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What is the museum’s statement of purpose/mission statement?



The Ackland Art Museum acquires, preserves, exhibits and interprets works of art as a unit of the University of North Carolina at Chapel Hill (UNC-CH) to fulfill the University's tripartite purpose to provide teaching, research, and public service for citizens of North Carolina.



Mission: 

The Ackland Art Museum of the University of North Carolina at Chapel Hill uses original works of art to educate and delight.



Goals: 

* To be a vital part of UNC-CH's academic community and surrounding communities

* To inspire learning and creativity

* To foster appreciation and understanding of diverse cultural legacies

Objectives:

* Achieve and maintain financial stability

* Develop an engaging and educational exhibition program

* Promote use of the Museum as a teaching and research resource by the University community

* Enhance visitors' experience of art by providing focused gallery lessons, community outreach and public      

     programs

* Preserve, expand and display an outstanding collection of original works of art

* Heighten the impact of the Museum through increased public visibility and participation

The Ackland has operated under a mission statement formulated in 1978 and revised in 1990 and 1992 that affirmed commitments to public education, research and academic support.  With the arrival of a new director in 1994 came the opportunity to reexamine the Museum and craft specific goals, objectives and action plans to implement a mission responding to the question of why, rather than how, the Museum performs its functions.  After a half-year strategic planning process, the staff concluded that the classical dictum that art both teaches and delights was appropriate to our mission in a era of virtual, simulated experiences that confuse information with knowledge and personal experience.  The staff presented the integrated mission/goals/objectives to the Museum’s Visiting Committee in November 1995 and subsequently to UNC-CH administration and the Museum’s Administrative Advisory Committee.  All found the ideas and language compelling and focused toward measurable ends.  The mission/goals/objectives collectively constitute a clear blueprint for realizing the ambitions of the Ackland to improve people's lives through personal experience of original works of art of high quality.    �History



Provide a brief historical perspective of the museum as it relates to its current operations.



When William Hayes Ackland died in 1948, he left a bequest to establish a university art museum in the South because there were few museums of any kind below the Mason-Dixon Line; the first art museum in the Carolinas, the Mint Museum in Charlotte, was then only a dozen years old.  Ackland believed that a university setting would be the most effective vehicle to accomplish the desire inscribed on his tomb: "He wanted the people of his native South to know and love the arts."  The North Carolina Museum of Art (NCMA) and the Ackland were created at the same historic moment in distinctive communities, one the center for higher education, the other the center for state government.  When NCMA opened its doors in Raleigh in 1956, its mission emphasized statewide popular education, while the Ackland Memorial Art Center on the UNC-CH campus was devoted to fulfillment of an academic mission at its inauguration in 1958; this historical differentiation in mission has enabled both institutions to pursue differing paths towards the goal of enriching the state.



Dr. Joseph C. Sloane, a scholar of 19th-century French art, was the founding director of the Ackland and simultaneously chairman of the Art Department housed in the Ackland along with the art library.  For two decades Sloane built the collection with income from the Ackland Trust at a time when masterpieces like 
Delacroix
’
s
 Cleopatra and the Servant could be bought for less than $50,000.   In 1971 Sloane explained in the first collection catalogue: "Objects are acquired...because they illustrate...the history of art or may serve as subjects for research.... No specialization has been attempted ...."  In 1974 he retired as head of the Art Department to direct the AMAC full-time, a separation that encouraged mission differentiation in both units.



In honor of Sloane’s departure in 1978, the Museum organized its first major exhibition, French 19th-Century Oil Sketches, that demonstrated the quality of the growing collection.  Dr. Evan H. Turner, formerly director of the Philadelphia Museum of Art, succeeded Sloane and built the collec�tions of works on paper, Asian Art, and North Carolina folk art. In 1981 The Traditional Pottery of North Carolina introduced more of the collection and its value for the pioneering research of UNC-CH faculty member Charles Zug.  The Art Department's removal in 1982 to the Hanes Art Center afforded the Museum the opportunity for physical expansion and professional maturation.   The University allocated $3 million for renovations dur�ing the tenure of Dr. Innis Shoemaker (1983-86), who, as assistant director, had organized the Ackland's first major traveling show on the engravings of Marcantonio Raimondi in 1981.  For the Museum's 25th anniversary, she published the comprehensive The Ackland Art Museum: A Handbook that announced the attainments of the collection.  Director from 1986-93, Dr. Charles Millard, formerly chief curator of the Hirshhorn Museum, oversaw renovations that doubled the Museum's size.  Millard emphasized acquisitions of mid-20th-century American painting, 19th-century photography, and the arts of Asia.  Sherman E. Lee, former director of the Cleveland Museum of Art, who retired to Chapel Hill, published the Asian art collection that he helped build in Orientations, while continuing to advise on acquisitions of  Southeast Asian, Chinese and Japanese sculpture, decorative arts and painting.  Millard established a conservation lab and recruited a conservator to care for the now extensive collection of works of art on paper, and hired full-time directors of education and development.  Corporate and foundation support enabled the rapid expansion of the education department in the early 1990s into a four-person team addressing the specific needs of academic, public and general audiences.   After an exciting year of increased visibility and involvement following the 1990 museum reopening, a statewide recession cut funding and momentum and, with the coincidental departure of Millard, the director of development, and the business manager in 1993, participation and support fell away.



Gerald D. Bolas arrived as director in August 1994 to find the collections, facility and staff in excellent condition but lacking  financial support.  He immediately initiated a strategic planning effort that included reevaluation of goals and resources and the creation of a mission/goals/objectives statement that guides programmatic and budgetary decisions. The artistic program is expanding to integrate contemporary art and artists in Museum programs, while focused exhibition and collection goals support academic initiatives in Asian, religious, and African-American studies departments, among others.  Initiatives like “World Religions” assemble diverse community groups around art in the Museum.  Refocused missions for Museum advisory committees have led to increased volunteer participation and support for a museum open to ideas and committed to service.  Approaching its fourth decade, the Ackland has emerged from a period of physical renovation and professional growth prepared to educate and delight constituencies throughout the region and beyond. 

Application Narrative

Read instructions in Part 4 and on pages 2.3-2.4 (regarding type size, font, format and pagination), before proceeding.

I.  Audience

1.  Who is the museum’s audience?



The Ackland Art Museum is situated in an historically and demographically unique environment.  Intent upon bringing fine art to a southern audience that had barely considered the subject prior to the New Deal, William Hayes Ackland mandated a home at a major university so the intellectual climate would feed from and give to the art museum.  Four decades later, the Museum still finds its audience foundations in its host university.  The community that has grown up around UNC-CH reflects rare levels of education and cultural sophistication for a place surrounded by farmland.  Orange County, which contains Chapel Hill (38,719), Carrboro (11,553), and smaller towns, has a population of 93,851.  In a state with only 17.5 percent college graduates among its adult population, Orange County boasts 46 percent with college degrees, and Chapel Hill an amazing 71 percent.  With the University its largest employer, and UNC Hospitals and the local school system close behind, the county’s fortunes are synonymous with those of its educational institutions.  The Ackland brings to this unique population the stimulating and educational collections, exhibitions and programs it demands. Far from being passive recipients of programming, this highly-educated community expects and receives participatory engagement on intellectual, social and cultural levels.  As the audience has broadened and diversified, so have the Ackland’s ambitions. For example, the formation of the Museum’s education department in the early 1990s signaled expansion of the mission to rural areas beyond the immediate University community.  The Ackland has also sought to expand the community’s vision of the world around it; for instance, the Museum collected and interpreted Asian and Indian art long before the recent increase of these cultural groups in the South.



The Museum offers approximately 30 free public programs per academic year, including gallery talks, lectures, concerts, performances and other special events. The Museum also provides a fully-booked menu of educational programs tailored for particular audiences, including curriculum-based tours for school children, multivisit partnerships with schools, outreach programs to schools in a seven-county area, and curriculum-structured tours and lectures for University classes.



Acquisitions, exhibitions and programs are designed to expand audience participation, focused most notably in the last five years on African-Americans, who constitute 24 percent of the region’s populace. In 1995 the Ackland presented two shows of African-American art -- the Walter O. Evans Collection and Carrie Mae Weems’ installation -- supplemented by 13 lectures, concerts, story hours and gallery talks relating to the shows.  For the Evans show the Ackland hired a consultant and initiated focus groups to help determine how better to serve African-Americans; strategies included targeted mailings to African-Americans interested in art and cultivation of the minority press.  As a result, African-American participation reached an all time high, as did general attendance. For a show of Indian miniature paintings, the Museum collaborated with SANGAM, an Asian student group, as well as the local Indian community to present four programs including a “Family Day.” In addition, the Museum mailed flyers to a targeted mailing list developed from within the local Indian community. Central to reaching a broader audience has been the creation and implementation of a 1994-95 publicity and marketing plan for which the director reallocated funds.  Initiatives include distributing news releases to all local and major statewide, regional and national newspapers; regional and national art and lifestyle magazines; and local and statewide radio and TV stations.  The Museum also advertises in campus and local newspapers and in Chapel Hill/Carrboro buses.  Ackland staff appear on local radio interviews approximately twice monthly.  The Museum also records or writes PSAs that are used regularly by local radio stations.  The CBS and ABC affiliate television stations produced three features on the Ackland’s African-American and Indian exhibitions.  The Museum cultivates local editors and art critics and receives regular coverage in the area's seven daily or weekly newspapers and in most specialty newspapers.  The Ackland produces 5,000 copies of its At the Ackland newsletter and distributes them three times yearly to members, donors, prospects, all arts and sciences professors at UNC-CH, as well as to literature distribution centers around Chapel Hill and the campus.  A recent design makeover of the newsletter used student, faculty and member focus groups.  Other initiatives include targeted mailings of flyers to specialized audiences.  The Museum also posts 200 flyers in advance of each exhibition or public program.  The Museum distributes approximately 7,000 brochures per year to tourists at the state's seven interstate highway welcome centers.  The Ackland contributes to campus publications, including The Arts and Humanities Newsletter; The University Gazette, the UNC-CH faculty/staff newspaper; and Think Again, a newspaper insert generated by the UNC-CH Division of Continuing Education and distributed three times yearly in all 25,000 copies of The Chapel Hill Herald.  To attract more walk-in visitors, the Museum has begun to take advantage of its location, 100 feet from the town’s major intersection, by advertising exhibitions with exterior building and street banners.  In 1995, the Ackland launched its homepage on the World Wide Web. To cultivate and attract new members, the Museum creates targeted mailing lists from visitor sign-in sheets, directories from retirement communities, referrals, and  list exchanges with galleries and other organizations.  Primary solicitation occurs via on-going direct mail.  The Museum’s efforts are amplified by UNC-CH alumni fund-raising and communications programs.



