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Section 1: Status of Current Version


This document contains the final, Version 9, of the Business Model produced as part of the Review of 
the Efficiency and Effectiveness of the Government Sponsored Museums and Galleries. This is 
presented as Appendix A of the Final Consolidated Report . 

Slight changes have been made to this document following the final meeting of the Working Group at 
the meeting of 13 July, 1999. The main changes are as follows: 

• greater analysis of the results of the survey of expenditure in Section 2.6; 

• the final amendments to the list of indicators for recommended use by the sponsors in Section 4. 
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Section 2: Introduction 

This section briefly covers the following: 

•	 the primary purpose of the model; 

•	 the development of the structure of the model; 

•	 an explanation of the development of the model, its current status and ongoing issues; 

•	 suggested future use of the model; 

•	 an explanation of the development of a short-list of PI’s which it is recommended are 
centrally managed by sponsors. 

2.1 Primary Purpose of the Model 

The terms of reference for this assignment were to develop a framework for a performance 
management regime focusing on efficiency and effectiveness. The tool used for this was the 
construction of a business model. This acted as a framework from which the Consultant team 
derived a comprehensive list of performance indicators. From this they planned to investigate 
whether there were performance indicators which could be used by Sponsoring Bodies to 
contribute to the monitoring and evaluation of performance. 

The Model is not based on any one National Museum nor should it be taken as implying any 
ideal form of organisational (or reporting) structure. It is a generic model that attempts to 
describe, systematically, most of the activities that take place in most of the Nationals. As such 
it is necessarily simplified. The model also shows activities as being separate whereas the 
reality is that many are, in fact, intertwined. For instance security is an essential part of 
stewardship, as well as being a support service; and research relates to both stewardship and 
access. 

2.2 Development and Structure of the Model 

The Model has the following characteristics: 

•	 it identifies all the main activities occurring within National Museums; 

•	 it groups these activities into a small number of main headings; 

•	 it identifies whether groups of activities relate to core or support activities. Core Activities 
are those which relate directly to the Museum’s “raison d’être” and Support Activities are 
ones that the Museum undertakes to support these (the classification of an activity as 
Support does not imply it is of lesser importance than a Core activity); 

•	 it shows activities as inputs which are undertaken in order to produce direct outputs and, 
subsequently, outcomes; 

•	 it recognises that these outputs and outcomes should relate to each Museum’s Mission as 
defined in its Aims and Objectives 
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Once we this agreed framework was established the consultants returned to their definitions of 
efficiency and effectiveness: 

•	 efficiency is the relationship between the inputs into activities and the direct outputs from 
those activities; 

•	 effectiveness is the relationship between efficiency and outcomes. Outcomes are the ultimate 
impact of activities and are intended to relate to aims and objectives. 

Aims and objectives, inputs, outputs and outcomes were then identified for each activity, 
providing a basis for the development of a long-list of performance indicators relating to 
efficiency, effectiveness or other, for every activity. This was done by collating existing and 
proposed PI’s for each area of the Model and then discussing each with representatives from 
10 of the NMG. Indicators deemed too resource-intensive to collect, or too low in useful 
information content, were removed from the list. As performance indicators alone are not a 
sufficient basis for a performance management regime the consultants also provided a high 
level description of best practice for each activity. 

2.3 How the Model was developed, Current Status and Ongoing Issues 

The model was developed through a rigorous and extensive process of interviews, consultation 
and testing with all of the 27 Nationals, which fell within the remit of this study. There have 
been numerous revisions and improvements to the model and the current document is Version 
9. The process is outlined in more detail in Section 2 of the main Consolidated Report. 

No generic model of this type is ever likely to satisfy all commentators. Inevitably the 
classification, and high-level description, of some activities within the model is contentious. In 
recognition of this some of the most frequently heard critiques of the model are listed below: 

•	 Security should be shown as an integral part of the Stewardship Core Activity, rather than 
as a Support Service; 

•	 in most NMG costs which are usually called Security should be attributed between Security 
and Visitor Services as some aspects of the Security role are increasingly concerned with 
looking after visitors; 

•	 Stewardship and Access & Communication are so closely linked that they should be shown 
either as overlapping or as a single activity; 

•	 the separation of Marketing (part of Access and Communication) and Public Relations (a 
support service as part of Corporate Management)is artificial; 

•	 some Visitor and User Services (eg catering) should be included within Support Services or 
as part of a new “Commercial Activities” box. 

It should however be pointed out that for the purpose of generating performance indicators 
the classification of where an activity fits within the model is immaterial. 

2.4 Future Use of the Model 

The main body of this Consolidated Report describes in detail the way the Business Model 
should be used. The main points are as follows: 
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•	 the model does not attempt to suggest how National Museums should organise themselves. 
The long-list of over 300 PI’s should be seen as a compendium of potentially useful PI’s 
from which Institutions make their own choices (and refinements) of indicators to use for 
developing their internal performance management regimes and for possible inclusion in 
Funding Agreements. 

•	 from the long-list a short list of PI’s has been developed which has potential for sponsoring 
bodies to manage centrally and to request from all Institutions. The process by which the 
short-list of PI’s was developed is described in the following section. This short-list has 
been the subject of detailed consultation and is seen as having two purposes: 

–	 to show how the Nationals are contributing to the achievement of DCMS objectives 
[access, education, excellence, inclusion and vfm]; 

–	 to contribute to the monitoring of the performance of the Nationals through the 
inclusion of some of the PI’s, from the short-list, within Funding Agreements. 

2.5	 How a Short List of Performance Indicators for Recommended Use by Sponsors was 

developed 

The development of a short-list of PI’s, for use by funders, from the long-list within the 
Model has, inevitably, been a contentious process. The first step was to apply the following 
questions to each PI: 

•	 is it measurable without too much difficulty? 

•	 does it appear relevant to one of the following: 

–	 DCMS’s current main objectives; 

–	 the missions of most of the NMG’s; 

•	 does the PI cover a material area of activity? 

•	 is the definition of the PI straightforward? And, if not: is the definitional problem soluble? 

•	 is the PI auditable? 

•	 is the PI the best of its kind for that area of activity? 

By applying these questions to the long-list of PI’s we reduced the list of PI’s from over 300 
to the 37 for which we had a complete set of “yes” answers. To consider how these PI’s should 
be used we then asked the following question: 

•	 would it be meaningful to make bilateral comparisons between institutions (within the 
proper context)? 

The output from this process was a list of PI’s which were presented to the Working 
Group on 15 April, 1999. This list was revised following comments from the Working 
Group and was then sent for consultation with all 27 NMG’s. In addition two seminars 
were held to discuss the proposed PI’s. As a result of this consultation process we the 
content, and proposed use, of the list was amended. The list was split into two sections: 
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•	 the first, probably mandatory, half – to be used to measure efficiency and effectiveness in 
meeting the primary DCMS objectives of access, social inclusion, education, excellence and 
value for money; 

•	 the second, possibly optional, half – to be used as widely-applicable performance indicators 
of Stewardship, Access and Communication and General Operational Efficiency and 
Effectiveness. 

Following further discussions with DCMS and the Working Group these lists evolved back 
into a single list. A further round of consultation, on this list was undertaken with all NMG, 
and the findings of this consultation were presented to the final meeting of the Working 
Group. Comments made by the Working Group have been incorporated within the list shown 
in Section 4 which has been agreed by the Working Group. The consultants propose that this 
list is now pilot tested. 

2.6 Survey of Expenditure 

2.6.1 Introduction 

Following the development of the Business Model the consultants conducted a survey of all 
the Heads of Finance at the NMG asking them to estimate the % of operating expenditure 
spent on each of the activities identified in the Business Model. This represented a test of the 
materiality of the different activities within the Model. 

2.6.2 Results 

Responses were received from 15 NMG and the averages of these are shown in the following 
table. The figures are given overleaf: 

% of operating 
expenditure 
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Figure 1: Average spend and standard deviation in 15 nationals 

Activity 

Operations and Maintenance 

Average % 

18.04 

Standard Deviation 

5.97 

Visitor Services 11.00 7.24 

Security 10.88 6.70 

Display and Interpretation 9.60 6.22 

Development and PR 4.92 8.01 

Marketing 5.13 4.30 

Education 4.65 3.50 

Conservation 4.57 2.63 

Collection Development 4.40 4.89 

Major Projects (excluding capital) 4.26 5.90 

Research 3.78 2.00 

Human Resource Management 3.59 2.58 

Financial Management 3.17 2.08 

Collection Documentation 3.08 1.33 

Information Systems Management 3.01 2.72 

Collection Storage 2.40 1.88 

Governance 2.11 2.17 

Strategic Planning and performance management 1.78 1.30 

Loans 0.55 0.59 

Catering 0.28 0.32 

TOTAL (does not add to 100 as some responses did not add to exactly 100) 98.80 

Explanation of Table 

The above table shows the average expenditure on each activity among the 15 NMG who 
responded to the survey and the standard deviations for each of these averages. 

Standard Deviation is a measure of how widely values are dispersed from the mean. The results 
above are ranked in order of spend. Assuming the spend in each area is normally distributed (ie 
follows the pattern of the normal distribution) 90% of expenditure falls within 1.65*standard 
deviation of the average. ie As the average spend on Operations and Maintenance was 18% and 
the standard deviation from this figure was almost 6% then 90% of museums spend between 
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approximately 8 and 28% of their total expenditure on operations and maintenance ..This 
example shows that although Operations and Maintenance is clearly the greatest area of spend 
for most museums these averages must be treated with great caution. 

2.6.3 Analysis of Results 

The main findings of this survey are as follows: 

•	 nearly 30% of spend is consumed by Maintenance and Security. Consequently these are 
likely to be key areas to target if NMG are seeking to implement a cost reduction strategy 
or to divert significantly more resources into core activities such as display and 
interpretation, education, acquisitions or conservation; 

•	 the high levels of standard deviation in relation to the average spends suggests there are 
significant variances in how much individual Museums spend on similar activities. However 
this finding has to be treated with considerable caution as activities overlap (for example 
Marketing and PR) and it is not known on what basis costs have been apportioned or how 
carefully Finance Directors followed the definitions provided in the Business Model; 

•	 the survey results are broadly consistent with the 1988 study by B Lord, G Dexter and J 
Nicks into The Cost of Collecting which surveyed six of the largest Nationals and found 
that 34% of expenditure went on Security (22%) and Repairs (12%). Other comparisons are 
difficult because the categories for classifying expenditure in both surveys varied. However 
the following comparisons can be made: 

Comparable areas of Expenditure NMG Survey – 1999 Cost of Collecting Survey, 1988 

All types of UK Museum 

Documentation 3.1 4.7 

Conservation 4.6 4.5 

Research 3.8 1.6 

Exhibits 9.6 8.1 

Education 4.6 4.4 

These comparisons further supports the hypothesis that the pattern of spend is little changed 
from 10 years ago. This is not surprising in the light of the finding in the Resource Planning 
Management study that most budgeting is done on an incremental basis. The main variances 
in the above table relate to documentation (1.6% decline) and research (2.2% increase). These 
are probably due to the following: 

–	 the lower spend on documentation reflects the fact that there was a major initiative 
underway in the late 1980’s to invest in improving documentation; 

–	 the higher spend on research in this survey reflects the fact that all the museums surveyed 
were NMG while in 1988 museums from other sectors were also surveyed. 
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•	 despite education being seen as central to the purpose of NMG less than 5% of 
expenditure is spent in this area. If spend on display and interpretation is added to this 
figure it gives a total of 15%; 

•	 Just over half of expenditure is spent on what we have classified as Support Activities in 
the Business Model. The details of this high-level breakdown is shown in the following 
chart. It is interesting to note the extent to which spend on Access and Communication 
surpasses that on Stewardship. This probably reflects a long-term trend to focus more and 
more on customer service and visitor numbers. 
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Section 3: Version 9 of the Business Model 

3.1 Introduction 

The Business Model is organised as follows: 

•	 Sections 3.2 shows the Business Model at its highest level; 

•	 Section 3.3 explains the terms used in Section 3.1; 

•	 Section 3.4 shows the Core and Support Activities that we have identified; 

•	 Section 3.5 shows the Core Outputs and Outcomes from these activities; 

•	 Section 3.6 includes the details of the model and the detailed analysis of each activity in 
terms of: 

–	 aims and objectives; 

– inputs;


– outputs;


– outcomes;


–	 best practice; 

–	 performance indicators. 

3.2 Highest Level of the Business Model 

Mission 

Aims 

Outputs & 

Outcomes 

Inputs 

➮ 

➮ 

➮➮
 

Core Outputs and Outcomes 

Stewardship 

Core Activities 

Stewardship Access & Communication 

Support Service Activities (Overheads) 

Corporate Management Administration Estate Management 

Access and Communication 

Objectives 

Core 
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3.3 Explanation of Terms in the Business Model 

Mission 

Core Outputs and Outcomes 

Tangible achievements which show how the Institution is meeting its objectives: 

• outputs are the direct product of activities; 

• outcomes are the ultimate impact of the activities which should relate to original aims and objectives 

The main activities that the Institution undertakes in order to produce required outputs and outcomes 

Additional activities that the Institution undertakes in order to support the core activities 

Core Activities 

Support Service Activities (Overheads) 

Founding principles and corporate 

Specific objectives which enable the achievement of the institution’s mission 

3.4 Core Activities and Support Service Activities


Mission 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• Loans 

• 

• Special Services 

• 

• 

• 

• 

• 

• 

• 

• 

• 

Core Outputs and Outcomes 

Stewardship 

Core Activities 

Stewardship 

Collection Storage 

Collection Documentation 

Collection Development 

Conservation 

Library and archive 

Access & Communication 

Research 

Display and interpretation 

Visitor and user services 

Education 

Marketing 

Support Service Activities (Overheads) 

Corporate Management 

Governance 

Strategic Planning & 

Performance Management 

Major projects 

Development and PR 

Administration 

Financial Management 

Information Systems 

Management 

Human Resource 

Management 

Estate Management 

Operations & Maintenance 

Security 

Access and Communication 
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3.5 Core Outputs and Outcomes 

Mission 

Outputs 

• 

• 

• 

• 

of items 

• 

Outcomes 

Outputs 

• Extended access; 

Outcomes 

Core Outputs and Outcomes 

Stewardship 

Storage of collection in appropriate conditions; 

Registered and well-documented collection; 

Development of collection; 

Long-term maintenance of physical integrity 

Information. 

• Preservation and enhancement of collections 

for current and future users; 

• Collections which have intellectual value added 

and are a significant learning resource; 

Access & Communication 

• Intellectual, physical and broad social access; 

• Lifelong learning opportunities; 

• High-quality customer care; 

• Enhanced facilities; 

• Increased audience. 

• satisfied, entertained, informed and engaged 

users. 

Support Service Activities (Overheads) 

Corporate Management Administration Estate Management 

Core Activities 

Stewardship Access and Communication 

3.6 Details of Core Activities and Current Performance Indicators 

3.6.1 Stewardship 

The objectives of stewardship are to preserve, document and develop the collections* to ensure their 
long-term survival, value and accessibility. [*which may include historic premises]. 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Collection acquisition & • staff; • collection policy; • collection profile Collection acquisition & Efficiency 
development more in line with development should accord with an 

• collection • changes in institutional approved collection policy, 1. one-off processing cost of 
Aims: development plan; collections objectives; formulated in accordance with the acquiring/deaccessioning, per accession (including 

(enlarged, reduced institution’s mission & mandate. staff costs etc); 
• to add to the collections, in line 

with what they collect and in 
• purchase/fieldwork 

funds; 
or modified). • enhanced 

collection; 
This policy should define the scope 
of the collection and include a code 2. total annual accessions/total annual costs of 

accordance with their collection 
policy 

• to remove/deaccession items 
where necessary or appropriate to 
maintaining optimal long-term 
utility of collections 

Involves: 

• formulation and maintenance of 
collection development plan 
which identifies acquisition 
priorities 

• acquisition through purchase, 
donation or fieldwork 

• review of existing holdings 

• donations; 

• field research; 

• appropriate 
organisational 
arrangements. 

