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Abstract

A one-semester internship with an arts organization is required of all graduate
students to complete their degree in Arts Administration from the University of New
Orleans. The student must then submit a detailed internship report to his/her Graduate
Committee in order to be approved for graduation. This student has an interest in visual
arts, with the goal of a career in the museum field. Seeking to gain further museum
experience, | pursued and was accepted into a summer 2000 internship program at one of
our nation’s finest art museums. The report provides the reader an overview of the
Philadelphia Museum of Art and its External Affairs department. It also includes an
explanation of my duties and experiences as ART 2000 project coordinator June through
August 2000. Finally, the report details my short and long term contributions to the

museum.

vii



Chapter 1
THE INSTITUTION
Introduction

I was exposed to the wonders within the Philadelphia Museum of Art (PMA) from a
young age. I spent frequent summers in Philadelphia visiting my father, an artist. In my
opinion, Philadelphia is a vibrant, modern city, and the PMA is its crown jewel.
Fortunately for me, he recognized the worth of his city museum, and took me to see it
every time | came to town. Some twenty years later, I was thrilled to have an opportunity
to give back to the institution that helped to shape my appreciation for art, by becoming a
volunteer intern. [ am happy to write that the PMA is still grand, healthy and thriving.

The PMA houses over 300,000 works of art encompassing a full range of fine and
applied arts from Asia, Europe and the United States. The building is 460,000 square
feet, covers ten acres of ground. and contains over 200 galleries. A total of 645,999
visitors came to the museum during the fiscal year 2000 (PMA Marketing Dept., 9-29-
00).

A neoclassical structure, the PMA sits atop a hill at the end of the Benjamin Franklin
Parkway, and is among the great art institutions of the world. The museum is located at
the northwest corner of Central Philadelphia, on Fairmount Park grounds. Fairmount
Park the largest municipal park in the nation, encompassing 8,700 acres of green leisure

space along the banks of the Schuylkill River.



History of the Philadelphia Museum of Art

Historically, the PMA was a legacy of the Centennial Exposition of 1876 held in
Fairmount Park. That year the Pennsylvania Museum and School of Industrial Art (as it
was originally titled) was chartered with a goal of establishing a museum with an
emphasis on industrial arts. The founders envisioned a museum along the lines of the
recently completed South Kensington Museum on London (today known as the Victoria
and Albert Museum), but differing from that institution by having an active school as a
close adjunct, where creative craftsmen could be trained for the growing industries of the
United States.

In 1877 Memorial Hall opened as a permanent museum. The Pennsylvania Museum
and School of Industrial Art opened the same year with an entering class of one hundred.
Students received instruction in drawing, painting and modeling, with specialized courses
in textiles, furniture design, pottery, woodcarving, metalwork, and other crafts. In 1938,
the name of the joint institution was changed to the Philadelphia Museum and School of
Industrial Art. In 1949, the textile school became independent and moved to its current
quarters in East Falls, where it is known as the Philadelphia College of Textiles and
Science. Upon the reorganization of the Museum in 1964, the Philadelphia College of
Art became another independent educational institution, later merging with the
Philadelphia College of the Performing Arts to become The University of the Arts (PMA
Website, 9-00).

In the first decades, the museum strongly emphasized the industrial arts, but its scope

was gradually enlarged and the collections came to encompass both the fine and



decorative arts. Early acquisitions included objects made in Europe and Japan,
emphasizing the museum’s international role. The years at Memorial Hall witnessed a
steady but not spectacular growth for the new art museum, funds being limited, but the
board and staff moved towards establishing the institution’s priorities. Two early
directors enhanced the museum’s reputation and collections in diverse fields. Edwin
Atlee Barber, director from 1907 to 1916, was especially knowledgeable in the history of
ceramics and acquired an important range of examples. His successor, Langdon Wagner,
who served as director until 1923, was a noted Orientalist and during his tenure laid the
foundation for the development of the collections from Asia and the Middle East.

As the new century began, an impressive alliance of Philadelphia’s leading citizens
assembled to promote a local version of the growing “city beautiful” movement, the first
important American contribution to modern city planning (Brownlee, 1997, p. 59).
Inspired by the new boulevards and public buildings created in Paris by Emperor
Napoleon III in the 1850s and 1860s, planners from all across the country promoted their
own schemes for monumental roadways and commanding civic architecture.

By the turn of the century, larger quarters were needed to house the museum’s
growing collections. A vast new building on the site of the former reservoir on the hill of
Fairmount was first projected in 1907 as the spectacular landmark at the apex of the new

parkway that would be a diagonal link between City Hall and Fairmount Park .

! At the turn-of-the-century, “city beautiful” plans for Washington, D.C. were the impetus for creating
the Mall: a broad expanse of grass lined by the Smithsonian Institution Museums and other public
buildings. Philadelphia city politicians had seen these plans and incorporated them into architectural
designs for the parkway. The Parkway Association formed in 1902, and brought together the richest and
most powerful men in the city to promote a metropolitan park system that included a new boulevard
flanked by civic buildings, and the construction of a new museum aligning the boulevard.



Construction began in 1919 by the Commission of Fairmount Park, with funds provided
by the city. The architects retained by the Park Commission to design the new museum
were Horace Trumbaurer and the firm of Zantzinger, Borie, and Medary. Julian Abele,
the first African American graduate in architecture from the University of Pennsylvania,
served as chief designer during this period.

Writing in 1971, Duncan Cameron distinguished the traditional role the museum
plays as temple a, “timeless and universal function, the use of a structured sample of
reality, not just as a reference but as an objective model against which to compare
individual perceptions” (Cameron, 1972, p.197). The museum was built at a time when
the Italian Renaissance and French Beaux-Art theory dominated American architectural
education in the first third of the twentieth century. Echoing the design of a Greek
temple but of more massive Roman proportions, the museum building is considered one
of the crowning achievements of the “city beautiful” movement in architecture in the
early part of the twentieth century (PMA Website, 9-00).

This architectural preference of the time coincided with the emerging theory of
museum exhibition that stressed systematic arrangements and chronological displays.
The second floor galleries were devoted to a grand chronological sweep of masterpieces,
included the period rooms, and the first floor was to display a series of “study
collections” — organized by medium and compromising all of the remaining holdings of
the museum. Offices, the library, and a large education department were assigned to the
ground floor.

On March 26, 1928, the first finished section of the new museum’s interior, devoted

to British and American art, was formally opened to the public. It was during this period



in the museum’s history that architectural historian Fiske Kimball (1888-1955) was
appointed director, in 1925. Under his leadership the museum became one of the top art
institutions in the United States. Kimball devised the installation plan in an arrangement
that would, in Kimball’s words, “enable the visitor to retrace the great pageant of the
evolution of art”(PMA Website, 9-00). These masterpieces were to be installed in actual
interiors of the appropriate period. Curators were sent to Japan, China, France, England,
and Holland to acquire works to fill the museum’s period rooms. The PMA was one of
the first in the United States to use this method of display, creating a “walk through time”
across the entire upper floor galleries. The large, flexible spaces of the new building also
allowed for temporary loan exhibitions.

The Great Depression of the 1930s was a period of retrenchment for the museum.
Despite setbacks, work on gallery construction continued and notable pieces were added
to the collections. In spite of the economic hardships of thé time, in 1937 J. Stogdell
Stokes, museum President (1933 — 1947) launched the museum’s first major capital
campaign for a ten-year $15,500,000 program to strengthen the endowment and finish
work on the museum’s galleries.

The 1940s and 1950s marked a time when numerous American private collections
were available for purchase on the market, and this availability gave the museum the
opportunity for many major acquisitions. The addition of art by Constantin Brancusi and
Marcel Duchamp among other artists, furthered the museum’s prominence as a repository
of masterpieces of early modern art. With the resignation of Fiske Kimball in 1955,

Henri Marceau, former assistant director, assumed his responsibilities. Under Marceau’s



guidance (1955 — 1964), the museum continued to expand the diversity and high quality
of'its collections.

Dr. Evan H. Turner became Director in 1964. During his tenure, the museum
established the Alfred Stieglitz Center with the commitment of collecting and exhibiting
photographs. The museum’s eminence in the field of 19" and 20™ art was further assured
in the following decades with the acquisition of several major collections. Modern
European and American paintings, prints, and sculptures made valuable additions to the
museum. The arms and armor galleries opened to the public in 1977, and instantly
became the museum’s most popular (PMA Website, 9-00). In celebration of the
museum’s centennial, over 500 works of art were received in 1976 as part of the “Gifts to
Mark a Century” campaign. That year, an ambitious project to install air conditioning and
stabilize air and humidity levels of the building was completed.

In November 1977, the Women’s Committee organized the first Philadelphia Craft
Show. The show was the result of increased nationwide interest in the revival of craft art
and was acclaimed as one of the finest juried exhibition and sales of contemporary
American crafts in the country. The show has become the largest annual fund-raising
event for the museum (PMA Website, 9-00).

The 1980s began with the appointment of a new Director, Jean Sutherland Boggs
(1980-1982). The acquisition of major works marked the 1980s as an active period for
the Museum. Among the new collections gained were original photographic prints from
Paul Strand, paintings by Edgar Degas, wood sculptures by William Rush, and drawings
by such artists as Ingres, Seurat, Van Gogh, and Toulouse-Lautrec. The museum also

increased its commitment to pursue works by recent artists.



The PMA went through several organizational changes in the 1980s, as it faced
reduced government spending on the arts while costs were ever increasing. In 1982 a
permanent full-timed salaried president, Robert Montgomery Scott, was appointed to
have primary responsibility for fiscal matters (he retired in 1996 and became Honorary
Chairman of the Board of Trustees). A new Director was also appointed that year to
concentrate on the artistic and professional aspects of museum management. Anne
d’Harnoncourt became the museum’s Chief Executive Officer (1982 -), taking a
distinguished place among few women colleagues at such high-ranking museum posts.

In 1986, a $50 million capital campaign, the Landmark Renewal Fund, was initiated.
The campaign goal was raised $10 million and realized by June 30, 1993. The funds
enabled the museum to double the endowment and to repair, renovate, and refurbish the
building and its galleries and period rooms. The money facilitated a reinstallation project
to renovate over eighty European galleries and period rooms completed in September
1995.

Currently, the museum’s city-owned facilities include the main museum building and
the Rodin Museum, and two historic houses in Fairmount Park. The Rodin Museum is
located on the north side of Benjamin Franklin Parkway at 22" Street, blocks from the
main Museum. It houses the largest public collection of works outside of Paris by the
celebrated late 19™-century French Sculptor Auguste Rodin. In addition, the Philadelphia
Museum of Art administers a free art school and gallery: the Samuel S. Fleisher Art
Memorial, located in South Philadelphia. The Fleisher Galleries offer visual art classes, a
changing program of exhibitions, and provide space for emerging regional artists to hold

shows.



In August 2000, the museum acquired the neighboring Reliance Standard Life
Insurance Company (Perelman) building to facilitate its long-overdue expansion needs.
The neoclassical building offers 100,000 square feet for future relocation of the library

and other museum departments.

Mission Statements

The museum approaches its 125" anniversary in the year 2001 with renewed
commitment to its mission:

The Philadelphia Museum of Art — in partnership with the city, the region, and art

museums around the globe - seeks to preserve, enhance, interpret, and extend the

reach of its great collections in particular, and the visual arts in general, to an

increasing and increasingly diverse audience as a source of delight, illumination, and

lifelong learning. (Appendix 2)
The statement is short and simple, stressing official broad goals of 1) caring for and
presenting its collections, 2) working in tandem with other art museums, while 3)
reaching and impacting a growing and changing audience. The text encompasses the
numerous activities that the museum wishes to engage in. In Managing a Nonprofit
Organization in the Twenty-first Century, Thomas Wolf writes that the mission
statement, “...defines what the organization is and what it has been set up to do (and)
state(s) these things in such a way as that the organization can evaluate its success in
carrying out its mission over time” (Wolf, 1999, p.23).