As a result of its six-year commitment to a full-time educator for outreach and access, the Ackland is a model of accessibility.  All exhibitions and programs are designed using in-house guides for accessibility -- including considerations of physical facilities, exhibition layouts, labeling standards, and a variety of other visitor special needs.  The Ackland offers large-print versions of its publications, and Braille guides to its galleries and programs.  Objects in the galleries are hung lower than at most museums for greater wheelchair accessibility.   Sign language, oral and cued speech interpreters and assisted hearing devices are available for all public programs.  Museum staff members continually evaluate and refine accessibility through active relationships with local disability groups.



2.  What is the museum’s schedule for public visitation and other activities?



The Ackland is open without charge to the public Wednesdays-Saturdays, 10:00 a.m. to 5:00 p.m., and Sundays, 1:00 p.m. to 5:00 p.m.  The Museum is closed the first two weeks of August and on Christmas, New Year’s Day, July 4th and Thanksgiving.  Activities are concentrated within the nine-month academic year that drives the schedule of most in the community.  Educational programs, school tours and other programs tailored to school children and university students are held in the Museum weekdays from 8:00 a.m. to 5:00 p.m., with intensive use during Mondays and Tuesdays when the museum is closed to the public.  In addition, special events, opening receptions and other special programs are held on weekday evenings or during weekend days.  Works in storage are available upon request between 8:00 a.m. and 5:00 p.m., Monday-Friday.  A "show and tell"  period for collectors to bring in objects for evaluation by Ackland curators occurs the first Friday afternoon of every month.



3.  What are the levels of public participation in the services the museum provides?



In 1995, the Museum attracted a record 32,326 visitors.  The Ackland was the most heavily attended university art museum in both the state and the Research Triangle.  Overall participation in the Ackland has increased steadily, with visitation in 1995 up by nearly 50 percent since 1992 (21,653) and by nearly 20 percent since 1994. In 1995, more than 4,500 school children visited as part of classroom
 visits, and approximately 2,800
 children took part in Museum outreach programs. Virtually half of the students from the immediate school district will have been to the Ackland at least once before completing middle school.  Those school children outside the immediate area are increasingly reached (now about 50 percent of school visitors).  Approximately 2,584 students, from classes in 16 university departments -- including art, English, journalism, geography, physics and African-American studies -- were given curriculum structured lessons in the Museum in 1995.  In addition, approximately 150 scholars and students did research from the permanent collection or curatorial files.  In 1995, the Ackland presented 30 public programs and attracted capacity or near capacity crowds for most of them.  Four concerts attracted 533 people; nine story hours drew 285 people; three colloquia drew 394 people; five gallery talks and lectures attracted 144 people; and nine miscellaneous programs attracted 836 people.  The Museum's "show and tell" program attracted approximately 100 participants in 1995.



Figures are exact based on daily accounting by the Ackland's security staff.  Estimates within attendance subgroups are due to security staff, in the absence of ticket distribution, having to determine by observation whether or not a visitor joins a program or tour.  Attendance figures do not include participants in outreach programs; students and scholars researching from curatorial files or works in storage; or “show and tell” participants.
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1994�      6,307

__________

 Jan.- Mar.�     6,234

___________

 Apr.-June�     4,752

___________

 July-Sept.�     9,731

___________

 Oct.-Dec.�     27,024

____________

Total (CY 94)��
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1995�    12,379

___________

 Jan.- Mar.�     6,605

___________

 Apr.-June�     4,700

___________

 July-Sept.�     8,642

___________

Oct.-Dec.�     32,326

____________

Total (CY 95)��II.  Collections  (If your museum holds collections, answer this section.)

1.  What are the museum’s collections?



Thirty-eight years ago, the Ackland Art Museum started with a scant collection, but William Hayes Ackland provided the means for building a collection of high artistic merit and educational utility with a bequest devoted to supporting acquisitions and educational programs.  His original endowment has a current market value of $6.5 million that generates about $29
0,000 per year for acquisitions and
 exhi
bitions
.  In 1957 Ackland’s bequest was joined by that of William A. Whitaker, who established a fund that now provides about $90,000 per year for acquisitions.  The Ackland’s reputation for quality gained from its early years has inevitably led to increasingly generous gifts from donors who now contribute art worth an average of about $180,000 per year.   The current collection of 14,000 objects illuminates a variety of historical and cultural contexts, provides significant scholarly resources, and contributes richly to the cultural holdings of the whole state and region.  Principal divisions are:



European and American painting and sculpture, 1300-Present: more than 350 works.  Late Medieval, Renaissance and Baroque art in Italy and Northern Europe (including works by the Master of the Virgo inter Virgines, Battista Dossi, Vicente Carducho, Valentin de Boulogne, Rubens, Guercino, N. Maes). French and Italian 18th-century art (including N. Lancret, J.Amigoni, J.S. Duplessis).  British, French and American art of the 19th century (G. Stuart,  R. Westall, E. Delacroix, G. Courbet, A. Rodin), 20th-century art, primarily French and American (A. Gleizes, A. Motley, Hans Hofmann, A. Caro, P. Pearlstein, H. C. Westerman). The collection represents with high quality examples diverse historical and national styles, types of art (monumental painting and sculpture including a 15th-century altarpiece, small-scale works for private ownership, sketches, modelli and finished works), and subject matter (religious and mythological subjects, portraiture, still-life, landscape, various forms of abstract art). 



Asian art: more than 250 objects, a collection largely formed with the advice of Visiting Committee member Sherman Lee, former director of the Cleveland Museum of Art and author of the standard survey text on Asian art.  Hindu and Buddhist sculpture [18 objects] and Hindu and Mughal miniature paintings from India [40]; sculpture [6] and ceramics [42] from Southeast Asia; Chinese sculpture [11], painting [31], ceramics [40] and bronzes [6]; Japanese painting [38] and ceramics [40].



Art of other cultures: African art:  about 20 objects, with several important Yoruba pieces including a large carved house-post, an ivory divination tapper and a carved ceremonial stool.  Inuit art: 15, 20th-century carvings and prints; part of a large collection being donated to the Museum. A few pieces of native North and Central American art.



Ancient art, Mediterranean region: about 150 objects.  Greek sculpture and vase painting, Roman sculpture, Egyptian and ancient Near Eastern objects.



Prints, drawings and photographs: European and American, about 7,500 prints (European and American 15th-20th century, with particularly strong representation of the history of woodcut and of 19th- and early 20th-century prints); about 230 Japanese prints; 500 drawings (European and American 15th-20th century, particularly strong in 19th- and early 20th-century); and 1,000 photographs (19th- and 20th-century, certain photographers represented in depth with 15-20 prints each, e.g. E. Atget, L. Hine, A. Sander, M. White, A. Siskind, G. Winogrand).



European and American decorative art: 45 pieces of European and American art glass of high quality, 1880-1950. About 1,000 pieces of 18th- and 19th-century silver, china, glass and furniture, mostly of secondary quality.



North Carolina traditional pottery and folk art: 85 objects, primarily pottery;  wood carvings and paintings by self-taught artists.



The William Meade Prince collection: 300 paintings and 1,500 drawings; the artistic estate of a well-known early 20th-century North Carolina illustrator.



Three major personal collections with a total current value of approximately $5 million and at least a dozen smaller collections are promised to the Museum.  Two of the major collections will help attain collecting goals in contemporary and American art. In the meantime, these collections are sources for short- and long-term loans that supplement the permanent collection and temporary exhibitions.  Thus, the collection and the resources supporting it provide for future building along strategic lines directly linked to the Ackland’s mission, audiences and supporters.



2.  What is the significance of the collection to the museum’s communities and constituents?



When it opened in 1958, the Ackland had inherited a significant collection of prints from the University and a miscellaneous accumulation of other objects, but otherwise lacked a meaningful collection.   By 1962, when Sloane published the first catalog, a general collection was being formed.  Sloane noted that space was already insufficient to display all the best pieces and reprinted the legal interpretation of Ackland's will that his museum, "Should be [at] a university, with its well-known accompaniment of students, instructors, research and publications facilities, permanence of administration, and of educational purposes."  Ackland foresaw that works of art in his museum would extend their influence beyond the immediate university community like the ripples broadcast from a pebble dropped into a pond -- the university was to be the medium upon which the ideas would be carried forth.   Sloane also articulated his collection development plan:  "Objects are acquired...because they illustrate some important aspect of the history of art or may serve as subjects for research...quality has been a major consideration....  No specialization has been attempted, and none is anticipated, at least for the immediate future."   Over the next 20 years specialization inevitably grew, based on a number of factors, most notably the presence of experts like curator John Wisdom, who collected superb drawings; Evan Turner, who led the museum into Asian and North Carolina folk art with the expertise of Sherman Lee and  Charles Zug, respectively; and Charles Millard, who brought the Ackland decisively into the modern era with 20th-century art.   



At the same time UNC-CH evolved and changed directions.  When the Ackland opened, UNC-CH was just beginning to integrate; now it is building a facility and faculty expertise for what will become an international center for the study of African-American history and culture.  While the growing Asian population in the South remains small, UNC-CH is a pioneer in developing educational, business and cultural exchanges with Thailand.  As university curricula have diversified around core strengths, the Ackland has evolved its collection development plan.  While not precluding acquisitions outside identified areas, the collection development plan concentrates our resources and recruits support based on significance to identified community interests.  Formulated in conjunction with both the Visiting and Administrative Advisory committees, the plan targets the following areas:  Asian art (rationale:  build on strength, collaborate with UNC-CH Asian studies initiatives, utilize Sherman Lee's expertise); African-American art (collaborate with UNC-CH African-American studies initiative; respond to public school and community interest; utilize Michael Harris' and Gerald Horne's expertise); contemporary art (establish place for living artists and art in Ackland; support UNC-CH studio program and related creative communities); and works of art on paper (build on strength; utility for teaching; utilize Tim Riggs' expertise).   All works must be of "museum quality"; we choose among options based on the ability of objects to reinforce and complement our exhibition and education programs.  For example, in the area of Asian art, we will soon buy three-five Islamic objects to support a "World Religions" curriculum built on existing strengths in Christian, Buddhist and Hindu art.  We are creat�ing "World Religions" and pursuing these acquisitions because pilot "World Religions" projects implemented by our education department have won praise and support from UNC-CH faculty, public school teachers, and general audiences (e.g., senior citizens).   Further, we see the acquisition of Islamic objects as responding directly to the concerns of our community voiced, for example, in a newspaper headline two weeks ago:  "Future Mosque Draws Neighborhood Concern."  Our community can learn about Islam in our galleries in the context of other religious traditions, just as we provide learning opportunities about Asia and the African-American experience through art objects in context with familiar Western art.       