• enhanced value for 
money; 

• public excitement 
about collections; 

• support for UK 
heritage by 
preventing export 
or overseas 
acquisition; 

• strengthening UK 
ability to attract 
major 
international 
exhibitions. 

of ethics governing the acquisition 
& use of collections, in accordance 
with internationally-accepted 
principles (e.g. ICOM Code of 
Professional Ethic, MA code of 
ethics and Ethical Guidelines on 
Acquisition and Disposal). It should 
pay particular attention to issues of 
provenance & title, relating to 
existing and prospective holdings. It 
should also include a collection 
development plan, regularly 
updated, which identifies priorities 
for collection acquisition and 
(where appropriate) deaccession 
and disposal. Long-term cost 
implications of acquisitions should 
also be addressed. 

acquiring and accessioning these items; 

Effectiveness 

3. evaluation of achievement of institutional 
objectives re collection profile eg success in filling 
gaps in collection; 

4. peer review of size/quality and representativeness 
of collection 

Other 

5. ongoing additional cost of holding new items 
(including storage etc); 

6. purchase cost of acquisitions over 12 month 
period; 

7. % of GIA spent on acquisitions (including 

• removal/deaccessioning; transfer, 
sale or destruction 

SPECTRUM-compatible policy & 
procedure for acquisition (Cowton 

acquisition-related fieldwork) 

1997) 8. % of acquisition expenditure funded from central 
government (GIA, Purchase Grant etc); 

SPECTRUM-compatible policy for 
deaccession & disposal (Cowton 9. acquisition expenditure as % of running costs; 
1997) 

10. rate of net growth in size of collection; 
Projecting long-term cost of new 
acquisitions (Lord et al. 1989, 61­ 11. annual cost benefit derived from deaccessioning; 

73) 
12. % of acquisitions supported by external funds or 

acquired by gift or in lieu of tax; 

13. value of items kept in the UK through acquisition. 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Collection documentation • staff • computerised • auditable, Best practice would constitute Efficiency 
and/or accessible and compliance with the following: 

Aims: • collection conventional manageable 14. cost of documentation per item for inventory 

• to register items for audit 
information database, including 

archives and 
collections; • Compatible policies & procedures 

for all SPECTRUM procedures 
control purposes (ie registration); 

purposes and ease of 
identification 

• database 
equipment 

images; • accountability; (except insurance management, as 
appropriate) (Cowton 1997) 

15. % of new acquisitions registered within target 
time scale 

• to record information about the • systems 
• stocktaking 

records 

• enhanced 
intellectual access. • Adoption of Object ID standard Effectiveness 

items, to aid understanding (eg 
provenance), access, research, 
conservation and object 

maintenance and 
support • value-added 

collections 

for appropriate collections (Getty 
Information Institute) 16. % of collection registered to minimum SPECTRUM 

standard for inventory control 

management (including for 
revenue generation purposes, e.g. 

• storage space (for 
hard copy & 17. % of collection registered in electronic format; 

photographic orders); archive material) 
18. % of collection documented to Getty object ID 

• to manage information about the • library, databases standard; 

collections, in order to achieve a 
balance between accessibility (to 

& archives 
19. % of collection documented in electronic format 

staff and external users) and 
security of sensitive information 
(eg insurance value). 

20. % of collection catalogued to institution’s own 
specified standard (and % in electronic format); 

Involves: 
21. change in % registered/documented items from 

previous year; 

• allocation of unique identifier 
22. % of information about collection to which the 

• description of characteristics, public have free access; 

condition, history, location & 
movements etc; can include 
graphic, analytical & archive data; 

23. % of collection of which images are held 
(photographically or digitally); 

• capturing and keeping images; 
24. measure of use of database – frequency of 

consultation by outside users 

• management of associated archive 
data; 

25. satisfaction of internal and external users of 
database; 

• regular stocktakes; 

• maintenance of collection 
database. 



5
0

 
Efficie

n
cy

 a
n

d
 Effe

ctiv
e

n
e

ss o
f G

o
v

e
rn

m
e

n
t-sp

o
n

so
re

d
 M

u
se

u
m

s a
n

d
 G

a
lle

rie
s 

Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Collection Storage • staff • storage of items in • physical well-being The primary objectives of long-term Efficiency 
appropriate of stored storage are to ensure that collections 

Aims: • space; conditions; collection; are maintained in an appropriate 26. nos. of items in store per m2 for different 

• to ensure the long-term 
preservation of the collections 
through the provision of secure 

• environmental & 
security systems 
maintenance; 

• location of items 
fully documented; 

• appropriate ease 
of access to items; 

physical environment and that their 
location is accurately recorded to 
permit easy access. Good practice, 
which includes measures to achieve 

collection types 

27. total costs of storage per m2 by collection type, at 
requisite standard; 

and environmentally appropriate 
storage and easy access to 
students and the interested public. 

Involves: 

• storage 
equipment; 

• packing materials. 

• items easily 
accessed. 

• reliable 
information on 
where items are 
stored; 

efficiency & effectiveness in space 
use and collection management, is 
covered in an Excellence Study and is 
indicated in the following: 

Effectiveness 

28. % of items stored or displayed at the appropriate 
standards (including the requisite environmental 

• managed and audited storage of 
those items which are not on 

• Environmental strategy (Cassar 
1995, 22-30) 

conditions) as specified by MGC or institution; 

29. % storage providing appropriate security and 

display, in secure and 
environmentally stable conditions 

• Integrated pest management 
strategy (Pinniger & Winsor 1998) 

environmental conditions for items therin; 

30. % display space providing appropriate security and 

• [NB see also, Conservation and • Collection care assessment environmental conditions for items therin; 

Security] (MGC 1998) 
31. proportion of items not found during annual stock 

• Note: the management of 
collections which are on display or 
on loan should be subject to the 
same standards of care as required 

• SPECTRUM-compatible policies & 
procedures for: 

– Object location & 

takes; 

32. proportion of items accessible in specified time 
periods; 

for collections in store 
– Movement control; Other 

– Collection audits (Cowton 1997) 33. number of artefacts lost or significantly damaged 
(through theft, poor handling, pest attack); 

• Standards for the museum care of 
particular collection types (these 
apply to handling & conservation 
as well as to storage): 

– Archaeological collections 
(Paine 1992) 

– Biological collections(Paine 1992) 

– Geological collections (Paine 1993) 

– Larger & working objects 
(Paine 1994) 

– Musical instruments (Paine 1995) 

– Photographic collections 
(Paine 1996) 

– Archives (BSI 1989; Standing 
Conference on Museums & 
Archives 1990) 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Conservation • staff • environmental • arrested Good practice in preventative & Efficiency 
guidelines, controls deterioration of remedial conservation is covered by: 

Aims: • equipment & monitoring collections, and 34. % of resources used on preventative conservation; 

• mitigation of decay process 
through preventative measures to 

• laboratory space 
systems 

• stable items 

thus maintenance 
of scholarly, 
evidential & 

• UKIC Code of Ethics & Rules of 
Practice (1996) Effectiveness 

ensure stable environmental • systems financial value • SPECTRUM- compatible 35. rate of decay (change in recorded condition over 

conditions for storage and display; maintenance • displayable items given time) 

• enhancement of • policy & procedure for object 
• remedial treatment to make • materials • condition audits value of items condition checking (Cowton 1997) 36. estimated % of collection requiring urgent 

objects intelligible for display or 
study. 

Involves: 

• ...or, if 
conservation work 
is contracted out, 

(improved in 
condition, 
information yield 
& appearance) 

• Regular condition surveys (Keene 
1996,136-59) 

• SPECTRUM-compatible policy & 

remedial action based on condition survey sample; 

37. peer review of quality of conservation work and 
conservation research; 

• specification, monitoring and • funds to maintain procedure for documenting 38. attainment of conservation awards; 

management of environmental 
conditions for storage and display 

access to 
conservation 

conservation (Cowton 1997) 
Other 

of items; 

• condition checking of items; 

service • Guidance on best value in the 
procurement of external 
conservation services is provided 

39. conservation budget (or spend)/number (or value) 
of objects in collection; 

in: 
• stabilisation, repair of damage, 

preparation for display • Policy & procedures for using 

40. proportion of items checked each year to ensure 
they are in satisfactory condition; 

external conservators (MGC 1995) 
• analysis of objects, and 

methodological research, to 
determine most appropriate 
treatments 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Library and Archive • staff time • well-organised, • researchers have The library and archives should be Efficiency 
accessible, secure, access to managed by professional staff and 

Aims: • purchase of well-preserved, supportive managed to international 41. number of requests by type (requests are for 

• to provide information 
management and reference 

materials 

• equipment 

well-catalogued 
library and archive 
items 

information 

• archives of 

(UNESCO) standards books and documents and are internal and 
external)/library budget 

services for staff and external institution are 42. number of requests handled (requests are for 
users • space • serving users preserved and books and documents and are internal and 

• to organise, manage, document • supplies • information 
organised for use external)/staff FTE 

and preserve institutional archives. 

Involves: 

• operating budget 

• information 

• processing intakes 

• collection 

• displays and other 
interpretative 
programmes are 
enriched 

43. number of users/library budget 

Effectiveness 

• developing and managing the 
library and archive collections; 

management 
policy and 

acquisition; 44. user satisfaction based on survey 

procedures • query answering 45. open hours/total hours in year 
• providing reference service to staff service 

and users; 46. citations and acknowledgements 

• developing research aids Other 

• providing point of access to other 47. Nos of internal and external requests/queries 

research sources (eg. inter-library handled; 

loans, etc) 
48. % of archives indexed 

• providing point of electronic 
access to external databases and 49. nos of times library database is accessed 

the Internet. 
50. nos of new electronic records created for the 

database; 

51. collection growth; 

52. nos of loans from stock. 
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T
he objectives of A

ccess &
 C

om
m

unication are to m
ake the collections and the expertise of the staff 

accessible to as w
ide an audience as possible, so that all m

ay learn from
 and enjoy them

 

Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Research • staff expertise • fuller and more • value added There should be a research policy at Efficiency 
(intellectual accurate collections institutional level, with updated 

Aims: capital) documentation research plans & programmes. 53. completion of research projects against plan; 
• better 

• identify correctly, understand and • research policy and • information for interpretation Recommendations on ethical 54. % of collection based research being done by 
enhance information yield of plans dissemination in matters relating to research are external partners (including enthusiasts, volunteers 
items, enriching interpretation & various ways – [see • enhanced provided in: and bursaries); 
intellectual access and aiding 
future research 

• the collections; 

• infrastructure 

Display and 
Interpretation]; 

intellectual access 

• enhanced 
• ICOM Code of Professional Ethics Effectiveness 

Involves: (buildings, labs, 
equipment, 

• acquisitions for 
collection 

intellectual capital 
(ie staff expertise) 

• and in various disciplines’ 
standards and codes of practice. 

55. % of collection catalogued (including images) to 
relevant SPECTRUM standard; 

• collections based and broader 
subject-related research by staff, 

libraries etc) 
56. impact assessments by critical review (including 

by others and through • expenses; peer review), circulation figures or inclusion in 

collaborative programmes & public programming; 

projects • funds to provide 
access to external 57. no. of staff with memberships of elective scholarly 

• [NB dissemination of research in services (eg radio bodies (e.g. FRS, FSA, FRGS, FRZS); 

general, is covered under “Display 
and Interpretation”] • staff time 

carbon-dating, 
specialist reports); 58. % of research staff with advanced degree 

• external 59. no. of outside approaches to the museum for 

researchers advisory, adjudicative or other expert services 

including students; (including committee membership) 

• research grant. 60. no. of research papers refereed by research staff 

61. no. of grant proposals refereed or advised upon by 
research staff 

62. no. of invitations to participate in peer review of 
other institutions 

63. no. of external researchers undertaking primary 
study of collections 

64. eligibility of institution to bid for NERC, SERC and 
other major research funds 

Other 

65. no. of active collaborative research projects 

66. % of time spent on research (by relevant staff); 

67. % of staff research expenditure funded through 
self-generated income (eg grants). 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Display and Interpretation • intellectual capital • displays, in house • collections Programmes of display & Efficiency 
(knowledge, or elsewhere accessible to wide interpretation are key means by 

Aims: expertise & (including plinths, audience; which institutions provide access to 68. Average no. of visitors per m2 of exhibition space; 

• Maximise physical, social and 
intellectual access to the 
collections in ways that educate, 
engage, challenge, inspire and 
entertain the public whilst 
informing them about the 
institution’s mission. 

Involves: 

• maintaining programme of 
permanent and temporary 
displays in house (plus associated 
events, publications etc) with 
appropriate interpretation and 

creativity) 

• subject matter 

• staff time 

• market and visitor 
research 

• community 
consultation (as 
appropriate) 

• external services 

• space 

panels, cases, 
interactive 
modules etc) 

• support materials 

• live interpretation 
(pantomime, talks, 
costume parades, 
magic shows); 

• publications 
(conventional & 
electronic), 
broadcasts, 
lectures, events etc 

• reputation of 
institution 
enhanced; 

• users learning 
from, enjoying and 
being stimulated 
and inspired by 
collection – the 
‘wow’ factor; 

• visits and other 
forms of 
access/use; 

their collections & the knowledge 
and expertise of their staff. Central 
to measuring the quality of display 
and interpretation must be the 
development of a culture of 
evaluation (this is dealt with in the 
Visitor Information Excellence 
Study). This should incorporate 
evaluation at every stage in the 
planning, development and review 
of display and interpretation 
programmes. This process should 
involve both different community 
interests, visitors and other 
audiences as well as peers. 

69. visitor nos/estimated annual capacity; 

70. number of days visitor nos at legal or comfort 
capacity; 

71. % of interactive exhibits out of order, and average 
downtime; 

72. annual fit-out, refurbishment and design cost per 
visitor for permanent exhibitions; 

73. cost per visitor for temporary exhibitions; 

74. total (and segmented) cost of display for 
permanent exhibitions 

presentation 

• Borrowing material or exhibitions 
for short-term display 

• Lending items from collections, on 
short or long term basis, to other 
venues for display 

• Effecting remote access to 

• materials 

• infrastructure 

• maintenance; 

• collection (with 
research and 
conservation); 

• outreach 
programmes incl. 
loans & travelling 
exhibitions 

• merchandising 
Note: see also 
‘Education’ 

• visitor spend on 
collection-related 
materials; 

• enhancement of 
user’s visual 
literacy; 

• conversion of 
potential into 

Much work has been done in this 
area and in North America there is 
a Visitor Studies Association and a 
Committee on the Evaluation of 
Audience Research which research 
these subjects. 

Documents which highlight 
strategies for good practice include: 

75. total (and segmented) cost of display for 
temporary exhibitions per m2; 

76. % of external funding for a temporary exhibition 
or permanent display; 

77. % of expenditure on permanent or temporary 
exhibitions spent on formative and/or summative 
evaluation; 

collections, through publication, 
broadcasting, lecturing, use of 
electronic media, etc; 

• library, databases 
& archives 

actual visitors • Museums for the Many (DCMS, 
1999) 

Effectiveness 

78. user numbers by category (eg visitor nos 

• collaborating with other museums 
on joint initiatives (eg travelling 
exhibitions, publications, events 
etc 

• budget • Routine formative & summative 
evaluation of exhibitions (Durbin 
1996, 215-410 

• Exhibition policy (MGC 1996; 
Hooper-Greenhill 1991) 

(variously broken down), nos of enquiries serviced 
by type, nos of web-site hits, nos of web visits 
over 5 minutes, nos of web visits from different 
countries, analysis of use of pages within web-site, 
participants in off-site programmes etc); 

• SPECTRUM-compatible policies & 
procedures for loans in & out. 

