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.JOHN S. WILBUR 
1460 UNION ·coMMERCE BLOG. 

CLEVELAND,OHIO 44115 

Dr. Sherman E. Lee, Di rector 
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 ¥telcome 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 organizatioDal matters and 
my deep and abiding feeling for the Museum. 

First of all I would question the propriety 'of Directors of various· a;t 
museums gat-hedng 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 
given by "management" to the responsibi qties, fun_ctions and duties of 
management versus Board Members and Board /v\embers versus management. 
I realize that it is not always fitting to force oil 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_nskPle to your 
Board of Trustees exactly the same way as the corpcration~t,;ecuti ve, be 
he President or Chairman, is to his Board of Directors. It is generally 
assumed that the chief function of a corporate Board of Direcf·ors 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 B~ard will question the Chief Executive and 
proffer advice on various matters but, in general, Boord Members realize 
that their dut)' is io see that results ore satisfactory) and how these results 
are achi~Yed is left up to the Chief Executive. Of course, a corporation 
(i; ifcrs from a museum in that the Chief Executive is almost always a 
W,ember of the Board, organizes and runs Boord meetings and i~ 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 ·states, it is 
the responsibility of the Chief Executive to recommend policy. It is 
often prudent to re-examine and re-affirm or revi sc 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 "supervise" the Chief to make sure. 
As you no doubt know, Members of the Boards of corporations are coming 
under more frequent attacks fro"lnetRckholders and, with the consequent 
enhanced legal liabi I ity, business/ are reluctant to assume the awesome 
responsibilities of corporation directorships, especially if the corporation 
appears a bit shaky. No longer wi 11 fat cats accept directorships 
like sugar plums because even the mighty Penn Central folded embroiling 
Members of the Boord in expensive and time-consuming litigation. 

Most corporations have a system of "controls" built into their procedures 
so the Board con keep track of what is going on. First of al I, 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 
after year, everything is fine, but when earnings wane or disappear, 
the Members of the Boord must get into the act pronto. Then too, there 
are items such as budgets for capitol 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." 

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

administrative budgets a·nd the accessior_, process is somewhat analogous 
to capital expenditures of corporations. -But, where I fear we may be . 
a bit wea~ is that we have __ no "earnings" to 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 can measure effectiveness we must identify our true obiectives. 
Granted that this wil I,. of necessity, be more intangible and pure· of spirit 
than the crass, corporate crunch for dollars of earnings, it sti 11 is important 
that this obiective, purpose or goal be identified and articulated in 
11 po I icy " . 

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 11 balonce sheets II 

the assets ore balanced 
by "liabilities" and "net worth". Possi~ly a more ingenious_ and more 
financially-minded Trustee than the author can indicate what the Museum's 
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liabilities and net worth might be, but the point is that here agai_n 
another set of values must be identified so that Trustees, Director, staff and 
the public con 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 hove 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 wi II 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,.- from 
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. In the way of "doodling" I tried to compare 
these fu·nctions with that of a corporation. 

Acquisition - Equipment 
Preservation - Maintenance 
Presentation - Sa I es 
Scholarship - Basic Research 
Interpretation - Applied Research 
Education - Soles 

In my position os Chairman of the Education Committee, I would like to 
see the role of Education bui It up to o 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 II it is true that some corporat· ions 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~ld think it out of order or maybe gratuitous to say 

that the Board 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·~ntioned that the Board can delegate ·many decisions to 

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

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

as the case may be. 
. 

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

• the Director has responsibility for creating particular "working conditions". 

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

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

~eem 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 adjusted 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 

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

recall any such report. 

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

11 protection of the object must sti II take preceder,ce: over aesthetic advantage 

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

covered in greater ·detail in a manual. 

Paragraph 40 - The last sentence seems to me unnecessary. 

Paragraph 50 - I heartily 9gree with the statement. that the Director and 

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

think we c·ertainly should look into this one. 

.' 

l 
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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 Boo rd must 11be aware of the 
needs of the community". 

Paragraph 63 - Should we acquire o 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'-'um is in excellent shape, but I still -feel 
it would do the Boord, the Director, and the .staff some good to draft a 
"policy" based on the general guide ,indicated by the report; 

Sincerely; 

cc: Mr . L. C. W i II i ams 
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Augu•t 25, 1972 

Dr. Sherman Lee 
Cleveland Muaeam of Art 
11150 ~aat Blvd. 
Cleveland, Ohio 

Dear Sb.erman: 

I nave tried to boil down our converaation to a few 
programatic note a and a ae riea of queationa. A• I 
told you yours la the flret and final say ae to whlch 
area• we OGght to explore and how you want ua to 
proceed. I welcome any changes that you wish to 
make, addition•, deletlons. 

Will you have thla mimeographed? 

DJS:mp 

Encl. 

Sincerely, 

Daniel Jeremy Silver 
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PLANNING & DEVELOPMENT COMMITTEE 
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. 

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

kc 
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CONFIDENTIAL 

COMMITTEE ON PLANNING AND DEVELOPING CMA 

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

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

Mrs. Alfred M. Rankin, Daniel J. Silver, Paul J. Vignos, John 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 purpose 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 accomplishments of the past and 

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

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

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

cause of its historic functions and the nature of its professional pereonnel, muet 

be accepted and understood in its own and hi_etorlc tenn• a~d not primarily ae 

. .. 



._ I 

2 

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

the CMA must relate to the new possibilities and forms of artistic expression 

of modern society and speak to and about its tastes. What this means specifi-

cally for our Education Department, E~tension Department, acquisition policies . 

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 series of questions with CMA staff which wili 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 suggestions will be kept confidential, hence 

the tag at_ the top of the page. 