The involvement of volunteers in helping build our collections is further evidence of the growing significance of our collections to our community.   In earlier years collection building was exclusively the responsibility and reward of the Museum staff.  Now Michael K. Hooker, UNC-CH's new chancellor, members of the Visiting and Administrative Advisory committees and friends throughout the community help solicit gifts, inform constituencies of the value of the Ackland collections, and collaborate in directing its growth.   �III.  Exhibitions

1.  What is the museum’s exhibition philosophy?



The unique characteristics of the Museum’s university-centered community are reflected in its exhibition philosophy -- to design a program that educates through interdisciplinary approaches offering multiple viewpoints for understanding and enjoying art.  At the core is a commitment to the creation of knowledge through exhibitions that introduce and test visual and intellectual ideas through presentation of an array of media, cultures, time periods, installation techniques and interpretive styles.  For many students, the Ackland is an introduction to the world of visual expression, while the relatively cosmopolitan adult audience is thirsty for new knowledge and artistic experience.  Hence the program is organized to present a  two-year curriculum that includes old master and contemporary art; traditional and avant garde media (e.g., video, installation, performance); a variety of interpretive strategies chosen based on appropriateness to artistic content and methodology; installations that vary in style, scale and formality; and diversity in terms of cultural origin and content.  Exhibitions generally reinforce collection strengths and growth targets, and connections are reinforced between temporary exhibitions and the permanent collection.  The Museum views its audiences as "constituency-resource groups" that both use exhibitions for education and enjoyment and contribute to their realization through participation, the contribution of ideas and financial support, and the recruitment of others.  In a community of  life-long learners and educators like Chapel Hill, creating opportunities for participation in exhibitions is central to the fulfillment of the Ackland's mission to educate and delight.  Thus, the Ackland is committed to a collaborative approach to creating exhibitions through partnerships with faculty, students, guest-curators and community groups that bring with them constituency-resource groups such as classes, scholarly colleagues, community school groups, and artistic, religious, ethnic and cultural organizations. 



2.  What are the museum’s exhibitions?



Permanent Exhibitions. Typically about 220 paintings, sculptures, works on paper, and decorative arts of high quality are displayed in chronological and cultural installations throughout eight or nine exhibition galleries.  On the first floor, six distinct installations survey Medieval through 19th-century European art; ancient Egyptian, Greek and Roman art; Asian art from China, Japan, India and Thailand; North Carolina pottery; American decorative arts and paintings installed in a period-room-like setting; and 20th-century and contemporary art from the schools of Paris and New York, including African-American paintings.  Loans from various sources compensate for lacunae.  The galleries are continually adjusted to accommodate requests from on- and off-campus educators.  Installations are upgraded with new acquisitions and recently conserved objects (two galleries were just reinstalled to feature a new 17th-century Spanish painting and six Dutch paintings conserved with a Getty grant).  The philosophy opposes a static permanent exhibition and believes in continually adjusting and improving these installations to stimulate new discoveries among old favorites.



Temporary Exhibitions. Temporary exhibitions are found in five galleries of diverse scale and formality.  Two-thirds of the dozen special shows each year feature works from the collection often supplemented by key loans.  All exhibitions are installed and maintained by a team including curatorial staff, the conservator, chief preparator and registrar.   



A selected list of last year’s temporary shows: The Walter O. Evans Collection of African-American Art.  For this touring survey, the Ackland organized with African-American studies a program of attendance-record-setting events that included performances by African-American singers, composers and blues musicians; "conversations" between artists and Duke art historian Richard Powell, and an outstanding dramatic perfor�mance by UNC-CH students of African-American poems.  Intimate Views: Indian Miniature Paintings from the 16th to 19th Century, co-curated by an intern and curator with religious studies faculty, this show featured our fine collection of 40 Indian miniatures accompanied by a 16-page pamphlet, a symposium "Hindu and Muslim Angles of Vision: Religion and Art in Pre-Modern South Asia," and a family-oriented "Afternoon in India" featuring dances and stories performed by the UNC-CH South Asian cultural association.  Carrie Mae Weems: And 22 Million Very Tired and Very Angry People, a circulating installation of large-format Polaroid prints and silk banners was juxtaposed with Reframing Documentary: Photography and Social Commentary in America, co-curated by the Museum’s university educator, an undergraduate team of scholarship students, and a recent alumnae as part of a campuswide "Issues Forum" on "Media and the Mind: Shaping Political and Ethical Consensus in America.”  Refram�ing Documentary presented 40 photographs by well-known 19th- and 20th-century Americans from Matthew Brady to Danny Lyon, accom�panied by a 10-panel brochure.  Weems inaugurated events before a standing-room-only crowd of over 400.  Identity and Difference in Nineteenth-Century Art grew out of a faculty focus group examining how to use one of the strengths of the Ackland collection.  Installed salon-style with a "drawing room" where visitors could sit, listen to 19th-century music and browse antique publications, this exhibition garnered praise for its unusual installation.   Master of Fine Arts Exhibition, this annual debut of emerging artists, together with a biennial faculty show, provides curricular support to the UNC-CH studio program.   The Katalan Collection of Italian Drawings, circulated by Vassar College, this show of 50-plus old master works -- the subject of an undergraduate seminar -- is elegantly hung in a traditional approach organized chronologically by geographical area.  By Design: Drawing and the Creative Process, curated by the Museum’s university educator, complements the Katalan show with works of comparable quality from our collection organized by artistic purpose demonstrated by photographs of completed paintings and murals. 



Upcoming Exhibitions.  "Dear Robert, I'll See You at the Crossroads”: A Project by Renee Stout  is by an exciting African-American artist who will install the show with UNC-CH art students; Ketav: Flesh and Word in Israeli Art, the most ambitious show in Ackland history, is guest-curated by an Israeli team that will argue a hypotheses regarding the role of visual art in a traditionally nonvisual religious culture challenged by the realities of a conflict-laden environment -- accompanied by a major catalog, the show will be part of a statewide Israeli art festival; Japanese Screens from the Collection, will be curated by Sherman Lee, who acquired several screens for the Museum; Douglas Gorsline's Drawings for Thomas Wolfe's "Look Homeward, Angel” will introduce a collection of drawings from UNC-CH’s North Carolina Collection; Dutch and Flemish Drawings from the Peck Collection, the Ackland's first major circulating exhibition in several years, will share an alumnus' collection; and Byzantine Ivories from Liverpool, a faculty-curated mini-show for the national Byzantine Studies Conference on campus, October 1996.



3.  How are exhibitions developed and evaluated?



Monthly exhibition planning meetings chaired by the curatorial department include the administration, education, and development departments.   Proposals are evaluated on how an exhibition fulfills our mission, supports the curriculum and complements  collection priorities and program development.  An in-house curator-in-charge drafts a curatorial statement for circulation to outside groups that addresses quality, content and strategic issues.  Specific constituency-resource groups such as faculty, students, community and advisory groups, and potential funders are identified and approached with the statement to determine levels of collaboration and seek programming and funding ideas.  Implementation begins after budget approval by the director.  The process emphasizes initial collaborative planning to ensure participation later.  Consultants such as those for the Israeli exhibition participate in NEH-style planning meetings.  Visitor response books record comments that are reviewed during exhibition meetings.  Focus groups of faculty, students and school teachers have contributed ideas on exhibitions, publications, public relations and interpretive strategies.  To help capitalize on its first major survey of African-American art (Walter O. Evans Collection), the Museum hired an outside evaluator who conducted staff interviews and focus groups to prioritize recommendations for continued development of its off-campus African-American constituency-resource group.   



4.  What are the museum’s interpretation techniques?



The Museum provides for multiple perspectives through interpretive approaches appropriate to exhibition content and target constituency.  Some exhibitions are heavily labeled (By Design) and others not (Katalan Collection) depending upon methodological approach and artistic content.  Brochures, pamphlets and catalogs are being published with increasing frequency. Installation styles vary from "splendid isolation" to a crowded salon. Two recent shows with appeal to school and family visitors, Beasts and Superbeasts and House and Home, featured thematically arranged Ackland prints, drawings and sculptures hung low for children with interpretive labels directed towards younger viewers.   Scholarly shows are typically accompanied by symposia and public presentation of student papers.  The educa�tion department is currently leading a label project that will voice interpretations by community artists, school children, faculty and Museum staff.  Docents are trained in the galleries by the curators who provide content analysis and teaching strategies.  Recent exhibitions have been put on the World Wide Web.  Members of the Orange County Disability Aware�ness Council and the UNC-CH Office of Disability Services advise on installations and publications. With a full-time educator for outreach and access for the past six years,  accessibility aspects of exhibitions -- including label type faces, pedestal heights, plinth designs and the availability of Braille gallery guides and assisted-hearing devices -- are unequaled in the region.  

IV.  Management and Care 



A. Collections (If your museum holds collections, answer Section A. only.)



We are answering A.

















1.  What are the museum’s policies and practices for the responsible management of collections?



The Ackland Art Museum adheres to the standard collections management practices framed by Dorothy Dudley in Museum Registration Methods and Marie C. Malaro in A Legal Primer on Managing Museum Collections (our registrar, Anne Douglas, is a contributor to the forthcoming fourth edition of Dudley’s classic).  The collections committee (director, acting curator of collections, curator of exhibitions, curator of education, university educator, registrar, and development director) formulates and implements collections policy.  The acting curator of collections has been charged with drafting a written collections management policy which will be reviewed by our internal collections committee before being presented to the Visiting Committee’s Collections Subcommittee and officially adopted.  All collections management procedures are subject to annual review by the UNC-CH's internal audit department.



The Museum has a full-time registrar and a part-time assistant registrar charged with ensuring the accuracy and completeness of manual and electronic collection records.  Accuracy is checked during and after collection data entry into the computerized database system.  The registrar works within a self-imposed calendar of monthly, quarterly and annual checks and evaluations of loan, location and insurance data.  Quarterly spot inventories of the collection foster the accuracy of the electronic location records.  The last complete inventory of the collection was conducted in 1990; the long-range goal of the quarterly spot inventories, which were implemented in 1992, is to complete another total inventory by 1997.  Approximately 75 percent of the collection has been checked through the quarterly inventory method to date.



The registration and curatorial staffs demonstrate significant concern for the safety and security of collection records.  Curatorial files for objects in the permanent collection are available for supervised study by the public.  Information in these files is printed on acid-free paper for archival durability.  Registration records are confidential and public access is not permitted.  When collection information is available on the Internet through the Museum's web site, the software will be configured so that the core database is inaccessible to outside parties.  Electronic collection, insurance, loan and location records are backed up onto disks or tapes weekly and stored off-premises monthly.  



