Committee. 

' . ,; .'!.l~ Director: The one general comment I have i.e that after considerable . . . 
reflection, I think emphasis on "comm~nity relations" - rather ·contlnuo.us 
throughout the report - is somewhat exaggerated. Of course we need more; 
and of cours~ it needs thought and planning - but undue emphasis on "selling" . . . •. • . .. . 
inevitably affects the product being sold and I think , the re ie no~ enough recot- ·. • • • 
nition in the ·report of the basic core acti.vitlea and taake ~hich must continiie •• • • 
at the ea.me or even better levels l! the 'Museum la to be a vital and excellent 
organization in the future. Actlvlty la neceeaary but not our maln purpose . . . 1. · . -~ • 
think this really can be reaolved very eaally a• a matter of emphaala. My 
reeling on rereadln1 the d.-.ft report l• that tb• •mpba•l• l• a llttl• blt. an•••• 
and mieplace.d. . - . 

. ' 
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I • 
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~ ( f{'Nd.,t A 
-. ............. ~, .. ..,.: ... ,,...,.~ . .... ..,.' ... . 

...... . ...... . . ' . ' . . . 
. , : 

1"ho hiotory ot tho. developnent ot the department,. and 4escr1P'1oa • •.. • • • ·, • • : 
I 

' • • t 

' of ito activities were incorporated in the ap~catlon ~or a grant, la• 
.. . . 
• • • 
• .' ' . . : ' ' . 

November 1971. . ' " 

. . 
• • ◄ • • • • • .. . . , . ... . : · .. "" ... 

Noteworthy in the activitieo ot the past 7ear baa been the more • • \ l :. • : 

even dis~rib~tion ot exhibitions tm-oushout the .varioua educ&tional. level.a • 
. . 

and reaching out to e.reaa which previoua~ have not rece1ve4 the service& 
• 

• • 

.. 
' . . ... . 

. . ;,,et a.re unable ~o transport atudenta to th!I >l&aeum. Dving the 7ear 

170 ~nstitut1ona received the aervice ot the 4epartmen~, an increase ot 

. . -. - ------ -• • • 

• • 
llS ove~ the previous year. ·-

Among the educational institutions receS.vins exhibit• tbia :,ear . 

Vere 96 elementary sch~•• ·1 Junior high schools,. a· senior high achoola 

.. . . 
. . 

. • . • ! . ' . 

. . 
• • .. • • 

.. . . 

·.• 

and 5 colleges, a total ot ·ll4 achoola with an enrollm'!nt ot 252,051 atudGt.a. •. :· ~; .:, 
. : . 

• • I . 

~ile b&lanca ot-the institutions served a.re ~ibrar1ea, adnlt education oea~•, ,· . . · . · .. 

child caz~ and FemjJy Services Centers, golden age centera, boapitala, 
. 

churches, etc. Appended is a photograph ot Qqahosa Colmt:,, the area w 
which the aervices are present~ contined8 showing the looat,ion ot the 

• . 
inotitutiona receiving·the service& ot the department. C:Oace~tr&tion6 

a.rounci the museum, to the immediate -1&.at and veat include the aubatantiel li 

• 'ol&ck" .outhern mountain, Latin Alli.erican e.nd American Indian neighbo:l'hooda, . 

;auoat~ low income tam:\liea. The J-iver Valle)'• and other areaa. vithin tu 

cent.-&l city which have no locations markecl are pr1ncipel171D4uatrial ~ . . 

busi~eaa diatricta withwt achoola and auch iutitutiona. The outlined 

areu are parks. As the aerv1ce• lncreaae ancl 'the diatanoea traveled in 
. . 

• 

. . ··-· 
. , . ·. . . . . . . 

• 

• 

. . 

.- -· .... 
• . ,· . . . . . . . ' . 
' 

: . ' . . 
• 

, : 

• • 

. . 
' 

• • • 

tran1pon1ns exbioit.a increaae ao doe• the operatla& 001\ ot the 4ept.rtmeat,e •• • 

• Exhibitiona contlnuecl to be cbange4 •Ye1t7 tbne IIOD\ba ill each ot 

• tho t.Area ~onoiOA e•llo.-ioa. ·acaooJe ·s.a MU'-.., anaa, u wU. u a■t 

• 
t • 

• 
• 

• 
. . 

• 

• 

. . . 
• 

• • 

-
• • 
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, 

I • 

!'rom outoido tho count°Y» ore Juot beginning to take advant86• ot the 

opportunity of nending clnoooo to the noareat extena1on seller)' "hen theJ 

cannot visit tho museum itaclt. 
.. 

Encloood oro oompl.eo ot pastors related to the Lakewood exteu1oa 

. . . .. 

-I 
• ' .. 

. . ' . , . . .. 

: . 
• •• . ' . . 
• • 

B6l.lcry, sent to the westshore canmuniti~s, and brochures designed anci • 

printed by Lakewood students and hande~ ~t to all viaitora to the galleey. 

Brochures printed and distributed &.t the Li'bra.r, Art Galler)' are also encloaecle 

. : .. 

• 
. .. . .. 
·• 

• Ko.ramu Co11munity Center ha.a recent~ been receiving via1til from school cl•• ... • • . 
• • • 

~ . Oberlin and other out ot the cit)' colleges are aencling groupa vhlch vi11t 

' • Karamu Art Gallery. An increaaed awa.reneaa ot the opportunltiea provldecl 

by the extension galJ.eriea la taking place. 

In .the past 1e~ there were l2S2 low ot painting& and original 

l)rints (over 9(1/, increase over last year) ·ma4e to 140 1na1;1tut,1ona 1n the 
. . 

.. . .. . 

. . . .. . •. 

. . . . . 
' ,. ~ . . • • • 

)
. , I . . . . 

• 
community. Wall panel sets were lent, 34 to lJ inatitutiona, a 3~ increue. • ·- ~ 

1

,. • •• 
. . . ~ . 

1 • • • • . . .. 
There baa been •ch activity in the deparbnentwh1ch doea not t11·1.a :·: .. ·: . 

