Report on the Director's Project

We entered into this project because it clearly was the right thing to do,
at the right moment and for the right reasans. Although z2ach Board and
Staff member saw the issues somewhat differently, we all had the sense
that the world was in pretty rough shap2 and woadered whether the
Museum wac doing its share in helping make it a better place for us alJ..
But even i{f we felt reassured that the Museum was making iteelf felt,
those same world problems were in turn threatening the very exisience
of the Museum. Finally, I had gotten to the point, after seven YEars
at the grindstons, where I was having irouble keeping track of the real
issues belfore us, So it seemed quite appropriate to step back and lock
at what we were doing and ask the tough guastion of whether we ought
not o be doing something else,

I would litke now to describe in more deiail

i. what I think the problems are

2. what { hope to accomplish this yvear

3 what T nave done up to row and how it has affected my thinking
4

. -what I plan to do next and how you and others can help.

+

I, What I think the problems are.

Definitional

If you've ever {alked to uninitizted people about the Children's Museun

vou've sulfferad through their difficulty in imagining what 2 children's

museum could be like, The word "museum" conjurs up all kinds of dusty
and hoar di ng images, When that word ig combined with “children" it's

hard not to see the kids themselves as the exhibits, lockad up in glass

cases, rather than being the client for the museum experience.



In addition o being conceptually herd to grasp, when we apply the
definition suggested by cur name fan organization providing experisnces
with real materizls for elemsntary school kids) to the question of
priorities and what we should choose to do with our resaurces or leave
for others, it sometimes seems to put us in too coniining & box. If we
really care about kids, many other media and experiences should he
made available simultanecusly, or in parallel with real objects to answer
their questions and other needs whes they arise. Pinally, it seems
clear that the elementary school-aged child almost always operates
with, and is guided and transported by, parenis, teachers, group leadsts
or other family and friends. A& truly effective service institution appears
to need & hroader and more easily interpreted focus, -

Sezle

The Museum is at an awkward stage in its development, It has grown
large enocugh so that it no longer seems reasonable to ask staff to be
jiacks~cf=all=trades. Yet we are not yet able to afford the lusury of a
completely specialized and departmentalized staff, We musi either do
without many necessary support services or pay a premium price for
those services that could be used by & much larger organization at a
lower unit cost, In other words our overhead is high., Secondly, our
impact on our public is limited by our over~stretched capacity to serve
their needs. For example, any attempt at an effectively decentralized
neighborhood program demands & much deeper array of human and
financial rescurces than we presentiy have available, Even something
ac straighiforward as boosting attendance will lower the unit service
costs, increase incoms from admissions and memberships, and attract”
the interest of assoclated commercial activitles that could capitalize
on the public wraffic to producge concessgion income for the Museum,
Finally, we find it difficult to command the sttention of corporate givers
or attract new trustees since we are not vet in the institutional big
leagues.
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But the price of growing gtill larger should not be minimizesd, For all
he economies and greater impect that are possible with increased
size == intimacy, easy communication, flexibility and even respon~
siveness are apt 1o be lost, Certainly my role as director has become
mach more remote, adminisirative and financial, Many opportunities
to get my hands dirty, deal with the public and stay close to the staff
are no longer available, Perhaps the Museum has already grown too
large and could be @& happier and more effective plece if it were reduced
in size or subdivided into more aulonomous and loosely federated
projects or services, each respensible for its own funding but sharing
space, support services, audience and some common goals, With
this structure it might be possible to grow with the addition of new,
self-supporting cservices and projects without putting a strain on the
nimbieness of each subunit,
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Location

The Museum is located inconveniently for its optimal use by all
segments of the Greater Bosion communiiy. Trolly service fom the
center of town is slow., We are haifway out on one spoke of & radial
transit system that makes few accommodations fo the nheeds of cross-
town traffic, With the future increasingly dependent on mass transit,
this disadventage will ingrease, Even by private car, we are viawed
as relatively inaccessible to north shore and northwest communities.
Parking is adeguate to present bullding capacity, but there are only
limited opportunities for additional spaces on the grounds or in the
neighborhocd to match the Museum's future growth, The grounds and
neighborhood are attractively landscaped and offer substantial outdoor
programmatic opportunities. However, the whole setiing suffers from
a certain "preciousness”™ that makes the Museum appear remote from
the real world and the concerns of many of the seople wa hope toserve,
The Museum must eventually have a more neutral and aceessible
iocation for ite headguarters facility.
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Facgilities