With a staff photographer and lab on-site, objects in the collection are routinely photographed for record and scholarly purposes.  Approximately two-thirds of the 14,000 objects in the collection have been recorded for curatorial files.  Additionally, where appropriate, the condition of in-coming and out-going loans is also documented. These photographs are stored apart from the negatives, which are kept in archivally appropriate housing in a medium-security area.



The collections committee meets monthly to consider pending donations and purchases.  Objects are accessioned if they are judged to strengthen the collection by relevance to the Museum's current or reasonably predictable future mission.  The acting curator of collections spearheads the processing of invoices or the issuance of Deeds of Gift, as appropriate.  Historically, deaccessioning at the Ackland Art Museum has been rare and cautious.  The Museum adheres to all deaccessioning guidelines established by the AAM and AAMD, and will incorporate these into its written collection policy; essentially, objects are deaccessioned if they fail to meet the criteria established for acquisition.  The internal collections committee and Visiting Committee evaluate all deaccessioning proposals, and the many different interests which are represented on these committees ensure that acquisitions, loans and deaccessioning all reflect the Museum's mission.



2.  How are the collections used?



Fundamental to the Ackland’s mission is using its collections and temporary exhibitions to heighten the teaching, research and public service components of the University’s mission.  As such, the Museum places a high priority on access to and enjoyment of the collection for all its audiences.



Exhibition: About 220 examples of painting, sculpture and decorative art are on long-term display (about 12.5 percent of the total number of objects in these categories, but 60-70 percent of the most important objects).  Objects not on long-term display may be rotated on to display in the long-term installations or in specially organized exhibitions.  Light-sensitive objects (prints, drawings, photographs, Indian and Oriental paintings) are displayed occasionally for brief periods (2-3 months) in special exhibitions.  The 1995-96 year has included seven special exhibitions incorporating more than 250 light-sensitive objects from the collections.  The Museum is currently planning a display area with viewer-activated lighting to permit longer-term display of Asian paintings.



Exhibitions drawn from the collection have frequently been organized to complement loan exhibitions.  A current example is By Design: Drawing and the Creative Process, an exhibition of 13 old master drawings accompanying the loan exhibition The Katalan Collection of Italian Drawings.



Access for Teaching and Research:  The Museum has a study room adjacent to the storage area for prints, drawings and photographs where objects not on view in the galleries can be made available to classes and individual students and faculty.  This includes not only works on paper but other objects, which are brought from their storage areas by the exhibition preparators.  A major achievement of the last five years has been the thorough organization of the Museum's 10,000 works on paper by artist, nationality, period and medium, so that curatorial and education staff (as well as students and other visitors under supervision) can readily examine any portion of the collection.  Storage areas for paintings and three-dimensional objects are also well-organized, so that virtually any object in the collection can be easily shown to a visitor at short notice.



Teaching:  Studio art students occasionally have drawing sessions in the galleries, and art history students refer to works that pertain to the courses they are taking.  More recently, however, the Museum's university educator has fostered the use of the collection by departments not traditionally seen as art museum clients: English, history, religious studies, journalism, physics, and geography among others.  A current exhibition, Familiar Aliens: Another Look at Animals, has generated the theme for a course (English 12, Composition and Rhetoric) on writing for various disciplines.  Beginning with the exhibition, students are to explore the concept of "familiar alien" in several contexts.



3.  What are the museum’s practices for the care and conservation of the collections?



The condition of the Ackland's collections is well-documented.  All parts of the collection were surveyed by consultant conservators during the 1980s.  The Museum's conservator and curators continually add to and revise the results of these surveys as they work with the collections.  Treatment priorities are determined by a combination of factors: the quality and significance of the work of art, its physical stability, the Museum's exhibition needs, funding opportunities and availability of an appropriate conservator.



The entire collection of paintings was surveyed between 1983 and 1985.  Of the 119 paintings that were examined in detail, conservation treatment was recommended for 52.  Between 1987 and 1995, the Museum undertook a series of paintings conservation projects, with grant assistance from the IMS, NEA, Getty Grant Program and Friends of French Art.  Through these, 20 of the most important paintings have received full treatment.  Another treatment is underway at this time, and plans for 1996 include bringing in a paintings conservator to help review and revise the paintings survey and devise a treatment plan for the next ten years.  The sculpture collection was surveyed in 1985.  Four works identified as top priorities during that survey have since been treated.  Other objects have been identified for future treatment, but the needs in this collection are of lesser number and urgency and have received less attention than those of paintings and paper.  This part of the conservation program has been somewhat hindered by the fact that since 1990 there has been no sculpture specialist in the geographical area.



The collections of drawings, photographs and prints were surveyed by outside consultants in 1981, 1982 and 1988.  Treatments were recommended for many hundreds of works.  The Museum added a paper conservator to its permanent staff in 1988, and in 1990 a paper conservation laboratory was completed in the Museum's newly renovated building.  All of the housing improvements recommended in the original conservation surveys have been implemented, and treatment of individual objects is ongoing.  
Last year 80 works on paper received treatment.  
The conservator continually reviews, revises and adds to the surveys of the works on paper, as well as overseeing the conservation program for nonpaper objects.  



The complete renovation of the Ackland building during 1987-90 resulted in greatly improved exhibition and storage spaces. Art storage areas are alarmed against intruders separately from the rest of the building and protected by a Halon fire extinguisher system.  Lighting in storage areas is incandescent and of low intensity.  These areas are dedicated exclusively to storage, without other traffic, unrelated materials or food.  Incoming art objects are examined so that any insect damage or infestation can be caught and isolated or treated.  Paintings are stored on sliding screens or on shelves.  Sculpture is stored on shelves.  Works on paper are stored matted or interleaved and in Solander boxes or in map case drawers, or framed and in bins or on shelves.



The climate control in the building is excellent and monitored by the museum staff daily by means of state-of-the-art hygrothermographs.  Temperature in the galleries is maintained at 68-72 degrees Fahrenheit and relative humidity ranges between 48-53 percent.  Natural light falls only in the gallery dedicated to ancient art, which are all stone, ceramic and metal objects.  Incandescent lighting in all other galleries is maintained from 5-8 foot-candles for works on paper and 20-39 foot-candles for other objects. Vulnerable materials such as works on paper are exhibited for limited periods of time; records are kept so that the frequency of exhibition can be controlled.



4.  What is the extent, purpose and use of research by staff, visitors and scholars?



An estimated 150 scholars and students make use of the Museum’s collections and other research resources each year.  The Ackland provides an excellent research resource for students at the University writing research papers and masters' theses based on objects in the collection.  As well, 15 to 20 scholars a year visit the Museum to study objects in the collections.  Museum staff members do research on objects to present them in a new context, either by explanatory labeling or by installation in a temporary exhibition.  Many exhibitions have been accompanied by published didactic brochures.  The Museum plans to undertake the updating of its permanent collection handbook within the next few years.  Objects temporarily on exhibition are normally accompanied by explanatory labeling.  The current Museum staff  is 
committed
 to increasing the explanatory material for objects on permanent display, and staff members from various departments of the Museum are currently working on explanatory labels, approaching a selection of works from points of view appropriate to their fields of knowledge.  This includes staff members such as conservator and preparator as well as those in traditional curatorial positions. As part of this project a graduate student intern is currently working on a mini-exhibition demonstrating the various types of information that an explanatory label can present about a single work of art.



A recent installation of the 19th-century collection, Identity and Difference in Nineteenth-Century Art, was organized by three members of the curatorial staff and a graduate student after consultation with faculty members in the art, history and English departments to take advantage of recent scholarly theory.  Numerous other exhibitions from the collection have been jointly organized by Museum staff and university faculty or students in recent years:  i [eye]: e. e. cummings and the Visual Arts (Fall 1994); Intimate Views: Indian Miniature Painting from the 16th to the 19th Century (Spring 1995);  and Reframing Documentary: Photography and Social Commentary in America (Fall 1995), an exhibition organized in conjunction with a campuswide forum: "Media and the Mind: Shaping Political and Ethical Consensus in America."  Forthcoming shows that will be collaboratively curated with faculty include Byzantine Ivories from Liverpool, etc.

�V.  Education

1.  What is the museum’s education philosophy?



Aesthetic and creative experiences are essential to achieving human potential, and the Museum aims to provide potent and memorable experiences with art objects that will motivate further exploration.  At the heart of the Ackland's educational philosophy is the commitment to engaging visitors regardless of their educational level and to helping them feel welcome and competent in the museum setting.  Acknowledging that cultural and educational barriers sometimes prevent immediate access to aesthetic experience, the Ackland tries to introduce varied approaches to viewing and interpretive skills that will be useful in subsequent encounters with art.  Education programs value the personal connections and emotional resonance of such encounters, as well as the insights into other times and places that art objects yield.



2.  What are the museum’s educational programs?



The Ackland's mission is "to educate and delight" by making original works of art accessible to its diverse communities.  Educational programs are designed to serve a large constituency of first-time museum visitors, as well as students and faculty who find the study of art central to their scholarly interests.  Three full-time and one part-time educators are on staff.  The strategic planning process identified school and university students as the primary audiences for educational services, because of the Ackland’s commitment to teaching visual literacy skills and its niche as a university museum. 

   

This new focus has not significantly diminished participation among other audiences; indeed school and university structures enable service to a diverse range of visitors.  For example, African-Americans make up 24 percent of the community and historically have been underserved, so the Museum is committed to reaching this audience.  Temporary exhibitions (The Walter O. Evans Collection of African-American Art in 1994-95 and one-person shows by Carrie Mae Weems and Renee Stout in 1995-96) engage the University's African-American studies and history departments.  These exhibitions and the accompanying public programs also attract a large contingent of African-Americans beyond the University. In recent years, the Museum has also expanded the representation of African-American artists in the permanent collection; these works are featured in many gallery lessons for school visitors.  The Ackland continues to attract a loyal following among the area's retired residents for concert series, temporary exhibitions and gallery talks.  These older adults are primary users of large-print publications and the assistive listening system offered at all public programs to encourage participation by people with disabilities.  Last year, evening shortcourses such as “Art and the Inner Journey” and “Of Time and Place” emphasized personal modes of responding to the collections, providing opportunities for small groups of working adults to share their feelings and ideas and to participate in art-making.  These programs brought in new constituents and were extremely well received.  More historical perspectives on the collections were offered in the form of ten-week shortcourses for two local “learning in retirement” groups.  Adults with young children are served through workshops (“Talking with Your Child about Art”); family days (“Animania” included a look at an exhibition, an animal sounds contest and drawing from a live, canine model): and two “Young Child Packs” available to facilitate parent/child interaction in the galleries.  A comprehensive, 18-week training program prepares new volunteer gallery teachers (docents) with information about the collections, child development and interactive pedagogy.  Subsequent training sessions introduce temporary exhibitions or focus on specific skills, such as storytelling or questioning techniques.