. . . . , • . ~ • with · 
~ specific category 'but correl.atea/and aupporta CC111Aunit7 act1v1t1eae 

. ' - .... .. . . ' .. . . . . . - -• . . 
, • . , • .. . . ' 

Cooper&tion ~th•. People ancl CUlturea, Inc., groupa ot v&rioua •t~c an4 •.• ... •·.•:· 
• ' • j • 

• . racial backgrounds '(orldns together in Clevel&n4; bu pzlovided exh1b1t1ou : •• •• :_ ··.: :·-.·: 
• • . . . . : . . 

. . . ' . ·.. . , . . . 
in their neighborhoods and achedul.ed viaita ot aall atu~ groups to ·the • . ~, 

. . . 

. . 
depo.rtmento A t11Q' shop bA8 been opened by thea ln the central city · t~ • 

. aale -,t their own arts and craft& • DO iaporta. ~ Extena1on Exhibitiona 

Department, bopea to ~ th6 vari~ groupa grov in al)PNoia,ion ot their 
• . 

. .. " . . ' . -.. 
. 
•, . . . . 
. . . 

., ·. •. . , : 
. . . . . 

,: . . .. . • • • \ ' I • •. ~ 
• f . . . . . .. 

f I • , . 
. ovo and other• Cl&ltural heritage an4 an a aianflar-1 t01t theil' OVD ona,lv. · ·" 

I • • ·,. I .. 
• 

Ia Augut, ·- ana aD4 craft• ahibl-. ·ot •~ 11&tule>a•vu • 
• • 

. hold in colo~r&\ion·ot \ho lr:i~onlwa ot ~·Cbn•,iulW·la ~ -age · • 
• • • •• 

. . I I o ' , I . \ 
I ' 

• • • . . 
t • • t I • : I I • ,I 

• 
• • I I l • ' t • • I 

• • . . . 
I , -. \ . . • . . I ; I • • I I ' I ' . ' • . I '. j I ' • ·, • I II 1. , • I • ' • • I~ I • l I •• : • • l • • • 
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. Uflr>g t1} IQ~JJ ~ 
. . 

. . 
• 

, ·, . . 
.. ··.·- r- -inuai~y c>:hibition rooma ot Tho Higbee Compo..ny. A collection ot tine • • 

I • • ·, .. . 
19th ccn·tury cmb1·oidc1·ien and modern original. printa vcre installed b)" t,hl • ,· . •. • 

. . .. , .· . 
'I . • 

dcpo.1·-t.ment and provided a good opportunit)' tor the ccapar1aon· ot earl-, • ~ . ··.: • . • • 
. 

I • • ,. 

exnmples ot embroidery with present~ production. 

The h"uclid CUltural Center held a Cultural Fair in September 

whlch wa.s attended by ca... 4,000 people. A .wall panel aet trca the 4ep~ · . '.; ~-. • •. •.• . 
. 

mc?t 'became o. major attraction.- fhey look torvu-4 to ahoving ~her aeta . • • ; . _.· · 

to the camnunity. 
.. 

Simple weaving equipnent and exampl.ea ot veav1na wen camo1no4 

into an exhibition tor the Museum•• An Hiatoq an4 Edue&t1cm J>epl.l"taea4' 

and shown on the clasarom level.. 

. .... ..... . . . 
f • • I 

• • • • 

.. 
• . • - • -- - I . . . . . . 

.. . . . . .. . .· 

. . ·. 
. . . 

• I . . . . . • ··, . . 
. . • ; ·. . . . . , 

A large group ot obJecta with appropriate l&bel1 vu la"G to the 

Weste.-n Reserve Hiatorical S~ciet1 tor t.ha exbib~tionj An· Dloo. rAS.1 vu •• . . . 
• •• 

.. • 

. . 
a. popul.&r ahov attended b)' appraxiJD&te~ aix thouaen4. 

. . . 

, 

• 
• • 

Students 1'.rom Case Western Beaerve Univerait,7 have borrowed wall. • .J • •. . . 
. . 

_z,anel aete to &icl in cl aaa proJeata and. Y1111ie4 the clepu1aent to atlaq . . . 

• • 

Pro~ect o'l the l930s. 

. . . 
: . . 

.. . . 
• . \ . 

. . . .. . . 
I • . • • 

• • I ' t ; 

• 
'. '• 

. ' . . . . 
. . . . 

fhe fextile Arta Club held one meeting 1D the department at. wbiall " 

time the &pprox:lmate 8o persona viewed IZIA/or 41acuae4 a wide variet.1 ot 

textilea with the department ata.tt. ~be eDthu1ua an4 grat.ltu~ tor \M 

opportunity waa excePd1n~.y great. • 
' 

The Gallery Group i• ·· vcaaD'I CCIIIII\IDit.J group torae4 iD CODDeCUoll 

Vitb the Lokevooci extenaion salle17. It proY14e4 1t.udent acbolar1h1pa aDI. . 
t • 

~.r.'.!:; tor r.~.:,•cii:i.r.e ot n. i'cv m:.'\ll ob,1ccta tor the extena1on collection u 

• 

• 

. , 

. . 
• 

• • 

.... 
• 

. . 

• 
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, , . . . . . . 

• • 
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Page 1. 

o.rt lecture nnd dc.monGtrG.t1on Gcries. A aollcr, lecture waa given to tbla· 

Group by the deportment eaminiotro.tor to enable them to wver queationa 

o.bo~t the exhibition, Arts o~ Tribal At.rice.• when tbeJ were atattlng the 
' 

gall.cry. '· . 

Mucblns been dona durina the. ,,eaz by w,q ot cl.eaning9 reatorins_. 

• I .. 

.• 
1 > • • . I 

. . . 

• • 

•• 
• I 

• 

• . . . • 
" ·mv1.tting ond mounting ot obJects to keep the collection in suitable conditloa • 

·.: 
• • 

tor the extensive une it receives. The aworeneaa ot the cOIDDI\Ul1ty to tbe .· . ; . 
. . 

ocrvicc· ~rowo but, without additional ata.tt, there ia little 11kcllhoo4 ot 
• • 

nny further expo.nsion ot service.. ll.aJ11 are being disappointed tlila 19.ar. 