The criteria that organizations serve a broad public purpose can be evaluated by
quantitative measures of success that are often based on the number of people served,

their geographic distribution, their racial and socioeconomic diversity, and the cost-

effectiveness of service delivery (Wolf, 1999, p.23). In the nonprofit sector, service to



the public is not seen as strategy; it is an end in itself. The museum’s third portion of
their mission statement, to provide “an increasing and increasingly diverse audience a
source of delight, illumination, and lifelong learning,” is the full-time concern of the
External Affairs department.?> The External Affairs department has developed a

simplified complimentary mission statement that can be viewed as its operative goals:

To make the Philadelphia Museum of Art a more inclusive, collaborative institution
and more of a community resource. (Appendix 2)

By adapting the original mission statement, the External Affairs department has provided
itself a goal that can be effectively achieved. The outreach program the intern

administered was a strategy to achieve this goal, detailed later in Chapter 2.

Consider that the PMA staff is comprised of over 300 people working in separate
departments. In this setting, the refined mission statement can be viewed as a necessary
tool by which staff is provided a clear understanding of their specific role in the
organization’s overall purpose. This is an effective method to involve numerous persons
in a focused goal within a large organization such as this. The risk of weakening the
staff’s adherence to the organization’s main mission can be avoided as long as top
administrators and Board Members approve of and ensure that departmental mission

statements are in line with the purpose of the organization.

2 Other departments of the Museum also devoted to fulfilling this portion of the mission statement
include but are not limited to: Education, Information Services, and Visitor Services.
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Organizational Structure

The Philadelphia Museum of Art is governed by a large Board of Trustees,
comprised of fifty-seven active members (1999). Officers of the Board number fifteen
and include Chairman Raymond G. Perelman, Director and Chief Executive Officer
Anne d’Harnoncourt, Honorary Chairman Robert Montgomery Scott, Chief Operating
Officer Gail M. Harrity, Chief Financial Officer and Secretary Robert T. Rambo,
Chairman of the Executive Committee Jack R. Bershad, Vice Chairmen Dennis Alter,
Mrs. Howard H. Lewis, John A. Nyheim, and Kathleen C. Sherrerd, Treasurer Andrew
M. Rouse, Executive Director of Development Alexandra Q. Aldridge, Director of
Marketing and Public Relations Sandra Horrocks (resigned), Director of External Affairs
Cheryl McClenney-Brooker, and Director of Facilities and Operations Robert J. Morrone.
There are sixteen standing committees of the Board of Trustees: Executive, Audit,
Budget, Building, Deaccessioning, Investment, Library, Nominating, American Art,
Costume and Textiles, East Asian Art, European Decorative Arts, European Painting and
Sculpture, Indian Art, Prints Drawings and Photographs, and Twentieth-Century Art. In
addition, three ad hoc committees exist: Campaign 2001 Cabinet, Committee for

Collections 2001, and the Trustee Orientation Committee. (Appendix 3)

The responsibilities of a board of trustees are difficult and complex. A grand
museum serving a large community will likely require an ample board to carry out its
numerous objectives. By dividing the board into smaller groups of committees,
responsibilities are met more efficiently. The PMA Board of Trustees is strong with
many members, and numerous committees devoted to strengthening the various

departments of the museum.
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The Chairman of the Board reinforced the board’s commitment to action with an
announcement in the 1999 Annual Report. He wrote that they had embraced the final
strategic plan in developing the financial resources the museum will need to accomplish
their goals and celebrate the museum’s 125" anniversary, helped raise gifts and financial
pledges that were almost fifty percent higher than the previous year, and formed a

committee dedicated to attracting “collection-transforming” works of art. (Appendix 4)

While the Board is dedicated to setting organizational parameters, the staff carries
out day-to-day operations. The Board of Trustees and Executive Committee guide the
Museum, whereas top management provides formal authority to the staff. The Director

commands all departments of the PMA.

Anne d’Harnoncourt is the only woman in America to head a museum with a
budget of more than $25 million (Smith, 1996, p.2). She has been Director of the PMA
for the last eighteen years, setting the standard by which the organization conducts itself.
Her museum career began in 1967, when she became a curatorial assistant at the PMA.
In 1971, Ms. d’Harnoncourt was made associate curator of 20‘h-century art, and in 1982,

chosen as Director of the museum.

Her authority to lead others is recognized by her numerous power sources:
legitimate, expert, referent, reward, and coercive (Hughes, Ginnett and Curphy, 1999,
pp.145-150). Her legitimate power comes by appointment to the position; her expert
power from her many years in the field; and her reward and coercive powers are used on
an as-needed basis to influence others. It is the intern’s opinion that the strongest

authority Ms. d’Harnoncourt wields to her subordinates is through referent power.
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Having worked at the PMA years before becoming Director, she has built strong
interpersonal ties with subordinates, and they have come to trust her leadership style and

vision.

The intern witnessed Ms. d’Harnoncourt’s approachable, informal business style
by attending meetings where she was present (Curators’ meeting June 28, 2000 and
Operations meeting July 11, 2000), and the Director’s discussion with the group of
summer interns (July 10, 2000). Gail Harrity, C.0.0., also met the interns for a group
discussion on July 17, 2000. The fact that these two top-level managers took the time to
meet with interns communicated that they believed in their published words that the
museum’s volunteers were valued, “without whom we could not fulfill our mission to

serve our public” (PMA Annual Report, 1999, p.15).

The museum departments are divided into two sections: those concerning the art
collections, and those concerning operations, finance, and the public. The organizational
chart of the Museum reveals that the Director manages the Chief Operating Officer

(C.0.0.), who oversees departments relating to operations, finance, and the public.?

The chart is arranged in functional structure. (Appendix 5) Functional grouping is
one of the most common methods of charting structural design. In functional structure,
activities are grouped together by common function from the bottom to the top of the

organization (Daft, 1998, p. 214). Vertical linkages define the hierarchy of the

3 Ms. Gail Harrity was appointed Chief Operating Officer approximately two years ago. With a
MBA degree and business background, her first concern at the PMA was to focus on long-range plans. She
informed the interns that it took eighteen months for the staff, volunteers, and trustees to consider the
museum’s goals for the next ten years. (7-17-00 discussion) With her appointment, two women now head
the complex organization with its large collection and budget. The PMA counts itself privileged and rare
among the common pool of national art museums whose top positions have always been filled by men.
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organization, while horizontal linkages define those departments that actively

communicate to share information.

Although the PMA is one of the nation’s largest art museums, it can be defined as
a small organization, with a staff of hundreds when compared to a corporation with staff
numbering in the thousands. A small organization is best controlled by centralized

management, and is reflected in a functional chart.

At first glance, it is not apparent that the Museum is charted by function, on
account that almost all departments are equalized with horizontal links- thus coordinating
to share objectives. But the sub-grouping of departmental functions under one
department, such as Payroll and Administrative Services under Finance, is characteristic
of functional structure. The way in which the museum is organized indicates that, “very
few of today’s successful companies can maintain a strictly functional structure...
(and)...organizations compensate for the vertical functional hierarchy by installing

horizontal linkages”(Daft, 1998, p. 216).

It is also worth noting that the organizational chart names only the museum’s
departments, omitting the titles of department heads, such as Curator of American Art, or
Director of Marketing and Public Relations. This reflects a structure created around
function, and an organization that is too large to include all such titles on its chart.

Following the chain of command, each department has its own manager, curator
or director who answers immediately to the Director or C.0.0. Cheryl McClenney-

Brooker, Director of External Affairs, is supervised by the C.0.0., and is also an officer
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on the Board of Trustees. Between these positions, she acts as both leader - to her

subordinates, and as follower - to her supervisor and members of the Board of Directors.

The External Affairs department is staffed by three: Cheryl McClenney-Brooker
(Cheryl) - Director, Diana Myers-Bennett Roberts (Diana) - Program Administrator, and
Tasha Coleman (Tasha) - Executive Assistant. The organizational chart for the
department shows a horizontal line between Program Administrator and Executive
Assistant, with both positions and all programs vertically linked to the Director at the top.
Staff administers various ongoing programs grouped within five areas of concentration:
Institutional Diversity, Audience Development/Outreach, Collaborations & Partnerships,

Government Relations, and Special Projects. (Appendix 5).

Management Style

Cheryl is the department’s sole liaison to the Samuel S. Fleisher Art Memorial.4
She manages the Government Relations programs and oversees the staff management of
remaining programs. Diana manages all Special Programs and Collaborations &
Partnerships. Tasha manages Institutional Diversity and Audience
Development/Outreach programs, while maintaining general office operations. All three

women prepare departmental correspondence and update each other weekly on activities.

4 The PMA has oversight responsibility for the Samuel S. Fleisher Art Memorial - the oldest and
largest tuition-free art school in the U.S., located at 709-721 Catherine Street in South Philadelphia. The
Fleisher Art Memorial is a separately incorporated art center with its own board of directors and a separate
operating budget with funds derived from a trust and self-initiated fundraising activities.
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They make a point of keeping abreast of one another’s tasks, as programs sometimes

overlap, prepared to pick up where one leaves off.

Cheryl has worked at the PMA for seventeen years. She has a background in
museum administration and government relations. (Appendix 6) Both Diana and Tasha
hold masters degrees in arts administration. Together, they staff a department that is non-
existent in most major art museums. External Affairs provides a museum function that is
normally given marginal attention within most Development or Public Relations
departments. Namely, the External Affairs department cultivates relations with its
community, promoting the museum as a valuable community resource and concerns itself

with getting persons to visit the museum.

While other museums lack such a department, the PMA recognizes the value of
nurturing community relationships, by appointing a full-time staff devoted to this
function. The PMA has extended the collaborative spirit, and in 1986 Julie S. Berkowitz
wrote, “During the last decade the Philadelphia Museum of Art has become a leader
among major urban art museums in collaborating not only with other museums and
cultural organizations but also with community groups, professional organizations, and
educators”(Berkowitz, 1986, pp.28-35). By having strong relationships with its
community, the museum increases its adaptability to be flexible and react quickly to a
changing environment. In essence, the museum decreases its chance of losing touch with

its surroundings and relevant influences.

Through her actions, the External Affairs Director’s leadership style showed to be

based on her assumption and attitude that subordinates were intelligent, capable, and
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skilled. Cheryl evidenced the type of managerial behavior that can be ascribed to

Douglas McGregor’s (1966) Theory Y belief system:

Theory Y reflects a view that most people are intrinsically motivated by their
work. Rather than needing to be coaxed or coerced to work productively, most people
value a sense of achievement, personal growth, pride in contributing to their organization,
and respect for a job well done (Hughes, Ginnett, and Curphy,1999, p.182).

It has been noted that managers with a Theory Y philosophy better accomplish
objectives and better tap the potential of subordinates (Hughes, Ginnett, and Curphy,
1999, p.183). Both the museum Director and External Affairs Director displayed

optimistic attitudes towards subordinates.