79. visitor numbers (variously broken down, including 
target groups) 

80. visitor numbers including visitors to material lent 
out to temporary exhibitions elsewhere); 

81. this year’s attendance/average of last 3 years 
attendance; 

82. % of repeat visitors; 

83. change in visitor numbers from prior year; 

84. % take-up of specific interpretative services (e.g. 
audio guides, guided tours); 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Display and Interpretation 85. level & depth of visitor satisfaction (covering in 
particular enjoyment, excitement, inspiration and 
entertainment value, and also ‘Visitor & User 
services’ – signage, welcome and facilities (toilets, 
seating, telephone, cloakrooms etc)). Also applies 
to major projects) 

86. nos of complaints about lack of information 
available about collections 

87. peer review; 

88. other forms of external recognition, e.g. media 
coverage and awards; 

89. % of museum building space used for exhibition; 

90. proportion of target groups visiting; 

91. no. of outward loans 

92. no. of items currently loaned out (variously broken 
down – long-term Vs short-term, display Vs 
research); 

93. no. of items on loan from others 

94. % of new acquisitions available for public 
inspection (on display or in store) within 6 weeks 
of acquisition 

95. nos of items off display at any one time and not 
on loan elsewhere 

96. % of collection interpreted to the public (through 
displays, publications and electronic access) 

Other 

97. % of time NMG is open out of total possible, ie 24 
hours*365 days; 

98. % of collection visually accessible to public 
through unmediated access 

99. no. of publications by staff, by type (for example 
refereed and non refereed articles, monographs, 
books, conference proceedings etc) 

100. no. of lectures by staff (can be broken down by 
type, e.g. conference; keynote speech at 
conference; local society; etc) 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Display and Interpretation 101. no. of broadcasts by staff; 

102. size of audience reached through broadcasts; 

103. no. of conferences organised or chaired by staff; 

104. no. of other events providing access to 
collections or staff, either in house or as outreach 
(e.g. workshops, shows, storytelling, drama, 
debates, Science Festival etc; see also under 
‘Education’) 

105. proportion of permanent displays renewed within 
last 3 years; 

106. proportion of temporary: permanent exhibition 
space; 

107. achievement of planned exhibition & loan 
programme (incl. measures of display renewal) 

108. attainment of visitor targets; 

109. proportion of collection on display; 

110. proportion of collection displayed to institution’s 
own standards; 

111. Institution’s own assessment of quality and 
weaknesses in display and interpretation; 

112. nos of collaborative initiatives with other 
museums, other than loans in/out (break down 
by type eg. exhibitions, publications, events and 
other); 

113. proportion of staff experts and specialist time 
spent on disseminating information on the 
collections and associated topics (except through 
query answering – for which see Visitor and user 
services) 

(See also ‘Visitor & user services’ for query answering 
services) 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Visitor & User services • staff time • information • satisfied Good practice for the provision of Efficiency 
services, including visitors/users; visitor & user services should be 

Aims: • trained staff signage, customer based on a customer care policy, 114. visitor services budget (admissions, cloakrooms, 

• to ensure that visitors have a 
sense of being welcomed (both 
physical visitors and electronic 
visits); 

• to ensure that visits are enjoyable 
(both physical visitors and 
electronic visits); 

• to maximise physical, social & 

• equipment 

• facilities 

• cost of goods 

• external suppliers 

• customer care 
policy 

care staff 

• specialist query 
service (incl. access 
to library) 

• ‘comfort services’: 
toilets, telephones, 
seats, cloak-rooms 
etc 

• longer visitor stay; 

• support for 
marketing 
activities; 

• enhanced profile 
with core 
constituency 

• enhanced 

informed by regular market 
research into existing & potential 
audiences (this is dealt with in 
more detail in the Excellence Study 
on Visitor Information). This may 
include techniques such as “mystery 
shoppers”. Elements of a good 
programme will include: 

• Achievement of Charter Mark, 
Welcome Host etc 

information services etc)/total visitor nos; 

115. gross income from shop per customer 

116. net income from shop per customer 

117. gross income from shop per visitor; 

118. net income from shop per visitor; 

119. profit to institution from shop per customer 

intellectual access – including 
access to staff expertise, e.g. to 
answer queries and identify 
objects; 

• to provide catering services to 
visitors and for events. In addition 
this service is an opportunity to 

• cost of space (may 
need to include a 
consideration of 
opportunity cost); 

• cost of contracting 
service; 

• shop sales 

• cafe/restaurant 
sales 

• venue hire; 

• special provision: 

reputation of 
institution 

• ‘brand strength’; 

• generation of net 
revenue towards 
museum funding; 

• Disability policy (MGC 19997) 

• INTACT recommendations on 
improving intellectual access 
(Rayner 1998) 

• ADAPT recommendations 

120. turnover from shop per customer 

121. turnover from shop per visitor 

122. profit to institution from shop per visitor 

123. total income per visitor; 

generate a net financial 
contribution for the institution. 

Involves: 

• fixtures and 
fittings. 

foreign language 
information, aids 
to mobility etc 

• more spending by 
visitors; 

In terms of catering and retail the 
advantages of outsourcing should 
be considered in accordance with 

124. nos. of orders received through website; 

125. value of orders received through website; 

• maintaining specialist query 
answering service; 

• retailing merchandise (shop and e­

• miscellaneous 
commercial 
services e.g. photo 
sales, venue hire 

• net profit resulting 
in lower 
requirement for 
grant in aid; 

principles of best value assessment. 
The 1999 MGC study on Income 
Generation is dealing with catering 
in more detail. 

126. cost of providing foreign language resources per 
foreign language user (leaflets, web sites etc); 

127. nos of enquiries per FTE at information desk; 

commerce); 

• providing wide range of 
information services, including 
orientation (on website as well as 

• profit; 

• customer numbers. 

• Note: for talks & 

• development of 
corporate links; 

• attraction of new 
visitors; 

There are also Museum Association 
“Ethical Guidelines on Trading and 
Commercial Activities”. 

128. cost per visitor of visitor research; 

129. net profit margin on all commercial activities 
(images, reproduction rights, venue hire etc); 

traditional); 

• providing comfort services – clean 
toilets, cafe, shop etc 

tours, audio guides 
etc, see ‘Display & 
interpretation’ 

• sharing of staff 
expertise with 
users and others; 

130. gross turnover on all commercial activities 
(images, reproduction rights, venue hire etc)/user 
nos (and visitors); 

• making provision for different • enhanced access 
131. net profit margin on individual types of products; 

types of visitor – foreign language 
speakers, various age and ability 

to collections 
through purchase 

132. shop sales per m2 

groups, etc of relevant 133. catering spend per customer; 
merchandise 

• assessing visitor (physical and 134. net profit margin; 
electronic) needs and reactions 
through survey etc 135. food sales per m2; 

• maintaining efficient complaints 136. total profit; 

response service (physical and 
electronic) 137. profit per m2 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Visitor & User services 

• sale of images & copyright fees; 

• venue hire; 

• running catering facilities or 
managing franchisees; 

• other commercial services 
(including those sold through 
website and consultancy work) 

[Display and interpretation which 
are, of course, for visitors are dealt 
with separately] 

138. % change in profit year on year; 

139. turnover from catering per customer 

140. turnover from catering per visitor; 

141. value of contract per visitor or per customer or 
per m2; 

142. level of customer satisfaction. 

Effectiveness 

143. level and depth of visitor satisfaction (covering in 
particular enjoyment, excitement, educational 
value, signage, welcome, and facilities – toilets, 
seating, telephone, cloakrooms etc); 

144. average length of visit; 

145. nos of written visitor comments (and nos of 
these which are complaints)/total nos of visitors; 

146. % of repeat bookings for venue hire; 

147. formal evaluation eg mystery visitors; 

148. External recognition of excellence, e.g. through 
award of Charter Mark, IIP, Welcome Host etc; 

149. % of customers using shop, catering and other 
facilities who are not visiting the collection; 

150. Value of contribution of institution to tourism 

151. spend per visitor; 

152. % of visitors using catering facilities 

153. proportion of repeat use of catering event 
facilities. 

Other 

154. no. of queries dealt with, by type; 

155. nos of specialist queries dealt with (by type: 
written, phone, in person etc) 

156. proportion of “expert and specialist” staff time 
spent answering specialist queries. 

[For other relevant indicators, see ‘Financial 
Management’] 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Education • staff & volunteer • visits by • increased learning Good practice is addressed in the Efficiency 
time educational groups activity & Education Excellence Study that 

Aims: understanding compliments this high-level 157. net cost of educational services/total nos of users; 
• teaching materials • events eg INSET overview. This states that: 

• provide opportunities for high training, school • better educated 158. cost as % of total running costs 
quality life-long learning for all 

Involves: 

• staff expertise 

• policy 

lectures etc 

• teaching 

users and visitors 

• experience and 

Good practice means “offering a 
range of programmes, using 
different methods of 

159. cost of administration (promoting service, booking 
parties, evaluating visits etc)/education spend; 

• structured educational activities 
for all age groups (e.g. school 
visits, teacher INSET days, courses, 
workshops, university teaching, 
supervision and examination of 
postgraduate students, etc) 

• infrastructure 

• space 

programmes educational 
qualification 

• stimulation, 
inspiration, 
engagement in 
issues 

communication to audiences to 
serve differing learning styles, 
background knowledge and 
interests, making connections which 
would encourage and enhance 
learning through a programme of 
opportunities for progression.” 

160. programme delivery hours/ education staff FTE; 

Effectiveness 

161. user evaluation based on surveys of teachers and 
other users (including students) 

• informal education activities 
(mostly covered under ‘Display 
and Interpretation’ and ‘Visitor 
services’) 

Further Guidance on education 
policy and the evaluation of 
education programmes can be 
found in 

162. nos of users of educational services (variously 
broken down) 

163. % of school groups visiting the institution from 
geographical target areas; 

• internships and work experience 
placements; 

• collaborative initiatives with other 

• the AndersonCommittee’s report 
on Museum education, “A 
Common Wealth” 

164. % of schools within target areas being served by 
the institution in any year (including organised 
visits and sending resource packs) 

museums, educational bodies etc 
(eg. projects relating to the 
National Grid for Learning) 

• Learning in Museums, Eileen 
Hooper-Greenhill 1996, EMMS 

• MGC 1996 

165. % of school groups from the state education sector; 

166. % of special needs school groups visiting; 

• Hooper-Greenhill 1991 
167. % of types of education institution visiting 

(primary school, secondary school, HE and FE 
colleges etc); 

168. revenue generated by sale of resource packs; 

169. proportion of national curriculum covered by 
programme; 

170. proportion of schools who become repeat visitors; 

171. % of visitors who came previously as part of an 
educational group; 

Other 

172. % of total staff budget used in education; 

173. nos of hours of formal and informal education 
events delivered (including guided tours, talks, 
classroom lectures etc); 

174. no. of hours of education provision/no. of hours 
institution is open 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Education 175. nos of students visiting in organised groups; 

176. nos. of students visiting in groups who received 
structured educational input 

177. nos of users of structured educational programme; 

178. % change in nos from average over previous 3 years; 

179. no. of INSET training events 

180. nos of teachers trained at INSET training events; 

181. nos of Teacher Training events; 

182. nos of PGCE teachers trained; 

183. no. of other events/activities 

184. no. of work-placements; 

185. no. of pre-booked school groups/users of 
structured education events; 

186. income from education as a % of education budget 

187. nos of postgraduate students formally supervised 
by staff 

188. nos of formal educational events for university 
students provided by staff (excluding lectures) 

189. % of schools within target areas being served in 
year (including organised visits and sale of 
resource packs) 

190. nos of events aimed at developing and 
maintaining new audiences (eg families) 

191. value of funding met from external sources; 

192. nos of complaints; 

193. nos of children who have used lunch facilities; 

194. investment in educational IT as a proportion of 
education spend; 

195. nos of adults reached through formal educational 
activities (HE, FE, University of the third age, 
University of Science, individuals, mature etc) 

196. nos (by type) of collaborative educational 
projects including other museums, educational 
establishments etc. 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Marketing 

Aims: 

• to build the audience generally 
and through targeting specific 
groups 

• to disseminate information about 
institution as widely as possible 

Involves: 

• staff; 

• equipment (e.g. 
printing); 

• budget; 

• external services 

• survey information 

• marketing strategy 

• publicity 
campaign; 

• advertising 
materials 

• market research 
surveys 

• maintaining and 
enhancing public 
profile and 
awareness; 

• greater numbers of 
visitors 

• understanding of 
existing & 
potential audience 

Marketing should be based on a 
regularly-updated marketing 
strategy, formulated with input 
from research into existing & 
potential audiences, and evaluated 
through market testing to ensure 
maximum efficiency & 
effectiveness. 

Efficiency 

197. total marketing spend (including staff)/ 
visitor nos; 

198. annual marketing spend/ increase in numbers 
over previous year (s); 

199. expenditure on market research (surveys and 
focus groups)/visitor nos.; 

Effectiveness 

• market research 

• promotion 

• advertising 

200. proportion of visitors responding to marketing 
campaign; 

201. level of ‘brand awareness’ and understanding of 
institution; 

202. no. and % of visitors who purchase season tickets 
or memberships; 

Other 

203. marketing spend; 

204. number of collection-based enquiries dealt with; 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Special services • intellectual capital • advice • standard setting; There are no guidelines on good Efficiency 
practice in this area although 

Aims: • staff time • contribution to • committee work; revenue-generating activities are 205. level of profitability (where appropriate) 

• use staff expertise to provide 
specialist external advisory & 
analytical services in accordance 

• infrastructure 
committees 

• standards 
• professional 

esteem; 

touched upon in the MA Ethical 
Guidelines on Trading and 
Commercial Activities. Many of the 
activities included under this 

Effectiveness 

206. no. of outside approaches to the institution for 

with the Museum’s role as a 
national institution, responsible 
for sharing its expertise with the 
broader museum, academic and 

• service outputs 
(e.g. items 
analysed, reports 
done) 

• institutional 
reputation & 
profile 

heading are themselves concerned 
with the definition of good practice 
internationally. 

advisory, adjudicative or other expert services 
(including committee membership) 

207. invitations to continue/expand this kind of work; 

public world. • enhanced 
intellectual capital 208. nos. of representations on external committees 

Involves: or working groups; 

• wide range of services, varying 
amongst institutions. Examples: – 

209. nos. of enquiries relating to specific special 
services; 

advice to Export Licence 
Reviewing Committee; NACF,HLF 
and Treasure Trove/Act work; 
international/worldwide standard 
setting, e.g. in taxonomic 
systematics; museological work 
(eg. benchmarking, collaborating 
in joint reviews of collections, etc) 

• miscellaneous committee work 

• commercial analytical and 
specialist services (e.g. BM’s 
materials testing service, MOLAS) 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Governance • Trustee meetings; • policy • well-governed Trustees should take an active Efficiency 
institution; interest in the financial 

Aims: • Director time; • Approved management and performance of 210. cost of annual external audit; 

• to provide leadership 

• to ensure that the institution’s 
policy framework is established 
properly, regularly reviewed and 
implemented, in line with the 
institutional mission and mandate 

• Senior Manager 
and other staff 
time 

• mission, mandate 
& other policies 

Corporate Plans 
etc 

• maximum vfm; the Institution and be provided with 
appropriate financial information to 
this end. If required this should be 
encouraged by the Institution 
through providing training, events 
and education. The Museum 
Association has developed a Code 
of Practice for Museum Governing 

211. cost of independent internal audit 
function/operating expenditure; 

212. cost of Trustees/total running costs; 

213. hours of training invested per Trustee Board 
member 

• to monitor the implementation of 
bodies. 