Requests tor service tor tbe September 1973-June 1974 acbool 7ear have 

already been made by many who could not be P'1i on the proaent achoal 78811 

• I • 

. .. 

. . . . . . .. . , . . 
.... 

. . 
. . 

schedule. ~he addition ot one ua1atant to 'the preaent. atatt vo\114 Mk$ • • .. 
. .. . 

. . . 

--
. . . 

' . 

lit - • • 

• 

it possible to more nea.rl¥ meet the requeata ot the ocaannit,. 
. . . ' . 
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J ~ H N S. WILBUR 
1480 UNION COMMERCE BLOG. 

CLEVELAND,OHIO 44115 

June 12, 1973 

Dr. Daniel J. Si Iver 
The Temple 
University Circle & Silver Park 
Cleveland, Ohio 44106 

Dear Dan: 

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

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

On Page 2 you give four reasons why CMA maintains 
its national status. I would like to add a fifth reason which, 
even though it is so obvious, deserves, I believe, "emphasis" -
lest we forget. The fifth reason I am suggesting is the eminent 
condition of the CMA's finances. We are 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. No 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 devote to the cultural affairs of 
the Museum. 



- 2 -

When we cite our financial situation as one of our 
main characteristics, it brings into focus all sorts of other things 
such as pay scales, 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. I think it is vital 
that we flag this great blessed financial asset that undoubtedly 
has he I ped to earn us such reknown . 

Of course, I do have a few further comments but they 
are more of a clarification or semantic nature and relati~XJllinor. 
I am afraid I have said far too much already. I sti I IP'il,7however, 
like to see CMA write its own "policy" rather than refer to the 
11 Professional Practices in Art Museums. 11 

Sincerely, 



Mra. Alfred Rankin 
Rlver Road 
Cba1rla l'all•• Ohio 44022 

Dear Clara: 

June 20, 1913 

Our attempt to hold a Planabaa and Development meetln1 ID 
June •e•m• to bave fallen tbrou1b due to everyone'• raclDg 
ID all cllrecdon• at different dmea. 

I propoae to bold a meetiD1 bl July a.ad would aak you to ID­
dtcate a preference •• to tbe date on the encloaed poatcard. 
I wW have all material• collated by then a11d I think we can 
puab towarda a final draft. 

DJS:mp 

Moll. , JIily 9 at 3 P. M. 
Tuea. , Jaly 10 at 3 P. M. 
Wed., July 11 at 3 P.M. 
Moll. , July 16 at 3 P. M. 
Tu•••, Jaly 17 at 3 P. M. 
Mola., July 23 at 3 P. M. 

Encloaure 

Siacerely, 

Daniel Jeremy Silver 
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June 25, 1973 

Mr. Daniel Jeres:, Silver 
The Temple 
University Circle at Silver Park 
Cleveland, Ohio 44106 

Dear Dan: 

~;1~·· 
~J'/P-1.2/-J'Do 

~~.-.2/6' 
6'.96'-.9.Jt7/J 

In connection with our report to the Trustees, would it 
not be a good idea to have it come out in several. parts. For enmple, 
I tb1Dk 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 tb1ngs I think should be organized. Bub­
sequent reports would deal with J11L1seum publications and fund raiaing. 

I tb1nk if you handle it this way it m,q- take a :few more 
meetings but we will come up with abort and concise reports which 
will bold the attention of the Trustees. 

I also tb1Dk it will make our work easier than if we drive 
to cover the whole genat in one large report. 

Sincerely, 

JBD:lw 



... 
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Jane 28, 1973 

Mr. Jame• Demp■er 

Sqalre, Sander• • Demp■ey 

1800 Unlon Commerce Bld1. 
Cleveland, Oblo 44115 

Dear .Jlm: 

How we aboald deliver oar report l• one of tbe 1••11•• 
I want to cover at oar Jaly meetln1. The ldea of doln1 
lt lD ••veral part• l• an ldea whlcb ba■ macb to com­
mend lt and •• ■oon a• I 1•t everyone'• tlme preference 
I'll 1et back to Y°"· 

Slacerely, 

Daalel Jeremy Sllver 

DJS:mp 



Jttly 6, 197 3 

Mr. Paul Vlgnoa, Jr., M. D. 
48 Cadogan Place 
London S l ENGLAND 

Dear Paul: 

Wlll you pleaae re•erve Monday afternoon, Joly 23 
at 3 P. M. for a m~eting of the Planning and Develop­
ment Commlttee. \\e hope to review our entire aab­
mission. I'm dellgbted you " 'ill be home for thl• 
meeting. 

Slncerely, 

Daniel Jeremy Silver 

DJS:mp 
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llABBI DANl•L .JIERIEMY SILVER 

July 6, 1973 

Dear Lew: 

Miracles do happen I We are all available 
for a meeting Monday July 23 at 3 P. M. 
I have ,scheduled the meeting at the Board 
Room of the Museum. 

Our agenda will cover the draft of our 
report and techniques of preaentl-ag the 
report to the full Boa rd. 

Daniel J. Silver 

DJS:mp 

- -·--- --.~. -- II• 

.. 
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July 30, 1973 

Mr. Lewis Williams, President 
Cleveland Museum of Art 
11150 East Boulevard 
Cleveland, Ohio 44106 

Dear Lew: 

MAX ,.OTH 
8TUA .. T Gl!LLEII 
ASSOCIAT• •aaa,e 

Ll!O e . ■ AM91! .. GEII 
a• ■ CUTtY ■ S ■ C• ■ TA•Y 

I am pleased to send to you the report of the Planning and 
Development Committee. 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 meetings 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 r_esearch 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 succes ■. 

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
a~ling of the various recommendations. 



July 27, 1973 
• 

The Co1n1nittee 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. 

DJS:mp 

Encl. 

Sincerely yours, · 

C.,i,_\ -- \.: \ 11 

.,_. '-~ ... ,L () j::)&._-'~:~.....,:_w,,,.••-~~ CfizL, 

Dr. Paul Vignos, Jr. 
James H. Dempsey Jr. 
John S. Wilbur 
Clara Rankin 
Daniel Jeremy Silver, Chairman 

• I 
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A General Frame of Reference 

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 I 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 O!}going 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 nation'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 

2 

(1) CMA pr_actice gene rally conforms to the Association of Art Museum 
Directors, Professional Practices In Art Museums (1971) and should. 