Much aboutl our oresent facilities seems to work to ow advantage,

We have put some old and poorly arranged bulldings to imaglinative
and charming new uses, But so much of what we do and the way we

do it is dictated bv ouwr facilities. We forgat how many opportunities
are lost, programs distorted, ideas rejected, unreasonable costs horne,
and psople disappoinied beacause of the saverity of these space limita=
tions. We must eventually find 2 more open ended, rough hewn,
adapiable, eccnomizal envelope to wrap around owr ideas, psople and
things, :

Collections

Cur collections of artifacis 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 explorations 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 inaccessible to most staff, teachers angd kids since they are
stored away in a warehouse and the cataloguing and rehousing remains
to be completad, and we have pot had a chance to learn how to use
them in ‘hess new ways, A tragic waste of an immense resource that
gives a Jdistorted and superiicial emphasis to the Museum's services,
These collzctions must be made available for evervone to use,

Board

The Museum has some interested and useful trusiees, Hawevef;‘; there

are few members of our Board who see the Museum as their first commit-
men ;afi:er their work and families. Only one or two trustees are in a
posifion to invest a2 substantial number of hours working on Museum
concerns. The Board is nct skilled at fund raising nor willing to put

much energy into that grubby work., Few trusiees have agcess to major
personal or cutside financial resources. The Board represents only a
narrow segment of the ethnic, geographic, working educational, cultural
and economic concerns of the community, We have not been remarkably
successiul in locating and recruiting new members who would increase the
Rosrd's representativensss and financial and human resowrces, And existing
mambers' capacities have not always been used to best advantage., We
must begin ths ich of carefully bullding an effective,. hard working board
that can raise the money necded for a healthy Museum and estahlish policy
yuidelings responsive to broad community needs,
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‘ Money has always been a problem for the Mussum. ¢ But evervithing
points to the bind becoming even more acute from fow on.  While
stringent budgeting, pooled overhgad and purchasing, and & morg
fecused program will help some on the expenditure side, costs,
articularly for personnel, will continue to escelate. The real bind
comes from & larger national problem. As a direct by=product of
the growing sophistication and efficiency of cur industrialized
economy, such labor dependent activities as medicine, education and
the arts may be priced beyond 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 fifiy years ago (o take
cut an appendix, teacn a child o do long divisicn or compose a string
quartet. In other words, relative to the cost of manufactured things
we will have to pay what will seem to be increasingly outrageous
prices for these services. I am not optimistic that cur soclety
recognizes the nature of this problem and will change their spending
habits so as ic keep institutions like ours alive and healthy.

More skilled and aggressive fund raising by the Board, morse staff and
my fime devoted to proposal writing and peddling, a more productive
annual event for the Aid can all bring in more moasy. Bul other sources
of income are less certaln, Our fes schedules already cut some clients
off from our services. Only if we move to & new location and facility
cén we increase income from foes, admissions, rentals and concessions
by attracting and accommodating sionificantly more traffic aad sssociated
commercial activities. Schools will have less and less cash in the
future for buying services from the Museum, The lease and sale of
Museum developed preducts is not promising., The prospects for a
significant increase in federal, state or local support for the arts and
education are unclear., Joint, regicnwide membership, door=to-door
and mail campaligns or business solicitations will he difficult to
initiste and are ualikely to keep pace with inoreasing budgets,

So the financial oculloeck is not promising.. Our only hope seems to be

in playing all these options as effectively as we can and in not being

afraid to take substantial risks, The aliernative is the Museum's death.
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Flexibility

éThe nace of change in the world is accnieratmgl‘ What seemad relevant
‘only a short time 8go, no longer does, It becodies increasingly difficult
to predict what will be needed in the future, Our society suffers from
future shock, Institutions must be organized so that continuous review
and changs is an integral part of their opsration to be expectad by its
staff, board and the community. The Museum's history, organization,
size and our clientele's expectations all conspire to inhibit owr
responsiveness. In order to survive we must develop a more nimble
stance with respect to changing conditions., -

Demands of the Times

We all feel the intense challenge to be relevant and effective in the
midst of overwhelming problems that pummel us, our socizty and our
nstitutions., Raclal sirife, war, urban decay, ecological disaster,
poverty among affluence, and even the pacs of change all threaten
our existence. In these times it seems frivolous at best and criminal
at worst to apply scarce human and financial resocurces simply to the
husiness of protecting and maintaining old expactations, structures
and relationships. The Museum must decide what things {t can do to
help the world survive and get on with doing them.

