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RATRAD
To: Project Committee and other interested persons
Froms Mike Spogk
Re: Some thsoughts on where the Museum stands today.

1 have been struck in some of the communications I have had with
people interested in my project how each individual sees the Museum's
oroblems in different ways ~- and therefore applies divergent criteria
to the choice of strategies I should be using to make this a productive
year and to the kinds of solutions o the Museum's problems I should
be seeking. For example, some members of the Board see linances
and management as the overriding problem:; some staff are preoccupied
with questions of leadership and organizationsl structure; cur audience
with the relevance, availability and cost of our services; community
leaders with our role definitica and effectivensss relative to other
institutions; and 1 with the problams of cur times and my uncertaiaty
about the sorts of congibmticm 1 should and can mak@ tc their sclution
through-the Musgum. Whlle ‘saok of us shares some of the others
concerns, I am worried thet uniess there is discussion lsading to agres-
ment on a common aoenda of problems that should be addressed belore
1 go much further with my work, we rua the risk of coming up with
vsolutions” that do not relate well to saach sther or meet the real needs
of the Museum and the people inveived with its future.,

T think it would be produstive, E%@@f@fcf@ﬂ to spend 2 goad chunk of time
in Ostober bringing members of the Project Committee, PAC {the stail
Planning Adviscry Committes) and a8 few cutsiders together to tackle téns
issue. Perhaps an intensive weekend reireat would be in order,

in the meantime I would like tc have each of vou take some time to chew
over my analysis of what our problems are as a starting point ia our
discussions. We will cerizinly add to or modify them as we talk further,
You may even waani to prepare @ memorandum of your own thoughts to
airgulate ameng us.



Definitional

If you've ever talked to uninitiated psople about the Children’s Musaum
vou've suffered through their difficulty in imagining what & children’s
museum could be like, The word "museum" coniurs up all kiads of
dusty and hoarding images. When that word is combined with "children”
it's hard not to s2e the kids themseives as the exhibits, locked up in
glass cases, rather than being the client for the museum experience.

In addition to being conceptualiy hard o grasp, when we apply the
definition suggested by our name {an organization providing experiences
with real materials for elementarv school kids} to the question of
priorities and what we should choosg to do with our resourses or leave
for others, it sometimes seems to puil us in too confining a box. If we
really care about kids, many other media and experiences should be
made avg;lﬁbla simultanedusly, o c“::'15;";é§é§'§1§1“‘w1Lh real objecis Lo @aswer
“fheir questions and other needs when they arise, Finally, it seems
clear that the slementary school-aged child almost always opsrates
with, and is guided and transported by, parents, teachers, greup leaders
or othar family and r*erzdssu A truly sffective service institution appears

to neeﬁ a broaac_;f arzd more easziv m E‘pf@t&d focus.

Scale

Thea The Museum is at an @wkw;ﬁc‘x i:agza of itz developmeni, It has grown
hzirg enough so that it no longar ssems reasonable to ask staff to be
jacks-of-all=trades., Yet we are not vzt able to afford the luxury of 2
completely specialized and 4 @f"im@ﬁ alized staff., We must either do
without many necessary aupp@ servicses orf pay a premium price for
those services that could be used by a much larger organization at a
lower unit cost. In other words our overhead is high, Secondly, our
impact on our public is limited by ouwr over=siretched capacity to serve
their necds, For example, any attempt at an efifectively deceniraiized
neighborhood program demands & much deeper array of human and
fingncial rescurces than we presa *i; have avax&a ie. Ewven something
as straightforward 88 boostin var the unit sarvice
costs, increase income from arj r;issiaﬁs z_r.?ﬁ memberghips, and atiract
the interest of associatad commercizal activities that could capitalize
on the public traific to produss ca%ﬁsvz n incoma for the Museum,
Finally, we fnd it difficult to command 1 ant“ erm of corporate givers
or atract new lrusiees since we are not ye. atitutional big
lzagues.
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But tre price of growing still larger should not be minimized. For all
the sconomiss and greater impact that are possible with increased
size == intimacy, easy communication, flexibility and even respon~
siveness are apt to be lost, Certainly my role as dirgctor has become
much mors. remotsa admlmstratwe and fm.an zal Many oppor,

‘are no 10ngnr dvallagg;e; Demap° Lne M Jseum ‘has already grown £éo
Targe and could be a happier and more effective place if it were reduced
in size or subdivided into more autenomous and loosely federated
projects or services, each responsible for its own funding but sharing
space. suppart sgrvices, audiance and some common goals, With

this structure it might be possible to grow with the addition of new,
seli-supporting services and projects without putting a strain on the
nimbleness of each subunit,

Location

The Museum is located inconveniently for its optimal use by all
segments of the Greater Boston community, Trolly service from the
center of town is slow. We are haifway out on cne spoke of a radial
transit system that makes few accommodations to the neads of cross-
town traffic, With the fvture increasingly dependent on mass transit,
this disadvantage will {ncrease. Even by private car, we are viewed
as relatively inaccessible to north shore and northwest communities,
Parking is adeguate to present building capacity, but there are caly
iimited opportuniiies lor additional spaces on the grounds or in the
neighborhood to match the Museum's futwre growth. The grourds and
neighborhood arg attractively landscaped and offer substantial outdoor .
programmatic opooriunities, However, the whole sgtting suffers from

a certain "preciocusasss® i" ¥ makes the Museum appesr remote from
the real world and the concerns of many of the people we hogs;.«s toserve,
The Efuseum must eventual i} nave & more newirel and as cmgsible
iocation for its headguariers facility, '




Facilities

Much about our present facilitiss sesms tec work to our advantage.