(2) Board meetings should focus 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 structure: 

I 

• 

Executive Committee a----1Finance 

t------~ --iAcquisitions I 
L.------------

Boar 

-1 Education I 
Community 
Services 

-I Library I 
--1 Nomination J 

----1House and grounds 
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(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 considered. 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, 11 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. 

(5) It would be advisable for the Director to prepare a i:ather detailed an­
nual 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 problems. 

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, 11 particularly in terms of our ability to hire 
first rate personnel. 

The CMA maintains this national status in four ways: 

a. The reputation of our staff. 

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

c. 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 etc. 

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

Board r---------- -1 Committees \ 

Curatorial Staff 
Director 

lq~ 
Cl 

~~A---------

~ Executive 

• Education Dept. 

Bulletin 
---------- Assistant to the.---------• 

Director 

Treasurer 

C - General Observations 

Membership 
Sales Desk 
Public Relations . 
House & Grounds 
Foundation Funds Approach 
Book Shop 
Volunteers 
Public Relations 
Membership Quarterly 
Restaurant 

(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 co·ncerned 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 artistic -or scholarly require­
ments, we firmly believe that this museum can equally, and with equal skill, 
::;erve its traditional functions and the community's interests. With these con­
side rations in mind the Committee makes the following recommendations: 
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a. Community relations should be upgraded as a concern and 

p_laced 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 museums, 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 

Museum's activities. 

b. Our 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 Museum should 

be open to the public on the four newly proclaimed Monday national holidays and 

enlarge its Wednesday evening and Sunday afternoon programming. 

c. The Bulletin now serves two disparate purposes. It is used 

to inform scholars of our acquisitions and their significance and to present im­

portan~ scholarly articles and as our major means of institutional 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 s~holars, museums, 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 etc. 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. 
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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 centers (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. Our positive attitude towards such an exhibition program under­
scores our responsibility to find money for these, especially through grants or 
corp~ration 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
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 w_ithin his field and these areas. Whenever 
possible small groupings from our collection with a particular fresh perspec­
tive should be offered. 

D - Membership 

a) Membe·rship 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. 

c) 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 -~xecutive Assistant to the Director should be given 
responsibility for upgra.ding membership categories and fund raising. No such 
specific assignment currently exists. More attention must be placed not only 
on membership solicitation but on retention. A cancellation rate of 15% may 
not be high in comparison with other museums but it's bathe rsome. 



7 

e.) More members must become more involved in the life of 
the Museum. 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 involvement 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 
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SECTION II - Finances 

A - General Consideration 
• 

(1) The attached comparison of income and expenses estimated on the bas.is 
of a 5% increase in income and a 6% increase in costs suggests that the CMA 
faces~ major operational budget crisis over the next five years - provided the 
Huntington and Kelley Funds a;re considered as ~ncome and times remain rela­
tively as they are. 

197 3 Estimated Income 
Endowment, Trusts & Other 
John Huntington Art & Polytechnic 
Horace Kelley Art Foundation 

--

Estimated 

Income 
@ 5o/o 

$2,353,243.09 
l, 192, 700. 00 

75,000.00 
$3,620,943. 09 

181, 047. 00 
3, 801, 990. 09 

190, 099. 00 
3,992,089.09 

199, 604. 00 

4, 191, 69 3. 09 
209,585.00 

4, 401, 278. 09 
220,064.00 

4, 621, 342. 09 
231, 067. 00 

4,852,409.09 
242,620.00 

5,095,029.09 
254, 751. 00 

$5, 349, 780. 09 

Estimated 
Expense 
@6% 

Difference 

$3, 319, 800. 00 $ 301, 184. 98 
199, 188. 00 

3,518,988.00 283,002.09 
211, 139. 00 

3,730,127.00 261,962.09 
223,808.00 

3,953,935.00 
237,236.00 

4, 191, 171. 00 
251,470.00 

4, 442, 641. 00 
266,558.00 

4, 709, 199. 00 
282,552.00 

4, 991, 751. 00 
299, 505. oo, 

$5, 291, 256. 00 

237,758.09 

210, 107. 09 

• 178, 701. 09 

143, 210. 09 

103, 278. 09 

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 Finan_ce Committee has decided the level 
of income needed to support ope rations, thus in. effect the total Huntington and 
Kelley income should be shown on our balance sheet before pay raises and pro­
gram costs are consldered. 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 pr~pared not only w.ith _a view to hol~ing the 'line on costs, but 
with the view of increasing income by income management, increase in dues or 
billings for repayment of services etc. to meet necessary expenditures. 
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(3) The Committee has reason to believe 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 the re 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 monies 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 collectors 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 Museum 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 relatton­
ships with collectors. 

(7) A major responsibility of the CMA administration shall be the search 
for "no-strings II Federal, State, Foundation and Corporation gran~s for special 
projects (education, publishing, exhibitions etc.) 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: 

1 - Membership 

Membership pepartment 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 is e ·stimated 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. 

Z - 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 los~ 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. 

c. That unsold inventory be carried in the annual audit at no 
mo re than 50 o/o 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 students 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 academic 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. 

f?articularly in view of the sharp increase in food cost!, _;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 

ope rating 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 item~it should remain our 
policy to limit acquisitions to funds now in hand or in certain prospect, i. e. 
within three to six months. 

. 
c. As in the past)once an object is accepted by the Museum the 

stipulated wishes of a donor as well as wishes expressed verbally to the Museum) 
shall be scrupulously hono1ed 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 purchase 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. Efforts should be made to enlarge and display our photograplly 
collection. 

h. In view of our desire to encourage local collectors 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 

various resolutions of the Association of Art Museum Directors and others in 

the matter of the "import of art treasures. 11 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 museum 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, re.fined and more extensively 

used. 

( 4) In the area of preservation there will be increasing difficulty 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 looks to the Intermuseum Lab Program to help. Thus this group 

commands our support. In terms of work load and continuity it would seem de­

sirable that a successor to the conservator of painting should be hired soon in 

view of the incumbent's imminent retirement. 