214. total cost of governance (i.e. overall Directorate 

agreed plans & programmes Institutions should have/commission 
and Board costs)/operating expenditure 

• to ensure that the responsibilities 
of accountability are fully met. 

Involves: 

qualified internal auditors to carry 
out studies of the efficiency and 
effectiveness of financial controls. 
Internal audit work should be based 
upon periodic risk assessments. 

Other 

215. representativity (in terms of broader population) 
of Board of Trustee composition 

• review of corporate plans, annual 
accounts, funding agreements, 
audit reports, management letters 
from auditors; 

Internal audit should report directly 
to the Director and to an active, 
and strong, audit committee. The 
audit committee should also 
consider other reports such as the 

• internal and external audit; external auditors management 
letter and the Accounting Officer’s 

• Director taking responsibility as stewardship report and statements 

the Accounting Officer; on the strength of internal controls. 

• Board and Trustee meetings; Museum standards include: 

• review • full MGC Registered status; 

• formal adoption of Museums 
Association Code of Practice for 
Museum Governing Bodies. 

External standards are set out in 
the following: 

• the Cadbury Report; 

• the report of the Greenbury 
Commission; 

• the Turnbill Committee Report on 
Corporate Governance and risk 
control. 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Strategic Planning and • staff time (mainly • corporate plans • a strategically An Excellence Study has been Efficiency 
Performance Management at Directorial and 

Trustee level); 
including, for 
example, 

managed 
organisation; 

undertaken on Resource Planning 
Management which relates to this 216. number of visitors/cost; 

Aims: 

• to ensure the institution is 
• meeting expenses; 

Collection 
Development; 

area and should be read in 
conjunction with the following: 

217. measure of usage/cost; 

218. net operating costs per user (and visitor) 
working in the most efficient and 
effective way to meet properly set 

• mission statement; There should be a structured and 
systematic approach to corporate 219. total running costs per visitor 

institutional objectives. • targets; planning which cascades down from 
the Institution’s mission to its 

220. net running costs per user 

Activities: 

• to set corporate aims in 

• performance 
indicators; 

objectives which are expressed in 
terms of the long, medium and 
short-term and also in terms of 

221. GIA per visitor (by category); 

222. GIA per user (by category) 

accordance with the institute’s 
mission and in line with its 
mandate; 

• appraisal system; priority. The corporate planning 
process must link to budget setting 
and should involve managers from 

223. total operating expenses/total visitor numbers; 

224. total operating expenses/number of users; 

• to develop a long and medium-
term corporate strategies which 
include objectives to achieve 
institutional aims; 

across the organisation. Budget 
setting should be informed by a 
thorough understanding of cost 
drivers and well-founded forecasts 
income. When setting objectives 

225. total costs relating to visitors/total nos of visitors; 

226. income per visitor; 

227. cost of corporate planning process/total running costs; 

• to develop detailed operational 
plans setting out how objectives 
will be met; 

thought should be given to how the 
achievement of those objectives is 
going to be monitored. Performance 
targets should be set and 

228. % of senior management time spent on 
corporate planning; 

229. % of senior management time spent dealing with 

• to allocate resources and achievements reported on, and funding body 

responsibilities to these plans; monitored, on an ongoing basis. 
230. administrative expenditure (Senior Management, 

• to ensure realistic yet demanding 
targets are in place; 

support service, other administration) as a % of 
operating costs 

231. GIA as a % of operating costs 
• to monitor and evaluate 

performance against targets and 232. GIA per user (by category); 

objectives; 233. curatorial staff FTE/total FTE 

• to operate within government Effectiveness 
constraints 

234. achievement of corporate objectives; 

• to develop the organisation 
including managing change and 
making high level procurement 

235. independent audit of success achieving corporate 
objectives; 

choices. 236. degree of cross organisational ownership of 
corporate plans; 

237. estimate of expenditure on planned 
activities/expenditure on unplanned activity. 

238. operating income/ operating expenditure; 

Other 

239. % of annual budget reserved for renewal of 
product (exhibits & programmes) 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Major Projects • internal staff time • completed projects • Depends on nature The proper management of major Efficiency 
both planning, which are: to of project but projects is a crucial area of museum 

(Eg new facilities, extensions, new specifying and specification; to likely to include activity. This has been particularly 240. % of variance from budget for completion (to 
sites etc): managing projects; time; to budget. greater: so with the funding opportunities specification) of major projects; 

Aims are to: 

• ensure major projects are properly 
managed to achieve objectives in 
a timely and cost-effective 
manner. 

• external 
contractors; 

• materials; 

• access; 

• education; 

• visitor satisfaction. 

presented by the National Lottery. 
The importance of the proper 
management of major capital 
investment projects is due to the 
large sums of monies involved. 
Central to good practice in this area 
is: 

241. variance between completion dates and target 
completion dates; 

242. compliance with specification; 

243. costs/annual projected visitor numbers (or usage) 

Activities are: 

• approving projects which are in 

• developing comprehensive and 
detailed specifications; 

244. proportion of spend on major projects used in 
settling contractors’ claims 

line with institutional mission and 
mandate and which have a sound 
business case; 

• acting on post-completion 
evaluation and snagging; 

245. value of capital funding (excluding GIA) from 
external sources as a proportion of capital 
project costs; 

• winning resources to undertake 
projects; 

• assigning resources and 
responsibilities to manage 

• strong, dedicated, project 
management which continually 
monitors and reports on progress 
against plan (and changes plan as 
required); 

Effectiveness 

246. numbers using new sites; 

247. user satisfaction with new facilities; 

projects; • proper use of external expertise; 248. press/media review; 

• monitoring project performance in 
a structured way; 

• effective procurement. 249. peer review; 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Development and PR • staff time (PR staff • press/media • Greater public The effective exploitation of Efficiency 
and others coverage; awareness of: the Institutions’ collections through 

Aims: involved in liaison institution; the tapping into Corporate sponsorship 250. ratio of number of press articles to number of 

• to achieve higher visibility for the 
institution; 

• to broaden funding support for 
the museum and its programmes; 

• to inform and broaden public 

with the media); 

• Policy 
development and 
implementation 

• operating budget 

• membership 
schemes; 

• members; 

• funds and gifts in 
kind; 

collection; opening 
hours; charges etc. 

• greater public 
goodwill; 

• greater visitor 
numbers; 

and the support of loyal individuals 
is an important area of activity for 
most of the major nationals. 

Activities should be in line with the 
MA “Code of Conduct for People 
who work in Museums” 

FTE staff working in PR; 

251. value of media coverage/total PR budget; 

252. Cost of fundraising as % of quantity of money 
raised and GIK (Gifts in Kind) 

253. Net cost/ revenue of membership program per 
understanding and support for the • membership member (and type of member – corporate, 
museum and its objectives services • greater member individual etc); 

• to provide an opportunity for • information 
support 

Effectiveness 
members of the public to develop materials for • funds raised; 
a closer association with the 
museum in support of its mission; 

• to promote positive awareness of 

distribution (press 
kits, press releases, 
etc.) 

254. value of grants (excluding GIA and capital 
grants), donations and sponsorship in support of 
programmes/running costs; 

the institution with stakeholders 255. amount of coverage achieved; 

(in particular the public, the 
media, the academic community 256. how positive public perceptions of the institution are; 

and the government). 
257. Number and aggregate income of planned giving 

Involves: agreements 

• a museum fundraising plan 258. % of self-generated income which is unrestricted; 

• a fundraising programme 259. % of income from individuals which takes 
advantage of income tax incentives (eg 

• organising press views, opening covenanting) 

events etc 
260. % of total fundraising income from Corporate 

• an active membership programme donors, Foundations and individuals; 

• a public relations strategy and 261. collection box income/visitor nos. 

programme which includes 
informing the media of 262. Number of bequests and aggregate value 

developments/initiatives and 
stories and countering adverse 
media comment. 

263. Growth of endowments (restricted and 
unrestricted funds) 

264. % of favourable press coverage; 

265. Nos of members (or season ticket holders)/visitor nos 

266. Growth in number of members 

267. Growth in income from members 

268. % membership renewals 

269. Average number of member visits per annum, by 
type of member. 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Financial Management • time of finance • budgets; • greater An Excellence Study has been Efficiency 
staff (including effectiveness; undertaken on Resource Planning 

Aims are to: internal audit • management Management which relates to this 270. cost of processing transactions; 

• be accountable to Trustees, 
Government and the public; 

function); 

• time of non-

reports & 
accounts; 

• greater 
understanding of 
cost drivers; 

area and should be read in 
conjunction with the following: 271. % under/over spends in relation to budget; 

• achieve value for money in terms 
of economy, efficiency and 
effectiveness; 

financial staff in 
developing 
budgets and 
monitoring 

• financial accounts; 

• internal audit 
reports; 

• stronger financial 
control. 

The planning of financial 
management should be part of a 
broader, medium-term, corporate 
planning process which supports 

272. expenditure in relation to output from particular 
activities (efficiency gains); 

273. debtor days; 

• maximise revenue generation 
(while working in accordance with 
the Institution’s mission and 
aims). 

Activities include: 

• preparing financial plans 
(budgets); 

expenditure; 

• procurement and 
implementation of 
financial systems; 

• space; 

• training 

• invoices; 

• cash flow; 

• timely payments; 

• payment of staff 
(salaries, 
expenses); 

and prioritises the Institution’s 
objectives (see previous section on 
Strategic Planning and Performance 
Management). Once these 
objectives have been set shorter-
term objectives for financial 
management should be set so 
progress towards meeting the 
medium-term aims can be 
monitored. These objectives should 

274. % of self-generated income to GIA (expressed as 
both gross and net); 

275. increase in self-generated income by type; 

276. time between the end of the financial year and 
the signing off of the annual accounts; 

277. cost (speed and ease) of management reporting; 

• delegating financial 
responsibilities; 

• total expenditure; 

• self generated 

be specific and measurable and 
should specify how and when these 
objectives will be met and what 

278. financial staff FTE/total operating expenditure; 

279. nos. of Purchase Ledger staff/operating 

• monitoring expenditure and 
understanding the major cost 
drivers in the Institutions; 

income; 

• total of 
government 

resources they will require. Once 
objectives are set, usually within an 
annual Business Plan, performance 
should be regularly monitored and 

expenditure 

280. Cost of security as proportion of operating 
budget 

• ensuring adequate financial 
procedures are in place and are 
complied with in relation to 
Accounts Receivable and Accounts 
Payable; 

income; 

• tax planning; 

• financial procedure 
manuals; 

reported on. Key performance 
indicators should assist with this 
process. 

Establishing a proper understanding 
of cost drivers for different 

281. cost savings through partnership initiatives 

282. administration staff salary budget/total salary 
budget 

• ensuring appropriate financial 
systems are in place; • level of reserves; 

activities is essential for informing 
decision making. This is likely to be 
a particular issue for activities that 

Effectiveness 

283. operating net income/operating expenditure; 

• properly accounting for income 
and expenditure in compliance 

cut across functional boundaries 
such as: 

284. net income generated as % of GIA; 

with GAAP, Charity SORP and 
Treasury/DCMS guidelines; • acquisition; 

285. net income generated/nos of visitors 

• developing an investment policy • conservation; 
286. net income of each revenue generating activity 

(shop, retail, e-comerce, fundraising, donations, 

• documentation 
venue hire, reproduction & reprographic rights, 
admissions, consultancy services, membership 

• display and interpretation; schemes, sponsorship, education etc)/total 
running costs 

• research; 
287. net income from all revenue generating activities 

• education; related to users (see above)/user nos 

• formative and summative 288. net income from all revenue generating activities 

evaluation. related to visitors (e.g. donations, admissions, 
membership scheme, shop & catering)/visitor nos 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Financial Management 289. interest rate earned on cash and cash at bank; 

290. proportion of trust money invested in equity; 

291. level of unrestricted funds within reserves; 

292. performance of equity, probate and privately 
invested funds against WM benchmarks 

293. % of VAT recovered 

Other 

294. % of operating expenditure spent on particular 
types of activity (display and interpretation, 
education, collection based research, acquisitions, 
marketing etc) 

295. savings achieved by type (eg through partnership 
agreements); 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Information Systems Management • staff; • applications; • greater An Excellence Study has been Efficiency 
productivity; undertaken on this area and 

Aims are to: • hardware; • information and compliments the following: 296. number of support staff per PC user; 
tools to work-top; • wider 

• deliver Information Systems and • software. dissemination of NMG should have an IS strategy 297. average cost of annual IS spend per user over 3 
Information Systems projects to • support to users. information; which includes IS Organisation, year period (including depreciation); 
support the delivery of core and 
non-core activities (for example 

Technology and Applications. The 
strategy and how the IT function is 298. staff cost of IS spend per user; 

access through a web-site and 
financial management through a 
financial system). 

managed should compliment 
broader corporate objectives. Good 
practice should ensure that: 

299. amount of data systematically captured more 
than once; 

Activities are: • IS systems are managed to 300. amount and % of ‘down-time’ for systems; 

• development of an IS strategy and 
support users on a day to day 
basis; 

301. nos of enquiries dealt with per FTE support staff; 

plans which support the 
institution’s mission, aims and • business processes are planned to 

302. % of planned down-time 

objectives. This covers IS 
Organisation, Technology and 

utilise technology where 
appropriate; 

Effectiveness 

Applications; 

• the specification, development 
and delivery of services and 

• resources are identified and 
sourced (internally or externally) 
to support applications and 

303. user satisfaction with hardware, network 
performance, applications, support and 
maintenance; 

projects; technology; 304. nos of complaints; 

• the provision of performance 
information about the use of 
services and projects. 

• IT is used to facilitate the 
management of change; 

• IT input is included in high level 

305. integration of information between processes 
(for example registration, documentation and 
dissemination of information); 

[See Display and Interpretation and 
Visitor Services in relation to the 

corporate strategic planning. This 
is particularly relevant in terms of 

306. nos of enquiries per user; 

exploitation of the opportunities 
presented by the Information Age] 

developing websites and e-
commerce. 

307. no. of enquiries and responses logged with 
website 

Many NMG are rightly embracing 
the potential of technology to 

308. investment in IT training of staff/FTE 

provide new services to new and Other 
existing users. There is huge 
potential in this area to which IT 309. proportion of desk-top PCs replaced over last 3 
specialists should contribute. years; 

310. installed capital base at replacement cost/annual 
average spend 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Human Resource Management • staff time; • job offers; Staff who are: An Excellence Study has been Efficiency 

Aims : 

• recruit, retain and develop staff of 
the highest calibre, to ensure 

• advertising; 

• development of in­
house training; 

• recruitment of 
staff; 

• retention of staff; 

• committed to the 
institution; 

• productive; 

undertaken in this area. It 
recommended that significant 
benefits can be derived from use of 
the following: 

311. personnel staff FTE/staff FTE; 

312. turnover of staff by grade, department, age, sex, 
ethnic group; 

313. nos of applicants for jobs; 

excellence in the delivery of 
institutional programmes. 

Involves: 

• delivery of in­
house training; 

• externally provided 

• job descriptions; 

• training 
programme and 

• satisfied; 

• stretched; 

• the UK Quality Award for Business 
Excellence; 

• Investors in People. 