The group of summer 2000 interns was made to feel appreciated and valued. Ms.
Glennis Pagano, Deputy Manager of Volunteer Service & Internship Coordinator,
arranged for interns to meet numerous museum staff, tour the collections both on display
and behind scenes, and participate in field trips — activities outlined in weekly program
itineraries. (Appendix 8) Additionally, this intern was pleased to be named project
coordinator and given responsibility with autonomy to conduct the outreach program.
Each External Affairs member took interest in the program, providing the intern on-going

feedback and suggestions.



Chapter 2

THE INTERNSHIP

Introduction

Since the PMA project was a collaboration with the Free Library of Philadelphia,
some background on the library system is provided. The Free Library of Philadelphia is a
system of fifty-four libraries. (Appendix 9) The Central Library is located at 1901 Vine
Street, which is on the same parkway road as the PMA, and within walking distance. The
Central Library is a large, impressive neoclassical building of Indiana limestone and
marble. Its resemblance to the Museum is no coincidence, as the same architectural firm

of Horace Trumbauer designed both buildings (PMA Website, 9-00).

The Central Free Library of Philadelphia was the city’s first library. It was
originally located in three rooms in City Hall, and officially opened March 12, 1894. The
main library building at 19" and Vine streets opened June 2, 1927 (Library Website, 9-
00). The Central library is a world-renown research source, among its holdings are
impressive art books and map collections, and it has several display cases presenting
items relevant to literature, historic, local, political, and artistic events. The Central
Library is the main administration of all city library branches that have subsequently
opened in Philadelphia. An article in the Philadelphia Inquirer noted that the, “Free

Library of Philadelphia is one of the best-funded libraries in Pennsylvania. The Central

17
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Library and its branches spend 59 percent more than the national average and 117 percent
more than the state average™ (Gaul, 1997, sec.A, p.1). The extra attention shows in
libraries that can offer public programs in adult and child education, computer

workshops, films, lectures, art displays and more.

Elliot L. Shelkrot, head of the Free Library of Philadelphia, has said that, “there is
a long tradition of public library services in Philadelphia” (Gaul, 1997, sec.A, p.1).
Urban libraries play other roles besides being warehouses for books, he said. They are
safe havens in a blighted neighborhood. They provide after-school programs to help
working parents. They offer programs for preschoolers and young children. And they

are community gathering places and resources (Gaul, 1997, sec.A, p.1).

The museum is wise to recognize that the Free Library is a community resource
with which most Philadelphians are personally familiar. These libraries are clearly a
valuable resource, offering urban residents an opportunity for life-long learning.
Unfortunately, not nearly as many citizens are familiar with the PMA. Collaboration
with the Free Library system offers an opportunity for both organizations to introduce

their respective patrons to either institution, and the enriching resources stored within.

In 1997, staff members of the Free Library of Philadelphia and the Philadelphia
Museum of Art met to consider collaborative programs. Initial conversations were held
between Cheryl and Helen Miller, Director of the Free Library of Philadelphia system’s
Public Services, Joe McPeak, Public Service Director for the Main Branch, and John
Cunningham, Director of Branch Extensions for the Free Library of Philadelphia. The

PMA Audience Development Outreach Group, a group of about twenty staff members
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from a wide variety of museum departments, which focuses on ways to increase and
broaden the Museum’s audience, was in attendance as well. Cheryl explained to Library
colleagues that the purpose of the meeting was to review current Free Library of
Philadelphia — Philadelphia Museum of Art relationships and to brainstorm ways to
increase both institutions’ visibility in the city’s neighborhoods and build mutual
audiences through new collaborations. From this session came several useful ideas,
including the possibility of having time-specific PMA household membership cards at

each branch that could be checked out with a library card.s

A library card is available at no cost to anyone who lives, works, pays taxes or
goes to school in Philadelphia. Out of state residents may obtain a card by paying an

annual fee of $15.00 (Free Library of Philadelphia Website, 9-00).

Previous Project — Dive Into Art (1999)

In May 1999, the PMA department of External Affairs submitted a grant proposal
to the Institute of Museum and Library Services (IMLS, Washington, DC) to fund a
collaborative program with the Free Library of Philadelphia for family passes, which
could be taken out by anyone with a valid library card, to visit the Philadelphia Museum
of Art. In June 1999, the Free Library of Philadelphia launched its summer 1999

Reading Program for children, called Dive Into Reading, which encouraged youngsters to

5 Subsequent research uncovered that similar collaborative programs existed in the two major
cities of Boston and Chicago. The Chicago Public Library’s Check it Out program is the preferred model
for the PMA.
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read over the summer through the use of many incentives, including a grand prize bike
raffle. Before getting a response from the IMLS, the Free Library of Philadelphia asked
the Museum to enter into a collaborative program for the summer that would begin a

relationship on a limited scale with a self-contained, season specific program.

In response to the library’s invitation, the department of External Affairs developed a
modest summer family pass program, called Dive Into Art, which ran Junel4 to August 8,
1999, coinciding with the duration of Dive Into Reading. The Dive Into Art program
encouraged families (or groups of up to eight persons) in several Philadelphia
neighborhoods to visit the Philadelphia Museum of Art. Based on population and
popularity, seven branches, scattered throughout the city, and the number of passes for
each, were recommended by Anne Craig Humphreys, Children’s Services Administrator,

Office of Public Service Support of the Free Library of Philadelphia.

It is important to note here, that since Anne specialized in Children’s Services,
she naturally placed emphasis on children accessing the Dive Into Art program at
libraries. At the time, it seemed fitting to align Dive Into A~rt with the library’s children’s
reading program, but this was to become problematic, as it functionally limited (non-
parent) adult library visitors from participating. This dilemma would be compounded by
the fact that mény library departments were physically divided, and adult librarians were
unclear about the intended audience of the program. The audience limitation challenge

will be discussed further in Chapter 3.

Although none of the staff were able to give the project full-time attention, Cheryl

recognized that it would be an exciting and rewarding full-time project for the right
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museum volunteers to carry out. Stephanie Williams, a student volunteer working for
the External Affairs department during summer 1999, was appointed project coordinator

of the Dive Into Art outreach project.

Dive Into Art was placed into three regional and four branch libraries:

Northeast Regional: 2228 Cottman Ave.
(twenty passes including ten for Children’s Desk)

West Philadelphia Regional: 125 South 52" Street
(twenty passes including ten for Children’s Desk)

Northwest Regional: 68 West Chelten Ave.
(twenty passes including ten for Children’s Desk)

Lehigh Branch: 1333 Wagner Ave.
(ten passes)

Ramonita de Rodriguez Branch: 600 West Girard Ave.
(ten passes)

McPherson Square Branch: 601 East Indiana Ave.
(ten passes)

Southwark Branch: 932 South 7th St.
(ten passes)

The procedure of the program was fairly simple. A supply of laminated PMA
admission passes, good for a period of up to three weeks, were provided to the above
library branches. To obtain a pass, a library cardholder simply needed to check out the
pass as s/he would a book at the check out counter. The pass was to be returned by the

expiration date to the same library branch, as one would a library book.

Instructions on the pass directed the holder to bring it to the Museum and go to
the Ticket and Reservation Center counter in the West Lobby. S/he was asked to fill out

a visitor questionnaire specifically created for Dive Into Art for the purpose of capturing
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demographic information. (Appendix 10) Repeat visitors were not required to fill out the
same questionnaire. The pass user was then given a packet of PMA materials including a

membership brochure, and a floor plan.

External Affairs created Dive Into Art desktop signs and posters to be placed
prominently at library branches. The Museum also created flyers containing general

PMA information to set out on countertops.

Lacking funding, the PMA assumed responsibility and appropriate costs for
promotion, implementation and maintenance of the program. As this was a modest
collaboration for a limited time period, neither a large nor expensive promotional
campaign was arranged. Anne Humphreys volunteered to promote support for the
program among the staff at each of the selected libraries. Stephanie Williams visited
each branch (accompanied by other staff members) to gerierate interest and gain public

feedback.

The museum’s publication Philadelphia Museum of Art: Handbook of the
Collections, 1995 was chosen to be an integral part of this project. The book includes
text and photos detailing selected art works from the PMA’s collection. (Appendix 11) It
was envisioned that the Handbook would be a required component, along with the pass,
for free entry into the museum. Each library would receive at least two copies of the

Handbook if needed, so that the prospective visitor would be encouraged to read about

6 Following the 1995 printing of the Handbook of the Collections, the PMA supplied the Central
Free Library with free copies to distribute to all branches. By 1999, PMA staff agreed to research whether
the (seven) libraries still held these copies. In the best case, a branch held two copies - keeping one in
reference (non-circulating) shelves, and one in Adult reading (circulating.) By summer 2000, a complete
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the museum and see examples of the collections.s The book was seen as an effective

orientation tool; and one that tied library reading materials in with the program.

Outcomes of Dive Into Art

To evaluate the program, the department of External Affairs worked closely with
PMA Admissions and Information Services along with Anne Humphreys of the Free
Library of Philadelphia, to assemble regular reports about the activity and usage of the
passes. Additionally, Stephanie, program coordinator, kept a log of field notes detailing

her experiences visiting the seven library branches.

Of the one hundred passes provided to seven libraries, library patrons used a total
of twenty-nine. The passes were used by a total of one hundred visitors. (Appendix12)
This translates to a mild success for the pilot program: a start allowing much room for it
to gain popularity. In-house expenses for the Dive Into Art project totaled $352.50. This

was less than anticipated, coming in under the department’s budgeted amount of $500.00

One particular lesson learned from the program, having to do with the pass
distribution method, proved most valuable. The system of checking out a pass that was
required to be returned to the library created waiting lists at those libraries where the

passes were in demand. Pass requests were backlogged at the larger regional branches.

Weaknesses of the program cited by Stephanie were that the take-out time of

three weeks for passes was too long, and that libraries should have been issued more

survey of all library branch holdings was needed. The intern conducted this research, and found that
numerous libraries were missing copies. Details on the Handbook component of ART 2000 are discussed
further in Chapter 2.
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passes. This led to changes in the pass distribution of the ART 2000 program.

Visitor responses to the questionnaires given as part of the Dive Into Art program
were not available. The intern never gained access to these forms, so it is supposed they
were not kept, recorded, or followed up in any substantial manner. But the emphasis on
gathering information about pass users was continued, when the ART 2000 passes were

adapted to include printed questions on the backside.

Gathering information about patrons and would-be patrons is imperative to a
cultural organization. In order for the Museum to continually satisfy a diverse
population, it must know of the “consumer’s” tastes and needs. In addition, primary data
(data gathered directly from the consumer) informs the institution of whether its

promotions are reaching the targeted audience.

Like other cultural institutions, the Museum offers its consumers a complex
“product”. In this case, the product may be defined as the experience of viewing art

exhibitions. As Francois Colbert wrote in Marketing Culture and the Arts:

Most cultural products may be defined as complex, especially when the works produced
require specific knowledge or rely on abstract notions that require the consumer’s ability
to appreciate such concepts. Complexity becomes even greater when the consumer is
unfamiliar with a particular type of product (Colbert, et al, 1994, p.33).

The public libraries effectively became “points of entry” to the PMA. Staff
offered the public information about the museum in person, thus minimizing the
perceived complexity of the product. The intended result was that the uninitiated non-

consumer became interested enough to visit the PMA - becoming a consumer.
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Stephanie Williams noted two strengths of the Dive Into Art program. These were
that posters were well distributed and displayed at most of the libraries, and second, that

promotion of the program appeared to be successful given its popularity.