C - Curators 

(l) 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 curatorial responsibilities. 
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(2) .The teaching burden (CWRU and curatorial) . falls unevenly on the cu­
rators. Some report spending up to 40o/o of their time on these functions. Care 
should be taken that such teaching assignments are not accepted at the expense 
of cataloguing, publication etc. 

( 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 Ancient 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 curatorship and be given operational responsibility for the CWRU­
CMA and curatorial intern programs. 

• 
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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

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 <:::urator 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 

from 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 

Museum, 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 include~ 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). Such support is 
welcome and should be increased - but we must know that this program really 
does a meaningful piece of work and can be effective throughout the 1970's. 

I 

I 

I 

i 
I 

' 

' 

i 
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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 etc. ) 

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 Libra!y' s budget of $224, 000 is spent 
on salaries. The Librarian estimates that up to 60o/o of the time of the five desk 
people involves a service to CWRU, a service for which the CMA receives no 
rein 1,,1rsement. If this project continues we would recommend that CWRU be 
ask~d to defray the cost of a librarian who serves undergraduates. 

c. That the slide room rental charge be maintained. 

d. That the Space Need Committee become a Library Committee 
of the Boa rd. 

-- -- -. 

I 

I 

! 
I 

I 

I 
I 

- -- -
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SECTION VI - Building and Grounds 

(1) The Committee was impress_ed 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. 

c. 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 speclal 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 

uf 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, p·arking, 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 feels keenly the need to have people active in Museum 
related acti vi ties 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 and/or President. 

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

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

d. It would seem 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 should 
be encouraged to sponsor exhibits of modern art as well as to make occasional 
gifts of contemporary art to the CMA. , 

. ; 
f. The Musical Arts Association pays its own way; but the Com-

n,it.tee 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 t}:lere be an annual Prints from local Collec­
tions Show? 



RECOMMENDATIONS 
• 

L A regular schedule of Board meetings. 

2. Frequent Executive Committee meetings. 

3. Policy decisions to be con side red originally 
by appropriate Board Committee. 

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

5. 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 Boa rd. 

8. Creation of a Library Committee of the Board. 

9. Creation of a House and Grounds Committee 
of the Boa rd. 

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

11. Increased responsibility by all who deal 
with program that Museum activities be avail­
able at hours when the '_'gainfully employed II 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 Revised Rejected 
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• 

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 member~. 

15. Creation of a Public Relations Advisory 
Co1nmittee. 

16. Continuation 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 forms. 

19. Reorganization of Membership Depart­
ment office. 

20. A continuing membership campaign with 
definite target figures. 

21. Executive Assistant to the Director be 

Adopted 

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 
av~ i lable for salaries and programs as well 
3:s repayment of internal debt. 

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

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

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

30. Encouragement of curatorial support to 
local collectors and potential donors. • 

31. Establishment of guidelLnes 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. 

Adopted_ 

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 treasures" resolutions. 

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

Revised Rejected 
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41. 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 . servtces. 

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 soon as 
possible. 

49. Approval of open membership require­
ment for all organizations affiliated with 
Museum and drawing on our support. 

Adopted Revised Rejected 
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1973 

. 
New schedule of trustee 
meetings 

Creation of new trustee 
committees 

TIME TABLE OF PROPOSED CHANGES 

1974 

Annual review by Director for 
the trustees of CMA operations 

1975 

Creation of post of Exec- Hiring of Executive Assistant 
utive Assistant to the --+-•,\ to President 
Director 

Submission of plans, cost esti-
' mates, mailing lists etc. for ---)-11 Publication of Quarterly 

Quarterly and plans for Bulletin 
Board approval. 

Creation of Public Re-

1
, Hirin~ of Director of Public 

lations Advisory Com--------,7 Relattons 
mittee 

Reorganization of Mem­
bership Department. 

I 
! 
I 

Planning for a CMA Men's l 
Committee 

I 

Opening of Museum on Mondays 
of the national holidays 

Development of program for cor­
porate & Foundation support of 
exhibition program. 

Planning for first annual "Fiscal , First annual fiscal sup-__ ,.. 
Support" Fund Drive. J port drive. 

Planning for a Friends of CMA 
Library Committee. 

Preparation of 1974-75 budget in 
line with Committee recommen­
dations. 

Determination of a higher scale of 
membership dues. 

1 

' 

1976 

' 
1 

' 
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1973 1974 

Review of staff salaries 
and ret.rement program. 

2 

1975 

Encouragement of support servi "es to local collectors 
and establishment of staff guidel .. nes for this work. 

Beginning of quarterly First submission of res-
audit of food costs. --"t-------------------+---}' taurant management to 

' outside competitive bid­

• ding . 

1976 

Reorgal·zation of 
Sales D pt. -----------)~Two ) ear test of , Final evaluation 

profi1ability __________ ,..__✓~of Sales Desk. 

Education Department Trustee decision on con-
canvass of schools for-------1~--1~ tinuation of fees for 
payments for docent ' school related services. 

Requirement of outside 
audit for release of 
items over $10, 000. 

Termination of special 
annual grant for contem­
porary art. 

services. 

Establish nent of CMA position 
on ''impoit of art treasures. " 

Search foJ• successor to 
Conservator of Painting 

Enlargem1~nt of scope and staff of 
Contemporary Arts Department. 

Merger of Art Education 
and Extension Departments. 

I - ·-- - -

I 

I 

I 

I 

" 
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3 

1974 

Placement of movie series with 

Contemporary Arts Dept. 

Review by Education Curator 

of his department's services 

to adults 

1975 

Education Committee to review and eport on 

effectiveness of Extension Departme t services. 

Appoint ent of Deputy Librarian. 

1976 

Appoint , ent of Committee to study _______ -+--------------1--~eport of Library 

future I eds of Library. ommittee 

Appoint ent of Building and Grounds 

Commit ee. 

Discussion with affiliates1 

on matter of open mem­
bership, enlargement 
of services & member­
ship of those on their 
rolls in the Museum. 