   

Services to public schools are a high priority, as they provide the structure for reaching the most socioeconomically and culturally diverse segment of this region of North Carolina.  Gallery lessons for school visitors, individually designed through consultation with classroom teachers, aim to include all students as participants in making meaning of the Museum and its collections.  Current offerings include “Narratives in Art,” “Interpreting Portraits,” “Viewing Strategies,” “Art and Spirit,” and “Creative Writing,” as well as introductory highlights tours incorporating a range of activities.  Lesson plans invite individual exploration as well as focused looking, teaching both interpretive skills and content related to the school's curriculum.  Museum visits are complemented by classroom outreach presentations; the outreach program served 2,800 students in a four-county target area last year.  One staff member with special expertise on disability issues helps ensure that teaching strategies include opportunities for people with various abilities and learning styles.  Volunteer docents (30) worked with education staff to provide gallery lessons to 4,500 school visitors last year.  One quarter of this year's school visitors are involved in a new multivisit program of from three-eight visits supplemented by classroom outreach presentations.



Through the Principals Executive Program, Ackland educators advocate for arts education and provide gallery workshops for more than 200 North Carolina principals each year.  These contacts with principals are the primary source for the growing numbers of schools from  rural districts that visit the Museum.  Teacher workshops related to temporary exhibitions and the permanent collection are developed for particular schools or curricular needs (e.g., "Developing Language Skills through Art" was designed in response to a group of teachers devoted to K-2 students with delayed language development).  The Museum loans schools various audio-visual materials about the collection and two curriculum-based trunks featuring objects from India and Japan.  In the coming year, plans are to develop curricular units on writing and world religions, using the collections to enhance schools' teaching in these areas.  University collaborations complement school offerings.  Staff work closely with the National Paideia Center on campus to strengthen the visual component of their 
Socratic
-style seminars through teacher training and newsletter articles.  The Museum regularly hosts children targeted for special academic services through the Upward Bound and North Carolina Renaissance programs, the Math/Science Education Network, and the Black Cultural Center's "Communiversity."  Another program involves workshops for student volunteers in the Big Buddies program along with group visits and specialized gallery tours to support that adult/child interaction.  Ackland educators reach pre-service teachers through collaborations with the School of Education and older adults through UNC-CH's ElderHostel program.

   

University programs consist of curriculum-structured gallery teaching, highlights tours led by student guides (who receive academic credit for their work), student performances, scholarly talks by students and faculty, and collaborative exhibitions.  Highlights tours and student performances, for example, are meant to attract (and delight) the casual student visitor.  The South Asian student association has provided traditional dancers and storytellers, and students in communication studies have performed African-American poetry in the galleries -- programs which were  well-received by other students, as well as the general public.  The university educator consults with faculty about their course goals and develops focused gallery lessons that support those goals, often arranging for relevant objects to be made available from storage.  Last year these "curriculum-structured" talks served 2,584 students from 16 different departments including:  art, English, history, religious studies, classics, American studies, women's studies, African-American studies, anthropology, sociology, geography, physics, and Romance languages.  The goal of establishing an Ackland visit in the permanent syllabus of key survey courses in the humanities will eventually involve nearly every undergraduate.  Each spring, one of a series of museum studies courses is offered by Ackland staff through the art department: "Introduction to Museum Studies,"  "Connoisseurship of Works on Paper," or "Interpretive Issues for Museums in the 1990s."  Temporary exhibitions are often selected to foster collaborations with particular faculty or student groups; MFA student work is exhibited each spring, Johnston Scholars worked with the university educator to mount a show of documentary photographs from the collection last year, and the Museum supported the English department's celebration of e.e.cummings' centennial with an exhibition.  Student voices are featured in signed explanatory labels and public presentations of original research.



3.  How are educational programs developed and evaluated?



Programs are developed with the advice and collaboration of those who will use the educational services.  Staff have convened faculty focus groups before selecting and designing exhibitions, conducted phone surveys and questionnaires of students and Museum members and supported a gallery teaching process that involves extensive consultation with teachers before school and university visits.  Requests from three local retirement groups led to appropriate shortcourses which were then formally evaluated.  School outreach presentations, teacher/principal workshops, loan kits and resources, and adult shortcourses include written evaluation instruments used to improve these offerings.  Videos of school visits are used to evaluate and coach gallery teachers.  To enhance understanding of relationships to the African-American community, the Ackland hired a consultant/evaluator during the Walter O. Evans show.  An advisory group with visual impairments reviews Ackland publications, and their suggestions are communicated to the graphic designers.  Visitor response books provide data on how exhibitions are received.  Education philosophy and teaching strategies are tested among fellow museum educators through regular presentations at the National Art Education Association's annual conferences.  In the past five years, two Ackland educators have received NAEA's Museum Educator of the Year award for the southeastern region.  The education staff work to create a supportive atmosphere that is conducive to experimentation, critical self-evaluation and improvement of all educational offerings.



VI.  Physical Facilities/Safety and Security



1.  How does the museum use its physical resources in providing museum services to the general public and specialized audiences?



The Ackland's three-story, 38,650-s.f. structure was completely renovated in 1988-90 to organize and allocate spaces in accordance with contemporary needs and standards with about 33 percent (11,800 s.f.) devoted to galleries, 11 percent to storage, 8.5 percent to offices, 3 percent to seminar and conference rooms, 9 percent to art conservation and preparation, and the remainder to miscellaneous support and unusable areas.  Public spaces and exhibition galleries are located on the ground floor and front half of the second floor, separated from the administrative offices on the second floor.  Curatorial, education, registrar, photography and installation/design facilities, and other support services are housed on the basement level as are the 3,071-s.f. painting and sculpture storerooms.  On the second floor the 868-s.f. paper storeroom is located between the 712-s.f. paper conservation lab and a 437-s.f. seminar room equipped for displaying works of art.  The seminar room, which is easily supervised from the administra�tive area, houses the collection of auction catalogs and doubles as a study center available by appointment for students, faculty and visiting scholars and as a small multipurpose meeting room.  A larger, 559-s.f. conference room for three dozen on the basement level accommodates staff meetings, larger seminars and preparations for special events.  Both the second floor and basement levels are accessible from a rear entry and security-controlled elevator so that all exhibition galleries may be alarmed while the rest of the building is in use.  



The Ackland is linked by a climate controlled corridor to the adjacent Hanes Art Center, home to the art department, slide library of 220,000 slides, the Sloane Art Library that houses some 75,000 volumes and a 300-seat auditorium that is regularly used for evening lectures that culminate in a reception in the Ackland lobby.  The courtyard between the buildings is tented and heated for some special events.  



While campus parking is traditionally quite limited, the Museum is fortunate to be within a block of the main downtown street that includes four public parking decks or lots.  Many city buses stop within 100 feet of the museum.  



2.  What practices and schedules does the museum follow to ensure the proper care and maintenance of its physical plant?



The Ackland’s building and grounds are supported by UNC-CH’s Physical Plant, a comprehensive facility with divisions for housekeeping, maintenance and repair of all building systems.



Housekeeping duties for both public and private spaces are performed by a three-person crew under the supervision of the Housekeeping Division of the Physical Plant. The housekeeping employees’ work schedule is designed for access to the building after 8:00 a.m. each weekday, thereby eliminating their need for security codes and high security keys. Housekeepers follow a regular weekly schedule, designated by Ackland staff to ensure that the cleaning of public areas does not interfere with visitor use and enjoyment.



Maintenance services are also provided by the Physical Plant. These include regular preventive maintenance and inspections for security, climate control, electrical, structural and mechanical systems. All maintenance in galleries is scheduled when they are not open to the public, and workers are supervised by museum staff in galleries and all high security areas. Any problems arising apart from normal maintenance are reported to the Physical Plant by museum staff and promptly repaired when involving the safety of people or property.



3.  How does the museum ensure the safety of its staff, visitors, facilities and collections?



The Museum is a recently renovated fire-proof brick and concrete building.  The entire building is protected by a Pyrotronics fire and smoke detection alarm system, with manual alarm pull stations and fire extinguishers throughout the building.  The carpenter's shop is equipped with a dry-pipe sprinkler system; the painting and object storerooms with a Halon fire suppression system.  When triggered, the fire alarm sounds in-house and also alerts the UNC-CH Public Safety Department.  The UNC-CH Health and Safety Office annually inspects all alarm systems, and the Physical Plant has staff available 24-hours a day for emergency repairs.



The security supervisor directs on-going training of the Museum security officers, which includes emergency evacuation procedures, basic first aid, CPR and fire extinguisher use.  A Museum security officer is on call at all times, carrying a beeper when not at the museum.  There are written procedures for the on-call duty, which are periodically reviewed by the staff security committee that meets biweekly. 



The Museum's Emergency Response Plan was developed as part of the University's commitment to provide a safe and healthful environment for faculty, staff, students, visitors and members of the community.  The Emergency Response Plan, which outlines the strategies to be implemented in case of disaster, also helps the Museum fulfill its mission to preserve and protect the artwork in its collection for future generations.  The plan is a key element of the Museum's emergency response training, the primary objectives of which are to teach staff to anticipate and, if possible, to avoid emergencies; to retain control when an emergency occurs; and to recover control as quickly as possible if it is lost.  The Museum's Emergency Response Plan was written by the registrar with the support of the assistant director and was distributed to the head of each department in March 1994.  Campus and local police and fire departments received abridged versions, and senior staff members received additional copies to keep off-premises.  The plan is reviewed annually by the entire staff and is required reading during the orientation process of new employees.  All or part of one day is set aside every autumn for staff-wide disaster training.  The format of this annual event varies, but has included drills, fire extinguisher training by the Health and Safety Office, battery and equipment testing, inspection of emergency supplies, mock disasters, quizzes and videos.  Full staff participation in "Disaster Day" is required.



The Museum's Emergency Response Plan outlines the following priorities for protection and rescue: (1) safety and security of staff and visitors; (2) safety and security of artwork; (3) safety and security of curatorial, registration, and administrative records; (4) safety and security of collection photographs, negatives, and all other files; and (5) safety and security of office, lab and shop equipment.  In practical terms, if there is a fire in the Museum, for example, after the evacuation of employees and visitors a security officer would be posted at every entrance of the Museum.  As soon as possible the Museum's emergency response coordinator or another senior staff member would enter the building with emergency personnel to assess the damage and determine what recovery measures must be taken.