.. 

-. ---



cto r i8, 1972 

Dr. Sh rman L e 
Clev land Museum of A rt 
111 0 ast lvd. 

leve land, hio -t l 06 

DearS8aerman: 

: clos d ll as fi d my notes on our last n1.eetin and 

ocument G, a set of qu stions hie a y be useful 

for our Nov mber 2 n:e ting. 

I would like you particularly to o ov r the questions 

and add or subtract as you sec it. Pe rha, s w can 

spend a half hour some ti 1 e be fo e t 1e eeti oing 

over some of these ar as. In any c s , I '\vould like 

tnesc documentE to nt a lon.!> ith t e notic o th 
meeting, but, s al ays, ant th n1 to t your 

specifications. 

'I rusting this finds you in good health I remain 

Since rely, 

Daniel Jeremy ilv r 

DJS:mp 



T H E 

Dear Dan: 

VELAND MUSEUM 0 F A R T 

11150 EAST BOULEVARD AT UNIVERSITY CIRCLE 

CLEVELAND, OHIO 44106 CABLE ADDRESS, MUSART CLEVELAND 

SHERMAN E. LEE, DIRECTOR TELEPHONE, 421-7340 

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. 

A. arksdale 
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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 

~4JL ~ • 
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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 1s 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, 11 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 to separate these two functions and to have the Bulletin 
a paid circulation journal, available to scholars, museums, universities and 

/

t ~ndividuals; and a new magazine designed for the membership, full of infor-
Y :nation 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 
'(;P 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 ~t translated itself into either ►t(,/ 

a radical increase in membership or in attendanceL Museum membership national_.J,.J,.r"' 
ly is remarkably low and attendance in Cleveland cannot be expected to match the r~~ 
figures of the great megalopolitan tourist centers; howeveiJ 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 
should be mounted under the new Community Relations Department. 

c. Our Museum is open at times convenient to students, the 

comm~~/ 

retired, \ -;:=-=-

tourists and non-professional women and presents many of its most attractive 
programs during time when the "gainfully employed II 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 A rt 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 60'/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 rel-
atively as they are 

1973 Estimated Income 
EndONnent, Trusts and Other $ 

Estin-.a ted 
Income 
© 51, 

Bstimated°dLL:3,,.:..~-- ---
• Expenae • J>itterenoe 

• (If, 

John Huntington Art & p 1yt hn1 2,J53,24J.09 
1973 :·-H°'ao~--~-.An -~t.10:~ .. . o = 1, 1~_;;~:gg 

. .... •. .,. 6 
• • ;

0 

• : • · , ¥3, 20,943.09 
.1974 i ' . ; . _ 181,01,7.00 301,184.98 j 

' 
i 3,801,990.09 

197S _ 190,099.00 
; J,992,089.09 

$J,J19,eoo.oo , 
• 199,106.00 

3,.518,988.00 
- 211 -A 1 39. 00 

3,730,127.00 
_ 223,BOB.OO 

; 

.. 283,002.091 

1976 

1977 

1978 

1979 

1• 

I" ' 

. ' 
• . .. "' 

• 

. . . ..... __ , 

• a 199,604 eOO 

' I 

~, 191, 69J.09 3,953,935.00 
- 209, .585.oo - 2,11,236.00 
4,401,278.09 4 191 171 

I I .&.eCXJ _ g20,o~t.oo _ 221 ,470.00 
~. 21 ,342.09 4,''2 641 00 "4&.f I • 

211,061.00 _ 266,550.00 
4, 852,409.09 4,709,199.00 

. 2L21 620.00 _ 2~2,552•00 

• 
.... 

261,962.09; • 

I 
237, 1sa.09 • 

f 
I 

·210,107.09 

178,701.09 

14),210.09 

• 

5,095,029.09 4,991,751.00 
25k,751.00 103,278.09--.--~ - - - 299,2Q2.00 .J. •• 

. ... 

~j.349. ~ao.09 fj.291.~.oo / :: 

ou yo·u:~tr:::=~~:~~~;;~~;-i;;:~de<ciclecrtne'-rJ~~~~f~~l[~~;f(L~~ ,~·;j .. 

·· · ·--

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

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. 

Q 
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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 ~ .j6 
recommendation that a two-year limit be set within which the Sales Desk must ~1 \\) 
become profitable? Would you agree that as a normal budgeting practice hold- '),,-,~I· 

over inventory be carried at no more than 50% of face value? Al ~ 

(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 1 1 ions. _ ...I. . 6 , 1 ... ~ '°' T ~ TL,-. nL,~-tv '"' '2 , ~ r--" ¼.:.. '-----=--'--- "1 l.. c,~,w, 

b k h • b. t· \ l ( ~L~ ~ I ,t 

~ J. ,.,,t; ti, 
(5) The Membership Department expenses run at about $40, 000, not in-, ..t't R 

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

a. Charging subscription to Bulletin. 

b. A program to upgrade membership categ o ry. 

c. Raising the base cost of membership. 

d. Increasing numbers - Membership Department costs should be 
relatively fixed. 
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SECTION VI - Ac9uisitions 

(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? 

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

o you a agree that we reiesMe 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? 

tul 

~ 
\v l f. Do you believe the Acquisitions Committee should be encouraged to 

pr move more energetically in the contemporary field? 
.i& / o·-~ 
~ g. Would you encourage the enlargement of our photography collection? 

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

' -=-
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SECTION VII - Care and Display 

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

(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 difficultfof main­
taining our collection at its proper level. Our Preservation Department ex­
pressed satisfaction with its location but there is an obvious need for qualified 
personnel. 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 r etirement? 