Two final issues of the pilot program were noted. First, not all of the seven
participating libraries were represented by museum visitor-ship (e.g. Southwark and
Rodriguez), and some of the libraries had minimal visitor-ship (Lehigh and McPherson).
Second, although the posters were prominently displayed, many people greeted at the

libraries had never heard of Dive Into Art.

ART 2000

The intern first met Cheryl, Diana, and Tasha, of the PMA department of External
Affairs on June 8, 2000 (before the official beginning date of the internship program,
June 12, 2000.) Together, we attended a public reception celebrating the re-opening of
the Andorra Branch Library. The library had been closed for months for renovation,
preparations that included the installation of new computer stations. The reception
proved the opportunity for me to make the acquaintances of library personnel: Elliot L.
Shelkrot, President & Director of the Free Library of Philadelphia, and Anne Craig

Humphreys, Children’s Services Administrator.

On this date, Tasha informed me that she was preparing ART 2000 posters and
desktop displays to be shipped to the Central Library the next day. She told me that the

Central Library would distribute the ART 2000 materials to the other library branches.
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Diana said that she wanted me to work on flyers that included maps showing bus routes
between the libraries and the PMA. She wanted customized flyers for each library

branch so they could be handed out during visits.

I informed the PMA staff about my excitement of being a summer intern, and my
anticipation of the good things to come of this program. I returned as an official
volunteer the first week of orientation, June 12, 2000, with the advantage of having

already met the staff in my assigned department.

During the first week of the internship program (June 12 — 16, 2000), I attended
museum orientation programs and spent partial days working in External Affairs. While
in my department, I was provided a one-page description of the ART 2000 program, a
compiled folder of Stephanie Williams’ Dive Into Art 1999 materials, and basic
information about what was to be expected of me. While growing accustomed to the
museum facility and office layout, I began to ask questions. I inquired how last
summer’s participating libraries were selected (by Anne Humphreys), whether the
program was funded from external sources (no, all in-house), and whether we would send

a response mailing to pass visitors (yes, a letter of thanks).

The office of the department of External Affairs is located in the Executive
Offices portion in the North section of the PMA — accessed from the hallway known as
the Director’s Gallery. (Appendix 1) Walking through a door marked Executive Offices;
one first enters a stately decorated greeting room flanked on both sides by two
receptionists’ desks. Hallways lead to other offices from the left and right. The offices

of the Chief Operating Officer and External Affairs department lie beyond the
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receptionist’s desk on the left. The partitioned work areas of several assistants and the
office of the Director are on the right, beyond the second receptionist’s desk. The
External Affairs office is located directly next to the offices of the C.0.0. (the immediate
supervisor) and the Director, providing the staff with easy access to their supervisors.
Such feasibility is enhanced by the open-door management policy of both the C.0.0. and

Director.

I came to understand that the staff of the PMA is cramped into limited office
space. Even empty wall space “behind the scenes” is appropriated for hanging original
art works — I noticed magnificent paintings and photographs (paintings for example, by
Leger and Matisse) hung behind desks, near water coolers, and above photocopier
machines. The larger rooms where meetings and conferences are held, were in constant
demand, and required advanced booking. Most departments had little extra room for

volunteers.

The External Affairs department is comprised of two offices, containing three
desks and a small table. The Administrative Assistant —Tasha - whose desk faces the
hallway entrance occupies the front office. Beyond her office and past a door (always
propped open), is a room shared by the Director - Cheryl - and Program Administrator -
Diana. The intern occupied the area behind the Assistant’s desk, where a small table held
a computer. Several boxes of files and supplies were stacked around the office, and I
grew accustomed to navigating myself around the small space, and “tucking” myself into
the corner table to work. When I worked on a task that required more room to spread out,

I relocated to the reception area or the museum’s library.
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In mid June, Antoinette Crumby joined the departmen.t as a volunteer, and we
were further pressed to find ways in which we could both work on the computer, share
table space, and cross our legs, without tripping all over each other. I was amazed to
learn from Cheryl that at one point the department had seven volunteers working in the
office among the other three full-time staff. This space equation still boggles my mind,
and led me to celebrate whole-heartedly with the rest of the PMA staff, when it was
announced that the museum had gained additional space by acquiring the Perelman

Building.

Antoinette is a bright young African American woman, a recent high school
graduate (Philadelphia), whom was free for the summer before beginning her freshman
year at Howard University in the fall. Antoinette had formerly worked at the PMA as a
student docent. She had done an excellent job, and left a good impression on the museum

staff. Cheryl knew her in this capacity and was fond of her.

During the first week of my internship, Cheryl informed me that Antoinette
wished to return to the PMA for summer 2000 volunteer work. An exception was made
to add Antoinette to the summer group of college-aged interns who spent Mondays
together. Although she was originally slated to spend equal time working in two museum
departments (Education and External Affairs), Antoinette wound up working primarily in
External Affairs. One of her projects was to research and assemble a database of the
city’s churches, synagogues, mosques, and religious centers. She also assisted me with
the ART 2000 project, and I served as her mentor. It was an arrangement that worked out

well, as Antoinette accompanied me on all but three library trips, adding an element of
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youth and vigor in representing the PMA. Additionally she kept me on my toes when it

came to explaining why and how we were to accomplish our objectives.

In the following weeks, I prepared to launch the expanded summer program ART
2000. 1 reviewed the Dive Into Art materials and notes Stephanie had recorded, and
entered library data into the computer (addresses, cross streets, bus service, phone
numbers, and librarians). I threw myself into the task of preparing bus route maps for the
libraries, but soon found that it was exhaustive to design different maps to-scale from
scratch for each branch, and taking up too much time. Diana and Cheryl agreed that I

should set the task aside and concentrate on library visits.

Cheryl told me that at least one other staff member would always accompany me
on the library visits, but left the option open as to who that would be. She also assuaged
my concern about the logistics of travel to and from the PMA and libraries, as I did not
have a personal vehicle. She said I would not need my own car, and that between the
museum courier, staff driving, and public transportation, we would have enough
resources to get around. 1 was shown where and how to request trips from the PMA
courier, and chose this as my preferred method of transportation, although it was

frequently unavailable due to other trips taking priority.

We concurred that I would make as many library visits as possible during the
program — visits that would average two to three hours. We settled on the number of
fifteen libraries. Cheryl was adamant that the list include the Central library and three

regional libraries: West Philadelphia, Northeast Philadelphia, and Northwest
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Philadelphia. She suggested that Anne Humphreys and I talk to decide which branches

would be the additional eleven to visit.

Before I telephoned Anne, I asked Diana to confirm my (unspoken) understanding
of which libraries would be preferred to visit. Since the PMA desired to reach a diverse
audience, I understood this to mean that we were targeting people who were under-
represented as museum visitors. Namely, we were not overly concerned with promoting
free access to the museums in neighborhoods that were middle to upper class, where
affluent Caucasians were predominant, as these people already constituted the
preponderance of museum visitors. Diana clarified that the intent of ART 2000 was to
bring in visitors to the PMA who might not otherwise come, and therefore, that we
should focus on visiting library branches in minority neighborhoods. It was never stated

that families with children were the specified program recipients.

I spoke to Anne over the telephone on June 5, 2000, explained our library visit
focus to her, and asked for her recommendations. An expert of the library system, she
described each library community to me as [ named them off the list. In this fashion, we
selected eleven branches to visit. When she learned of our plans to visit a total of fifteen
libraries during the duration of ART 2000- June 12 to August 4, 2000- Ms. Humphreys

said that she would indeed be impressed if we accomplished so much.
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The list of Free Library of Philadelphia branches to visit during ART 2000 was

finalized:

LIBRARY DATE TIME
Kensington July 5 2:30 pm
Ramonita G. DeRodriguez July 6 9:30 am
Queen Memorial July 11 12:30 pm
Kingsessing July 12 11:30 am
West Philadelphia Regional July 18 1:30 pm
Cobbs Creek July 19 12:30 pm
Nicetown/Tioga July 20 2:30 pm
McPherson Square July 25 11:00 am
Lehigh Ave. July 26 10:00 am
Northwest Regional July 28 12:00 pm
Logan July 28 3:00 pm
Northeast Regional August 1 11:00 am
Central August2 9:30 am
Roxborough August?2 1:00 pm
Wyoming August 3 2:00 pm

We visited six of the same seven libraries included in the 1999 Dive Into Art

summer outreach program. The Southwark branch was the only one we did not return to.

Since Southwark happened to be my neighborhood branch, I paid particular attention to it

during my own personal library visits. I called each head librarian approximately one
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week in advance to arrange our trips. When possible, I aligned the visit during other

library events so as to attract the largest number of people to our table.

Of the total number of city libraries, Anne informed me of two that would not
participate in ART 2000. The South Philadelphia branch was closed during the summer
for renovation, and she thought it inappropriate for the Library for the Blind and
Physically Handicapped to participate (as she stated they serviced mostly out-of-state
Braille book loans.) Thus, they were excluded. We later regretted not including the
Library for the Blind & Physically Handicapped, after I had a telephone conversation
with the head librarian (August) who informed me that she was aware of the program and

thought that they would have had interested patrons.

During this telephone conversation with Anne (June 5, 2000) I verified that the
Central library had received the ART 2000 materials to distribute to other branches. The
program would start in one week. At this point, the External Affairs department had
provided the library with 2,000 passes, 119 posters, and 61 desktop signs (including clear
plastic stands.) I prompted her response when I asked her to let us know of the future
demand for passes, as we planned to print more as needed. Anne then askqd for 10,000
passes! Since this was still a pilot program, she believed that we should provide more

than enough passes for every library to stock and distribute all summer long.

Anne’s desired pass distribution approach is reminiscent of a product marketing
strategy whereby the market is saturated with a new product. In the for-profit sector, this
massive penetration strategy consists of launching a product at a relatively low price with

a very strong promotional campaign. The company is likely to capture a large share of
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the consumer market, proving profitable if they reduce unit costs by manufacturing in
large quantities (Colbert, et al, 1994, p.39). However, this was é cultural art product
being launched in the non-profit sector, and I was uncomfortable with such an approach.
Keeping in mind that each pass allowed up to eight people to enter the PMA free of
charge, the massive penetration strategy would have been an economic loss of major
proportions to the museum. After I expressed my surprise at her request, I told her that I

would get back to her after discussing this point with Cheryl.

Cheryl took a more conservative approach to providing passes. She told me that
10,000 passes represented too many freebies, and that we wanted to begin the program
with a minimum number, gauging which branches needed more. She projected that we
would provide the Central library batches of 1,000 passes at a time. I suggested that we
provide enough passes so that each library (fifty-two) would have one hundred to begin
with - bringing the total to 5,200. Following this discussion, Tasha put in a printing order

(in-house) for 3,200 additional passes.