4.  How secure is the museum?



The combination of the Ackland’s internal and external security and safety regulations and procedures ensures a safe working environment for all staff and visitors.  For instance, procedures for installation and handling of art objects are designed for not just the safety of the objects themselves, but also for the safety of Museum staff and visitors -- with areas closed, cordoned off or temporarily walled during installations, pathways to and from loading and storage areas cleared and secured.  The Health and Safety Office presents material annually on workplace safety, such as safe lifting practices, awareness of electrical hazards, etc.  The Museum security officers rehearse with Museum staff to establish lines of authority in handling security or safety incidents.  And  as noted above, electronic devices are connected to networks involving the campus and local city police, fire and other safety units.  A back-up power generator dedicated to the museum  is tested weekly.  The Museum Use Policy describes how public events can be held, including strictures against open flames, and alcohol policies in accordance with state, University and internal Museum requirements.  Overall, the Museum has earned an enviable record of safety, with no significant damages recorded in the past decade to staff, art works or visitors.



�VII.  Staff

1.  What are the qualifications, responsibilities and professional activities of the museum’s permanent, professional staff?



The Museum has a dedicated staff of 15 full-time and 6 part-time staff, and 2 part-time graduate assistants.  These positions are funded by state funds, grants and trust funds.  Public Safety funds 4 full-time security officers (additional temporary security officers are funded internally), and the art department funds a full-time photographer shared by both departments.  Museum professional staff are highlighted below including their involvement in community activities and local and national professional organizations.  Director (M.Phil., Art History, CUNY, dissertation in progress; previously director, Portland Art Museum, 1988-1992; director, Washington University Gallery of Art, 1977-1988) chief artistic, financial, and administrative officer of the Museum since August 1994.  Member Assn. Art Museum Directors, College Art Assn., American Assn. of Museums, Archives of American Art.  Assistant Director & Acting Curator of Collections (Ph.D., Art History, Yale and Certificate, Museum Management Institute, at Ackland for 12 years, previously curator of prints and drawings at Worcester Art Museum, 1976-1983) direct day-to-day administrative functions of the Museum and also has acquisition and curatorial responsibilities.  Member Print Council of America and Historians of Netherlandish Art.  Curator of Exhibitions (vacant, national search underway, with selection of finalist by April 1996) plan and direct an exhibitions program to serve both university and community audiences.   Development Director (M.Phil., 20th-century English Literature, Rhodes Scholar, Univ. of Oxford, started October 1995, previously director of communications, Kenan-Flagler Business School, UNC-CH, 1992-1995) development, donor cultivation, and public relations.  Member Public Relations Society of America; Advisory Committee of ArtsCenter (Carrboro, N.C.); and Public Affairs Advisory Committee, UNC-CH Medical School.  Administrative Manager (B.S. Art Education, Western Michigan Univ., on staff since April 1995, previously administrative manager at Center for Early Adolescence, UNC-CH, 16 years) fiscal management, human resources, oversees security.  Conservator (M.A. Art History and Certificate in Conservation of Works of Art, New York Univ., 7 years at the Ackland, previously assistant paper conservator at Yale University Art Gallery, 1984-1988) responsible for preservation and conservation of drawings, prints and photographs; oversees conservation program for paintings and sculpture.  Professional associate, American Institute of Conservation of Art and Historic Artifacts.  Curator of Education (Ed.M., Harvard, M.A. Art History, UNC-CH, at the Museum 8 years) plan and direct education and outreach programs to serve both university and community audiences.  Southeastern representative to Natl. Art Education Assn.'s Museum Division, 1992-95; NAEA Art Museum Educator of the Year for Southeast, 1992; advisor to Natl. Center for Museum/School Collaboration; member American Assn. of Museums, Education Committee; and Assn. for Supervision and Curriculum Development.   University Educator (Ph.D., Art History, UNC-CH, staff member for 4 years) develop, plan, and implement program to broaden use of the Museum by University faculty and students.  Supervises student docent program.  Member Southeastern College Art Assn. and College Art Assn.  Educator for Outreach and Access (B.S. Educational Studies, Kent State, Ackland staff 6 years, previously education program assistant at Smithsonian Institution, 1987-1990) plan and implement program of outreach to schools, nursing homes, and non-traditional museum visitors, including people with disabilities.  NAEA Art Museum Educator of the Year for Southeast, 1995.  Member, Natl. Art Education Assn.; Council for Exceptional Children; Natl. Assn. for the Perpetuation and Preservation of Storytelling; Triangle Registry of Interpreters of the Deaf; and Self Help for the Hard of Hearing.  Assistant Educator/Tour Coordinator (30 hrs. per week)(M.A. Communications, Univ. of Pennsylvania, B.A. Art History, Univ. of Calif.-Berkeley, at Museum 4 years) promote, manage, and implement school and adult tours program.  Liaison with public schools and other community institutions and groups.  Assist in recruitment, training, supervision, and evaluation of volunteer gallery teachers.  Member Natl. Art Education Assn.  Registrar (M.A. American Studies, William and Mary, at Ackland 5 years, previously assistant registrar at Philadelphia Museum of Art, 1988-1991) manage the Museum’s collection of over 14,000 objects.  Member American Assn. of Museums, Registrars Committee and Southeastern Registrars Assn.   Marketing Manager (B.A. Art, Davidson College, staff member 4 years) develop and implement publicity plan and budget; write and produce newsletter; write press releases; manage membership data base and renewal process.  Media Relations Committee for the Greater Orange County United Way.  Currently taking journalism courses at UNC-CH.  Chief Preparator (2 years UNC-CH, at Museum 15 years) design and installation of permanent collection and temporary exhibitions, including fabrication of cases and pedestals; pack and unpack works of art; manage museum's computer network.�PRIVATE ��



2.  What opportunities does the museum provide for staff development and to what extent has the museum’s staff participated?



The Museum is committed to staff development and provides release time and up to $1,000 financial support for travel to professional conferences.  In the past year, the director and special events coordinator attended the American Assn. of Museums annual meeting and “Philanthropy '95/Communicating: Strategies for a Sector in Change.”  The registrar and assistant registrar attended the Carolina Area Registrars meetings held twice a year.  The assistant director attended the Print Council of America annual meeting.  The education staff attended the Southeastern Art Museum Educators Forum and AEA and NCAEA annual meetings.  The chief preparator and registrar attended the Computer Applications in Museums conference.  The marketing manager attended the Art Museum Membership Managers meeting.  The conservator attended the annual meeting of the American Institute for Conservation of Historic and Artistic Works.  The Museum secretary and two security officers attended Hospitality Training Program sponsored by the Chapel Hill/Orange Co. Visitors Bureau.  The security supervisor attended the Natl. Museums Security Conference at the Smithsonian Museum.  Permanent employees (working 30 
hrs.
 or more) may take one free course per semester at any one of the 16 constituent institutions in the UNC system.  Courses may be taken for career development or personal interest.  Staff members have taken courses in journalism, Spanish, and Chinese ceramics.  The Office of Human Resources’ Training and Development Department offers over 130 short courses on a variety of subjects, open to permanent, temporary, and retired employees.  Staff members have taken courses to learn more about computers,  sharpen office and supervisory skills, and improve personal safety awareness.  Two staff members have completed the University Management Development Program course through the Kenan-Flagler Business School, UNC-CH.  The business manager has taken Supervisory Resources, Interaction Management and computer courses.  The security officers attended several trainings in the public safety department and Training and Development.  The security supervisor recently completed the Office Skills Development Program which includes 10 short courses in various office procedures.



3.  What personnel policies and practices does the museum follow?



Museum personnel policies and procedures are consistent with those of UNC-CH and the Office of State Personnel.  Positions are subject to formal descriptions, classified by UNC-CH Office of Human Resources, and recruitment is coordinated through that office.  A recruitment plan is filed for all professional vacancies.  Positions are posted for a minimum of 30 days both within the university and nationally. For each search, the director asks staff members to serve on a search committee to evaluate candidates, conduct interviews, check references, and rank finalists.  Recruitment, hiring, and compensation/benefits are subject to the approval of the UNC-CH Office of Human Resources. The full benefit package (for 32 hours/week or more) is calculated at 19 percent of salary plus hospitalization (FTE equals $1,735).  Partial benefits are available to those working less hours.  The state's system for Work Planning and Performance Review is mandatory for all employees.  Each employee has a principal functions list that includes critical job responsibilities, performance levels for each, and a development plan.  Supervisors evaluate employees twice each year (annual review and a 6-month interim review) using this principal functions list. The employee has the right to appeal the written rating.  Performance-based merit increases and cost-of-living raises are contingent upon legislative funding.  The Office of State Personnel establishes the criteria and steps by which employees are disciplined and/or terminated.



4.  How does the museum select, recruit, train and use supplementary staff?



For the past eight years, the Museum has recruited students for a museum internship.  The selected student receives exposure to all phases of museum work and is paid $11,000 per year for 20 hours a week.  The internship is funded by the College of Arts and Sciences.  Every fall the Ackland also recruits and funds a half-time graduate student to assist the curatorial staff with special projects.  The UNC-CH Office of Human Resources coordinates recruitment of paid staff positions, including temporary staff.  The Public Safety Department recruits temporary security officers.  UNC-CH work-study students (averaging three students per year working 10-15 hours per week) assist the registrar, education staff, and the Museum secretary in a variety of tasks.  The students are trained and supervised by those they work with.  The supervisors are required to turn in written evaluations.  An unpaid, part-time volunteer coordinator recruits volunteers through local senior citizen and volunteer agencies and assigns them based on experience and Museum needs.  

�VIII.  Governance and Management/Financial Management

1.  What is the museum’s governing authority?



As a unit of the University of North Carolina at Chapel Hill, the Ackland Art Museum contributes to fulfillment of the University’s teaching, research and public service mission.  It advances the national academic standing of the University while serving the surrounding communities.  The director is appointed by and reports to the provost, who leads all academic and research programs and reports to the chancellor; the chancellor reports to the president of the 16-campus statewide system.  The director has a strong personal relationship with the new chancellor (who, with his wife, co-hosted the most recent gala fund-raiser) and, in turn, with the Office of the Provost.  These offices collaborate in the formation of the Museum’s goals and in the development of greater internal and external support.