314. number of vacancies as a % of FTE; 

315. recruitment cost per post (by level of post); 

316. salary costs/total budget; 

317. % of HR budget spent on training; 
• identifying competencies required 

for posts; 
training; 

• time spent on 

training plans; 

• clear appraisal 

• flexible; 

A culture that is: 

Other published guidelines include: 

• Staffing policy 

318. no. of training hours (or days)/staff FTE 

Effectiveness 

• developing job descriptions; appraisals by non 
HR staff; 

system against 
objectives; • “can do”; • Equal Opportunities policy 

319. staff satisfaction (including staff evaluation of 
internal communication); 

• recruitment; 

• implementing equal opportunity 
and anti-discrimination policies; 

• fully staffed 
institution; 

• meritocratic; 

• customer focused 

• Training & development policy 
(Murch 1997) 

320. time lost through sickness & industrial action as 
a proportion of FTE 

321. average sickness days per staff member by department; 

• assessing training and 
development needs; 

• providing development 

• equal 
opportunities 
policy; 

A workforce that 
reflects an effective 
equal opportunities 
policy 

• Achievement of Investors in 
People award 

• BAFM Volunteer Charter (BAFM 
1997) 

322. no of sick days due to short-term sickness 

323. no of sick days due to long-term sickness 

324. staff attitudes towards appraisal system; 

325. staff attitudes towards reward system; 

opportunities and training 326. % of staff fully trained (in relation to training 
including certification; • the MA’s Code of Practice for needs assessments); 

• setting employment terms and 
conditions; 

Museum Governing Bodies (see 
Section 4) 

The MA also have mentored 

327. proportion of staff holding other professional 
qualifications as appropriate; 

328. proportion of relevant staff involved in the MA’s 

• developing staff appraisal systems 
which may link to performance 

Continuing Professional 
Development Scheme which leads 

Continuing Professional Development or in 
NVQ’s/SVQ’s training schemes; 

pay; to Associateship of the Museum’s 329. proportion of staff holding Associateship’s of the 

Association Museum’s Association; 

330. nos and % of days lost through industrial action 
The undertaking and 
implementation of regular 
Organisational Health Checks is key 
in this area. 

331. nos of formally recorded grievances (can be broken 
down by topic – e.g. harassment, discrimination etc) 

332. diversity of staff in relation to local population 

Other 

333. staff training costs/staff FTE; 

334. proportion of staff on short term contracts 
(under 12 months) 

335. staff cost negotiating pay agreements; 

336. % of senior management time spent dealing 
with pay negotiations; 

337. volunteer FTE/staff FTE 

338. no. of volunteers/no. of members; 

339. no. of work experience placements and interns; 
(where appropriate). 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Operations and Maintenance • cost of • well-maintained • secure An Excellence Study has been Efficiency 
maintenance staff; building; environment in undertaken on this area and 

Aims are to: which to hold compliments the following: 340. % cost of planned to unplanned maintenance; 
• cost of • clean building (and collection; 

• maintain the fabric and interiors contractors; gardens); Good practice is promoted by the 341. maintenance spend per m2 (or m3); 
of the building in a good state of • safe environment International Association of 
repair. • equipment and 

consumables. 
in which to 
welcome visitors. 

Museum Facility Administrators, and 
measures should include: 

342. building maintenance expenditure as % of 
valuation of buildings; 

Activities are: 

• developing a maintenance 
strategy and plan; 

• the undertaking of regular energy 
efficiency audits (Cassar 1994) 

343. energy costs per m2 (or m3); 

344. building management costs as a % of 

• surveying the condition of the 
building; 

• undertaking periodic professional 
condition reports on all buildings 
to allow the development of a 

maintenance spend; 

345. value of backlog of essential maintenance 

• carrying out planned maintenance; 
planned building programme 

346. staff per m2 in office area (or m3) 

• carrying out unplanned 
Compliance with the following: 

347. utility costs per m2 (or m3) 

maintenance; 

• maintaining cleanliness of building 

• English Heritage’s Listed Building 
stipulations; 

348. average cost per hectare for gardens & grounds 
maintenance 

and grounds; • Health and Safety legislation; 
349. internal maintenance spend/total maintenance 

• waste management; • Fire Certificate requirements. spend 

• managing utilities. 350. cleaning cost per m2 

Effectiveness 

351. nos of complaints/nos of visitors 

352. staff satisfaction (indexed through annual survey) 

Other 

353. accident nos (and % change) by level of 
seriousness. [see also Visitor and User Services 
for other indicators relating to satisfaction] 

354. total spend V budgeted spend (by service); 

355. compliance to audits of services 

[See also “Visitor and User Services for other 
indicators relating to satisfaction] 
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Activity Aims and Definition Main Inputs Main Outputs Outcomes Best Practice Performance Indicators 

Security • Policy and • Consistent and • A secure Best practice guidelines for security Efficiency 
procedures effective guarding environment for policy & procedures have been 

Aims: of collections in all the collections developed by ICOM & the 356. Number of security staff per m2 of public 
• Staff areas of the International Committee on collection zone space; 

• to provide for the physical security 
of collections and premises, and • Security systems 

museum • Well-managed 
control of public 

Museum Security (ICOM 1993). 
357. Cost of security (including warding)/visitor nos 

the security and safety of staff • Courteous and access and Also need to undertake a 
and visitors 

• as front-line staff in public areas 
to control public access and 

effective 
management of 
public access to 
the collections. 

circulation 

• High level of public 
satisfaction 

comprehensive risk audit for the 
collections. 

358. Cost of security per square metre of space for 
public and non-public zones 

359. Expenditure on security/indemnity value of 

circulation and to provide collection * no. of visitors * ranking of 

courteous and accurate • Provision of vulnerability of items 

orientation information to visitors accurate 
information in 360. Cost of security (including warding)/visitors 

Involves: 

• preparation and maintenance of 
risk management policies and 

response to public 
enquiries 

Effectiveness 

361. No. and value of items from collection stolen 

plans 
362. No. and value of items from collection 

• monitoring security systems and maliciously damaged 

maintaining security records and 
logs 363. Reduction in value of items maliciously damaged 

• maintaining a security perimeter 364. Average response time for incidents 

with controlled access to all 
collection areas 

365. Number of security incidents. 

• providing warding services in all 
public collection areas 
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Section 4: List of Indicators for Recommended Use by Sponsors


4.1 Introduction 

Following extensive consultation with DCMS and the NMG a list of PI’s has been developed 
which the Working Group has agreed. These PI’s should now be piloted. Once this has been 
done DCMS should take-over their central management, collection and analysis. Details of the 
consultants’ recommended Next Steps are contained in the main body of this report. Details 
of the PI’s are set out in the following table: 

4.2 Agreed List of PI’s 
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DCMS 

Objective 

PI Ref Short-name Definition/Approach Meaning Issues and Feedback on PI’s 

Access and 
Inclusion 

1. User numbers User numbers per annum by the following categories: 

• visitors (broken down by type e.g. may include: adults, 
children, seniors, non-resident visitors, UK visitors, local 
visitors, visitors with special needs, formal education 
users, first time visitors, repeat visitors etc.); 

• web site usage; 

• participants in off-site programmes (including outreach 
events and travelling exhibitions but not, for example, a 
stand at a show); 

Users from groups that are considered socially excluded 
should also be identified: groups should be defined by the 
Nationals but will probably include ethnic minorities, 
socio-economic categories C2, D & E and people with 
disabilities. This links with the PI on Social Inclusion 

Quantitative outcome 
measure. Information 
gathered can also be 
used as partial 
measures of the 
effectiveness of 
Education and Social 
Inclusion programmes. 

Standard fields of data need to be defined and collated so 
that information gathered by different NMG can be 
effectively compared. 

There have to be agreed and consistent methods of 
counting users. There are important cost and 
methodological issues to be addressed here. 

The list of information requirements for this PI keeps 
being extended. There will need to be consideration of the 
cost-benefit of each category of information and whether 
information is mandatory or desirable. Some information 
will clearly need to be collected on a sample basis while 
other may best be collected comprehensively. 

One way of using data from this PI is to review trends by 
looking at three to five year moving average to adjust for 
short period fluctuations. 

projects. Visitor numbers, as a subset of user numbers, could be 

Visitor numbers should be accompanied by a structured 
narrative which puts the figures into context. This should 
include discussion of the following: 

reported as a ratio of estimated annual capacity, thus 
taking account of asset utilisation and the need to 
consider the quality as well as quantity of experience. See 
indicator 23 in Section 3. 

• the type(s) of collection and any impact this has on 
visitor numbers and flow; 

• the potential for increasing visitor numbers – this will 
relate to the museum’s pull and population of it’s 
catchment area; 

• any particular constraints restricting capacity. 

Web site usage can be measured in many ways. The pros 
and cons of different approaches will need to be fully 
considered. Options include counting the nos by hits, the 
nos of page-hits, the nos of users or a more sophisticated 
approach. For instance it is possible to measure the 
duration of “virtual visits” and also to keep records of 
which pages have been viewed. It would therefore be 
possible to count visits over a minimum time (such as 5 
minutes) or to include only those who visit pages which 
provide a virtual visit experience. 

Information on inclusion may be forthcoming from the 
General Household Survey. There needs to be a 
standardised approach to measuring numbers of users and 
visitors fitting definitions. However there may need to be 
scope for definitions of excluded groups to vary between 
NMG’s. 

Our earlier suggestion for this PI was that “Users” should 
also include the following: 

• enquiries for research purposes; 

• participants in on-site events such as lectures, courses, 
etc. 

These have been removed to reduce the counting burden 
on NMG. 

Significant further work on this PI is required during pilot 
testing. 
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DCMS 

Objective 

PI Ref Short-name Definition/Approach Meaning Issues and Feedback on PI’s 

Access 2. Loan venues Number of venues to which loans have been made, split 
between: 

• venues in the UK; 

Quantitative Output 
measure. 

Need to clarify whether this should be based on a count 
of new loans negotiated during the year or the number of 
loans in force during the year. The latter is likely to provide 
a better indication of the scale of a museum’s loan 
activity. 

• venues overseas. 
There are mixed views on whether the indicator should 
also include a volume measure (ie number of items loaned 
to nos of venues...). 

Access 3. • Quality of 
Environment for 
Collections; 

• % of items stored or displayed at the appropriate 
standards (including the requisite environmental 
conditions) as specified by MGC or institution. 

• Quantitative 
outcome measure of 
Stewardship 

• Alternative could be to use % of space used for storage 
or exhibition, which meets these standards. This would 
be easier to measure but would not address the primary 
concern of ensuring objects are stored appropriately.. 

• Condition of 
Collections 

• Estimated % of collection in stable condition (not 
requiring urgent remedial action) based on condition 
survey sample; 

• Quantitative 
outcome measure of 
opportunity for 
Access for future 
generations. Relates 
to the core 

• As collection types need to be assessed in different ways 
(standards for art will be different from those for natural 
history) condition assessment will depend on 
professional judgement. The basis of assessment should, 
however, be made clear; 

Stewardship activity 
we identified in the 
Business Model; 

Significant further work on this PI is required during pilot 
testing. 

Access 4. Public Image of NMG Public understanding and awareness of NGM as measured 
through surveys of general population 

Qualitative Outcome 
Measure 

To ensure the reliability and comparability of information, 
a UK Museums Market Research and Information Strategy 
will need to be developed. Any co-ordinated approach to 
research should be centrally-funded as surveys of this kind 
apply on a regional or national basis. Information gathered 
can be used as one way of measuring effectiveness of 
DCMS in achieving its mandate. 

Significant further work on this PI is required during pilot 
testing. 

Access 5 Quality of Collection 
Documentation 

• % of collection documented to stated internationally 
accepted standards 

• % of collection documented in electronic format to 
internationally accepted standards 

Quantitative output 
measures of 
Stewardship and 
readiness for internet 
Access; 

• Comparable between like museums only (ie in terms of 
collection types); 

• SPECTRUM standard should be used where applicable but 
in some cases, as in the sciences, the standards may be 
drawn from international academic practice; 
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DCMS 

Objective 

PI Ref Short-name Definition/Approach Meaning Issues and Feedback on PI’s 

Access 6. Electronic Access The proportion of the collection that can be accessed 
through the internet. 

Quantitative outcome 
measures which 
relates to virtual 
Access 

Definition of what constitutes “access” is an issue. How 
much information is required to deem an object as 
accessible by internet? Does there need to be an image as 
well as information? 

Significant further work on this PI is required during pilot 
testing. 

Access 7. Rate of exhibition 
renewal 

% of permanent or long-term exhibit space renewed in 
the last ten years. 

Useful for long-term 
trend analysis or rate 

There is a need for a standard definition of what 
constitutes renewal. This may be difficult to agree. 

of product renewal as 
a measure of Shorter and longer periods have been suggested. Several 

Excellence, Access and 
Communication. Low 

Museums suggested 12-15 years. The MGC suggest 
renewal every 5-10 years. 

rate of renewal over 
time may be indicator 
of need to increase 
investment in order to 
maintain relevance and 
attractiveness of 
exhibits. 

Access 8. % of time open % of time NMG is open to the general public out of total 
possible, ie 24 hours*365 days. This needs to be 
accompanied by a narrative explanation. 

Quantitative output 
measure of ease with 
which public can 
access collections 

This is a good measure of the availability of the 
Collections for access. It is easy to measure and bilateral 
comparisons can be made. The main concern with this 
indicator is trying to ascertain what the optimum length 
of opening may be. Attempts to maximise this indicator, 
on its own, would clearly run counter-to operational 
efficiency. 

The other concern is that market conditions vary between 
locations so what is practical in one location may not be 
so in another. 

How to define “open” may be an issue when parts of the 
Institution have different opening hours. 

An alternative measure suggested is “Number of hours 
late and Sunday opening per week”. 
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DCMS 

Objective 

PI Ref Short-name Definition/Approach Meaning Issues and Feedback on PI’s 

Access 9. Publication output Number of publications by type. (Types may include 
refereed and non-refereed articles, monographs, books, 
conference proceedings, CD’s, etc.) 

These numbers need to be accompanied by a narrative to 
put the publication output into context. This should 
include a commentary on whether the publishing 
programme was achieved and may cover other forms of 
dissemination such as broadcasts and external 
publications based on the collections. 

Quantitative measure 
of output efficiency 
for Research, Access 
and Communication 

Concern that PI can distort performance (by for example: 
encouraging the publication of many small articles in 
place of fewer, more substantial, ones). Word count may 
be used as a qualifier of quantity rather than publication 
numbers. Quantity measures may also be accompanied by 
impact measures such as sales. 

Number of publications could be looked at per unit of 
professional staff. This would have the advantage of 
making possible comparisons between Institutions and 
would also remove the risk of the number of publications 
being looked at in relation to an even cruder total FTE 

Access 10. Visual access % of collection visually accessible to public (not virtual) 
without having to make special arrangements. This should 
be accompanied by a narrative explanation, which may be 
by collection type. 

Quantitative measure 
of Access 

It should be noted that some collections are intended 
primarily not for display but for research or study etc (eg 
Natural History and Archaeology). This PI is not therefore 
valid for global bilateral comparisons. 

Some concerns were raised about the cost/benefit of 
collecting this information. 

Excellence and 
Education 

11. Evaluation of user 
satisfaction 

Evaluation of user satisfaction by user category (eg by 
formal education users such as students and teachers) and 
peers relating to the following: 

Qualitative Outcome 
measures of Excellence 

There has to be a standard methodology (and standard 
questions) for collecting this information (including 
sample sizes). This PI needs to be developed in discussion 
with market researchers. 

• overall satisfaction; 

• satisfaction with exhibitions and interpretation 

Different frequencies (and methodologies) will probably 
be required for user evaluation and peer evaluation. 

• satisfaction with visitor services; One museum questioned the purpose of peer review. 

• satisfaction with facilities; Significant further work on this PI is required during pilot 
testing. 