Community Profiles

Diana directed me to research the libraries that I would visit, by reading the
“community profiles,” of each. The profiles were compiled in 1996 by library staff, and
contained library community information. For the most part they were standardized,
although a different librarian had prepared each. They frequently included hard data such
as geographic boundaries; number of businesses, schools, churches, parks; government

officers; census tract numbers and maps; and segmentation of resident population by
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race, age and education. About half of the profiles also included text on the community
history, shifts and trends in growth, significant events and impacts, and future

predictions. (Appendix 13)

External Affairs already had profiles of the seven branches included in the 1999
summer program. Mr. John Cunningham, Director of Extensions of the Free Library of
Philadelphia, had provided these. While I intended to study the profiles of the fifteen
libraries I would visit, I suggested that we get copies of all community profiles to
complete the PMA collection. On June 20, 2000 I met John Cunningham at his office in
the Central library, and put in our request for copies of the remaining forty-seven
community profiles. I had a friendly, brief conversation with him about the ART 2000
pass program, and he was receptive. Days later, a PMA courier picked up the profiles
from the Central library, and we discovered that his department had graciously made the
copies for us free of charge. In response, I drafted a letter of thanks from Cheryl.7

(Appendix 14)

National African American Cultural Expo™

Before I began to visit libraries an opportunity arose for me to participate in a

public promotional event for the PMA. The External Affairs staff had decided to host a

7 The community profiles provided me with enlightening information. However, in the four years
since printed, many were grossly outdated — as some businesses had relocated, leaving communities behind
with major economic losses. | inquired about getting more recent profiles, but was told that until they were
updated with information gained from the Year 2000 Census, these were the only available.
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booth at the National African American Cultural Expo ™, during the weekend of June 24
- 25, 2000, at the Pennsylvania Convention Center. (Appendix 15) This was the first time
the PMA took part in the annual event and I saw it as a suitable circumstance to

contribute while witnessing how the staff promoted the museum to the public.

I signed up to work on Sunday June 25, 2000 from 4:30 — 7:30 pm, suspecting
they would need assistance packing up materials and closing the booth as the Expo
ended. When I learned from Diana and Tasha that twenty volunteers were needed and
that they had only ten or so, I announced the event to the other summer interns. This

resulted in four additional interns volunteering to work the booth.

Diana and Tasha organized the event and planned for it in advance. They hosted
a volunteer meeting on June 20, 2000 to discuss the agenda, and how we were to interact
with the public. The majority of booths at the Expo would be commercial, where goods
and foods were to be sold. The PMA booth would be back-dropped by a table display of
posters and books. Volunteers would staff the front table, complete with free
informational brochures, flyers listing museum programs — including AR7T 2000-
membership brochures, free postcards of selected paintings by African American artists
in the collection, a video program showing numerous museum programs and exhibitions,
and a drawing for a free one-year family membership to the PMA. Among the free
information offered were brochures about the African American Museum (Philadelphia.)
Since the PMA was the only museum present at the Expo, they were considerate to offer
information about another museum. This courtesy typifies the collaborative attitude that

the PMA holds towards its sister institutions.
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Attending the Expo was a good experience. It was instructive to watch Diana’s
engaging, aggressive approach to attract the attention of passersby. While standing she
stepped from behind the booth, approached people, and asked if they knew about the
PMA, wanted free postcards, or wished to enter a raffle drawing. Many approached the
table to learn more. Her appeal was more effective than sitting with a smile, and waiting
for a comment or question from someone. The free postcards and raffle drawing were the
biggest attractions. Most people took some information, and a few inquired about
memberships. Taking a cue from Diana, I explained the library program to many people,

and encouraged them to check out a free summer pass from their neighborhood library.

After the Expo, we determined that the event was worth repeating, but that there
was too much information on the table, and few had bothered to watch the continuous
video on the monitor. Many people were disappointed to learn that we were not selling
posters (the poster of the 1878 painting “Moorish Chief” by Eduard Charlemont was a
backdrop poster that many asked for) or tee shirts, and we wondered if the PMA booth
should sell such products next time. As the event was my first chance to be a public
spokesperson for the PMA, it was fortunate for me to learn that people were more
inclined to talk to someone who actively engaged their attention. I kept this in mind for

future library trips.

One of the backdrop posters used for the PMA booth was a picturesque outdoor
scene of the West fagade of the museum during sunset. The foam core poster had been set
out as trash after the event. I retrieved it and decided to make it a part of our library table
display. Since the building is a recognizable city landmark, I thought the poster would

be extremely helpful for people to see and automatically recognize what we were
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promoting. Most of our materials were printed lists and text regarding the museum. In
contrast, the poster was pure, visual stimulation that even children could respond to

instantly.

Shortly thereafter, Cheryl duplicated her copy of a letter dated June 29, 2000,
from Elliot Shelkrot, President and Director of the Free Library of Philadelphia addressed
to Anne D’Harnoncourt, Museum Director. (Appendix 16) In the letter, Mr. Shelkrot
expressed his thanks for the museum pass program, and enthusiasm for the partnership.
This letter was copied to Gail Harrity, C.O.0. Once received, it was forwarded to the
museum departments of External Affairs, Membership, Visitor Services, and the Library.
The letter served to reinforce my belief that the project fortified the relationship between

the PMA and the Free Library system, while positively impacting many Philadelphians.

Implementing ART 2000

The official start of the ART 2000 program was June 12, 2000. Anne Humphreys
had sent e-mail announcements of the program to all children’s librarians, and program
materials had been provided to the Central Library to distribute to all branches.
However, during trips on or around June 20, 2000 to my neighborhood Southwark library
branch, and to the Central library (where Anne .worked), I discovered no trace of ART
2000 materials at either location. But on June 21, 2000, Anne was asking for more

passes.
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When I informed Cheryl of my findings, she was upset. The program was already
overdue in starting, and Cheryl said something about “truth in advertising,” implying that
we needed to ensure the program was available as of the announced starting date. She
asked Diana to call Anne, and said that she would resort to calling John Cunningham if
this did not prompt an immediate response. Anne assured Diana that materials were
received by all libraries, and said that each branch may have different internal reasons for

the delay.

As of June 30, 2000 the PMA visitor desk had received six ART 2000 passes.
These passes originated from the Andorra, Cobbs Creek, Eastwick, Falls of Schuylkill,
Nicetown/Tioga, and Overbrook branches. A total of twenty people had used the passes.
In light of this small return, Anne’s request for more passes seemed odd to me. Since the
passes were valid until the last day of the program, on August 4, 2000, I figured that it
could be possible that library patrons had checked out many passes, but were waiting to

use them. I hoped this was the case.

Our first two library trips took place during the first week of July. Over the
following four weeks, Antoinette and/or Diana, Tasha, Cheryl and I visited thirteen more
libraries. Several libraries like Kingsessing, Cobbs Creek, McPherson Square, Logan and
Wyoming were identical building designs and interior layouts. The T shaped buildings
were one floor with open, undivided interiors, containing both children and Adult
sections. At these libraries, our table was positioned near the entrance/exit area, where
we could talk to both children and adults. At the larger libraries with more than one
floor, we were commonly instructed to sit in the Children’s section, since the Children’s

Librarians were most familiar with the AR 2000 program.
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Most library visits went well, and I considered them guccessful if the librarians
told us they had checked out passes, and/or the patrons we spoke with were affected
enough to check out a pass. I took notes about each visit, typing them into a “library
visits log” at the museum office. (Appendix 17) So as not to repeat my notes, I will

discuss notable events that took place at a number of libraries.

I came to see a general pattern of public use of the libraries. Most were popular
for two reasons: the children’s section and the computers. Visiting the libraries during
summer afternoons, it was no surprise to find them filled with children out of school.
Both children and adults sat at computer stations. At the Rodriguez library, Antoinette
and I noticed that the only adults were those sitting at computer stations, and wondered if

ART 2000 materials should also be set out near the computers.

A majority of the adults we spoke with were women accompanied by either
young children of their own or supervising groups of five to ten young children. With
their interests in mind, we handed out numerous Family & Children’s Programs

brochures, and encouraged them to bring the kids to the PMA with ART 2000 passes.

More than once we found a group of children facing our table, wondering what
we were offering. At the Roxborough library, the children’s librarian brought over
groups of young children visiting from the community center. Faced with groups of six
and seven year old kids, I found the museum poster and Handbook useful tools to launch
a discussion about the museum and art. We gave the older children brochures, and

encouraged all to ask their parents to check out a pass.
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We spoke to about a dozen people at most libraries. We found that most people
were familiar with the PMA, but had either not visited for years, or never been. I used
the Handbook to show them what they could find in the museum, and discussed the
current exhibitions. They were pleased to learn of the pass program, and many seemed
delighted to realize this was another summer activity they could take their children. We
instructed some people to contact the PMA Education Department for further

information.

We had an informative discussion with a librarian during a trip to the West
Philadelphia regional library on July 18, 2000, that led to changes in the design of the
ART 2000 desktop display used in our presentation. As artist and former teacher, she
explained that she thought the current program posters and signs were too colorful, busy,
and hard to understand. She suggested they be simplified with bold lettering and a

simpler background.

After discussing her suggestions with Cheryl, I asked Tasha to print out a desktop
sign that read “Free family passes to the Philadelphia Museum of Art” in black ink on
white paper. (Appendix 18) Following these changes, we noticed people at the libraries
were attracted to the “Free” portion of the sign, and more inclined to ask about the
program. Subsequently, I recommended that next years’ program posters and passes be

simple, emphasizing the word “free.”

During our trips to the larger libraries, through observation and conversation with
librarians, I saw that there was often a missing link between the children’s librarians and

adult librarians. That is to say, they did not necessarily communicate with one another.
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Thus, they were unaware of programs taking place outside their departments. Since ART
2000 offered free entry to the PMA for both adults and children, I saw this as a
formidable obstacle to the success of the program. This dilemma will be discussed, and a

solution provided in Chapter 3.

A trip to the Lehigh Avenue branch on the rainy morning of July 26, 2000,
illustrated what a valuable resource the library was to its neighborhood. 1 arrived about
ten minutes before the library opened to find a crowd had formed on the library steps.
Approximately thirty people, mostly African American and Hispanic adults and children,
stood around the entrance, waiting for the library to open. 1 was surprised to see such a
crowd eager to enter the library, and especially the teenagers. While there, I talked to
Anita Stovall, a woman who regularly brought youth she monitored in an after-school
program for drug and alcohol rehabilitation, to the library. The proof of the merit of

libraries was evident to me that morning.

Commonly posed questions

During our library visits, some people asked questions about the PMA. The most

common were:

Q: What is at the PMA?

A: An extensive exhibition of art works, encompassing paintings, prints,
drawings, photographs, textiles, costumes, sculpture, armor, and more. The pieces date
from ancient works from Europe and Asia to contemporary American Art. Also inside
the museum are two restaurants, two gift shops, and a gallery.
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Q: Do I need to call in advance to take a tour using the pass?

A: No. Audio tours, free guided tours, films, lectures, performances, workshops,
and family events are regularly scheduled. Advance calls to the museum are required for
large adult or school group tours.

Q: How long do I have to use the pass?

A: ART 2000 passes are valid for free entry during museum business hours until
August 12, 2000.

Q: How much does it normally cost to get in?

A: Admission is free on Sundays 10 am to 1 pm. Members and children under 5
enter free at all times. Non-members - $8 for adults, $5 for children under 18, students
with i.d., and senior citizens.

Q: When is it open?

A: The PMA is open Tuesdays through Sundays 10 am to Spm, Wednesday
evenings until 8:45 pm. Closed Mondays and major holidays.

I made it a point to talk with as many librarians as possible. Most of the librarians
were familiar with the program. A few library assistants did not know of it, so we
explained it to them while pointing out posted ART 2000 materials. Many librarians
asked if they too could use the passes. We repeated our wish for them to do so, as we
recognized that they could be effective museum spokespersons. Following each library

visit, I mailed a letter of thanks to the head librarians. (Appendix 19)

Most of the libraries had posted ART 2000 materials. When we saw that the
McPherson Square library did not have a poster on the corkboard, we were told they

never received one. Additionally, some libraries had run out of passes (Kingsessing,
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West Philadelphia Regional). Consequently, I added extra passes and posters to our

traveling supplies.