The University’s Board of Governors mandates that no employee other than the president reports to a committee; however, every academic unit is required to have an advisory committee.  The Ackland maintains two primary advisory committees:  the Administrative Advisory Committee (AAC) and the Visiting Committee (VC).  The AAC, which meets once a semester and comprises 8 to 12 faculty and univer�sity administrators appointed to renewable three-year terms by the chancellor upon the recommendation of the director.  Presently the committee includes the chairs of the departments of art, American studies, and religious studies, all experienced museum collaborators; faculty from the Center for Teaching and Learning, a source of many innovative collaborations; several distin�guished faculty (one member of Am. Academy of Arts and Sciences); and junior faculty (including one 
from 
African-American
 studies
).  The committee focuses on academic issues including teaching and research use of Museum resources, state and regional funding resources, and strategic planning with particular regard to campus-related issues.  In comple�mentary fashion the VC comprises about 20 non-academics drawn from the regional community and outside the state.  Appointed to three-year renewable terms by the chancellor upon the recommend�ation of the director, the VC includes Sherman Lee, retired director of the Cleveland Museum of Art; Buddy Mayer, well-known arts patron of Chicago; James Patton of the eminent Washington law firm of Patton, Boggs, and Blow, which provides much pro bono work for the Smithsonian; Juanita Kreps, former Secretary of Commerce; and alumni collectors in Boston and Connecticut.  Meeting twice a year, the VC advises on and partici�pates in long-range planning, fundraising, financial manage�ment, community service and collection development through the newly formed Collections Subcommittee and Develop�ment and Finance Subcommittee.  These subcommittees are expected to meet twice a year between full VC meetings. A Special Events Committee organizes supporters from the local community for planning special fund-raising and friend-raising events.  These 19 members are committed to increasing the visibility, appreciation and financial support of the Museum within the local community.



2.  What is the museum’s management structure?



The director is the chief artistic, operational and financial officer of the Ackland.  The UNC-CH administration is a decentralized, supportive resource for ideas and influence across campus.  The director meets monthly with the associate provost for educational support (who serves ex officio on both advisory committees) in addition to frequent informal conversations with the provost and chancellor.  The Ackland's executive staff (director, assistant director, administrative manager, develop�ment director, curator of education, registrar, chief preparator) assembles for Monday morning meetings followed by individual meetings with the director.  Four management teams rotate leadership on a monthly cycle of Tuesday planning meetings for exhibitions, development, collections and programs.  Project meetings are scheduled at these monthly planning sessions.  The security committee meets biweekly.  At least twice a year, full staff meetings address long-range planning and budget issues.  Agendas and minutes are posted for executive staff, program, develop�ment and full staff meetings so that all staff can share the same information and remain informed on a timely basis. As a relatively intimate environment, the Museum allows for a team-based management style with a highly accessible director -- approaches crucial to the new director as he has revitalized the mission focus of the Museum.  In practice there are few management surprises; information is shared, leadership trusted and morale high.  Responsibilities for auxiliary groups are apportioned by discipline with the curator of education managing the docent program; the university educator managing the Administrative Advisory Committee; the development department handling the Special Events Committee (for fund-raisers); and the director leading the Visiting Committee.





3.  What is the museum’s financial condition?



Over the long run, the Ackland's financial condition has been and will continue to be solid. The William Hayes Ackland Trust, managed by an external financial firm as trustee, currently has a market value in excess of $6.5 million.  The payout from that endowment is approximately $290,000 per year and is earmarked specifically for art acquisition and direct costs of exhibitions.  Other acquisitions endowments generate around $90,000 per year.  A steady stream of in-kind art donations ($180,000 per year) add to the collection.  Thus, for a small university museum, the Ackland is well situated to continue building a superior collection and attracting and organizing significant exhibitions. The original trust agreements specified that the University should supply all salary and facility support costs (after the original construction).  Direct allocations from the state to the Museum totals $542,152.  The Museum holds other endowments (with total market values in excess of $450,000) to support specific areas such as education and security, as well as the general operations of the Museum.  As the ambitions of the Ackland have increased, especially in the area of education, the fund-raising efforts for private support have not kept pace, particularly after the departure of the last director and development director in the midst of a campaign.  For FY 1995-96, expenses are budgeted to exceed income by about $200,000.  Fund balances (savings) will bridge the gap as the Museum institutes a three-year plan for recovering and rebuilding its annual operating base.  Operating deficits are projected to decrease to $50,000 in 1996-97 and finally to balance in 1997-98.  From there, the Ackland will increase its endowment base and re-establish fund balance surpluses. The dissemination of the Ackland's first strategic plan, reorganization of the Visiting Committee, recruitment of an experienced development director, and evidence of new initiatives have resulted in dramatic increases in support during the last three months: a one-time allocation of $25,000 from the provost;  increased personal giving by leaders of the VC totaling $10,000 so far; a two-year commitment from the UNC-CH central development office of $20,000; close to $30,000 from a gala 
fund-raiser
 -- the most successful in four years; the Museum’s first grants from the North Carolina Arts Council ($6,000 for the Israeli exhibition) and the North Carolina Department of Cultural Resources ($30,000 general operating support); and membership in the highest giving level (the Ackland Circle) is growing at a rate of about one new member every two months.  The Museum’s potential, plan and need are all understood, and the evidence of the last quarter suggests that it will attain further increases before the current fiscal year is out -- a remaining goal is receipt this fiscal year of at least one major corporate sponsor for the education program in the $25,000 range.



4.  What are the museum’s procedures for budgetary development and control?



The director, assistant director and administrative manager have created the Ackland's first computerized, departmental income and expense budgets in the Museum's history.   Project expenses are organized by university budget category and mapped into quarterly summaries that provide an overview for managing interim adjustments.  The annual budget process starts in March, when department heads are given computer disks, current year reports and projections, and the Museum's strategic plan.  Budget plans must closely follow strategic priorities that are discussed in executive and individual meetings.  The VC reviews the budget and advises on strategic initiatives (such as increased investment in public relations) , contingency plans (such as interim cuts or increases), and fund-raising projections and strategies (for which several members are responsible).  One VC member, a retired senior vice president for accounting at AT&T, has invested considerable time consulting on the establishment of internal electronic tracking systems and reconciling past and projected budgets.  Meanwhile the provost's office is responsible for the state allocation and advises the director on the prospects for increases or decreases in that half of the Museum budget, while approving the general budget plan.  The new administrative manager, with two decades of UNC-CH administrative experience, processes expenditures consistent with the approved budget; deviations must be approved by the director.   All funds are managed by the Office of Business and Finance in accordance with comprehensive state regulations that include regular internal and external auditing requirements.



(Note:  Attach your one page organizational chart as page 34.)



Note: North Carolina fiscal year is July 1 -June 30 -- all accounting is on that basis.
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_________

1994/95�

   N/A

_________

1995/96���IX.  Support

1.  What is the community’s non-cash support of museum operations?



The Ackland has been favored with strong communities of support.  Locally, volunteers contribute hundreds of hours and thousands of dollars of in-kind support.  Nationally, University alumni and Museum patrons nurture the collections and extend the reach and resources of the Ackland.  



Volunteer Activities:  The Visiting Committee functions similarly to a board of trustees.  The group of 20 represents a national constituency of Museum support, collectively offering significant museum, legal, business and philanthropy experience.  A number are significant collectors.  Divided into two subcommittees, one for collection issues, the other for finance/development concerns, the Visiting Committee meets twice annually and as needed individually or in small groups throughout the year.  One VC member has loaned his considerable expertise in accounting and business to assist the establishment of more comprehensive financial management systems.  In addition, a university Administrative Advisory Committee takes an active role in building collaborations between the Museum and university audiences.   A core of 30 volunteer gallery teachers (docents) multiply many times over the impact of the education department.  Many come with years of teaching experience and still undergo extensive training before committing to gallery teaching roles.  Student docents (12) also contribute through peer teaching.  The Ackland routinely uses student volunteers for public relations projects and to support public programs.  A volunteer coordinator (herself a volunteer) requests applications for non-docent volunteer positions (37), working with the local county senior citizens agency, among others, and assigns roles for everything from receptionist to word processor to conservator and curatorial assistants.  There is a waiting list of volunteers interested in helping the Ackland.  The collective value of these volunteer activities is significant ($45,000 for 1994-95).  The recent gala fund-raiser solidified a core group willing to invest intensively in special events planning.  This group is eager to expand their role and reduce operating burdens on the Museum.



In-Kind Donations:  At least three major personal collections (approx. value: $5 million) are promised to the Ackland.  Other donations bring in art works valued at about $180,000 each year.  Local businesses also contribute in-kind services (catering, decorating, flowers, wine, etc.) to special events ($15,000 value annually).  Blue Cross and Blue Shield of North Carolina donates printing services valued at $15,000 annually for the Museum's At the Ackland newsletter.  The University itself provides $295,000 in in-kind facilities operations support; in addition, the University funds four full-time security officers and three housekeepers, and the art department pays for and shares the services of a staff photographer.



2.  How does the museum acquire non-Federal financial support?



The Ackland began its first fund-raising effort in 1989.  State support was being cut; the Museum had never received a corporate allocation or government award; and annual individual gifts totaled only $16,000.  Since that time, the Museum has reached its goal as part of the University's five-year Bicentennial Campaign ($1.45 million pledged), the largest single fund-raising campaign of the University and the Museum.  Unfortunately, projections of need (both amounts and types of funds) were miscalculated.  The departure of the development director and the director before the close of the campaign also caused a disruption of momentum.  



The new director has now been joined by a new development director (as of October 1995).  New priorities, projections and plans have been set focusing on: (1) annual operating funds as the top priority; general endowment building will increase only after annual support is stabilized; (2) a broad base of support mixing individual, corporate and foundation sources of funds, as well as increased University participation; and (3) a vigorous program for marketing museum services to increase public awareness and, thus, financial support opportunities.  More specifically, the Museum will continue building its non-federal support in the following areas:



University/state:  The Ackland received $542,152 in salaries and operating support from the University in the 1994-95 fiscal year.  An additional $25,000 has been granted to partially underwrite the university educator position for next year.  UNC-CH’s Central Development Office also increased its subvention for the Museum's development operation from $5,000 to $10,000 per year.  As part of a statewide Israeli cultural program, the state of North Carolina granted $72,348 for the Israeli art exhibition in fall 1996.  Another $6,000 came from the North Carolina Arts Council for the same project.  In addition, $30,000 was awarded the Ackland for unrestricted use in 1996 by the North Carolina Department of Cultural Resources.  Most importantly, UNC-CH Chancellor Michael K. Hooker and the associate vice chancellor for development have announced personal commitments to the Museum's fund-raising efforts.