• 
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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•l3oard 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 A rt 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 
A rt 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 ra1s1ng efforts. ~ 
It could be tied to the CMA by several informational and social visits annually ~ _ I/ 
to the Museum to meet with the Director and/or President. ~ 

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

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 

• • • f" ~ ., l\. \< ~ f h CMA? gifts of s1gn1 1cant \fy• 1 s o art to t e . 

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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SEeTION 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 . ~v\ \ 
~ 

f7!extile~ are areas which are familiar to and functional in our world. Responsi­
bility for them falls here and there and sometimes nowhere. Would you agree 
with making these areas ( exhibits, etc. ) the responsibility of the Department of 
Contemporary Arts with the understanding that the personnel needs of that de­
partment be reviewed? 

rr' 
• ~t,t. 

1P.tr--'"-• / 

( 4) The CMA presently offers t opportunity of an annual monthl study ~1,l',.,. 

leave to its seni curators. only occasional! ed. Woul ou agre o J• 
L\I~ ( a recommen ion that these le e months be defe ble so tha true Sa ti- ..,..~~,.f#I, 

• -J.t cal seme er can be taken ery seventh year? The need t ~ 1 J 

"' ~ one' elf is recogniz 1n every learned r' 

/~ • • (5) It would be useful if each curator would submit an annual report to 
~" ./' the Board detailing the state of his catalogues, the number of objects in his care 
9 ~ requiring publication and the number published, a brief list of his activities 

"" 
' ,:»~ \ 
,<\... 

"' 
V, 

/. 

J 

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

\ 



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 Corrmittee with active 
ongoing supervision of Corrmunity Relations and a close working 
relationship with ConJTiunity 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 



...... •· . 
MEMORANDUM 

DATE: 3/15/73 

TO: . Daniel 

FROM: 

on Planning and Development 

The one general comment 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. 

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

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

is made below: 

Page 2. Really a matter 

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

tation of collections, and the 

-

I like the words I suggested. 

we must recognize the presen­

of the institution. 

(3) I am not so sure _about there being little st if the bulletin 

was printed ~--monthly and a quarterly instituted. We need a News Letter 

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

the Bulletin. 



Page 7. (3b) Within reason, yes an4 depending upon the character and reliability 

of the collector. 

(3c) See conment. I might also add that a consortium is illegal at 

auction bidding. I know it is done, but it is illegal. See colllllents 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 housekeeping 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) '11lat department has full documentation available for the Committee. 

It was prepared for the Weatherhead Foundation submission. 

Page 14. (le) '11lis 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 

University 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 responsibi I ity 
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 policy 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 pol icy - but to make sure that we all understand 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 II Professional Practices in Art Museums" 
report. 

I agree that the Cf.M Is not an agency of soclal change. It would 
be difficult to get 1uch a atatment Included In a "policy", but we could 
say something about "dlsplay art of all ag_. which Illustrate the many 
changes In technique, custom and style - the changes of the past. ,, 
Of neceulty, there la a lag or a gap in cuffent. art styles 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 
pub I ications but have a few reservations. For instance, wi 11 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 C~ "has been overly conservative about 
trying to excite local interest", but here again I would hope that 

" eventually we ~uld 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. [SD] 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 little 
or no I iaision nor rapport with our Educational Department and 
their counterparts in the smaller museums. 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 
member•. Thia might be aomewhcat HIier If we could get around to 
making a statement of pol Icy as In my paragraph I 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 )l I agree that the 5-year Ii mi tat ion 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 

ii' clear the present line of succession in case Sherman should become 
sick for a period of time and to go on figuring out who would be the 
successor to 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 abi I ity to develop 
broader adult 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 curtai I 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 might 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 musuems. 

17. [Section 4 (30)) We c«tainly should beef up the search for grants. 
Who does our "grantsmanship" now? And, how much emphasis 11 

currently placed on our efforts in this regard? • 

, 

-

I . 
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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 will 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 Museum. 
On the matter of volunteers it might be helpful if there was some 
useful entertaining or educational diversion provided for volunteers 
when there is no "action" in their respective departments. It could 
be quite dreary manning 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 Is the responsibility of Trustees to make sure 
that our solarled level, are competitive In fact - neither too low 
nor too h lgh. 

\ 

r .. 
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JOH N S. Wt LB U R 

1'480 UNION COMMERCE BLDG. 

CLEVELAND, OHIO 44115 

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

Dear Dan: 

April 5, 1973 

Subiect: lnstal lment 112 in Response to your lv\arch 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 apROl'tionment and have CWRU pay what · 

it can afford and be "loaned" the balance. I realize that these 
"laons" may not be worth much on our books, but , 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 emphasis 
toward developing new forms of corporate support versus cutting 

back on exhibitions. Corporate support for exhibitions, however, 
wi II not be a rich source of revenue because the adverti·sing and 
public relations benefit of exhibitions to Cleveland corp-orations 
may be a bit tenuous. Cleveland-Cliffs has a maior investment In 

Australia, Republic Steel in Liberia, but these P.R. pouibillties 



•• . ' 
• 

- 2 -

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 shou Id 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 Museum 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 (1 D)] I ~am 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 (1 F)) I would like to see a decision made between 
"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 de'1ine this 

J" 
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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 I ike to have the Board restate their 
general approval of the completion of the arrangement of galleries. 

36. [Section 7 (2)) Agreed. 

37. [Section 7 (3)) I am al I for providing~ tasteful ly1 more art 
history information. In addition to information on technique, it 
might help more of the unskilled to appreciate t~e 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 /th. Henning be assigned the 
fi Im programs. 