On July 12, 2000, we responded to Anne’s request for more passes and supplied
the Central library with 2,000. (Appendix 20) At this date, a month into the ART 2000
program, 120 people had used passes from their libraries. Again, I suspected the use of
passes would increase as the program end date neared. 1 was hopeful that many more

people would take advantage of the program.

Handbook of the Collections

While visiting libraries, we checked to see whether they had or needed copies of
the PMA’s Handbook of the Collections. A librarian at the Rodriguez branch suggested
that they utilize their copy to stand beside the desktop sign. She said that few people ever
checked out the book, and that this may prompt them to do so. I thought this was a great

suggestion, as it functionally tied library materials into the ART 2000 program.

I checked for the same by calling the librarians at other branches. In late June, a
librarian instructed me to use the Internet to search the library system catalog for the
number of copies of the Handbook each branch held. (Appendix 21) I found this useful at
first, until I discovered that the list was outdated. Some copies had never been returned,
but the catalog still listed them as on the shelf. Therefore, my calls to libraries precluded
my requesting that the librarian physically check the shelves for copies. This prolonged

the inventory.
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Dilemma at Kingsessing library

Tasha and I visited the Kingsessing branch on July 12, 2000. This visit uncovered
a disturbing method by which librarians were distributing passes. Right away we learned
that the branch had run out of passes, and a librarian conceded to me that a batch had
been stolen. We found out that this batch of passes had been validated by the librarian
(stamped with the library logo) then placed on the countertop as freebies. This was the
first time we encountered the librarians distributing passes this way, and expressed the
intent to keep passes behind the counter. We then supplied the librarian with forty more
passes. Having returned to our table, we watched Corey, an assistant librarian working at
the check out counter, proceed to stamp the passes and place them on the counter neai the
exit door. This action renewed the probability that they would once again be stolen, and I

got up to confront the librarian.

Corey informed me that children, whom he didn’t think would ask for passes,
mostly visited the library. He said that he handed them out to everyone checking out
materials, and to some who left without books. 1 had to ask if this meant that the same
children were getting passes over and over again, to which he replied yes. I expressed
that we did not want the passes given out, but provided upon request, as we wanted to be
assured that people getting the passes were interested in visiting the PMA in the first

place.

It never occurred to us that libraries would be distributing the passes in this
manner, and it went a long way to explain Anne’s repeated requests for more passes. We

wondered how many branches were doing the same as Kingsessing. Cheryl was
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understandably upset that this took place. This encounter revealed a major problem in
the program that Cheryl asked me to resolve. This problem will be analyzed, and

resolved in Chapter 3.

Threat of Philadelphia library strike

In the middle of the summer, we also became concerned with the developing
threat of a municipal workers’ strike affecting city libraries. (Appendix 22) Two unions
entered into contract negotiations with the city over Mayor Street’s proposal to save the
city money by merging union benefit plans. Librarians were represented by two of the
five unions opposed to the Mayor’s plans. District Council 33 is the city’s largest union,
representing blue-collar workers such as assistant librarians, trash haulers, 911 operators
and Water Department employees. District Council 47 represents white-collar employees
such as head librarians, firefighters, and policemen. The two unions vowed to begin a
strike on Tuesday, July 25, 2000 if a fair deal was not met. The strike threatened plans to
show the best side of Philadelphia to the rest of the country during the upcoming

Republican National Convention running July 31 — August 4, 2000.

Through discussions with Cheryl, I proposed that we prepare a plan of action in
the event of a strike, which would result in the closing of all city libraries. Since we
would not be able to visit libraries, we devised a plan to extend an invitation to librarians
to visit the PMA for free for the duration of the strike. In this event, we would notify the
Central Library (Elliott Shelkrot, John Cunningham, Helen Miller and Anne Humphreys)

on Monday, July 24" 2000 and ask them to communicate our offer to all librarians, and
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instructing them to show their work badges at the museum entrance for free admittance.
Cheryl directed me to closely follow news of the strike and to talk to librarians about
their views. In the meantime, she said she would propose our plan to her supervisor, Ms.

Harrity, for approval.

Days before the eminent strike on July 19, 2000, Antoinette and I visited Cobbs
Creek library. During our visit, I spoke to Mary Landry, Children’s librarian, about the
union negotiations with the city and threat of a strike. Her response was mild, as she
described that her union — District Council 47- had little strength in the power struggle
between the city and the heavyweight District Council 33 union. She said that even
though the two unions were aligned in this protest, since Council 47 involved blue-collar
employees like trash haulers, etc., they had the power to negotiate, while Council 33
would have to settle for whatever came of it. She stated that healthcare and wages were
major contentions, but that she had seen her union go through this before, and did not

expect much to come of the threat. She doubted that there would be a strike.

I worried about the strike until the day before the Republican National
Convention, when it was announced that city and union representatives had agreed on
contract issues. The agreement saved face for a city that wished to show its prettiest side
to visitors and others taking note of Philadelphia during the convention - avoiding a
messy pile up of trash. Just as important, the settlement avoided closing city libraries that
were treasured resources to neighborhoods and especially to those young people in need

of summer respite.



47

Republican National Convention

Incidentally, as part of his sightings in Philadelphia, the Republican presidential
candidate George W. Bush, visited the PMA on August 2, 2000. To be more accurate,
one should say that he was positioned in front of the museum that morning for a photo
opportunity. Standing on the “Rocky” steps of the East lobby, back-dropped by the
neoclassic building and facing center city, Bush was filmed and photographed without
ever entering the museum. The PMA obliged this appearance by closing for half of the

day.

Later that evening the “Governor’s Gala,” a private dinner party for convention
delegates and other politicians, was held inside the museum. The intern witnessed the
preparations for the evening in the East éntrance - also where food and entertainment are
set for regular “Wednesday Night” programs. Tables were-clothed, large flower bouquets
were positioned about the room, and musicians tuned their instruments in preparation for
the “Governor’s Gala.” I learned the next day that attendees had each received a poster
of the PMA - the same one of the West fagade of the museum at sunset - but these had

text on the bottom portion that included the date and the words Governor’s Gala.

Museum fund raising methods

The significance of the PMA holding weekly programs such as “Wednesday Nights,”
with gallery tours, food, films, and entertainment, while additionally hosting private

events such as the Governor’s Gala, signifies an emerging financing trend of non-profit
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organizations. (Appendix 23) Such use of the museum space is a creative method to raise

income for the museum.

In Museum International, Barry H. Rosen wrote:

“Museums in the 1990s are finding themselves at the proverbial crossroads. In
New York, the Central Park Zoo lost 58 per cent of its funding in 1991 and talk of its
closing was rampant. The Brooklyn Museum lost nearly 40 per cent of its operating
budget, the money it uses to keep its lights on, when the city, its major benefactor,
slashed the municipal budget. Many wondered whether the museum would manage to
stay open. In 1991 the Detroit Institute of Art, one of the nation’s largest and most
important museums, began closing its doors several days a week, reducing its staff by
almost 40 per cent and instituting a formal admission charge for the first time since the
Great Depression. Half the museum’s galleries are closed to the public each day as a
result of a reduced security force within the institution. The times, they are radically
changing — politically, economically and socially. But with problems there are always
solutions™ (Rosen, 1994, pp. 41-47).

One solution to funding problems is to enhance income capacity through a variety
of programs. More and more museums are using “privatized” business strategies to raise
income, so as not to rely on dwindling government support. Among the ways the PMA
has increased its income from the paying public is with Wednesday Nights, the in-house

cafeteria and restaurant, gift shops, gallery sales, and by hosting special events.

The current funding conditions pose long-term operational challenges for most
museums. Board members and staff who have business backgrounds, and the know-how
to develop money from the private sector, will enhance any museum’s chances of

survival. In light of this, an arts administrator should be an asset to any museum.

During the summer, the PMA department of Admissions gathered the ART 2000

passes that were used for admittance, and kept a database of information on them. The
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database pass system included the date of visit, Library branch, quantity of visitors per
pass, net revenue (always zero), and name and number of the cashier who accepted the

pass. (Appendix 24)

Tracking pass usage

In early June, I met William Brendan O’Neill (Brendan), Admissions Manager.
Brendan supervised the museum cashiers who received the passes. Cheryl had explained
the program to him, and he in turn explained it to the cashiers. Once the passes had been
recorded, he dropped them off to our department and kept us abreast of the incoming

amounts with computer printouts.

I received and checked all of the passes as they came in. Since the Admissions
database did not include some information completed by pass users on the back of the
passes, | compiled a more thorough database using the Access computer program.
(Appendix 25) This system was a helpful back up, and provided us with data such as

addresses, and how many pass users were first time visitors.

Each pass user who provided their address was sent a letter of thanks along with a
PMA general brochure and “The PMA Welcomes You” flyer. (Appendix 26) The letter
invited them to call or write External Affairs with their comments. As of the last work

date for the intern, none had responded.

I asked whether the addresses would be used for other purposes, such as by the

Marketing Department for mass mailings of tickets sales, exhibition announcements,
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and/or charitable donations. Cheryl answered that they would not, as the program was

not planned with such intent.

In the first few weeks of the program I noticed that the visitors had not completed
several passes, and that a few were not imprinted with the library logo stamp. For
example, by June 30, 2000, we received five passes but only three were filled out on
back. This led me ask Brendan several times to remind the cashiers that they needed to
chéck each pass before entry, only accepting those that were stamped and filled out. Still,

incomplete passes were delivered to External Affairs.

In a conversation with Brendan on July 5, 2000, he explained that part of the
problem was the push for cashiers to sell museum memberships and tickets for the “Van
Gogh: Face to Face” blockbuster exhibition opening in October, plus an ever-changing
work force of cashiers. (Appendix 27) When he informed me that cashiers met every
morning before the museum opened, I asked to attend a meeting to discuss the program

with them, and he agreed.

On July 7, 2000, I met Brendan and seven cashiers in the Admissions office. I
explained the pilot program to them, and emphasized how important it was that they
made sure the passes were completed, as we needed to know who was using them. The
group had little to say. I left the meeting thanking them for their help, and wondered if
my plea would make a difference. We continued to get passes that were not completely

filled out, and I continued to ask Brendan to remind the cashiers of our guidelines.

The database that Admissions compiled proved helpful for providing the most

accurate count of pass users. When I noticed discrepancies between the number of
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visitors I counted and the number shown on Brendan’s printouts, he clarified the reason.
Cashiers counted and logged the number of visitors as they entered the museum, so that I
could rely on their numbers when I received incomplete passes that did not indicate the
number of people. So, instead of our assuming that at least one person had entered the
PMA using a blank pass, we could refer to the database from Admissions to get an

accurate count.

Conclusion of ART 2000

The beginning of August signaled the end of the program. Although ART 2000
officially ended on August 4th, passes were valid for an additional week, until August 12,
2000. We were pleased to see pass usage multiply in late July and early August, the last
weeks of the program. I took this to mean that my assumption had been right — that
persons who checked out passes early in the summer did so because they had the
immediate opportunity for a freebie, but for one reason or another, most waited until the
last moment to use them. During this period, I completed the inventory of Handbooks at
each library, compiled final numbers, and wrote an executive summary of AR7 2000 for

Cheryl to provide to the C.0.0O. and Director. (Appendix 28)

I then arranged a meeting for the m01;ning of August 14, 2000 with Anne
Humphreys, to discuss the outcomes of the program. I prepared an agenda for the
meeting at the PMA between Diana, Tasha, Anne, and myself. (Appendix 29) During the
meeting we compared the program to Dive Into Art 1999, discussed the outcomes, and

shared our concerns/suggestions. At that time External Affairs had not yet received all of
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the passes from Admissions, so the figures I provided were less than the total program

statistics announced on August 25, 2000: (Appendix 30)

Statistical outcomes:

52 libraries participated in the program

46 libraries were represented through pass usage
e 7,405 passes were provided
e 1,540 visitors used 390 passes to visit the PMA

e 51% of pass users were first time visitors (of those that answered the back of the
pass)

My notes from our meeting with Anne detail our conversation. (Appendix 31) Her
main point was that ART 2000 worked more smoothly than last year’s Dive Info Art
program, as a result of distributing passes that did not need to be returned. Anne stressed
that the distribution of the program should require as little effort from the librarians as
possible, saying that they were already over-worked and spread thin. I took the meeting
as an opportunity for me to bring up problems we encountered. These problems, along

with solutions are detailed in Chapter 3.