We have put some old anu poorly arranged buildings to imaginative
and charming new uses ,§”§§t so much of what we do and the way we

do it is dictated by our ?aciiitism\.rve forget how many opportunities
are lost, programs distorted, ideas rejected, unreasonable costs borne,
and people disappointed because of the severity of these space limita-
tions. We must eventually find a more open ended, rough hewn,
adaptable, economical envelope to wrap arcund ow ideas, people and
things. :

Collegtions

Our collections of artifacts and specimens are an extraordinarily rich
resource for development work; as a stimulus to new ideas and insights;
as a place to browse, answer questions and compare. Most specifically,
they provide the opportunity for in-depth expleorations not available in
our exhibits, kits and programs. A great deal of work and money has
been invested in reorganizing and recataloguing these materials., Yet
all are insccessible to most staff, teachers and kids since thay are
stored away in @ warehouse and the cataloguing and rehousing remains
to he completed, and we have not had a chance to learn how to use
them in <hese new ways. A tragic waste of an immense resource that
gives a distorted and superficial emphasis to the Museum's services.
Thesa collogticns must be made avallable for everyone o use,

Board.
The Museum has some interested and usaful wustees. However, there

are few members of our Board who see the Museum as their first commit-
mgwggngsi_after their work and familiss. Only one or two trustegs are ina
posiﬁon to invest a substaniial number of hours working on Musau
concerns. The Board is aot skilled at fund raising nor willing to put

much epergy into that grubby work. Few itrustess have access to major
personal or cutside financial rescurces. The Roard represents only a

narrow segment of the ethnic, geographic, working educational, cultural
and economic concerns of the community., We have not been remurkably
suceessful in locating and recruiting new members who would increass the
RBoard’s representativeness and financial and human resources., And existing
members’ capacities have not always been used to best advantage. Ws
must begin the job of carsfully bullding an effeciive, hard working board
that can raise the money needed for a2 healthy Museum and establish policy
suidelines responsive to bread community nesds,
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Financial

Monev has always been & problem for the Museum. QEuz everything
polnts to the bind becoming even more acute from How on.  Whils
strmgent budgeting, pocled overhzad and purchasing, and a more
focused program will help some on the expenditure side. costis,
particularly for personnel, will continue to escalate, The real bind
comes from a larger national problem. As a direct by-product of
the growing sophistication and efficiency of our industrialized
economy, such labor dependent aciiviiies as medicine, sducaticn and
the arts may be priced beycnd our capacity to pay for them., While
it takes many fewer man hours today to make a car or grow a cabbage,
it takes almost as much or more time as it did fifty years ago to take
cut an appendix, teach a child to do long division or compose a string
guartet., In other words, rglative to the cost of manufaciured things
we will have to pay what will seem to be increasingly outrageous
prices Ior these services. I am not optimistic that our society
recognizes the nature of this problem and will change their spending
habits 50 as to keep institutions like ours alive and healthy.

More skilled and aggressive fund raising by the Board, more staff and
my time devoted to proposal writing and peddling, a more productive
annual event for the Aid can all bring in more money. Bub other sources
of income are less cartain, Qur fee schedules already cut scme clients
off from cur services. Only if we move to a new location and facility

can we increase income from fees, admissions, rentals and concessions
by attracting and accommodating significantly more raffic and associated
commercial activities. Schools will have less and less cash in the
future for huying services from the Mussum. The lease and sale of
Muszum developad products is not promising, The prospegis for a
significant increase in -@mcral, state or local support for the arts and
education are unclear. Yoint, regionwide membershis, door-to-door
and mail ceampgigns or ;} siness solicitations will he difficult o

inltiate and are unlikely to keep pace with increasing hudgets.

. 8o the linancial outlook is not promising.; Our only hope seems to be
in playing all these options as sffectivaly as wo cen ﬁzéé in net being

Auseum's desth,
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Flesxibility

. The pace of change in the world is accelerating) What seemed relevant
‘only a short time ago, no loager does, It becomes increasingly difficuilt

to predict what will be needed in the Future, Our society suffers from
future shock. Instituiions must be organized so that continuous review
and change is an integral part of their operaiion 10 be expected by its
staff{, board and the community. The Museum's history, organization,
size and owr clientele's expectations all gonspire to inhibit our
responsivensss. In order to survive we must develop 2 more ni mble
stance with respect to changing conditions. T

Demands of the Times

We all feel the intense challenge to be relevant and sffective in the
midst of overwhelming problems that pummel us, our socgiety and owr
institutions, Raclal strife, war, urban decay, ecological disaster,
poverty among affluence, and gvern the pace of change all threaten
our existence. In these times it sgems frivolous at best and coriminal
at worst to apply scarce human and e.rxcial resources gimply to the
business of protecting and maintaining old expectations, structures
and relationships. The Muscum must decide what things it can do tc
help the world survive and get on with doing them.

Human and crganlzationsl

e

For all ils exciting psta: ial cmd @;cvompii hments, the Mussum has not

' been an aliogeth ry cof.us. For both myself and the

staflf there nesds to he an omaﬁizaé:s,mmi fozmat that takes betier account

of where we are at each momsnt in ime - that sess whare we have
trﬂzrgtrz and inferests and capitalizes on them: thai detents conoerns

and weskness and helps us with them; that allows for change and growth |

as we and ow institution change and grow. o d
& necessary corcilary of unlocking more of the Museum's ﬁﬂumar* FREOUrGES
ig an incressad opERness =- a sharing and respect for each oiher's
feelings., We must lzarn to brust curseives with each other and treasurse

a B owe by fHer