• quality of learning experience; 

• quality of collections; 

• quality of exhibitions and interpretation. 

Education 12. Uptake of Educational Number of children and students visiting NGM to Quantitative Outcome Ideally this should be measured in terms of user-hours to 
Programmes participate in formal educational programmes measure differentiate between a two-hour lecture and a short talk. 

However this may be too complicated. 

Education 13. Collaborative Narrative description of all collaborative educational Quantitative Outcome A definition will have to be developed. 

educational projects projects including those with educational establishments, measure 
other museums etc. 
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DCMS 

Objective 

PI Ref Short-name Definition/Approach Meaning Issues and Feedback on PI’s 

Social Inclusion 14. Social-inclusion 
projects 

Narrative description of all projects aimed at increasing 
the involvement of the following groups in the work of 
the museum: 

Quantitative output 
measure 

Further developments in terms of definition may be 
forthcoming from the Social Inclusion Group in the 
Cabinet Office and the Policy Action Team. 

• ethnic minorities; 

• socio-economic categories C2, D &E; 

• people with disabilities. 

The narrative should include an estimate of the nos of 
target people, either as audience or in other practical ways 

May be open to manipulation in terms of drawing the 
boundaries between projects. 

There may be advantages in adding a measure of 
“resources spent” on these projects. This would be a 
measure of commitment to these projects but may 
encourage higher, but not efficient or effective spend. 

Value for 15. Grant-in-aid per visitor Running cost Grant-in-aid/visitor numbers Quantitative Measure Need for verifiable standards for counting visitors. 
Money of Effectiveness 

Some NMG receive a single amount for GIA. This should 
then all be treated as running cost GIA.. 

Value for 16. Proportion of spend on Proportion of total operating spend on Administration (to Quantitative Input The Charity SORP definition needs to be considered and 
Money administration accord with the SORP definition) Measure developed if it is ambiguous. 

Value for 
Money 

17. Proportion of spend on 
security and buildings 
maintenance 

Proportion of total operating spend on: 

• Security; 

• Buildings Maintenance. 

Quantitative Input 
Measure 

It is doubtful whether there is a single, or constant, 
optimum level of spend on either of these major NMG 
activities. Cutting spend on either could be a seriously 
false economy. There should not therefore be universal 
targets to reduce spend below certain levels. 

Value for 18. Self-sufficiency Net operating income of all revenue-generating Quantitative Measure Need to develop a clear definition of how to calculate net 
Money indicator activities/gross operating costs of Effectiveness operating income. 

Value for 
Money 

19. Annual savings 
achieved 

Two types of savings should be identified and explained in 
a narrative: 

• efficiency savings (decreased unit costs); 

• economy savings (achieved by stopping doing 
something). 

Quantitative Measure 
of Efficiency and 
Economy 

Comparisons may be misleading because not all NMG are 
starting from the same base. The most inefficient may be 
able to most easily realise savings. 

The concern was expressed that it is wrong to encourage 
downsizing. Good management may require additional 
expenditure on activities ie increases on unit costs. Would 
these then be treated as negative savings or ignored? 

It may be difficult to gather, quantify and audit the data 
to back up this PI making it open to manipulation. 

This PI must be checked to ensure it is consistent with the 
current DCMS, Public Sector Agreement (PSA), 
requirement. If it is not, the less informative definition 
ought to be dropped. 
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DCMS 

Objective 

PI Ref Short-name Definition/Approach Meaning Issues and Feedback on PI’s 

Value for 20. Net cost per user and Net operating costs per user and per visitor Quantitative measure Need to develop a clear definition of how to calculate net 
Money per visitor of overall Efficiency or costs; 

Effectiveness 
There is a valid debate as to whether a visitor to a NMG is 
an output or an outcome. 

Value for 
Money 

21. Staff attendance rate Time lost through sickness as a % of FTE Measure of staff 
morale and 
effectiveness of 

Staff turnover is another possible measure of institutional 
health. However it is hard to define an optimum level of 
turnover as low and high levels can be problematic. 

corporate 
management 
efficiency and human 
resource programmes 

This indicator can be severely affected by a small number 
of people on long-term sick, especially in small 
institutions. 

Some commentators saw this as a relatively low-level 
indicator. 

Value for 
Money 

22. Energy costs Energy cost per M3. Measure of Efficiency 
and Economy in Estate 
Management. This 
indicator ties in to the 
Government’s “green 
agenda”. 

One issue raised by this indicator is that some buildings 
are inevitably more expensive to heat than others (an 
alternative PI would be Energy cost per therm, which is 
not affected by building (or weather) characteristics). This 
impacts on how useful bilateral comparisons may be. 

Another concern is that fluctuations will partly be outside 
NMG’s ability to control (eg the weather). 

This PI provides a unit cost for a relatively small area of 
expenditure. Other unit cost efficiency PI’s such as 
maintenance per m2 would be much more material. 
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Section 1: Introduction and Use of this Digest


This digest presents the main recommendations and key findings drawn from each of the eight 
Excellence Studies that were carried out with the National Museums and Galleries (NMGs) as part of 
the DCMS Review of the Efficiency and Effectiveness of the State Sponsored Museums and Galleries. 
These studies covered the following: 

•	 Resource Planning Management; 

•	 Public-Private Partnerships; 

•	 IT; 

•	 Human Resources; 

•	 Facilities Management; 

•	 Visitor Information; 

•	 Collection Storage; 

•	 Education. 

The process of drawing out recommendations from each of these studies has been complicated by two 
factors: 

•	 he primary purpose of these pieces of work was to highlight examples of good practice and 
innovation and to discuss issues around these, not to come up with recommendations; 

•	 the diversity of NMG represented in this study makes it impossible, for some areas, to develop 
generic recommendations which are equally applicable to all NMG. 

For these reasons this digest should not be used in place of a proper reading of the Excellence Studies. 
It would be inappropriate for NMG or sponsors simply to use this digest as a checklist. 

Each Study should be seen as a position statement on good practice with regard to different areas of 
NMG activity. They are not intended to act as manuals or to represent definitive or exhaustive 
statements. It is recommended, in the main Report, that each NMG draw up a position statement on 
how they intend to improve performance in the light of each Study. 
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Section 2: Digest of Recommendations and Key Findings


2.1 Resource Planning Management Study 

Ref Section Recommendation Action 

1. Context In parallel with requiring more information from Museums the 

Sponsoring Departments should carefully consider the context within 

which the Nationals operate and whether there are any measures 

they can take to make life easier for the Nationals. In particular, 

sponsors should endeavour to ensure fewer rounds of information 

gathering. 

2. Project Based 

Costing 

Project based costing should be an issue for all Heads of Finance and 

should be a consideration when making any investment in new 

financial systems. However the potential benefits clearly need to be 

carefully weighed against the ongoing resource costs of capturing and 

analysing greater amounts of information. Finally it should be 

recognised that project based costing needs to be done at the right 

level otherwise there will still be no real understanding of the cost 

drivers behind projects. This requirement links to the discussion of 

Activity Based Costing [see below]. 

3. Activity Based 

Costing 

Activity Based Costing should be considered as a potential tool for 

the larger Nationals to understand their costs better. This would 

require an initial investment in modelling the business, which could 

then act as the starting point for reviews of business efficiency 

leading to cost reduction programmes or the introduction of internal 

charging. The Business Model could be a useful starting point for 

defining processes and activities. The other use of Activity Based 

Costing could be as a basis for one-off activity based reviews of 

certain repetitive processes such as financial processes, payroll and 

recruitment. These may highlight inefficient processes or activities, 

which may then be candidates for re-design or outsourcing. 

4. Internal Charging Most large Nationals have specialist teams of staff with craft skills 

such as designers, conservators and photographers. Nationals should 

consider requiring these groups to complete timesheets so costs can 

be charged to the Departments which commission their work. This 

would make these Departments more cost conscious. 

5. Allocation of 

Overheads 

The strongest case for Nationals allocating overheads seems to apply 

to commercial operations such as catering and retail. 

Given the significance of spend on Facilities Management the 

development of Service Level Agreements and charging should also 

be considered in this area (see Facilities Management Excellence 

Study). 

6. External Charting The decision as to whether to charge for services provided to external 

customers relates both to politics, resource allocation and demand 

for the product on offer. What is important from a resource planning 

perspective is that management should understand the resource 

implications of charging/not charging and that they can forecast and 

model the financial consequences of any changes in policy. 
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7. Delegating 

Responsibility 

Departmental Heads need to have an awareness of the gross costs of 

staff and the simplest way of doing this is probably to include these 

in their cost centres. However as Managers have limited control over 

regular staff costs so in some cases it may not be necessary to 

allocate permanent salaries to cost centres. 

It is of greater importance that attention is paid to areas Managers 

can exercise real control over such as: 

• regular reviews of the appropriateness of establishment levels; 

• sickness levels; 

• overtime levels; 

• and non-staff costs. 

The opportunities presented by more sophisticated management 

information systems to delegate costs further down the line are 

significant. This does require investment in systems and also in 

increasing the financial literacy and readiness of staff to accept 

greater financial responsibility. 

8. Incentives Nationals should consider best how to incentivise achieving greater 

efficiency. Probably the most straightforward way is to have 

performance measures relating to efficiency (including savings 

targets) and to consider allowing the controlled re-investment of 

savings by that Department; 

9. Incentives There should be incentives in place for Departments to generate 

additional net revenue although again this has to be controlled at a 

corporate level as there are major risks if fundraising and commercial 

activities are not co-ordinated, as well as tax implications; 

10. Incentives Nationals which do not have significant financial incentives for staff 

engaged in largely commercial activities should consider introducing 

these. 

11. Budgeting The current, essentially incremental, approach to budgeting is 

probably appropriate for Nationals most of the time. However the 

budget process should periodically target particular problem areas. 

12. Budgeting When better information is available, or resources allow, there is a 

strong case for carrying out more fundamental, periodic, zero-based, 

reviews of departments (or activities) which have not been subject to 

such a review in the prior 3-5 years. The opportunity should be taken 

at this time to consider whether resources are being appropriately 

directed to corporate objectives. 

13. Budgeting Where Nationals are struggling to meet operating costs out of 

operating income they should consider adopting a more centralised 

approach to budgeting. 

14. Investment 

Appraisal 

To improve resource planning management Nationals should review 

their financial procedures relating to investment appraisal. More 

rigorous financial analysis of investment decisions will represent a 

culture change in some Nationals and may need support from 

Finance staff. However it is important that no investments should be 

embarked on without thought being given to their value for money 

and ongoing revenue consequences. 
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15. Project 

Evaluation 

Greater thought should also be given to post-project appraisal 

processes and establishing a culture of evaluation. If this is not done 

there is a risk that lessons are not learned to inform future 

investment appraisal and that initial appraisals may just become a 

bureaucratic exercise to be gone through prior to spend being 

authorised 

16. Monitoring of 

Spend 

Heads of Finance should try to encourage greater interest in financial 

indicators among Trustees. 

17. Internal Audit Nationals should undertake periodic reviews of their Internal Audit 

functions to consider if they are getting value for money in the light 

of current best practice. These reviews should consider the option of 

out-sourcing the service. 

18. Centralisation of 

Purchasing 

There are probably some benefits to be gained through more 

centralisation of purchasing. This should be considered at several 

levels: 

• individually within the larger Nationals (some are already moving 

in this direction); 

• collectively by taking advantage of larger economies of scale; 

• collectively when Nationals require a common service (this could 

be organised by the Nationals themselves or by a sponsoring 

Department). 

19. Use of 

Technology 

Investment in financial or Enterprise Resource Planning (ERP) systems 

offer the potential of medium-term pay-backs for the larger 

Nationals through increasing the quality and level of access to 

financial and other management information. An alternative approach 

would be for Nationals to invest resource in developing a better 

understanding of their cost drivers. 

20. Performance 

Indicators 

The Business Model should be used as a starting point for Museums 

to tackle the issues of measuring efficiency and effectiveness. 

21. Performance 

Indicators 

The long list of PI’s in the Business Model should be used by NMG as 

a mine of suggestions to inform the development of internal 

management regimes, which address issues of efficiency and 

effectiveness as well as measuring outputs and outcomes. 

22. Performance 

Indicators 

Sponsors should centrally manage and collect the agreed short-list of 

PI’s on a regular basis from the Nationals. The purpose of this exercise 

will be to: 

• to show how the Nationals are contributing to the achievement of 

DCMS objectives; 

• to contribute to the monitoring of the performance of the 

Nationals through the inclusion of some of them within Funding 

Agreements. 

23. Performance 

Indicators 

The selection of higher-level efficiency measures will provide an 

incentive for NMG’s to reduce unit costs. To do this, individual 

institutions will need to gain a better understanding of their 

individual cost drivers. The activities identified in the Business Model 

should be a useful starting point for activity/project-based analyses 

of costs. This should lead to greater understanding and control of 

costs and, possibly, greater use of benchmarking within NMG. 
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2.2 Human Resource Management 

Ref Recommendation Action 

1. Each National should use either (or both) of the following standards as a framework from 

which to assess current practices and determine future needs: 

• the UK Quality Award for Business Excellence. This includes a Model which contains 

criteria which provide a disciplined approach to reviewing current HR practices and 

processes; 

• the Investors in People (IIP) standard. This acts as both a proven benchmark and a useful 

framework to assess practice. Whilst the standard principally focuses on the training and 

development of employees and has a degree of bureaucracy attached, the disciplines 

inherent in working towards the standard apply a useful structure in reviewing current 

processes and practices. 

2. Each Museum should select indicators to assess performance and it is imperative that 

data is recorded regularly and accurately to assist management decision making. 

3. In striving for ‘excellence’ Museums should assess current practice and performance 

initially against the following principles: 

• The HR strategy is derived and driven from the core aims and objectives of the 

organisation. 

• Job roles and the structure of the organisation are clearly designed to help deliver the 

business plan. 

• Job descriptions are in place at all levels and clearly set out the key responsibilities and 

accountabilities for each post. A competency base usually underpins each respective 

role, i.e. “is an individual capable, proficient and qualified to perform specific tasks as 

described?” 

• Measurement of performance, at least to some degree, is in place and reviewed on an 

on-going basis to agreed timescales. 

• Training and development needs are identified and, within the resources available, issues 

are addressed on a priority basis. 

• Internal communication channels are in place and information flows from the top of an 

organisation to the bottom and, equally importantly, in the other direction. 

• Human resource processes and procedures are ultimately driven by the needs of the 

‘customer’ in whatever guise – visitor, employee, external contacts etc. 

4. Nationals should review their current practice against each of the listed examples of 

excellence drawn from within and without the sector in relation to the following areas of 

HR activity: 

• organisational structure (including recruitment); 

• grading and remuneration; 

• performance management; 

• appraisal cycle (including training needs). 

These examples and that this analysis should feed into a prioritised Action Plan covering 

Human Resource Management. 
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2.3 Public-Private Partnerships 

We have divided the recommendations from this study between: 

• recommendations for government; 

• and, recommendations for NMG. 

2.3.1 Recommendations for Government 

Ref Recommendation Action 

1. DCMS should look at the model of the Public Private Partnership Programme (4Ps) and 

establish a body of expertise to provide advice and assistance on best practice for all 

Public-Private Partnerships in the sector and to offer support to individual institutions in 

developing and procuring partnerships. This body could be part of QUEST or reside within 

DCMS. It should be proactive in promoting the full range of Public-Private Partnerships and 

should offer practical advice and assistance on how to make partnerships work. The scope 

of Public-Private Partnerships covered by this body should be wide ranging and include: 

• PFI; 

• Outsourcing; 

• Collaboration between Museums and Galleries; 

• Joint ventures; 

• Financially free standing projects; 

• Sponsorship and donations; and 

• Partnerships with the voluntary sector and the use of volunteers. 