Chapter 3
PROBLEMS & SOLUTIONS

Pass Distribution

As mentioned earlier, a problem came to our attention while visiting Kingsessing
library on July 12, 2000. Librarians at this branch were distributing passes as freebies to
everyone without distinction, and reported to us that a batch of 40 or so passes had been
stolen from the library counter. During a conversation with Librarian Corey, | was upset
at his lack of adherence to the distribution guidelines, and understanding of the intent of
the program. However, I remained calm and asked several questions of Corey, in trying
to ascertain why he thought giving out passes to everyone worked best. I calmly told him
that it was a problem for us, and that I would speak to the head librarian about it. Back at
the PMA, I told Cheryl that I would try to solve the dilemma through discussion with

both the head librarian of Kingsessing and Anne Humphreys.

After our visit to Kingsessing, Tasha and I were extremely concerned with the
mishandling of passes, and knew that it would be best to address the problem as quickly
as possible. We described our experience to Diana and Cheryl, and came to the
conclusion that other libraries (not visited) might be doing the same. The dilemma
needed be addressed at once, as it was essential that all libraries distribute passes in the

same manner.

53
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Kelly Robinson, Kingsessing head librarian, was working at another library
branch the day we visited so I lost the opportunity to speak with her in person about the
mishandling of passes. I then turned my attention to speaking with Anne about the visit,
and planned afterwards to call Ms. Robinson for a discussion. For our records, I recorded
a summary of the reason for our concern, my telephone conversation with Anne, and her

response. (Appendix 32)

It should be noted that in May 2000, Anne met with Tasha, Diana and Cheryl to
discuss the ART 2000 program, and how it would differ from Dive Into Art. Although the
passes differed, the method of distribution would be the same as last summer’s program,
in that passes be kept behind check-out counters and provided to library patrons who
asked for them by using their library card. Tasha informed me that Anne had understood
these guidelines and probably communicated them to all librarians in preparation for the
program launching. It appeared that Anne was in the best position to remind librarians of

the program guidelines.

Similar to my conversation with Corey, Kingsessing librarian, I kept a diplomatic
attitude during my telephone conversation with Anne on July 13, 2000. Although I felt
that I had made my points clearly, I was not pleased by her reaction to my call. Instead
of sharing my concern, she responded as if it was no surprise to her, and that it was likely
our fault for requiring so much of the librarians. When I asked her to explain to me what
was so difficult about distributing passes from behind the counter, she replied that it was
just easiest to give them out as freebies, like other program materials aligned with
Readers 2000. I repeated our requirement that passes be given only to people who

showed interest in visiting the PMA in the first place, a point that we thought she and all
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librarians had understood. Essentially, we sought control of the program through these
methods. Asking for the opposite, Anne suggested that we start the program with 40,000
passes, and then scale it back as necessary. I knew that she never suggested such an
approach to Cheryl during their previous meeting. Her attitude was not appreciative, and
communicated, “what can you do for me?” I ended the conversation by informing Anne
that 1 was still frustrated and would speak to the Kingsessing head librarian about
changing their distribution method, as well as Cheryl. With these words, I communicated
that 1 did not accept her suggested solutions, and would take the matter to a higher

authority.

Affecting the perceived value of the passes

I knew that the real value of a free pass for up to 8 persons was worth much more
than the lost revenue of admittance, and included the cost associated with time and effort
spent by PMA staff promoting, researching, and following-up the program. The
suggestion that the PMA provide 40,000 free passes to the public seemed an outrageous
risk of loss, and a distribution method that equated passes with grocery coupons. At issue
was the need that both the librarians and public have an understanding of the feal value of
these passes. A desire to have/experience something of unique value is much stronger
than one’s desire to get one of what everyone else has. It would be difficult to
communicate this value to someone who had never visited the PMA. But, a solution can

be found through the museum’s outreach to librarians.
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Librarians should be encouraged to visit the PMA, wh.ere they could take guided
tours, eat meals, or attend meetings. By inviting all librarians to get to know the PMA,
they will be encouraged to take more interest in the institution, and would be more likely
to appreciate the value of its various programs. Such an outreach would also mean that
responsibility for the success of a program like ART 2000 would be shared. This will in
effect, take the pressure off of Anne Humphreys to be the liai.son between the PMA and

all librarians, and our reliance on her to communicate the value of these passes.

I discussed with the External Affairs staff the need for the PMA to foster a good
relationship with librarians. During our meeting with Anne at the end of the program,
Diana asked her if librarians would be interested in getting VIP passes to see the
blockbuster Van Gogh exhibition in the Fall. She was receptive to this idea. Another
suggestion to hold annual meetings of Free Library of Philadelphia staff at the PMA
seemed even better. These meetings would bring the largest group of librarians together
to the museum at one time, while allowing museum staft the chance to speak to them
about programs. Hosting such library events is a giant step towards engaging librarians
in the museum. I am pleased to say that Anne was thrilled by the idea of meeting at the

museum, and librarians plan to do so in a scheduled March 2000 meeting.

I return to the problem at Kingsessing' and my July 13, 2000 telephone
conversation with Anne. Amusingly enough, it worked itself out; as Anne reversed
herself when she phoned me that afternoon and left a message that indicated her concern
that the museum would discontinue the program. She had thought about the real value of
the passes and changed her tone — it was a complete turn around from our earlier

conversation! To solve the problem, she sent out an e-mail notice to the librarians,
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asking them to follow distribution guidelines. I learned of her message the next day, as I
was prepared to take the offensive approach, and suggest that Cheryl contact Anne’s
superior at the Central library. Instead, I was gratified to inform Cheryl that Anne had
taken our conversation to heart. Cheryl, in turn was very pleased with this success, and

attributed it to my diplomatic but stern communication.

The matter was further brought to a close when I called Kelly Robinson,
informing her that Anne’s e-mail notice was a direct result of our experience at
Kingsessing library. I said that we appreciated that her librarians were busy, but that it
was important to us that they follow these guidelines. She was friendly, and said they

would do so.

Incomplete passes

Noticeable portions of the passes were not completely filled out. Some passes had
not been stamped by the library, and many visitors never completed the backside of the
passes. Passes that were not stamped by the library were technically not valid for
museum entry, and museum cashiers should have caught this. The responsibility to
make sure that information was completed on the backside of passes, falls on the museum
cashiers.  Therefore, the program coordinator should make numerous guideline
announcements at more than one weekly Admissions department meeting. The

announcement would serve as timely reminders to the cashiers about these requirements.
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Lack of promotion

The program was not given enough internal nor external promotion. [ am
unaware if the museum’s marketing department even knew of the program. Although
Cheryl announced the ART 2000 to upper-level museum staff at meetings, other staff
were unaware of the program. An internal e-mail announcement should be sent to all
PMA staff, encouraging them to visit their local libraries to check periodically on the

program.

There is always free press to be utilized if one knows how to gain it. For
example, the libraries have a monthly Free Library Calendar listing library locations and
activities. The Summer Reading Program Readers 2000 was advertised in the June
calendar, as could have been the museum program. (Appendix 33) Announcements
could also be posted on both websites of the PMA and the Free Library. Furthermore, the
museum program should be mentioned with a few lines in the city newspaper, on the
radio, or free access television ads. Such coverage can be gained from personal contacts
and by distributing effective press releases. Additionally, verbal announcements or
letters should be addressed to museum members and Board members, informing them of

the program and asking that they spread the word.

Other museum programs, such as the traveling temporary exhibits managed by the
Education department, could enhance the program. For example, a visit to the library to
promote the pass program could coincide or follow a display of art pieces on loan to the
library from the PMA. This would provide library patrons an education and further

interest in what the PMA holds.
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Lack of gathering pass user feedback

A third problem was that no feedback was received from pass users. It is vital to
gather information about how the program was received and rated by those that used it.
This information can only help the museum better serve its public, responding to their
needs. The public’s feedback also serves as an evaluation of the program’s success.
Since mailing letters of thanks that invited visitors to respond generated no response, a
more active process should be administered. It is suggested that pass users be handed a
comment card upon arrival at the PMA, and asked to drop it in a box when they exit.
Likewise, comment boxes could be kept at the libraries, where further information may

be gathered.

Audience limitation

Another dilemma was that the program targeted almost exclusively families and
children. Since Anne Humphreys is the Children’s Services Administrator, she
communicated with children librarians to administer the program at their branches. As
some libraries had departments that did not readily share information, this translated to a
loss of access to adults who never visited the children’s department. — Gathering all
librarians together at the PMA to announce the program is one solution, and I propose a
second. Discovering the physical layout of each branch in advance makes it possible to
determine where the best points of interest are to promote the museum program (with
posters, and table-top signs). Knowing this would also enable the museum to provide the

library with an optimal number of program materials. The four regional libraries for
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example, should be provided double or triple the number of passes, posters, and tabletop
displays as the smaller branches, since they have two or three floors. In this way, no
librarian would be clueless about the program with numerous opportunities for library

patrons to learn of it.

Preparedness

Another problem was the late posting of program materials in at least one library
(Southwark). This could be alleviated if the program was prepared months in advance of
its opening. Materials should be delivered to the libraries no later than May, for a
launching date in June. Librarians should be contacted the week before the start of the
program, and their readiness to launch it verified. By preparing farther in advance for the
program, the PMA would be better prepared to meet unforeseen needs that may arise at

any library branch.

Lack of funding

Finally, I recommend the PMA seek out and apply for program funding, using
expertise from its own development department. The ART 2000 program cost External
Affairs $1.866.97 to administer. (Appendix 34) The cost of the program will likely
inflate in years to come, and will eventually become a problem for the museum to
completely fund. The museum realistically cannot be expected to absorb the cost of the

program year after year.



Chapter 4

EFFECTS OF INTERN ON MUSEUM DEPARTMENT

Short-term effects

The PMA depends on many dedicated volunteers to carry out its mission. I was
given trust and responsibility to coordinate the ART 2000 project, a full-time task for
which none of the permanent staff of the External Affairs department had time. I
provided assistance in other matters as well. For example, I answered telephone calls,
filed documents, drafted correspondence, organized mailings, and promoted the PMA at
the African American Expo (securing the assistance of four additional interns who
volunteered for the event.) While these services provided some relief to Cheryl, Tasha,

and Diana, they also gave me a clear idea of the ongoing activities of the department.

Weekly departmental staff meetings were held, where 1 announced the status of
the ART 2000 project, and was included in discussion of other activities. My opinion
was valued. 1 am particularly grateful to Cheryl, as she invited me to join her in
attending larger staff meetings where the Curators, Director, and C.0.0. were present.

