University of New Orleans

ScholarWorks@UNO

Arts Administration Master's Reports Arts Administration Program

9-2011

An Internship at the National Museum of Korea

Soyoung Cho
University of New Orleans

Follow this and additional works at: https://scholarworks.uno.edu/aa_rpts

0 Part of the Business Administration, Management, and Operations Commons

Recommended Citation

Cho, Soyoung, "An Internship at the National Museum of Korea" (2011). Arts Administration Master's
Reports. 129.

https://scholarworks.uno.edu/aa_rpts/129

This Master's Report is protected by copyright and/or related rights. It has been brought to you by
ScholarWorks@UNO with permission from the rights-holder(s). You are free to use this Master's Report in any way
that is permitted by the copyright and related rights legislation that applies to your use. For other uses you need to
obtain permission from the rights-holder(s) directly, unless additional rights are indicated by a Creative Commons
license in the record and/or on the work itself.

This Master's Report has been accepted for inclusion in Arts Administration Master's Reports by an authorized
administrator of ScholarWorks@UNO. For more information, please contact scholarworks@uno.edu.


https://scholarworks.uno.edu/
https://scholarworks.uno.edu/aa_rpts
https://scholarworks.uno.edu/arts_admin
https://scholarworks.uno.edu/aa_rpts?utm_source=scholarworks.uno.edu%2Faa_rpts%2F129&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/623?utm_source=scholarworks.uno.edu%2Faa_rpts%2F129&utm_medium=PDF&utm_campaign=PDFCoverPages
https://scholarworks.uno.edu/aa_rpts/129?utm_source=scholarworks.uno.edu%2Faa_rpts%2F129&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:scholarworks@uno.edu

AN INTERNSHIP AT THE NATIONAL MUSEUM OF KOREA

Submitted to the Graduate Faculty of the
University of New Orleans
In partial fulfillment of the
Requirement for the degree of

Masters of Arts
In
Arts Administration

By
Soyoung Cho

September 2011



CONTENTS

INtrOAUCTION. ... e e i1
Chapter 1. Organizational Profile...............cooiiiiiii e 1
AL HISO Y . ottt 1
B. Mission, Vision, Goals and Ethics........coouviiiiiiiiiii i 3
C. Management StrUCLUIE. ........ovuitit ittt e e eieee e 5
D. Programming........c.ooiuiiniiiitt ettt et et 8
E. FUnding.....oooiii e 15
Chapter II. The Internship.......c.ooiiiii e e eenaas 19
A. International Relations & PR Division............ccooiiiiiiiiiiiiii i, 19
B, Programming..........c.oouiiiitiiit i 19
C. Internship Duties and Responsibilities............cooeviiiiiiiiiiiiiiiiiiii i, 23
Chapter III. Analysis of Internal and External Issues................cooveiiiiiiiiiiiinan.n 28
AL SRS, .o 28
B W AN eSS ES. ..ttt ettt e 30
O @57 010 10 4V 5 [ 31
D T 1 11 £ 32
Chapter IV. Best PractiCes........c.ovuiiiiiiiiii i e 34
AL FUNAING. ..o 34
B. Demographic Changes..........coiuiiiiiiiiiiiiiie i e 36
Chapter V. Recommendations. ... ........o.uvuiutitirtint i 40
L0707 5T07 L1 3 T ) 42
RETOIENCES. ..t 43
N 0 157 116 (o7 45
T P 51

i



Introduction

This is a comprehensive report based on my examination of the National
Museum of Korea after completing an internship in the International Relations & PR
Division from September 1, 2010 through February 28, 2011. This report is divided into
five chapters. Chapter I introduces the overall organizational profile of the museum
beginning with its history, mission, vision, goals, management structure, programming,
and funding. Chapter II specifically focuses on the International Relations & PR
Division, where I have successfully completed a six-month internship. It provides a
description of the internship including an overview of the International Relation & PR
Division as well as my duties and responsibilities as an intern. In Chapter III, a SWOT
analysis of the organization’s internal and external issues is performed including its
strengths, weaknesses, opportunities and threats. Best practices of other institutions are
demonstrated in Chapter IV which may serve as a reference for further development of
the museum. In Chapter V, I conclude this report by providing my own insights and

recommendations.
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Chapter 1. Organizational Profile

A. History

The National Museum of Korea (NMK) is located in Yongsan District, central
Seoul, Korea. It is a non-profit, permanent and national museum run by the central
government. It has 11 branches across the country which are operated by the Ministry
of Culture, Sports and Tourism of Korea, a central government agency responsible for
promoting and developing various projects in areas of culture, art, tourism, sports, leisure,
religion and the press. The NMK is the largest museum in Korea both in terms of its
scale and collections. It comprises a total floor area of roughly 135,000 square meters
on a site of 300,000 square meters, which ranks the museum as the sixth largest museum
in the world and the first in Asia. It owns approximately 273,000 pieces in its collection

and exhibits around 11,000 of them at its permanent exhibition hall.