Creation of CMA Men's 
Committee 
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I , .. , that pr ... nt P.R. _is geared more 
to the national art world 9en11N1lly 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 wont to get across in our P.R. Then

1 

we should hove some method of measuring the effectiveness of our 
P. R • to see if the objective is being oc comp I ished. 

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 becomemore active but don't know how to do it and need 
i ust a bit of encouragement. • 
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The hiatory ot the developnent ot the department and description 

ot ita activities were incorporated in the application tor a grant in 

Bovember 1971. 

Boteworthy in the activities ott-be pa.at 7ear baa been the more 

even distribution ot exhibitions throughout the va.rioua educational levels 

and reaching out to areaa which previously have not received the service■ 

Jet are una.ble to transport students to the Mwleum. During the year 

170 institutions received the service ot the department, an increase ot 

ui over the previous year. 

Among the educational institutions receiving exhibits this year 

were 96 elementary school.a, 7 junior high schools, 8 senior high schools 

and 3 ~alleges, & total ot ll4 school.a with an enrollm~nt ot 252,051 students. 

The ba-lance ot the- institutions served are libraries, adlalt education centers, 

cb1l4 care and Fend ly Services Centers, golden aae centers, hoapi tale, 
. . 

churches, etc. Appended is i. photograph of CUyaboga County, the area to 

which the servi~a are present~ confined, showing the location ot the 

institutions receiving ·:the services of the department. Concentr&tiona • 

around the mw1eum, to the 1mediate east and vest include the aubatantialq 

• black, southern JD01mtain, Latin American and American Indian neighborhooda, 

ao~ low incaae fudliea. The river valleys and other areas within the 

central eity which have no locations marked are principeJJy industrial or 

'business diatricta without school.a and such institutions. The outlined 

areu are parka. As the services increase and the distance a traveled in 

transporting exbi'bits increue so doea the operating coat of the department. 

Exhibitions continued to be changed every three months in each ot 

the three extension galleries. School.a in nearby areas, as well as some 
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fr<II out1ide the county, are ~uat beg1nn1ng to take advantase ot the 

opp)rtunity ot aend~ng claaaea to the nearest extension gallery when they 

cannot Yi1it the IDU8eum itself. 

Enc1osed are aamplea ot poatera related to the Lakewood extension 

gallery, sent to the westabore carmn1ni tie at and brochures designed and 

printed by Lakewood students and handed 011t to all visitors to the gallery. 

Brochures printed and distributed at the Library Art Gallery are &1.so enclosed. 

JCaramu Ccnun1ty Center has recentq been receiving visits traD. achoo1 classes. 

Oberlin and other out ot the city colleges are sending groups which visit 

IC&rllllll Art Gallery. An increased awareness ot the opportunities provided 

by the extension galleries ia tak1ng place. 

In the pa.st year there were 1252 loans ot paintings and original 

prints (over~ increase over last year) made to 140 1na1;itutiona in the 

ccmaun1ty. Wall panel sets were lent, 34 to 13 institutions, a 30S> increase. 

There baa been mu.ch activity in the deparbm!nt which does not tit in 
. . 

~ with 
ml¥ speciftc category but correlates/and supports camnunity. activities. 

- , 
Co9»9ration with-: People and CUlturea, Inc., groups ot various ethnic and 

·~ 
racial b•ckgr(ml)da working together in C1evela.nd, baa provided exhibitions 

in their neighborhoods and scheduled viaita ot small st~ groups to the 

department. A till¥ shop baa been opened by them in the central city tor 

sale ot their own arts and crafts - no imports. The Extension Exhi'bitiona 

Department hopea to hell> the variowa groups grow 1n appreciation ot their 

own and other• Clll.tural heritage and set a standard tor their own creative 

efforts. 

In August, an arta and crafts exhibit ot Hungarian material.a was 

held in ccl ~bration or t he 1-a llcnium or Hungarian Christianity in the com-
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lllUDit)' e.xb1bition roams ot The Higbee c~. A collection ot tine 

19th ceutury embroideries and modern original, prints were installed by the 

department and provided a good opportunity tor tbe ccnparison ot earq 

emplea ot embroideey with present dq production. 

!he Eucl1d CUltural Center held a Cultural Fair in Septellber 

which wu attended by ca. 4,000 people. A wall panel set tran the depart• 

•ut became a maJor attraction. They look forward to showing other aeta 

to the CCIIIDIJQj ty. 

Sillple weaving equipnent and examples ot weaving were cCllibined 

into an exbibi tion tor the Museum' a Art Histo17 and Education Department 

and shown on the classroca level. 

A large group ot objects with appropriate labels was lent to the 

Western Reserve Historical Society tar the exhibition, Art Deco. Thia wu 

a »oPJla.r ahow attended by apprax1mateq six thousand. 

Students tran Cas~ Western Reserve University have borrowed wall 

panel aeta to ·a.icl 1n class projects and visited the department to at~ 

prints aD4 pd ntinga in an extenai ve research proJect on the Federal Art 

Project ot the 1930•• 

The textile Arta Club held one meeting in the department at which 

time the approximate 80 Jer&ona viewed &Dd/or diacuaaed a wide variety ot 

textiles with the department atatt. The enthusiasm and gratitude tor the 

oPJC)rt\lDlty vu exceedingly great. 

The Gallery Gro11p 1a a wcaen'a ccmunit7 group formed in cmm.ection 

with the Lakewood extension geller:,. It provided student achol.a.rabipa and 

f\md.s for ~J.rchase ot a. few Stln.l l objects for the extension collection aa 

ve1l u ~cling the nnJy extension gallery guarcla tor ott-achool hour■ 

at tbe Lakewood gal.1917. 'lhq have provided the welt lhore area with an 
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art lecture and demonstration aeries. A gallery lecture was given to th11 

group by the department annd n1atrator to enable them to a.mnrer queationa 

about the exhibition, Arts ot Tribal Africa, when they were &tatting the 

gallery. 

Muchhia been done during the yeez by wq ot cleaning, restorins, 

11&tt1Jlg and mountiDS ot obJeata to keep the collection in suitable condition 

tor the extensive use it receives. Tbe awareness ot the ccmnnnity to the 

service grows but, without addJtional atatt, there is little likelihood ot 

any tu.rther expansion ot service. ~ are being disappointed this year. 