40. [Section 8 (3)) I would l_ike to see not only careful evaluation 
and followup 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 teachers 
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. 

l 
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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 responsibi I ity 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 Boord should enact investigations 
but that"act1oJ should be deferred until the Education Director 
arrives on the scene. 

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

J'IL I" -5 
49. [Section 9 (lA)] The creation of a Means 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~qn aQ'!jl,s functions. I would hope that this Committee 
could be given mafcitJrnphmis 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. 

50. [Section 9 (1 B)] 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 an 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. 
~J'c.f"" 

59. [Section 10 (4)) I agree that Nae curators .'.s~uld have the 
same amount of leave and fringe benefits af-'M[~1or 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~f'·' .tr.f- did get the feeling, however, that 
the discussionsh~1J. i~had with the curators did intrigue and 
to a certain extent impress them because it entailed a certain 
amount of necessary reflection on iust 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 that 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 agree that an im~tant 

, 

I -

' 
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problem is to "sel I" this idea to the staff and persuade al I of the 

staff that involvement is not iust a matter for the tv4.embership 

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 il 

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 acc~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 i ust 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 comments 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 e~tra I might be able 

to add. 

Sincerely, 

• 

I • -
I 

. I 
I 

I • 



Dr. Daniel J. Silver 
The Temple 
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JOHN S. WILBUR 

1460 UNION COMME :RCE BLOG. 

CLEVELAND,OHIO 44115 

April 18, 1973 

University Circle & Silver Park 
Cleveland, Ohio 44106 

Dear Dan: 

e time reprieve for .our summation of the Committee's endeavors 
rev ed al I the written data and my notes to se • ould 

add any pertin comments. I must confess thn.1..-r--+ound myself quite 
impressed with all material that w~~..., ered and especially the 
very important part tho u ~ta.Mia~ 1n first submitting questions before 
each seet>ion and then s --- the draft proposal. 

nni~,1 er, want to take advantage o time to enlarge 
a on some of the remarks that I have made 

'-.. \JI\ 
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 unanimity 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 desirability of "examining" the possibility 
of a policy statement, then it might be desirable to proceed on to 
"operating and procedural manuals" for various divisions and departments 
of the Museum so that consensus can be reached as to iust 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 
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the results of our Museum are, to my mind, excellent, I think some 
thought should be given to its "organization". I would not like to 
see a winning combination broken up, but I do feel that for future 
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 job at it and thrives over it, but looking down the road it 
probably would be better not to have the Director double in brass 
as a Curator.. I 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 
division of duties where we endeavor to assign the man to the job 
rather than the job 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 still 
leave some latitude for the aera in which he or she may have particular 
talents or interests. 

4. Emphasis on Loca I Areas - We a 11 agree on this to a certain extent, 
but I would like to see the subject 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 local 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 just get tired of the awful 
climate. As a part of Cleveland and Northeastern Ohio, it should 
be in the Museum's best interest to do all it can to make this 
community the best possible place to be and to live 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 



• • 

- 3 -

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 11 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". 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~O~~!.!__:_~uildi~_a_~.Q_rounds 

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

lt) n[rf: r ~ _,_,_,_ .....___......,,,,,,.__-. ~ 
(A_ ~ \'to ~ ~ UCi ~ ~ 1 Lo. -~ ~--· r ttG_ ,~ ~ 
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t ay 17, 9 7 3 

r. aul Vi nos, Jr. , M. D. 
,8 ado an lac 
ondon S l •4n .,l nd 

r aul : 

' a c oin to me t some tim in June to develoo 
dr ft submission. Un rlined att r r r ,\ s nt 

ne i as r sultin o riou inte rv i s nd c on-
ve rsations •1 •ith m b rs oft Gommltt and the 

ir ctor. You ,..-•ill e th t I ha v add ·d omm ts 
of various indivi ual m ~m b rs. ,.,ould like our 
r ctlons to these as ~•ell as to ,ny and an it m in 
the renort. 

I trust you are havin~ an excitin and nl ~asant i it. 
I envy you. 

DJS:mp 
•nc l. 

incerely, 

Daniel Jeremy ... il r 
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May 17, 1973 

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

I am enclosing a second somewhat changed, aomewhat infiated draft. 

Wherever there waa concensus nothing has been changed though some wording 

has been sharpened. Where you suggeated addltiona or enundationa theae are 

indicated by name or by underlining. 

I am malling a copy of thls to Paul Vignos for his comments and have 
' 

reviewed the material with the Director. It ia now time for the Committee 

to meet in a drafting 1e11ion. I hope that everyone can be preaent at that 

ae•~lon and aak you to fill ln the enclosed card •o that we can find a time 
' 

agreeable to all. 

Daniel Jeremy Silver 
I • 

I I 

I ' 

I 

• I J I t 

I ' ' I 

I • 

• 

• 



• 

\ 

' 

.. 

• 
• 

I . 

• 
_ -E~TION I - A General Frame of Reference 

The CMA is a general art museum whose primary purpose is to acquire, 
presc rve, di splay, study and explain objects which fall i.nto the category of 
fine arts in order to preserve these for posterity, encourage awareneaa of 

. . - --

artistic merit, pro vi.de understanding of the accomplishinenta of the past ·.->·-. . ' 
and stimulate an awareness of artistic quality and of the importance. of beauty ·, ·.•. '.:; 
in man'• life and environment. • •••• ~.- • 

The CMA is not an agency of social change though, obviously, lt must 
• t 

evaluate and respond to new posaibilitiea and form• of artlatlc expreaaion ln 
modern society. 