2. DCMS should develop funding criteria to encourage collaboration and reward innovation 

and the development of relationships with the private sector. 

3. DCMS should consider commissioning a study to compare the funding of museums and 

galleries in the UK with the funding of equivalent institutions in North America, Australia 

and Europe. 

2.3.2 Recommendations for NMG 

#Ref Area Recommendation Action 

4. Project Planning Institutions should consider the potential for Public-Private 

Partnerships at the initial stage of project planning as a matter of 

course, for both capital and revenue schemes. 

5. Project Planning Institutions should consider the potential for entering into 

partnerships with the private sector to maximise the utilisation of 

the full range of their assets (including collections, and intellectual 

and real property). 

6. Project Planning The project team should have the requisite knowledge and experience 

to manage the project through to completion. The team should have 

access to expert legal, financial and human resources advice. 



90 Efficiency and Effectiveness of Government-sponsored Museums and Galleries 

7. Project Planning he evaluation process should be ongoing and the results should 

inform future projects. 

8. Engaging With 

The Market 

Market research should be carried out prior to procurement of a 

public private partnership. This should seek views from the market on: 

• contract scope; 

• risk transfer; 

• technical issues; 

• alternative solutions. 

9. Engaging With 

The Market 

Contracts should be packaged to make them as attractive as possible 

for the market while still delivering project objectives. This should 

include consideration of: 

• packaging services together; 

• extending the contract length; 

• including additional services; 

• innovative solutions; 

• collaboration with other institutions. 

10. Engaging With 

The Market 

Proposals for risk transfer should be made explicit to the market and 

form the basis of subsequent negotiations. Risk transfer should follow 

the principle that the party best placed to manage a risk is 

responsible for it. Proposals to transfer demand risk should be 

accompanied by robust, verifiable assumptions of likely demand. 

11. Outsourcing Specifications should be output based and should include an analysis 

of: 

• objectives; 

• purpose; 

• scope; 

• performance; 

• compliance; 

• constraints; 

• risk 

• alternative solutions. 

12. Outsourcing Client side monitoring procedures should be streamlined to ensure 

that adequate but not excessive arrangements exist for contract 

monitoring and a working party should be set up to learn from 

existing practices in this area and develop best practice. Performance 

indicators should be specific, measurable, achievable, relevant and 

time limited (SMART). 
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13. Sponsorship When entering into a sponsorship agreement, the parties should 

consider the following aspects of the agreement: 

• the parameters of the partnership; 

• a description of sponsored activity; 

• the objectives and benefits of the sponsorship; 

• exclusivity arrangements; 

• duration and critical dates; 

• the size and placement of sponsor logos on signage and marketing 

communications; 

• the use of the institution’s logo (or other intellectual property) by 

the sponsor; 

• the publication of the relationship (by either party); 

• confidentiality; 

• ownership of intellectual property and other assets; 

• sponsorship cost (cash and in-kind); 

• web site links; 

• payment requirements; 

• the evaluation and reporting process (including any targets to be 

achieved); and 

• conditions for renewing and terminating the agreement 

14. Collaboration Institutions should consider the potential for collaborating with other 

museums and galleries and a working party should be set up to learn 

from existing collaborative projects in the sector and develop 

opportunities. Alternatively the Consortium of Administrators could 

take on this role. 

15. PFI And Other 

Public-Private 

In addition to the previous recommendations, institutions should: 

Partnerships • anticipate the effect that new technology or a change in the law 

will have on the project and legislate for this at the outset; 

• ensure that the risks are transferred to the partner that is most 

able to sustain them throughout the period of the contract; 

• be flexible and creative to ensure that all partners benefit from the 

partnership; 

• agree the structure for the future of the partnership at the outset 

and legislating for potential problems; 

• agree operating or output specs at the outset. In the event that 

there is an “agreement to agree” the contract should define the 

structure and timeframe for reaching agreement and legislates for a 

failure to agree; 

• ensure that where there are two differing organisational cultures 

working together to deliver services, there is clear project 

management of all operating functions and responsibilities, a clear 

understanding of the sponsor institution’s statutory responsibilities 

and objectives, and a procedure for reconciling differences. 
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2.4 IT 

Ref Recommendation/Finding Action 

1. It is recommend that each National reviews this study and develops an Action Plan paying 

particular attention to the following key findings: 

• growing recognition that the technologies being deployed under the banner “the 

Information Society” present radical new opportunities for museums and galleries to 

provide new services to new users and to transform themselves; 

• awareness of the opportunity that the museum and gallery sector could act as 

information providers in the Information Society; 

• demonstration, from the contrast with the Smithsonian, that there is substantial 

unrealised potential to deliver additional services via the Internet; 

• recognition, with initiatives such as the 24 Hour Museum and SCRAN (the Scottish 

Cultural Resources Access Network), that the sector should work together to exploit 

these opportunities; but also some concern that the sector wide initiatives are not being 

integrated in the most effective way; 

• evidence that, despite high aspirations, features of the current approach to overall IT 

management within the sector is an obstacle to the realisation of the IT opportunity. 

Specific issues include: 

– poor integration between corporate, business and IT planning; 

– failure to adequately fund the support implications of new IT investment; 

– piece-meal approach to funding, often leading to complex and difficult-to-support 

technical environments; 

– difficulties in recruiting and retaining staff – seen as consequence of poor 

remuneration and lack of training and other career development opportunities. 

2. The “Information Society” presents particular threats and opportunities to the museum 

and gallery sector. The opportunity is the wealth of information within the sector and the 

abundance of specific skills associated with interpretation and display. The threat is the 

small size of the individual museums (and even the NMG sector) and the constraint this 

imposes on realising this opportunity in what will rapidly become a competitive global 

information market... 

In this situation it may be possible for funders to play a more proactive role in supporting 

common initiatives such as achieving economies of scale in the deployment of IT, in 

particular by co-operating to exploit the opportunities of providing virtual access to 

collections. 

3. Evidence from the case studies that there are examples of excellence within the sector 

and that these could be used as beacons for other organisations to follow. 

4. Working more effectively together was seen by the workshop as an important means 

whereby the sector as a whole could improve performance. From this it is recommend that 

a forum for IT managers is established to provide a means of: 

• sharing experience and providing impartial advice; 

• developing best practice – possibly developing the self assessment approach presented 

in this report; 

• providing a basis for co-ordinating the IT response to such sector wide developments 

such as the 24 Hour Museum; 

• potentially providing the means to initiate joint procurements (although previous 

attempts to do this have produced mixed results). 
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2.5 Facilities Management 

The Facilities Management study focuses on identifying key areas of good practice. It is 
recommended that NMG should consider the relevance of each of these to their Institutions: 

Ref Area Recommendation/Good Practice Action 

1. Organisation of 

FM – 

Organisational 

Priorities 

There is a good case for considering different models for organising 

FM services. The University of Strathclyde Centre for Facilities 

Management categorisation of facilities management services is a 

useful model as are others, which relate to the competencies required 

to run them. 

2. Organisation of 

FM – Working 

with Collections 

Institutions should retain technical groups, formally or informally, to 

enable close working-together between FM services and Collection 

staff. 

Clear reporting, consultation, executive and advisory links should be 

maintained between FM and collections management below assistant 

director level. 

3. Organisation of 

FM – Functional 

Competencies 

The BBC’s structure for its FM services may only be appropriate to 

larger and particularly multi-site operations. However it’s definition 

of business management, contract and procurement competencies 

within the FM department provides a good example of an 

organisation which recognises the importance of customer focused 

FM supporting the core activities of the business. 

4. Organisation of 

FM – A 

competency 

based model 

Additional functional competencies may suggest a further division or 

advisory role at second or third tier level to manage contracts, 

procurement and other aspects of business management. However it 

is also important to integrate the various FM services as far as 

possible, in order to create the economies of scale necessary to 

integrate and optimise the use of IT systems, and to facilitate 

communications and records through database and helpdesk 

functions. 

5. Supply and 

Services 

Procurement – 

Criticality 

Where buildings and minor works are concerned, outsourcing in the 

NMG tends to be used to manage fluctuations in service level 

requirements by retaining a smaller core of technical staff and by 

topping up with contracted workers. However in the private sector 

almost all FM services are tested against the contract market, and the 

result is usually at least partial outsourcing. There may be real 

financial gains to be had through market testing security services. 

6. Supply and 

Services 

Procurement – 

Knowledge 

Retention 

Best practice suggests a “mixed economy” of contracted and in-house 

resources, which are, divided “horizontally” at certain skill levels 

rather than “vertically” between services. 

In practice, within the museum/gallery environment as well as in 

special environments in industry, there may be a need to supplement 

these skills from within the organisation or on an advisory basis. Thus, 

support from a “Technical Service Group” to advise on specialist 

cleaning treatments of objects, specialist security measures or 

particularly critical engineering services may be provided in-house, or 

in less critical areas, bought-in, on a consultancy basis. 
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Whilst the concept of Total Facilities Management (TFM) outsourcing 

is a commonplace, its application is less than universally welcomed. It 

is hard to see a successful application in a museum or gallery where 

the buildings and facilities are such a critical part of the business 

7. Supply and 

Services 

Procurement – 

Outsouring 

Process 

Typically, best practice dictates that: 

• Regular maintenance contracts are tendered on a “measured work” 

basis, supplemented by limited use of closely monitored day rates; 

• Fixed service level contracts (e.g. cleaning/security) are generally 

fixed term contracts based on a mixture of outputs (measured 

where possible) and key inputs (guards on duty/rounds completed); 

• Irregular service contracts are based on “call-off” contracts with 

nominated suppliers, each fixed or subject to pre-agreed rate 

schedules. 

• Best practice would dictate a more flexible approach; we believe 

there is no reason why a flexible approach cannot be adopted 

within public sector procurement as long as management discipline 

is applied. 

8. Supply and 

Services 

Procurement – 

Outsouring 

Process 

Best practice does not always suggest that a prerequisite for a secure 

management process is to remove purchasing authority to a 

disinterested department. However, best practice suggests that the 

procurement process is managed by those who are experienced in it, 

and not by functional departments such as Finance, who may be 

responsible for defining procedures, auditing the process and agreeing 

the price of the service. It is critical to the success of the 

procurement process that wherever the organisational responsibilities 

lie, that there should be full co-operation throughout the process. 

Recognising that other departments also require purchasing expertise 

and the practical difficulties in recruiting qualified purchasing staff, 

there may be practical considerations why a separate purchasing 

function is necessary. 

It may also be that because the majority of procurement activity is 

instigated by FM functions the management of a museum-wide 

purchasing function might be located within FM. However it could be 

argued that with full co-operation between departments, functional 

affinity is not a critical issue and may impede processes. 

9. Supply and 

Services 

Procurement – 

Outsouring 

Process 

Best practice dictates an all-encompassing procurement and 

outsourcing manual which indicatesinter alia: 

• overall strategy 

• policy regarding different services 

• external guidance from government departments etc 

• outsourcing and procurement processes 

• purchasing authority levels 
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10. Supply and 

Services 

Procurement – 

Service Level 

Agreements 

(SLA) 

A best practice approach to FM services is that SLA are equally 

important to the management of in-house services as they are to 

contracted ones. They should as far as possible be customer focused; 

that is to say, defined, managed and monitored according to the 

requirements of the end user. The end user may be an individual user 

(of a telephone or PC) a department (the security of a collection) or a 

visitor (clean toilets). Service level agreements are the focus of 

schedules of user requirements and the basis of a service 

measurement and audit regime. 

The scope of an SLA need not be equivalent to a detailed 

specification of inputs and outputs for contractual purposes, but 

could be little more than a concise statement of what user 

departments might expect from their in-house service provider. This 

may relate to service availability, response times or processes for 

ordering or complaint. As such the SLA might be no more than a 

single page for each service. 

Best practice suggests an explanatory “buyer’s guide” to FM services, 

containing service levels as appropriate, which treats user 

departments as “customers” of the service. 

11. Supply and 

Services 

Procurement – 

Contract 

Management 

Best practice for a large and complex institution would include the 

integration and networking of information and control systems with 

the core business, rather than allowing the contractor to create their 

own information management systems or populate their own 

databases. This implies a move towards a closer partnership. 

12. Information and 

Control – Energy 

Management 

Strategy 

Energy procurement and management strategies will become 

increasingly important in the cost effective management of the 

institution. The use of purchasing consortia, regular market testing 

with different energy suppliers and the application of technology to 

measure consumption will increasingly become a requirement of FM 

departments. 

13. Information and 

Control – 

Integration of 

Systems 

Best practice is the use of independent off-the-shelf systems, 

selected according to their individual attributes, and integrated 

through HTML “browser” technology. 

Best practice suggests allocation of FM charges across the business 

on a direct usage or m2/m3 basis in order that user departments are 

encouraged to take responsibility for the costs of FM services 

provided. Clearly there are issues of practicality in terms of what is 

charged, and costing structures must be in place to support cross 

charging. 

The use of integrated and broadly based information systems is 

increasingly essential to support SLA and performance management 

of contractors. Without integrated information, the use of SLA and 

the performance management of contracted and in-house services is 

likely to be compromised. In the future, a fully integrated approach 

will be vital to the demonstrable delivery of efficient and cost 

effective FM services. 

14. Performance 

Management 

Model 

Best practice follows a model based on customer requirements. In 

this model, performance indicators and service measurement are 

reported outside the financial accounting system, although some 

measures may be reliant on the system to obtain data. 
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15. The Balanced 

Scorecard 

Approach 

Best practice is for the use of a balanced scorecard which will include 

customer driven measures, financial measures and those relating to 

the high level goals of the organisation. Technical FM performance 

measures will support these high level measures and the scorecard 

may include some of these. Measures may be used either for internal 

measurement (over time) or form the basis of external comparisons. 

16. External 

Benchmarking 

The FM contractor Building and Property Services, particularly in long 

term PFI based contracts, is very committed to benchmarking to 

present evidence of comparative management which might be able 

to pre-empt a full market test. Similarly, where an organisation is 

focused on customer needs which are measured against service level 

agreements and where FM costs are allocated to customer 

departments, there can be significant pressure to ensure that cost 

effectiveness can be proven to customers. 

17. Security – 

Striking a Balance 

In practice, best practice will be found in the process by which the 

balance between soft and hard security is struck in particular 

situations, and the process for managing efficiently and effectively 

the resultant mix. For example, art galleries appear to lean towards 

soft security, whilst museums are more open to hard measures. Some 

collections, such as jewellery, lend themselves more readily to, and 

demand hard security measures. 

18. Security – Visitor 

Management 

Role 

Best practice will depend on the objectives of security and the type 

of collection. The underlying trend, however, as espoused at the 

Science Museum, is for security staff to become more visitor 

oriented, to the extent that they may become a part of a different 

department which may include other visitor services and income 

generating activities, acting as tour guides as much as policemen. 

19. Security – 

Organisation and 

Outsourcing 

Best practice suggests at least the undertaking of a cost benefit 

analysis, whether by market test or benchmarking, for this important 

and business-critical FM service. 

20. Risk Management 

and Disaster 

Recovery – 

Responsibility for 

the Plan and 

Maintaining the 

Plan 

The effective development and management of disaster recovery 

plans suggests that the responsible party should have as broad a 

management remit as possible, as it seems likely that an all-

encompassing plan will involve incidents relating to finance, IT and 

personnel as much as it does to buildings and security. In this respect 

it is unlikely that the responsibility for risk management in all its 

aspects will ultimately rest with the FM function. 

The plan should be maintained by regular testing against simulated 

incidents. The effective plan should be subject to continual updating 

through feedback from simulations. 