Requests tor service tor the September 1973-June 1974 schoo1 year have 

al.re~ been made by~ who could not be put on the present school year 

schedule. The addition ot one assistant to the present statt would make 

it possible to more nearly meet the requests ot the ccmm1nity. 

(c"Ciiea oi I Iii pieaa 2eteue1 e J acwaplJc2 a tliRI &Closed) 

.. 
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The Mission of the Bookstore 

The Bookstore is traditionally seen as a support service 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 variety of 

prints 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 international visitors it serves. 

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 classic, standard works as well as what is brand new 

in the field. In th~s 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 reproductions 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. 
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Organization of Bookstore Staff 

I. Manager 

A. Cost to Museum 

1. Salary: $20,300. 

2. Social Security: $1,451.45 

3. Blue Cross: $2,508.60 

4. Total Cost: $24,260.05 

II. Sales Assistant 

A. Cost to Musewn · 

1. Salary: $14,100. 

2. - Social Security: $1,008.15 

3. Blue Cross: $955.44 

4. Total Cost: $16,063.59 

III. Sales Assistant. 

A. Cost to Museum 

1. $alary: $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: $486 .,20· 

\ 

3. Total Cost: $7,286.20 (for 2 positions) 

TOTAL COST: $61,423.28 
I 
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Position and.Duties of Staff 

A. Manager 

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. 

5. Pricing structure for museum catalogues (with Publications Dept.). 

6. Special 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. 4-5 hours per week. 

11. Correspondence and special requests. 

12. Supervision of sales at special events and openings. 

B. Sales Assistant 

1. ~!ail-order and telephone requests. 15-20 hours per week. 

2. Monthly Publication Fund Report--inventory of all CMA publications. 
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. Wai ting on customers. 

6. Checking in shipments. 5 hours per week. 

7. Daily restocking of inventory. 

c. Sales Assistant 

1. 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 tums with other sales assistant). 

5. Mail-order and telephone requests as needed. 
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D. Part-time Staff 

1. Waiting on customers. 10-1S hours .per week. 

2. Checking in shipments. 

3. Restocking inventory and display. 

4. Extra duty for special events as needed. 
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Services and Activities of the Bookstore 

A. The Public 

In its relationship to the Public, the Bookstore performs a multitude 

of functions. Not 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 per day and queries by 

mail average 15-20 per week. 

B. The Museum 

The Bookstore is the channel through which Museum produced material 

flows. Its main function to the Museum is to promote publications as e~fectively 

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 

I , 
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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 their work--common problems and possible solutions, 

product development, inventory control, special exhibition displays, ·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 Public. 

I . 
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~Ol"th 1982 
-----

~~ncary 7522 
February 8021 

\!arch 4528 
A .. r.;, •~ I; 13t76 

V:ay· 133S2 
June 10605 

I ., 

vU IY i2C79 
August 13652 

September 13216 
",,. .. ob 0 "' V'"., -• 15324 

~o·,~.':icer 22245 
Dece~ber 21675 

------
:ota: 155835 

The Cleveland Museum of Art 
3ross Receipts by ~onth 
For Years 1982 through 1985 

1983 1984 1985 
----

7544 5760 8295 , 
7822 8839 10388 

26034 iCS:2 24206 
55152 11 971 16642 
; 920'8 ~·"53 ; I " ~3109 
14135 i135S 14484 
: 22:1 9593 121 n 
12290 12176 15223 
i1210 14997 17448 
12703 1 61 5" I 't .J 

15,,1g 
I U l 

21693 23305 25763 
18212 25512 28030 

------ ------ ------
21821( i62639 2C2777 

1986 Total 
------

1 42"~ I ,1 I 44452 
21272 56342 
18689 84C69 
17666 114g:7 
21055 77822 
21553 72136 
21913 Si966 
302S1 83532 
26500* 8337~ 
,1f\M\* 
.J I \IU\I S14SS 
3SOOC* ~29C10 
3400C* 121,2s 

------ ------
2S317C* 1032635 

~at Sa1es 146324 20(896 ~52713 190401 275277 

*Projected sales. 

Average 
-------

8890 
11268 
15e 1,. 
I I °' 

2298 i 
15564 
14427 
i3593 
16726 
156U 
183CC 
25802 
25(86 

205527 
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Sales per Sq~are Foot of Museum Shop Space 
" • - , . wo:c2rat:ve ~ra1ys1s 

Reven;.;es 

$5,cc~.ccc 
$7,0CO,J~O 

ss2c,::c 
Ch~cago $3,:59,424 
Cleveland $275,COC 
?hi1ade1phia $1, :83,239 
u. , . :'irnne.3po , 1 s 
.... ~ ,e-10 
, WI _,: 

Nelson-Atkins 
:arn~g~g Tech 
Colur.ib;Js 

$19~.525 
$500,0CO 
$2C2,0CC 

Sh~o 
Size 

6000 $833.33 
9000 $777.78 
HCC $(e2. 86 
3000 $382.43 
7(5 $36S.13 

34~0 $343.96 
1100 $318. ;8 
900 $266.67 

4 0"'" j i.lU $19~.63 
2863 $174.64 
16CC $126.25 

~he C:eve1a~d ~useum of Art 
Net Sales by Catego~y 

Genera1 
-------

For Yea:'s ~sa2 throu~h 1986 
(1986 Sales Estimated) 

S 
... 

pec1a ! 
Exh~bitio:1 Publications 
---------- ------------

T _., ": ,o\.a , 

$1 1S,~68 $2 r, 8:h 
11 , V V $1~ .,~? 

I \I, 1 Vw $•--7 Q?" • :) ' , ;;,, ' 
~-1~ ~?7 
y I : ' r ,J ,J $S5,92:* $17,202 $215,653 
$ ~ ,, • ':,:: 

I~ , I I"' $19 ""' I r-., II I $14,72~ $156,84 1 
A••~,.,., 
~."..,,OJ11 $47,396 $~ ~ '>t.2 

• I I~ $204,238 
$232,00C ** $t5,0CC t ~5 "uC!' 'r . , 1,1 $293,00C 

Sales per square · foot is a standard measure 
of efficiency in retail operations. 