Jort

Human apnd organizatio

B ccrarr®™

fg For all its exciting poizntial and accomplishments, the Museum has not

' been an altogether hapey place for many of.us. For both myself and the
staff there needs o be an organizational format that takes better acgount
of where we are &t each momeni in time -~ that sees where we have
strengths e..nd interests and capitalizes on them: that detects concerns

and weakness and heips us with them; that allows for change and growth
as we and our institution chznge and grow. e
A nece.as&*y cm‘ ciiar _-)‘ of vnlocking more of the Museum's human resources
> ing ﬁi‘!ﬁ respeat for each other's
t curselves with each other and reasure
ier each other,

o it
emaiure sclutions, to not placs

:;mr:ec;’z:«ﬂn of all, io letl people
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Z. Whast T hope to accomplish this year,

Fae

If these are some of the problems we face, what can we exvpact o do
about them in & year's project like E s7

&. First, time had to be spent looking at the world, to get &
betier grasp of its problems and try to understand how our
particular resources could be of help to it. ﬁi wanted to
read; talk with thoughtful people; watch cmidm"}, teachers,
parents at work and at playr but most particularly, o think,
Without a2 commitment to any pearticular outcome I wanted f‘éy
et ideas percolate around and see where they led me.

b. Then'! wanted to develop some of these ideas into more
structured institutional models that could be used to
vigorously test what sort of institution wouta sult us bast
and have the best chance for success.

isrerinrnly

¢. In the meanti m“,__ I wanted to see if we could develop & strong
sense of common concerr and an ability to communicate those
concerns among owr Board, Staff and community so that all
could participate in the planning of what to do next.

d. Only after we had made hesadway in these areas did I want
us to settle down and address ourselves to making hard choices
among all the competing alternatives, Spec wcaﬁiy,%we wouid
need to agree on a stelement of purpose and a practicsl pls
for achieving those goals. |

e. Finally, T wanted to get the new plan for the Museum down in
easily communicable form and a start made on getting the plan
off the ground before being swallowed back up in the day=to=
day life of the Museum.

3. What I have done up to now and how it has affected my thinking,

in addition to the materizl covered in the accompanving August 3rd memo,
I have moved into a new office at 33 Beacon Street, continued my dis-

cussions with many peopie on alternative reles for the Museum, read 2
few more books and articles, wrote or edited proposals and tals:ad to

foundation executives, visited building sites and a number of visitor
attractions, worked hard on plans for the White House Conference on
Children and Youth in December, and spent a great deal of time thinking.
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¥t : ve ingt ed on the
needs c{f chnéweg? Pregent child=cent ? d instizsiions
} things to kids,

mi
tenance §L§:1ﬁifzr probleme. Owerhead st ¢ Csés““‘ have any

. runding problems really boil down o administrative and main~
iu
sex sppeal, %};izz—} solution seems to le in siphoning income

from associated commercial oparations ;f.s:’ o 1%3@2@? subsiantial
epndowments, Programn can be support ‘@d by tax money and feess,

while R & I3 is wﬁe&#grz““ﬁr By agopesnsive ﬂs’?,‘%sm&ﬁsiﬁg,

c. ur fubture lies in being closely associated with other like-
minded institutions 0 gain operating economies, greater
overall lmpact and & sharper focus for our piece of the action.

We could afford to be smaller == as a part of something bigger,

d. %W‘@ are, right now, performing some very imporient and special
%funciiarzs for the Beoston and national communities, We are
making & difference and would be missed if we disappeared.

<&, It's going to be damned hard to make up our collective minds
what we want to do nexi. Inertia, conflicting interasts,
timidity and poor communication are powerful negative forces

f. From the success Phyl is having in running the Museum, it

logks as if a betier day-to=day role for me in the future will be
centered in stimulating new ideas and finding the money for them,
and muen less it actually helping to make them happen.

. But I giiil have no clear choices among the alternetives,

1. What1 plan to do next and how vou and others cas help.

In my bongs I fesl we're still a good distapce away from 2 decision on the
Ni.EStﬁhE‘E% = E%a; . In the meaniime
. sﬂi(}i’?"ﬁ‘b’ will have to be found so that we can hire orgsnizational
L3

"devm&pmenz consuliznts to help us through this difficult period:

b. [I've got to spend a lot more time watching kids and talking to, and
reading from, the people who spend their lives with and thinking about
ehildren:

¢, the alternative mod
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But what 1 noeed most, is an oner Op your parts, mongy o clve me
o - —a [ T . SEan o re ol
some lesway, a relazed athin reduls and 2 commitment of sub-
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stantinl chunks of vour Ume when the moment to decids arrives.,