. ' 

The CMA is a regional Museum and ha~ a responsibility not only to be 
part or the ongoing national art enterprise, but to brlng to this area exblblt• . •. 
and vlewpolnt• for tbtt benefit of tho•• who cannot or ·do ,fot travel. • l 
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~CTION II - The Museum Extra-mural Relationships 

{l) The CMA enjoys a fine reputation in the art and museum worlds. Thou1b • 

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

press ~,hich ''pays off, " particularly in terms or our ability to hlre rlrat rate 

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

an art center. 

• 

(2) The CMA maintains thia national 1tata1 ln .four way■ : 

• 

a. • The· reputation of our starf 

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

tion of the collection. 

c. The significance or major exhibition ■. • • 

d. 

. . 

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

catalogue a and the Bulletin. ----
Nothing should be done to jeopardize our standing ln 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 mean• 

. . 

..... 

• 

• 
or inte_rnal communication 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 Bulletin ··· 

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 -Bulletin needs to be supplemented by another vehicle, 
----

possibly a quarterly, designed especially for our membership and the non-
• 

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

lection. !_f_this chan~ is~ccept~d we feel that th! Director sh~ld ape.£>~~ 

edit~1..£.or t~~~_p_u_b_!!,£ation with a ch~~~~-~!k with the Membersh~ De­

partment and an ~dviso~ CE!!!_mitt~from the B~rd. A ~e!_e or t~ new 

eublic!!~n and cost figures for bot~the Bul!_!~ and the ~'!:' publication should 

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

i4} We remain the nation'• only major free acce•• m11a_e~ - • tnditlon 

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 is not clear whetheit 
• • 

these charges significantly reduce attendance nor is it clear whether free en-
tra~cc to exhibits is a meaningful inducement to membership. These question■ 
should be studied. Pending such a study and in view of the increased coat 0£ 

these exhibits it would seem advisable to continue the admlselon charge for 
special exhibits. 

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

• . . 

• 

a ra~icai inc ·rcase in membership or in attendance. Museum membership nation•~~ 
ly is rcrl'larkahly low and attendance in Cleveland cannot be expected to match the 
figures of lhc 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 
pron,otional considerations must never over-ride artistic or scholarly require­
ments, ncvcrthcicss it would seem that the vibrancy of·a museum .lies in a ere-· 

. . 

·a'tive tcnsio!'l between traditional functions ·and community interests. With theae . . 
considerations the Committee makes the following recommendations: • • 

. . 
• 

a. That community relations be upgraded as a department and placed in 
charge of someone directly responsible to the Director's office. His charge 

. should inciude not only public relations in all its facets but to secure and retain .• . 
members, review attendance figures and maintain comparison charts with other 
major m\lseums, develop local promotions, suggest approaches to various lo• 
cal groups and present to the Board an annual inventory of attendance facts, · 
promotional programs and suggestions designed to enhance the. reach or the 
Museum's activities. The proposed Quarterly might appropriately be a re­
sponsibility of this department . . 

. . 

b. That the Pl'.'~--~~pt ~ffort to find corporate sponsor·s for major exhibits be .. • 
encouraged. An a'ffMa,r.Je ·program oriented toward the business community •1

• 

.• should be mounted under the new Community Relations Department. 

c. Our Museum is open at times convenient to students, the retired, 
to.urist5 and non-professional women and presents many of its most attractive 
progxams 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 Museum. . 
As a first st~p. in this direction the Musemn shoald be open to the public· on the 
four newly proclaimed Monday national bollday• and enlar1• lt• Wedne•day •••• 
nlng and Sunday aft~rnoon programmln1. , 

• • • 

·, 
' 

' . 
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d. T;H! exhibition progratn 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, Yet many members are new each 

year to the arl world. Others cannot travel. The_ Committee feels that as a 

regional n1useu1n we have a responsibility to present certain exhibits even though 

they have been mounted elsewhere and at another time, The Director disagreeas , 
'\ . .___ -~------· -·---

' 'I-I c rc I atn inclined to disagree rather strongly on the grounds that_ the safety 

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

h ibition s. If all regional museums presente~ exhibitions ~hat w9uld be ex_citing 

to their c'licntcle, • damage would increase, insu ranee premiu~.• .~ould ·go up • 
. . ..... 

and the reluctance of museums to lend would increase as well. There ie no real . . . . . 

j~srtfication for shows such as the Renoir Exhibition in Chicago or other aim\-

lar to it. '' 
.. 

' 

I· 

. 

e. Possibilities exist for an increased number or exhibitions involving con­

temporary architecture, planning and useful arts. The Contempora.ry A rte ,Cu- . 

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

exhibits within his field. Whenever possible small new groupings 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 museum• (Akron, Canton, 

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

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

draw their people to our program• an~ exhiblta. 

(8) Our positive attitude toward• major exhlblta and lmportant acholarly 
cil ■play■ and our reapon■lbillty to find money for tb••• l• ladlcated la Section, Z,'I, 
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(1) CMA practice gene rally conforms to the Association of A rt Museum 
Directors, Professional Practices In A rt Museums (1971) and should. - ... ----______________ __,_ ____________________ __ 

I • 

(2) Mcn1bers of this Committee have reported generally similar experience 
of coming orlto the Board and being thrown into meetings without the slightest 
back-ground. We recommend that an informal orientation program for new -- -
Board n1embers including introduction to the important members of the staff 
be devised and. implemented by the Director. lndeeq._j!_m~.llLbe __ advisable 
bi-annually for the Director to· offer a reorientatlon program to those Boar~ 
members who w9uld wish to come.·· It's hard for .the Boar 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· suggests that 
the CMA might appropriately consider creating the position or Administrative 
Assistant to the Director. This staff .person might be the same person as the 
Community Se-rvices person, responsible directly to the Director with functional 

responsibility in ~ajor non-art areas: _membership, public relations, communl• 
ty relations, house and g rou~da, suppllea, restaurant, Book Shop, printing, 
volunteers etc. 