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 is 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, Shennan 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. 
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Reasons for Improved Sales in the BookstQre 

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, publicati~n sales were 15% 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 

use 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. 

, , 
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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 (~5%) is higher than the average (10%) and 

consumes a not insignificant portion of the book trade~s discount 

of 40%. 

a. 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 10% 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 ts 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. 

2. 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. 

: 
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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 exhibition, 

its catalogue was excepted so the Bookstore could conduct its 

own wholesale operation with local booksellers. Over one hundred 

c~pies of the exhibition 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 . 

• / 
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Further Measures to Improve Sales in the Bookstore 

A. Developing non-catalogue CMA inventory 

1; Large scale production of posters (non-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. 

2. Similar production of postcards and notecards from Museum collections 

to sell and to wholesale to other museum shops through the Museum 

Store Association network. 

B. Physical changes to the shop 

1. Entire lighting system needs to be intensified for more inviting 

shop appearance. 

2. Present print display bin to be replaced by larger unit with a 

capacity for vertical display of prints and posters. 

3. More sophisticated cash register with capacity to record more 

information, e.g., tracking sales of cards, postcards, calendars, 

etc. separately. 

4. Computer system for inventory· control and . ordering procedures. 

5. Intensified lighting in window cases across hall from store that 

are used for display of special exhibitions and CMA publications. 

6. 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. 

7. Change the members' discount to 10% on sales over $10.00. 

I 
I 
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AGENDA - COMMITTEE ON PLANNING AND DEVELOPMENT 

1. It .la oar purpose to discass the direction that the Museum should 

take during the next years and to inquire whether the energies and investment 

of badget .now being made are consonant with these goals. When we conclude 

oar 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 until 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. 

S. Your Chairman has had a lengthy discussion with Dr. Lee and 

out of that discussion I have tried to develop certain questions ~hich may be 

appropriately asked. The word "appropriate" should be underscored. Though 

• as trustees we are vitally interested in all facets of CMA, questions dealing 

wlth specific personnel and the content of the Museum program as opposed to 

ONl-
lta · direction ,u,e 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 

1. How does the CMA meet its special responsibilities as a major art 

mu.sewn with major collections? Is 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? A re our ongoing educational 

and community functions directed to an appropriate audience? Do these make 

use of the particular skills of our staff? A re ·these directed sufficiently to our 

membership or potential mem.bership? 

2. The Museum is a sophisticated institution. Do ou.r policies reflect 

an appropriate understanding of our relationship to other art oriented institutions, 

the art programs of the public schools, the art 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 Contemp~rary Arts Society ... ? 

Ou.ght there to be other such groups? 

3. Is it appropriate that half the service of our Educat_ional Department 

. is directed to children? Should we be teaching the te~bers? Are our extension I 

exhibits and "brancp" displays useful? Are our non-technical publications 
-·· 

dlrected to an appropriate audience? 

• 

• 
• 

• 

• 
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·4. Has the ~useum contributed materially to the raising of the level 

of literacy in art in the area? Have we worked with adult groups in sufficie~t ~-------~---,--~-- ··--··--·-· 
depth? Are there sufficient public lectures at the Museum? Has our Public Re-

lations Department directed its energies towards those who may benefit and be 

of benefit? 

5. Does our acquisition policy reflect not only the needs of the Museum, 

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 Mu_seum' s ability to stimulate in­

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 expedtted and the plan for study 

galleries be encouraged? Is the Conservatio~R!_~_rtment adeq~_~t~ly ___ ~taffed 

• to preserve_~~__!.reasures? Are our exhibits not only adequately displayed, 
---

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 

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 continued,wreplaced by a regional 
A ' 

• 
show or by cooperation between the Cleveland and other major museums in an 

annual exhibit of new American work? 

• --.. _ 

----

• 
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8. Recognizing a responsibility to the quality of life in oar area should 
. . . 
: we encourage exhibitions of contemporary architecture and the useful arts? 

_Have we the staff for such an 1111dertaking. 

9. U there are to be fewer major exhibitions what other functions should 

: oar curatorial staff undertake? What scholarly work - catalogs etc. - need to be 
,_. - - id& d •--•••-·-•......._.-._._ ... 

completed? Do we have an adequate curatorial staff? Are they adequately com--------------~ 
pensated? Is oar academic relationship :with CWRU adequately renamerative .. 
for them and/ or intellectll&lly useful? 

. 10. Is our Education Department successfully meeting its responsibility 

of explaining the collections of the Museum? Do oar Library and Stady 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 sap­
rl 

~ \ 
plement the occasional gallery talks? Should there be daily gallery talks? Can 

_ .... ~.....-'! 
,...-::--~,-
~ 

I there be pilot programs in art history on the elementary and secondary school 

levels? What is the purpose of 011r children's in-museum program and is this 

:program being adeqaately _publicized and programmed? Is it appropriate for 

, us to maintain two separate docent programs, one for the city schools and one ! 
l 

lfor the suburban schools? • 

11. Can we use the media for basic art information and programs? 

Are there available funds? Do we adequately use oar audio-visual facilities? 

12. These questions involve philosophy and people and, of coarse, 
• 

budget. A·re the parameters of the Museum operational budget adequate? Ought 

we have a policy for the acceptance of Federal monies? Should we be working 

\\·ith State authorities to increase support of the arts? Can we make more 

• 

--

I 
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adequate representation to the corporate community and if so what consequences . . 

would this have for the M11sewn? 

12. Are there adequate accession funds for the forseeable future? 

Adequate funds for publication? Should we be doing l~ss, more of our own pub-

lication? 

13. Has our Public Relations program been adequate? Our membership 

progran1? Is it advisable to have closed membership groups like the Junior 

Council? Does the curatorial staff invest itself sufficiently in the feeding and 

care of individual collectors? 
• 

• 
These are questions which we might profitably di~cuss. They are set 

oat for your consideration with no sense of their being exhaustive, but with 

some concern that there may be issaes listed which we ought not to raise, but 

at least it's a start and quite a piece of work. 

.. 

• 

-- ... 
• 

• 

--
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