Corporate:  Local corporate support of the Museum has, at times, been quite strong.  The education department was largely created and funded by multiyear grants from two locally-based international pharmaceutical firms -- Glaxo and Burroughs-Wellcome -- with gifts 
totaling
 more than $250,000.  NationsBank pledged $100,000 toward the general endowment funds.  Sara Lee has previously underwritten a major fund-raising gala with $30,000.  And the educational aspects of an exhibition of photography by homeless children was underwritten by AT&T for $10,000.  However, corporate approaches were neither consistent enough nor diverse enough.  When funds ended from the small cadre of previous givers, others had not been cultivated to take their place.  The current plan calls for approaches to a large array of corporations, using the University's significant connections, to fund programs within the education department, to underwrite nondirect costs of exhibitions (such as education aspects) and to support special events with cash or in-kind support.  The approaches will emphasize the marketing advantages for the corporations along with attainment of philanthropic goals.  Innovative recognition and exposure programs will be part of the approaches.  Already, a local bank is in the final stages of approving a three-year, $75,000 request for the Museum's schools program.  The ask includes provisions for extensive recognition, including a refrigerator magnet frame for student art work or photo.  The magnet carries both the sponsor's name/logo and that of the Museum.  Matching gift programs will continue to be used to multiply the effect of individual giving.



Individuals:  With approximately 700 individuals contributing more than $80,000 in annual operations funds and with record attendance over the past year, the Museum has a solid base of individual support to build upon.  Recent initiatives to increase the number and level of members include:  a new giving club (the Ackland Circle with 33 members at $500/year); special events for membership building; multilayered direct mail solicitations for annual renewals and increase in giving levels; increased focus on University supporters (as part of the Bicentennial Campaign); and a complete review of membership-building strategies so as to increase revenues from membership 20 percent by the end of FY 1996-97.  
Already (as of 
January 31, 19
95), current operations giving is up 73 percent from the previous year
.  
The Visiting Committee has agreed to shoulder greater responsibility for finance and development.  A number of committee members have set a lead amount with $5,000 annual gifts.  Other Visiting Committee members will be challenged to do similarly and to connect the Museum to others capable of higher-level gifts.  A special subcommittee for that purpose has been established.  More than $2 million is currently earmarked for the Museum as part of individual estates.  The Museum's recent gala netted $30,000 from the community and provided a high-profile event to build awareness and enthusiasm for the Ackland. 



Foundations:  In recent years, $165,000 from the Andrew W. Mellon Foundation supported the university educator position and related programs; a total of $235,000 in endowment funding came from the Nathan Cummings Foundation, the John Wesley and Anna Hodgin Hanes Foundation, the Carl and Lily Pforzheimer Foundation, and an anonymous foundation.  A recent gap in further foundation applications will be rectified with approaches to Lilly Endowment (for a world religions curriculum), the Nathan Cummings Foundation (for the Israeli show), Lila Wallace Reader's Digest Fund (possibly in tandem with another state museum), and the Coca-Cola Foundation, as well as others in the local community.



Earned Income:  The Museum does not charge admission (although it suggests donations which net $3,000 annually), nor does it have a gift shop.  A group of supporters is examining the possibility of establishing a guild to underwrite and staff a shop as well as organizing additional fund-raising events.  The Museum Use Policy is being completely reviewed to increase rental uses of the space.



Ackland staff and volunteer leadership are committed to financial stability, especially around the Museum's core strengths and aspirations.  Fund-raising priorities have been established to focus on activities most likely to serve the Museum’s constituent audiences, especially those related to the university community and to the surrounding school children.  The three-year plan for stabilization will further a sense of commitment between the Ackland and members of its audiences who, at times, take for granted the level of services afforded them by close proximity to the University.  The public-private partnership the Museum seeks will come about through heightened awareness of the Museum’s contributions to the community and what the Ackland requires to carry out its mission.  



X.  Long-Range Plan



1.  What is the museum’s long-range plan?



The collection, facility, programs and staff of the Ackland Art Museum have continuously matured for 38 years in terms of quality and ambition.  The recently adopted strategic plan articulates for the first time an integrated, sequential and comprehensive approach to improvements in service to the Museum's community.  The 38-page plan presented to the Visiting Committee in November 1995 acknowledges several basic shifts in the philosophical and practical models that have shaped the Ackland.  For example, the Ackland is reallocating some income from the Ackland Trust away from acquisitions 
into programmatic initiatives
 --
 such as
 exhibitions
 and
 interpretive progr
ams
 
-- 
a utilization-driven model that expands the Ackland's mission beyond the collection-driven model that shaped its early years.   From a practical standpoint, this shift acknowledges art market realities and posits that the Ackland will build its collections more successfully by constructing programs to "collect the collectors" than by struggling to raise funds for acquisitions.  Collaboration is a practical approach to developing an array of programs complementary to staff expertise, while collaboration also guarantees audience participation and access to resources.  Philosophically, collaboration reflects a commitment to excellence, emphasizing the recruitment of the best ideas for exhibitions, programs and acquisitions regardless of source.   Further, collaboration in an academic setting reflects the intellectual agenda by incorporating interdisciplinary approaches to creating knowledge with and through works of art.  Finally, in acknowledging that art delights as well as educates, the plan reaffirms the importance of opportunities to encounter the museum itself a
nd the works within through non
structured, open-ended encounters that function outside an explicitly "educational" framework -- hence the reiteration of commitment to diversity in terms of types of works of art acquired and displayed, styles of installation and interpretation, and public relations package.  It is clear the Museum cannot progress far until financial stability is attained.  Fortunately, the Ackland has adequate resources and projects of quality to 
predict 
successful fund-raising.  The three- to-five-year outlook projects little growth in staff and no expansion in facilities, but significant improvement in the artistic content and educational significance of exhibitions and programs, with increases in aud
ience attendance, participation
 and financial support.



Mission: The Ackland Art Museum of the University of North Carolina at Chapel Hill uses original works of art to educate and delight. 



Goals:  1. To be a vital part of UNC-CH's academic community and surrounding communities; 2.  To inspire learning and creativity; 3. To foster appreciation and understanding of diverse cultural legacies.



Objective 1.  Achieve and maintain financial stability.  Strategies:  Computerize departmental budgets and empower departmental accountability; implement quarterly budget reporting and evaluation; evaluate budget priorities against strategic plan; utilize high-profile exhibitions to fund-raise for overhead; initiate grant proposals and corporate solicitations; increase high-level membership through Ackland Circle; build on-going major special event (e.g.
,
 Crystal Ball); reorganize Visiting Committee and empower fund-raising mission; collaborate with Visiting Committee to increase personal giving directed towards unrestricted general operations; improve donor recognition.



Objective 2.  Develop an engaging and educational exhibition program.  Strategies:  Organize and book exhibitions that diversify the artistic content of the program; develop collaborative exhibitions to expand participation of constituent groups on- and off-campus; package exhibitions to raise funds for overhead; design a "balanced diet" 
or 
“
curriculum
”
 o
f established (old master) and contemporary art of diverse media installed with differing installation and interpretive approaches.



Objective 3.  Promote use of the Museum as a university teaching and research resource. Strategies:  Expand program of curriculum-structured tours of permanent collection and temporary exhibitions;  increase collaborative projects with faculty and students; continue Museum courses and training programs for students; direct marketing to students to encourage both use and enjoyment; reorganize Administrative Advisory Committee; 
cat
alogue collection electronically 
using visual imagery 
for the campus network and World Wide Web.



Objective 4.  Enhance visitors' experience of art by providing focused gallery lessons, community outreach and public programs.  Strategies:  Slowly grow the already high-quality docent program; shift schools from single to multiple visit programs that enhance curricular support; use docents to increase outreach presentations; develop materials for 
w
orld 
r
eligions
 curriculum.



Objective 5.  Preserve, expand and display an outstanding collection of original works of art.  Strategies: Preserve: continue in-house paper conservation and fund-raising for other treatments; expand: create a collection development plan in collaboration with the Visiting Committee; display: further diversify installations of permanent collection; publish collections on the World Wide Web.



Objective 6.  Heighten the impact of the Museum through increased public visibility and participation.  Strategies: annually evaluate and update the marketing and public relations plan initiated in 1994-95; increase exhibition publicity and exposure through paid and free media exposure, recorded information lines, Web site, and posters and brochures; further develop special events and public programs to increase awareness and participation; focus efforts on membership cultivation and participation.



2.  How does the museum develop, implement and update the long-range plan?



The  plan emerged last year from a 
retreat 
process that itself proved useful; and the plan will continue to be revised and refined, and the process improved.  The Ackland's first plan was initiated by the director in November 1994 with the appointment of a staff committee to establish an agenda and interview planning facilitators.  
A human resources consultant
 
experience
d
 with both museum and for-profit planning
 was hired as facilitator
.  He spent a day interviewing every staff member individually and in groups to create a list of key issues that became the basis of a workbook distributed back to staff.  Each of 
fif
teen staff members used the workbook as a guide to "pre-thinking" about issues, while executive staff each took a key issue to "champion" by drafting a position paper for discussion at a planning retreat.  At the two-day retreat in January 1995 consensus emerged regarding key issues and opportunities, while discussion continued  regarding mission, priorities and implementation steps.  A Mission Committee convened, while others worked on action plans.  A second one-day retreat in March 1995 focused on priorities and practical steps.  A system of internal communication meetings was implemented, which encouraged continued discussions about 
the
 plan.
  Preparation of the FY 1995-96 budget proved to be the best test of understanding and commitment to institutional goals.  During summer 1995, statements of mission and structure were created for the Museum's two advisory committees (Administrative 
Advisory 
Committee 
and Visiting 
C
ommittee
) in accordance with the new mission and direction.  The plan was finalized shortly after the arrival of the new development director in October, who simultaneously supplied planning experience gained at the UNC-CH Business School and implementation strategies for fund-raising.  The presentation to the Visiting Committee in November 1995 inaugurated what will become a semi-annual external review of progress by 
t
he Museum
’
s
 biggest personal investors
,
 who are also occasionally our toughest critics.  The staff is committed to continuing the planning process; a new staff planning committee has been appointed to create a new agenda and propose a format for a summer planning retreat.  













3
.  How will GOS funds, if awarded this year, be used to further the museum’s purposes?  (Use only the space below to answer this question
.
)




The long-range plan dictates that funds will be directed towards the top three or four objectives outlined above.  Objective 
1
, attainment of financial stability, 
is the foundation for 
the
 
realization
 of 
all objectives
.  IMS funds 
will 
multiply
 financial support 
opportunities
 while enhancing the overall mission of the Museum.  
For example, IMS funds will allow the recruitment of consultants to work with staff on supporting 
exhibitions and 
 
programs 
associated with 
the 
African-American
,
 
Asian
, 
and 
"World Religions" initiative
s
 
-- thus bolstering 
Objective 2
.  B
orrowing specific objects for curricular use, 
funding 
student internships, and initial planning for an electronic image catalogue of the collection
 
w
ill
 enhance the Museum
’s use as a teaching and
 research resource
,
 
Objective 3
.
 
 
The
 recruitment of consultants to aid in visitor evaluation and elementary and secondary school curriculum development 
will
 accelerate fulfillment of 
O
bjective 
4
.    
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