{4) The Director as~ed us to consider whether provisions should now be 
made towards the selection or his successor. H is. retirement happily being over 
a decGde 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 particut~ skills will be needed 
when the Director attains retirement age. ,{John Wil feels we should acid a 
statement on temporary responsibility in W~. o°c 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 or its type oi' 
purpose 11 one of the most important responsibilities of Directors, Trustees . 
and Management is to provide for orderly succession. My own company ha& 
been hit lately with a rash of retirements, quits and deaths 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 aLck for a perlod of time 
and to go on figuring out who would be the a11cceaaor to the aucceaaor at 
least on a temporary basis. ") ' 

(5) Paul Vigno• feel• that we ahowd lncllad• tb• lollowlq abo11t tbe ~•rd 
and lte atruct11r, and fllnctlona 
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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 __ incompatible 
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 financial, aciminis"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-bJck conc_erning community reactions and glv~ .. 
t-.ngible ~viq~nc~ .o.f ~h-~ ~i;~•~e.e.s. ~~t.e_r_e_s_t _ ~~ M~~~~~ ~~~(~.p~rfonnance. Thla 
should be an ald to morale and trustee-staff relationships. "I . 
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S fo:CTI()i\: IV - Funds __,_.......,_ _______________ _ 

( l) The at tachcd cornpa rison of income and expenses estimated on the ba•L• 

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

facc6 !_!<2, inajor ope rational budget crisis over the next five years - provided 

the Huntington and I<elley Funde.are conei.dered as i.ncome and time• remain 

rel;ltively a, they are. 

• 
• 

197). t3ti.m.,tcd Incomo 

Est irr.1 t.od 
Income, 

E) si 

, Endowncnt, Tru:it.a Md Other $2, J5J,:?.l,J.09 
John MuntinGton Art, & Polytcchtiio 1,192,700.00 

, , 

• 

• -· 

--· -.. ....:.Ho~•o~ .. i(•;l!l ~ .1CN.Mat.1on, .. t!. • 7.5JSJ00.00 
1973 ; . .. . • • , . • -: • ~J,620, 91, J.09 $), 31 ?, eoo.oo , 301, 1a4.9a 

• • = . . , . ,, • ; • _ 1 r 1, o,. 7. o~ i ·~- 19? J 1 r.n. oo ... 
;1974 I • •. . .• :. ·i 3,001,990.09 ),510,900.00 263,002.09 

' • • , · ar 1901 0?? .00 _ 211..tl)? .OO • .. • 
1 

·1975 . • ; 3, 992,on9.09 - ,, ?JO, 121.00 •. 261,~62.01 1 

• • • i . 199, 60/, .oo _ 22J, 000 .oo 

1976 

1977 

1978 

1979 
• 

1900 

. 

' I 

• 
' a 
• 

• 

•• • • 
• • • 
t 

• .. . 
• 

• • • 

• • 

• • 
' 

• . 
•. . • .. . . • 

• ~ I 
•• 

• • • •• 
• • •• . ' • •• • • • • 

. . 

••• 

• • . : .. ~ 
• . t • I 

• .. . . . : . 
• • 
• 

• • • 

. . . 
• . . . 

• 
• . • 

• • 
3,95J,9J5.00 2J7,7S8.09 

~.17 .. ~)6.00 t - • 4,191,171.00 •210, 107.09 
_ 2 .51,. , .. 70. CO • 
4,"42,61. 1.00 • l78,701.09 

266 .. ,:;50.oo ~ • 
4 -4,709,199.00 143,210.09 - ?.l12,a ~22 .oo 

. 4,991, 7.51.00 • 103,21a.09 • 
• 

-A.. •• 
,- . • • 

299,50~.oo 
.• ~a .. ~21. .• 92-1 1~.,2~1,~eOO 

$1,111.1,1.10 . .,... ___ _ • -----·-

(2 1 The Committee agrees that .the rate or repayment oi 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 

ahould be shown oo our Balance Sheet. Since our capital ia invested for growth, • 

it is ~c.iQ3iPossible for the CMA to increa~e by lnveatment decision its Dpera-

tional income. When and if that • is necessary ls a decision for the Finance Com• 

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

annual oudget eubmlaai.on oe prepared not only wlth a view to holding the line on 

coata, but with the view of lncrea•i.ng Lncome by lncome management, i.ncreaae 

ln due• or blllln1• lo~ repayment ot ••~le•• etc·to mMI ••c••••rr eapeaditana • . 

. . . 
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In inflationary tin,cs fixed costs (supplies, insurance, social security) riee rapid• 

ly and the temptation is to freeze salaries. Morale and the law of supply and de• 
mand st1ggcst 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 slmilar 5% compounded rate; but 
' 

the simple fctct is that these monies are buy~ng leas and less art. Consequently 

we recommend that: 

a .. . The Director's recommendation that over the period of this report ac­

cessions funds be managed for maximum income without da?ler 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 
• ---------------------

oi th~ossibility_!hat they are simply being_used by those who want t<>_!Jlake a .. : . 

teecuiativ~rofit in the art market. Advice should be scholarly and 
1
r)ot primadly 

,financial and no staff eerson shal~ acceet fees for profe~sional advice in his 

specialty to individual collectors without special arrangements with Board. Our ... 

record of local collections should be kept as current ae poesible and local col-

• lector' a 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 appropriate for the CMA to seek out 