She introduced me at these meetings and we described the ART 2000 program.
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Long-term effects

The ART 2000 project was a first collaboration with all city libraries, and as such
a milestone effort. I believe the steps I took to administer the project will have long-term
effects on its continuation and success in years to come. I addressed some of the most
important guidelines of the project, and recommend that future coordinators pay
particular attention to them: specify the target audience; specify the minimum and
maximum number of free passes that is acceptable to provide; gather information from
pass users at every opportunity; promote the program with as much free press as possible
and through announcements to all PMA members, staff, and Trustees; prepare to launch
the project in advance, enforce the use of the Handbook of the Collections as part of the

project; and nurture strong relationships with all librarians.

By immediately addressing our concern over the mishandling of passes at the
Kingsessing branch, I emphasized the necessity that all branches follow the same
guidelines. As a result of observation and discussion with a librarian, the promotional
materials were simplified. And through discussion with a PMA staff member in another
department, I concluded that the program could be enriched if accompanied by a

traveling art display.

I believe that three long-term effects were the most important results of this
internship. First, a Free Library of Philadelphia staff meeting at the PMA has been
arranged. By hosting the meeting, the PMA has seized an opportunity to share
information in person with as many librarians as possible. Second. the scope of the

outreach project may expand based upon this success. If funding is received, External
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Affairs staff voiced their vision of a year-round collaboration that would still center on
community libraries, but also include neighborhood organizations and businesses. Third,
this report has been provided to the PMA so that it may be used as a reference, and also
in hopes of increasing the opportunity to gain such funding. I am delighted to know that
my work and writings may result in the museum receiving financial support for the

continuation of the program.



Chapter S

CONCLUSION

When I was interviewed in consideration of a summer 2000 internship, I prepared
myself to answer Ms. Pagano’s question as to which department of the Philadelphia
Museum of Art I preferred to work. By then I had visited the PMA Website and read
about previous internships. The External Affairs outreach project Dive Into Art carried
out by Stephanie Williams in summer 1999, intrigued me for several reasons. It matched
my interest in working for a museum in a public relations capacity. Coordination of the
project demanded a combination of skills that an arts .administrator could provide:
promotion and marketing, research, writing, planning, implementation and organization.
It was a unique pilot project in its second year of operation; providing an intern the
chance to administer it with some flexibility and creativity, and to set a precedent. It
appeared to be a demanding project that would require full-time attention of its
coordinator, ensuring that I would not be bored and providing me the opportunity to
manage it with some autonomy. And finally, the internship would give me an
opportunity to work in the External Affairs Department — a department that is largely

non-existent in most art museums.

I was extremely pleased when offered the internship, and found that it exceeded
my expectations. The internship was a challenging, rewarding experience that provided

me valuable skills to bring to an art museum or other nonprofit organization. I intend to
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keep in touch with Philadelphia Museum of Art staff, and look forward to hearing about

the evolution of the outreach program.
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rase note the following policies:

Smoking is not permitted in the building.

Photography is not permitted in any special
exhibition or of works on loan throughout
the Museum.

rand-held cameras without flash or tripod may
be used in the permanent galleries.

Please do not touch the works of art.
Umbrellas must be checked or stowed.

To safeguard our works of art, nothing may be
waorn on your back. Backpacks and bags no
larger than 8 x 12 x 16 inches must be carried
on one shoulder or hand-held.

Only pencils may be used for notetaking or
sketching in the galleries.

Sketchbooks are not to exceed 18 by 24 inches.

Family groups are welcome. However, the
Museum reserves the right to exclude strollers
from any gallery for safety reasons.

No food or drink is allowed in the galleries.

Lecturing permitted by advance agreement only;

call (215) 684-7605.

PR TR PP >

Our M

is fully sible:

Wheelchairs are available free at all entrances.

The Museum has accessible restrooms, water
fountains, phones, and a TTY Text Telephone.

Large print or braille materials, scripts, and
listening enhancement systems are available.

Sign language interpreters by appointment.
Inquire at the Information Desks.

Watch for these symbols:

C((.
(I

11

(fi

This symbol is found next to works of art
discussed on the audio tours.

This symbol is found next to works of art
featured in the Museum’s Handbook of the
Collections, available in the Museum Stores.

This symbol is found next to works of art
featured on free family self-guides, available
at the Information Desks.

Show your receipt and save when you join the Museum

On the day of your visit you may deduct your
admission fee from the price of your Museum

membership. See a volunteer at the
Meombersnip Dosk for details.
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Mission Statement

The Philadelphia Museum of Art—in partnership with the city, the region, and art museums around the globe—
seeks to preserve, enhance, interpret, and extend the reach of its great collections in particular, and the visual
arts in general, to an increasing and increasingly diverse audience as a source of delight, illumination, and
lifelong learning.

http://www.philamuseum.org/information/ 9/15/00
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PHILADELPHIA S oy
ST OF ANT Department of External Affairs

In This Section ¥ Mission Statement

* Resources ;
IO and more of a community resource.

* Diversity & Outreach

MUSEUM HOME Staff
EXHIBITIONS
EVENTS & ACTIVITIES e Cheryl McClenney-Brooker
Vice President for External Affairs
COLLECTIONS Tel: 215-684-7703
EDUCATION Fax: 215-235-0039
MUSEUM STORES E-mail: cmb@philamuseum.org
[NFORMATION
RESOURCES e Diana Myers-Bennett Roberts
Program Administrator, Department of External Affairs
MEMBERSHIP Tel: 215-684-7704
OPPORTUNITIES Fax: 215-235-0039
TICKETING E-mail: droberts@philamuseum.org
MIESTEROK o Jonathan Kang
Search Executive Assistant, Department of External Affairs
Index Tel: 215-684-7719

Fax: 216-235-0039
E-mail: jkang@philamuseum.org

Department of External Affairs
Philadelphia Museum of Art
P.O. Box 7646

Philadelphia, PA 19101-7646

Volunteers
Wuanda Walls
Caren Love
Jocelyn Wah
Marni Robbins
Jen Hagan

Volunteer opportunities

Copyright © 2000, Philadelphia Museum of Art. All rights reserved.

http://www.philamuseum.org/resources/diversity/extafair.shtml
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To make the Philadelphia Museum of Art a more inclusive, collaborative institution

4/13/00
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REPORT OF THE CHAIRMAN 7

As I'look back on the extraordinary achievements of this year, I feel privileged to have been a
part of this great institution. It gives me great pleasure and pride to announce that gifts and
pledges in fiscal 1999 were almost fifty percent higher than last year, reaching a total of over $28
million. I particularly want to thank those individuals whose extraordinarily generous leadership
gifts helped us attain such a spectacular result: Gisela and Dennis Alter, Helen Alter, Mr. and Mrs.
Fitz Eugene Dixon, Jr., Dr. Andrea M. Baldeck and Mr. William M. Hollis, Jr., Mr. and Mrs. Gerry
Lenfest, Mr. and Mrs. William Vogt, and Mr. and Mts. J. Roffe Wike II. In December of 1998,
the Board of Trustees embraced the final, printed long-range strategic plan, giving us a most am-
bitious and exciting blueprint for the future. Much time and effort has gone into the initial phase
of funding our plan, and I particularly want to thank my fellow Trustees Bert Korman and Kathy
Sherrerd for the leadership role they have taken in developing the financial resources we will need
to accomplish our goals and celebrate the Museum’s 125th anniversary, and Harvey S. Shipley
Miller for chairing a committee dedicated to attracting “collection-transforming” works of art.
On a sad note, the Museum family lost two ardent supporters with the deaths of David
Marshall Gwinn and D. Robert Yarnall, Jr. Both were devoted to the Department of Prints,
Drawings, and Photographs not only as valued members of its advisory committee but also as
generous donors. Bob Yarnall served on the Board of Trustees for over twenty yeats, and David
Gwinn for close to fifty, and their experience and dedication will be sorely missed by all who
knew them. I would like to take this opportunity to express a warm welcome to six new Trustees

appointed this year: Barbara Aronson, Betsy Cohen, Nelson Diaz, Anthony Terracciano, Dr. Mar-

garet C. Wang, and Dr. John T. Williams. Marvin Levitties has been named an Honorary Trustee,
in recognition of his loyal support on many fronts.

To the entire Museum family—individuals, foundations, businesses, government
agencies, and the City of Philadelphia— thank you for your participation, your leadership, and

invaluable support.

RAYMOND G. PERELMAN
Chairman of the Board
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Cheryl McClenney-Brooker
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Mission of the Department of External Affairs:
To make the Philadelphia Museum of Art a more
inclusive, collaborative institution and a greater
community resource.

Visit our website at:
http://www.philamuseum.org/html/diversity.html
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PHILADELPHIA MUSEUM OF ART

CHERYL McCLENNEY-BROOKER

Cheryl McClenney-Brooker has worked in the cultural field and the museum profession for over
thirty years. After teaching briefly in the New York City public school system, she served as
Curatorial Coordinator at the Solomon R. Guggenheim Museum in New York from 1970-1974.
For the next two years, she was Assistant Director of the Museums Collaborative Cultural
Voucher Program in New York. In 1976, she was appointed Assistant Commissioner of the New
York City Department of Cultural Affairs. From 1978-1983, Mrs. McClenney-Brooker served as
Director of Humanities Projects in Museums and Historical Organizations at the National
Endowment for the Humanities, a federal funding agency in Washington, D.C. She became
Assistant Director for Program at the Philadelphia Museum of Art in 1983 and has held her
current post as the Museum’s Director of External Affairs for the past 13 years.

Mrs. McClenney-Brooker was the National Program Chair for the annual meeting of the
American Association of Museums in May 2000, as well as Vice Chair of the Board of the
American Association of Museums, and is a member of the boards of directors of Citizens for the
Arts in Pennsylvania, the African American Museum in Philadelphia, Multicultural Affairs
Congress of the Philadelphia Convention and Visitors Bureau, Gateway Visitor Center
Corporation, Philadelphia Folklore Project, the Stockton Rush Bartol Foundation and The
Jonathan Phillip Ford Memorial Foundation for Bipolar Disorder Awareness. She also is Chair of
the Committee for the Working Fund for Philadelphia Area Artists Living with HIV/AIDS; Co-
Founder and Chair of the Philadelphia World AIDS Day/Day Without Art observance; and on the
advisory committees of the Leeway Foundation, Art Sanctuary and the Walt Whitman Cultural
Arts Center. She has served on federal, state and municipal funding panels, a variety of corporate
and foundation funding committees, and is an active participant in a number of other national,
commonwealth and local professional and community organizations.

The recipient of several awards, Mrs. McClenney-Brooker’s honors include: a National
Scholastic Art Magazine scholarship; International Council of Museums’ travel grant to Europe;
Partners of the Americas’ museum travel grant to Brazil; Leadership Pennsylvania Certificate; and
the 1995 African American Women of Achievement Award from the African American Museum
in Philadelphia. She is a biographee in a number of professional publications, including Who's
Who of American Women, World’s Who’s Who of Women and Who’s Who in the Delaware
Valley: Greater Philadelphia Leaders.

A native of Chicago, Illinois, Mrs. McClenney-Brooker received her Bachelor of Fine Arts from
the School of the Art Institute of Chicago and a Master of Science in Organizational Dynamics
from the University of Pennsylvania. She resides in Philadelphia with her husband, artist and art
professor Moe Brooker, and daughter Misha.

October 2000



Office of the Director and
Chief Executive Officer

Anne d’Harnoncourt

The George D. Widener Director and
Chief Executive Officer

PMA Telephone (215) 684-7701
E-mail adh@philamuseum.org

Date of Employment at PMA
1967
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Education
B.A., Radcliffe College

M.A., Courtauld Institute of Art, University of
London
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