21. Risk Management 

and Disaster 

Recovery – 

Outsourcing 

Health and 

Safety 

Best practice suggests some external advisory or information sources 

to support a small in-house group responsible for all risk and safety 

issues within the institution, not just those relating to FM services 
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22. Management and 

Training – Awards 

and People Focus 

Best practice in people management is represented by national 

schemes such as Investors in People or the National Training Award. 

These set out clear standards and approaches concerning staff 

management and training. 

23. Management and 

Training – 

Training Vs 

Outsourcing 

The BBC are using NVQ based training programmes in partnership 

with their service contractors, investing in the programme themselves 

to ensure that quality gains are achieved, monitoring these through 

service quality audits and the benchmarking matrix reproduced 

earlier in this study. 

2.6 Visitor Information 

The most important recommendations relate to the development of a single strategy for 
obtaining visitor information across the NMG. Key recommendations are set out below: 

Ref Recommendation Action 

1. There should be a centrally supported, and funded, strategy for visitor surveys of the 

visiting and non-visiting public. It should cover: 

• nature and scope of data; 

• data standardisation; 

• data collection and methods; 

• responsibilities; 

• data use and distribution; 

• implementation. 

2. DCMS should decide in consultation with NMG, MA, MLAC, tourism bodies and other 

interested parties which body should be given the remit to co-ordinate the development 

of the above strategy. 

3. The strategy should work to Develop wider partnerships, particularly through the 

restructuring of the strategic body for tourism in England. This will create a ‘joined-up’ 

approach to the collection of visitor information. 

4. The strategy may also consider whether and how to achieve the greatest possible 

comparability with international museum data, and what collaboration with overseas 

bodies would be helpful. 

5. To be most effective, visitor research in the UK needs a dedicated publication that is 

distributed throughout the sector, either conventionally or on-line. 
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2.7 Collection Storage 

Ref Area Recommendation/Critical Factors Action 

1. Collection Care Caring for collections, wherever they are stored, requires an 

integrated approach that is instigated by senior management, 

endorsed by trustees, and understood by all staff and other users of 

the collections. 

Critical Factors are: 

• Development of a comprehensive collection management policy, 

led by senior management and involving all relevant staff. 

• Endorsement of collection management policy by trustees. 

• Regular review and updating of the policy. 

• Training, so that staff whose duties fall within the scope of the 

policy are aware of the implications of it for their work. 

2. Considering the 

Long Term Cost 

of Collecting 

Essential elements of any collection management policy are 

statements of the museum’s policies on acquisition and disposal. 

Critical Factors are: 

• Accession procedures should, ideally, allow trustees and managers 

to endorse new acquisitions formally before they become part of 

the collections. 

• In the case of larger, mass-produced industrial and similar items, 

museums should participate in regional and national surveys that 

aim to identify collecting priorities for specific types of collection, 

so that they do not unnecessarily duplicate items held by other 

museums (unless, of course, there are other reasons to acquire the 

object in question). 

• Trustees, when formally approving new accessions into the 

collections, should do so in the knowledge of the long-term cost of 

those acquisitions, particularly with respect to storage. 

3. Using PI’s to Plan 

and Monitor 

Collection 

Storage 

Trustees and senior managers should use performance indicators to 

set corporate objectives with respect to collection storage, and to 

monitor progress in achieving them. 

4. Fitness for 

Purpose of 

Museum Stores 

Critical Factors are: 

• Systematic assessment of existing storage facilities. 

• Developing plans to rectify deficiencies in the basic fitness for 

purpose of museum stores as an urgent priority. 

5. Risk Management Risk management – in practice as well as on paper – should therefore 

be given the highest priority by trustees and all staff 

Critical Factors are: 

• Museums should implement a policy and procedures for risk 

management that meet the minimum standard set out in 

SPECTRUM: The UK Museums Documentation Standard. 

• This policy should address preventative measures such as the 

regular inspection of buildings and utilities, as well as setting out 

measures for responding to disasters. Inspection of water pipes and 

electrical systems is especially important. 

• All staff should be trained to respond appropriately to emergency 

situations, preferably through the use of mock incidents with no 

prior warning. 

• Risk management policies and procedures should be regularly 

reviewed and updated. 
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6. Handling and 

Movement 

Good practice in this instance lies in ensuring that those authorised 

to handle and pack collections have access to all the information, 

materials and equipment they need to do so safely, and receive 

adequate training. 

Critical Factors are: 

• Clear policy and procedures regulating who is allowed to handle 

objects, and minimizing the number of occasions on which objects 

have to be moved. This should include measures to prevent 

unauthorized, incidental movement of objects by cleaning staff and 

contractors. 

• Any object that is moved should have an immediate destination, 

rather than being left in an unsatisfactory temporary location. 

• Written guidelines on safe handling of various types of object, 

backed up by training of authorised staff and posters within storage 

areas. 

• Capability to record specific handling recommendations for 

individual objects, over and above the normal guidelines for that 

type of object, within the object’s catalogue record (SPECTRUM 

units of information: Handling recommendations). “Hazard marks” 

on the object packaging may also be useful. 

• Availability of materials, equipment (including protective 

equipment where needed) and personnel required for safe handling 

of objects, as appropriate. 

• Stores designed (or adapted) to minimise the risk of handling 

damage or accidents to staff (eg. avoiding the need for staff to 

reach high, level and clear routes for trolleys, etc). 

• Stores not overcrowded in a way that is likely to increase the risk of 

damage. 

• Procedures for reporting health and safety incidents 

• Procedures for reporting damage to objects (SPECTRUM procedure: 

Object condition checking and technical assessment) 

• Regular training sessions for staff who undertake this procedure 

(including refresher training). 

7. Storage Packing 

Materials and 

Furniture 

Similarly, inappropriate packing materials and storage furniture can 

also cause damage to objects, and be potentially hazardous to staff 

too. 

Critical Factors are: 

• Clear policy and procedures regulating who is allowed to pack 

objects. 

• Written guidelines on safe packing of various types of object, 

backed up by training of authorised staff and posters within storage 

areas. 

• Capability to record specific packing recommendations for 

individual objects, over and above the normal guidelines for that 

type of object, within the object’s catalogue record (SPECTRUM 

units of information: Packing recommendations). 

• Availability of materials, equipment and personnel required for safe 

packing of objects, as appropriate. 

• Awareness of current research into safe packing materials and 

methods. 

• tores designed (or adapted) to give appropriate loading levels for 

floors and shelving. These loading capacities should be displayed, so 

that they are not accidentally exceeded. 

• Procedures for reporting damage to objects (SPECTRUM procedure: 

Object condition checking and technical assessment) 

• Regular training sessions for staff who undertake this procedure 

(including refresher training). 
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8. Inventory Control Museums cannot account for the items in their care if they do not 

maintain an inventory of every item (or, in certain circumstances, 

every group of items 

Critical Factors are: 

• Awareness by trustees and senior managers that an accurate 

inventory of their entire collections is a prerequisite for 

accountability. 

• If no inventory exists, prioritisation of the task, ensuring that the 

project is supported and led at the highest level, and that it is 

adequately resourced. 

• Computerisation of the inventory. 

• Use of efficient strategies to capture essential information about 

the whole collection, before capturing more detailed information 

about parts of it. 

• Implementation of SPECTRUM minimum standards on Inventory 

control and (if appropriate) Retrospective documentation. 

9. Location and 

Movement 

Control 

Having created an inventory (see above) – which should be 

computerised – it should be kept up to date, particularly with respect 

to the movement of objects from location to location 

Critical Factors are: 

• Strict implementation of SPECTRUM minimum standard for 

location and movement control. 

• Limiting the number of people allowed to move objects. 

• A recording procedure (preferably computerised) that can be 

carried out immediately, to update the main inventory directly. 

• Training (including refresher sessions) for all staff who undertake 

this procedure. 

10. Collection Audits Regular and random audits of the collections are needed to ensure 

that the location and movement control procedures described above 

are always carried out, and to increase the likelihood of thefts being 

discovered. 

Critical Factors are: 

• Implementation of the SPECTRUM minimum standard for Audit 

• In addition to an auditing programme developed along the lines 

recommended in SPECTRUM, an ongoing programme of random 

audits led by the museum’s Registrar, or equivalent postholder 

• Regular reporting of audit results to trustees and senior managers 

11. Maintaining 

Appropriate 

Environmental 

Conditions 

Good practice is now considered to be the informed interpretation of 

textbook standards in the light of the specific circumstances of 

particular collections and parts of collections. 

12. Environmental 

Monitoring 

Once environmental conditions appropriate to the needs of the 

stored collections have been specified, monitoring is essential to 

ensure that they are being maintained within the required limits. 

Critical Factors are: 

• Establishment of agreed baseline environmental requirements. 

• Continuous monitoring of temperature and relative humidity within 

storage areas containing objects that are sensitive to them. 

• Ideally, electronic sensors linked to a central computer that can log 

the data and make it easier for staff to analyse trends across all 

monitored spaces. 
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• Ideally, the monitoring system should raise an alarm in response to 

rapid changes in environmental conditions. 

• Regular analysis and reporting by conservation staff. 

• Procedures for responding if monitoring suggests that 

environmental requirements are not being achieved. 

• Regular calibration and checking of monitoring equipment, and 

independent checking of integrated building management systems. 

• Continuity of staff responsible for monitoring, and appropriate 

training of them. 

13. Condition 

Monitoring 

Initially, condition surveying is an important first step to take before 

deciding on environmental specifications and handling and packing 

guidelines for various types of object. 

Critical Factors are: 

• Implementation of SPECTRUM minimum standard for Object 

condition checking and technical assessment 

• In the case of all but the smallest collections, a programme for 

monitoring the condition of a sample of objects. 

• As well as targeting items known to be particularly vulnerable to 

deterioration, statistically-valid random samples of objects should 

also be checked as part of a rolling programme of condition 

monitoring. 

• The results of condition monitoring should be analysed by 

conservation staff and used to inform pragmatic decisions about 

appropriate environmental specifications. 

14. Pest Control A third kind of monitoring – of insect activity within storage areas – 

is also recommended good practice as part of an integrated pest 

management strategy. 

Critical Factors are: 

• Implementation of an integrated pest management strategy, 

regularly reviewed and updated. 

• Procedures and facilities for dealing with incoming material that 

may be infested. 

• Training of all staff involved in monitoring pest activity within 

stores. 

• Training of all those who may use affected material to raise 

awareness of the health and safety issues relating to previous pest 

treatments that may be hazardous to health. 

15. Accessible 

Collection 

Storage – 

Supervised Access 

The minimal level of access – and, for research collections of limited 

interest, the most appropriate – is that enquirers are able to view 

items they are interested in, under supervision and by appointment 

Critical Factors are: 

• Museums should have a policy on supervised access to collections 

by enquirers. This should include a statement that, in principle, any 

item in the collection may be viewed by enquirers. 

• The collections documentation should be sufficiently detailed to 

help enquirers pinpoint exactly which items they wish to view. 

• There should be appropriate facilities where enquirers can view 

items in secure and environmentally-suitable conditions, with the 

aid of equipment such as microscopes as required. 

• The records of objects viewed by enquirers should be updated, so 

that patterns of collection use can be analysed in order to inform 

the museum’s storage policy. 
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16. Efficient 

Collection 

Storage – the 

Cost Implications 

of Storage 

Any strategy for improving the efficiency of collection stores depends 

initially on knowing the full costs of the existing situation, so that the 

cost benefits of proposed improvements can be quantified. 

17. Efficient 

Collection 

Storage – 

Increasing 

Storage Density 

Increasing storage density can, in certain circumstances, increase the 

efficiency of stores without compromising their effectiveness or 

accessibility. In particular, investment in compact storage systems can 

make much better use of existing stores, or reduce the size (and cost) 

of new facilities. 

18. Efficient 

Collection 

Storage – 

Relocation to 

Cheaper Sites 

The opportunity costs of not relocating such stores in order to 

develop income-generating public facilities should be considered, as 

well as the potential savings of relocation to more cost-effective 

buildings. 

19. Efficient 

Collection 

Storage – 

Appropriate 

Environmental 

Conditions and 

Cost Efficiency 

There is an increasingly influential view that stores that make 

uncritical use of full air-conditioning systems to maintain textbook 

standards of temperature and relative humidity may be inefficient 

due to high maintenance and energy costs, and can be ineffective 

because those standards are not achieved in practice. 

Critical Factors are: 

• Informed interpretation of published standards by qualified staff, in 

the light of the specific needs of the objects to be stored. 

• Grouping together of objects with similar environmental 

requirements. 

• Passive measures for environmental control. 

• Environmental monitoring strategy. 

• Condition monitoring strategy. 
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2.8 Education 

Ref Recommendation Action 

1. Policies and plans can provide a framework against which national museums can review 

their own efficiency and effectiveness in achieving their aims and objectives. All national 

museums should therefore: 

• review their educational policy regularly; 

• develop action plans; 

• integrate their short and long term educational objectives into their corporate plans; 

• have their educational policies endorsed by the Governing Body. 

2. David Anderson’s agenda for research into museum learning should be adopted, together 

with his recommendations for the need to fund a national strategy for research and to 

seek opportunities for publishing such studies in order that the findings can be shared and 

disseminated to other professionals in the field. 

3. National Museums need to agree on a universal definition of ‘education’ and an acceptable 

level of activity if they are to have PI’s linked to their performance. 

4. Learning should be a core, and integrated function of national museums. There is a need to 

develop wider understanding of the benefits of learning both internally and externally, the 

needs of visitors and how activities can best be planned to good effect. 

5. Education staff should provide input into museum decision making including exhibition 

planning, publications, marketing and audience development. The model of ‘audience 

advocate’ at the Science Museum is an example of good practice. 

6. Education staff, including freelancers, volunteers and museum staff communicating directly 

and in-directly with visitors should be made aware that they are all involved in learning, 

are supported through training, and continually appraised in order to maintain quality. 

7. Training of staff involved in learning is given greater priority and resources. 

8. Education staff may have a role to play in monitoring learning throughout the organisation 

to maintain quality. 

9. Museums ensure that the Head of Education is significantly senior within a division or 

department and involved in key decision making if ‘learning’ is to be a core function of 

museums and galleries. 

10. Museums who demonstrate good practice should share their skills with other museums 

through publications, consultancy and courses. 

11. It may be useful for organisations to have specialist education posts, for example in the 

areas of SENs, community outreach, minority and youth groups filled by people with 

expertise in these areas, and supported by funds. 

12. Museums should continue to work with schools to develop programmes that meet their 

changing needs. 

13. Collaborations between museums can be effective for sharing ideas, resources and 

undertaking research. Education staff should be encouraged to learn from each other and 

to undertake more comparative studies and study visits. 
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14. New ways of measuring the quality (in addition to the quantity) of visits need to be 

developed. 

15. Despite a commitment to broadening access, museums are less likely to have access 

policies than education policies. It is recommended that national museums develop access 

policies with aims, objectives and implementation plans that are inter-linked, and 

complementary to marketing, education and visitor services policies. 

16. If museums and galleries are expected to widen access, both intellectually and physically, 

then they need the resources to support them in this. 

17. Adult and community programmes need to consider socially excluded groups and 

individuals. Resources are required to support such programmes in order that they are 

sustainable in the long term. 

18. Provision for overseas visitors needs to be researched, piloted and implemented. 

19. National museums and galleries have a role for advising DfEE on partnerships between 

them and other training institutions, for example, encouraging teacher training agencies 

and youth training organisations to develop modules for students in using museums and 

galleries. 
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Section 9. Appendix C: Excellence Studies 

Each of the following Excellence Studies is contained under separate cover: 

• Resource Planning Management 

• Public-Private Partnerships 

• IT 

• Human Resources 

• Facilities Management 

• Visitor Information 

• Collection Storage 

• Education 