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

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

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

Foundation and Corporation grants for special projects (education, publishing, 

exhlbitlons etc. ) An annual report of thia effort together wlth a ll'at' of contact• 

made and a deecrlptlon of plan• for the ne·w year abould be made to· the Board. 1 
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'Sl-:CTI()N V - Finances ------------ _....,__.._. ______ ....__ 

This Cornmitlcc's charge was to look for trends and suggest priorltle ■, not 
to review the budget. In that light the followlng auggeatlon■ are made: 

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

• 

(1) Since th~ cost of maintaining an annual member i~ approximately the co■t · 
of basic membership more attention should be given to ralelng our member• lnto 
the highe,; categories of membership, 

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

( 3) The Committee cannot accept that the Sales Desk should be a los's item 
.(currently $40,000). Two alter~atives emerge: either it be disbanded and our 
own publications and gallery guides be made available at the Information Desk 
.£.! it be turn·ed over largely to volunteers. Most or the deficit i.s 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, aa 
a normal budgeting practice unsold inventory should be carried at no more than 
50% of face value in the annual .audit. ( Paul Vignos adds: 

• • 
. . . 

' .• 

"Another alternative is to give some responsibility and incentive to the 
staff member in charge or Sales Desk to suggest viable initiatives in stocking 

. books, exhibition of books a~d promotion. Has the Sales De1k head'• opinion 
ever been solicited re means to improve profit position?" 

I . • 

John Wilbur adds: "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 lesa 

• 

of a payroli we will have to maintain, I am convinced that, if the volunteer pro­
gxam was handled properly, we would have them waiting in the aisles to get a -

• chance to 'work for the Museum and none or the volunteers would dare be "un­
reliable" in manning information desks, sales desks as well as other selected 
areas in the Museum. On the matter o'! volunteers it migh_t be helpful if there • 
was some useful entertaining or educational diversion provlded for volunteer• 
when there is no "action" in thelr respective departments. It could be quite •• __ 

. dreary manning a sales desk during times when n_obody even want a to "look around. " .. . 

(4) No cost accounting has been made by the CMA of the joint CMA-CWR.U • 
program. The Committee bellevea such an audit la lm eratlve an a.t_jJie 
Finance Committee ■ho revlew a 1 co■t a■pect■ or our a1nement• wlth CWRU • 

' ' . . . .. 
' \ 

... 

---
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John \Vilbn1· adds: "An audi~ of the CMA-CWRU program certainly should be made. This whole ::;ctnp has seemed much too fuzzy to me. Even though we are a blt 
n,orc solvent than CWRU, the principle that we should only stand our fair share is, to 1nc, in,porlant. l>crhaps we could "loan" some money to CWRU ln the way• of bca ring extra coals, but we should at least know exactly where we atand. 11 

' ' 

(1) Salaries must be kept competitive and capable or 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 coats. The Com­mittee recommends that this line of the library's budget receive, when necessary, special consideration, but that the Librarian be charged with worklng out area■ 

• 

• 

. -. 

of collection with the other major libraries ef ••• ■ 1ea. . ~-. I 

• • , a. All but $2Z, 000 of the Library's budget of $224, 000 is spenf on salarie■. The Librarian estimates that up to 60o/o of the time of the five desk people involve• a service to CWRU, a service for which the CMA receive ■ no reimbur■ement. 
After the Finance Committee baa reviewed the above project we would recommend I ' that CWRU be asked to defray the coat of at leaat one deak llb,arlan. 

,, 
~. The policy of subventing salaries with half price lunches for staff re-

mains acceptable, but not the discovered underpricing of many items sold to 
the public. Giv~~ ---~~-e .. sh~~P.. i:1!._~_~¢.~s.~_ i.~.JQ.od_~psts the __ Committee .r~commends a quarterly review of charges _by the_ Food Departmen~. and Mr ... . Orof!sman . ....__,_ _____ __ _ . ··• ·· · .. . . ·- . 
(Jo~ Denysey would add: "A~general_practlce bids shou~ be ~~q_ues~~d ~rom i)!g_~endent outs id~ catere~s .. at .l~aet_every __ t_w9._y~~-r-~_and that we should reduce o~ __ r_costs by fifty- thousand .dollar.a. by. reducing menu ■ele:ctlon·• ··•ii·c1 ·purchaain1 • • • • • ... • - • • • ... ..... - .. .. ~-• ·~ • I chea'pe r foods. '.' • • • ' • 

( 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 pr~vate school syst_ems for payments towards services rendered. Since ----

. l • 

. 
• 

!_h_~..!:.,.!!__!he possib_i_!,g_y_that the school systems will not ot cannot pay it would. . . • ~em advisable t1lat a r~ort be made to the Educatlon Committee and the Board within a_y_e~r on the success of these effort• and the rationale for the CM.A'• a.aaumlng the Cull cost of thl• program. 
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( 41 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 v~ry ,strongly that 
long t~m pl~ning be set up for major ~E_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 ~ignificant shows and equitably divide this responsibility. Perhap•~ 
coo.rdinator of exhibits could do much of routine staff work to relieve curator■ . . 
of time consuming and wasteful paper work. " The Director believes that thi ■ 
area is a ·staff function. 

( 5) The Membership Department expenses run at abo~t $40, 000 ag·ain■t 
membership income of $189,000 not including cost of Bulletln (about $47,000) 
non-payment of entrance fees, book discounts, printings for special exhibition■ , 
calendars. The Membership Department produced 1400 new enrollees last 
year ($21,000). Net incoµie per· member is estimated at '$2. Thls low-net 
could be helped by: 

a. A charge for each subscription to the Bulletin. 

b. A program to upgrade membership catego~y . . The Committee was shocked 
!.o discover that no staff person has specific responsibility in this area. 

c. Raising the base coat of membership. 

~ • ♦ • • • • • • • a. Increasing numbers - a target figure of 10, 000 by 1975-6. is not unwar-
ranted . 

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

volunteers, Junior Council etc. 

• • • • • • • # • • • • • • • • • • • • • • • • • • 

~- - . Bri~g~ng some admini~tr!'tive eifici~.pcy into the back office operatlpns. 
There seem to be too many llsts, form■ to type etc. • • 

. . 

• 

---

• 
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SECT~N VI - Acquisition_! 

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

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 
our accessions retain a reasonable balance in our collection between major areal 
of artistic culture. (Several members added that it would be useful lf the Ac- ' 
cessions <;:ommittee were giv_en a gene·ral statement of the strengths and gape 
in OU r collection. ) ' 

b. Given the rising costs of objects our policy should be one of "buy now" 
rather than of delaying purchase in the hope of some downturn in the market. 
Despite the temptation to purchase choice items it remains 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 verbally 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· 
MusE;um and its ·staff to prevail up.on 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 in exchange for articles, makes in whlc~ we may be particularly 
strong and which may be superfluous. ") (The Director believes that trading 
should be done only within a field. --

d. In the matter of the sale or barter of objects from our collection it 
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 . de~ign_ed. to prote~t _th~ . r~putation .of our _s.taf(. _ Jiro.Oemp~ey .d.is~g~ees: _ . _ . 
. ''All_(?bj_ects in excess of five thousand dollars should be sold at public auctio~. ") . 

e. The Committee does not believe that the present practice of giving to 
the Contemporary Arts Department an annual grant for purchaae·wlthout rel- .. 
erence to Accessions Committee approval should become a permanent Ma-

• , • • • • • I . l 

aeum procedure. ( The Olrector d1_aagreea: ''I think the policy ■bo11ld be ex-
' I I I 'I j I . • . . I 

tended for at leaat five yeara")' .- a1 ~oe1 J~hn Wllbu~.• 1) 1
, • .• , • , , ,'., • • 

I I • I ' ' f I . I I' I t I I , '. ' ' ' • ' • • ' ~ I 

' . •, I • I I • . I ' I I \ . . . ••' I • 

i • I I I I' • I . I I ' I I I • ' ' I ' I I I 

I ff I : I ' ; I ' I • ' I I ' I • ' I 
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f. Generally we believe that the Accessions Committee and the staff 

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

Vig nos adds: "Decision on this should be baaed on thorottg_h survey of past 

C?(pericncc with contemporary acquisitions i.e., cost and best estimate of cur• 

rent value. What is our track record with contemporary acquisitions? "J 

g. Efforts should be ma·de to enlarge our photography collection . 
.. 

h. As an administrative practice and in view or our hopes for donations 

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

• • tempoi"ary exhibit are available for purchase. ( Clara Rankin adds: "Perhaps 

me~bere could be advised ·via publication or other means that lnqui.ri.ea could 

be made re availability of exhibited worka. Would not l~ke to aee aale• 10 band 

in hand with exhibiting like a commercial enterprise.") • . 

i. ~ A paragraph ia .a ■ * requlred •bout 011r comp1lailce wltb "Import of 

Art Treasure•~• regulation•. .· . . •• 

• 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 phase or this program .· 
and the Co1nmittec happily restates our general approval or it_. (Paul Vlgnoa addas : 

''This is fait accompli now. There should have been a comprehenslv~ dla­
cussion by Board. This subject points up need for more adequate tlme at Board . meetings for thorough discussion or such serious-policy decisions. 

• .. . What is the schedule, if any, for publication or gallery guides? 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 exhibit• and the com-

•• pletion or the publication of all gallery gu idea. .• 

( 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(!rs. The_ Committee feels more 
art history information be put on our label• and that _ these could b~ changed . 
from t~me to time. Comparative materlals -al10 mig ht occasionally be juxta• • 

'• .. 

posed . ( Paul Vignos adds: . . • 

. . i..TTLr..b ·, . • - . .b h "We are doing relativelyAa out this. Assumption seems to et at most 
Museum goers have Ph.D. in Art History, and it would be intellectually in­
sulting to give them too much information. Definite plane re implementatio~ 
are needed. " 

John Wilbur adds: "I am all for providing, tastefully, more art history 
information . . In addition to information on technique, it mlght help more of the 
unsk_illed to appreciate the contents· of the Museum if some thought could. be, 
given to more explanation of "the times" of the era, the politlce, the war■ , the 
economics, the philosophy . . 

Clara Rankin adds: "How 1puch are video-tapes . u■ed? They ■hould eerve 
this purpose well also. ") . . ... 

~ 
\ , • 1 , I (4) In ·the area. o( ·preaerv~tion,ther~ wlJl ~e .lnc~ea~l~g ,difficulty o( ~aln·- · 

taining our collect.ion ~~ ita pr~per. leve~. O,ir ~reservatlo~ _Depart~en~ ex-, •. 
preaaed aatlara·ctlon wl~~· lt• location ·b11~. th•~~ .l•. an ola»ylo11• ,n.eed ,for ~114llfie~ .· 
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personnel. The Director looks to the Tntermuseum 1,.b ~rogram to help. Thu• 

this group con,n1ands our support. In terms or work load and continulty it 

\vould seem desirable that a successor to the conservator or paln'tlng ■hould be 

hired soon in view or the incumbent'• lmmlnent retirement. • 
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