The history of the National Museum of Korea began in 1909. Emperor Sunjong
of Korean Empire created a museum in one of his imperial palaces which was called
Changgyeonggung Palace. The museum was named Imperial Household Museum and
displayed the treasures of the Imperial family for the public. ~ As the very first museum
of Korea, it later became the NMK. During Japan’s illegal military occupation of Korea
in 1910, the Imperial Household Museum was damaged and renamed Y1 Royal
Household General Art Museum. In 1915, the Joseon Government-General, the
Japanese colonial government, established the Joseon Government-General Art Museum
and intentionally depicted distorted images of the Korean culture and history in an

attempt to justify its illegal occupation. Later on, it also opened three additional



regional branches. In 1945, with the Restoration of Independence, the Korean
government established the National Museum in Seoul and regained the collections of the
Yi Royal Household General Art Museum and the Joseon Government-General Art
Museum. With the outbreak of the Korean War in 1950, the museum was relocated to
Busan which was the temporary capital during the wartime and returned to Seoul after the
war was over in 1953. In 1972, the National Museum was renamed National Museum
of Korea and its regional branches were reorganized as regional national museums with
the NMK at the center. Meanwhile, the NMK was relocated several times without

having a permanent building.

In 1997, the Korean government began constructing a new museum building for
the NMK in Yongsan of Seoul, which lasted until 2005. In October 2005, the NMK
reopened in the new building, the final home for the museum. Ever since its reopening,
the NMK underwent a great deal of changes in an effort to expand its organization and
programs by strengthening its role in preserving, presenting and promoting Korean
culture and history. In order to serve larger audiences, the museum shifted its focus to
widen its scope of activities on both domestic and international level. In particular, it
began to offer its permanent exhibitions free of charge starting from 2008. As a result
of such gradual efforts, the NMK ranked 10™ in 2009 museum attendance according to
the “2009 Total Art Museum Numbers” released by The Art Newspaper April 2010.

2009 also marked the 100™ anniversary of the museum.



B. Mission, Vision, Goals and Ethics

1. Mission

The mission of the NMK is as follows: “The National Museum of Korea is an
institution in the service of society, open to public, which acquires, conserves, researches,
communicates and exhibits cultural properties and resources in areas of archeology, art
history, history and anthropology for the purpose of education, study and enjoyment”

(National Museum of Korea 2006).

2. Vision and Goals

After the reopening in 2005, the NMK established its new vision and goals.

The vision is as follows:

® Museum as a cultural representative: The NMK as a leading cultural institution

in Korea contributes to establishing and enhancing national identity.

® Musecum as a mediation: The NMK serves as a site of leisure, entertainment and

education with the audiences and communities at its center.

® Museum as a dynamic exchange: The NMK plays a pivotal role in international

exchanges to promote Korean culture abroad.

® Museum as a future value: The NMK continues changing itself to meet the needs

of changing society with creativity and flexibility.

Mid- and long-term goals are defined under four development areas as the

followings:



Development: Enhance organizational excellence and global competitiveness by
establishing effective and efficient administrative structure and securing a

productive and creative workforce.

Production: Enhance values of the collections and resources by establishing
collections management system, conducting in-depth studies and researches, and

producing high-quality programs.

Openness: Enlarge audience base by offering high-quality audience experiences,
developing an effective and efficient public relations plan, and vitalizing the

Children’s Museum. '

Exchange: Enhance international relations by participating in international
organizations and developing museum networks (National Museum of Korea

2006).

3. Ethics

The National Museum of Korea follows the ‘ICOM Code of Ethics for Museums’

which was established by the International Council of Museums (ICOM), rather than

forming its own independent code of ethics, as a set of principles directed towards its

staff and working personnel.

I The Children’s Museum, located in the first floor of the NMK, comprises an exhibition area of

approximately 1,100 square meters. It is an archeological museum where children can see, touch and
handle archeological objects made identical to the real ones that are shown in school textbooks.
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C. Management Structure

The NMK and its 11 regional branches abide by the regulations specified in the
Museum Promotion Law, which was enacted by the Ministry of Culture, Sports and
Tourism to establish visible standards of defining a museum and to regulate operational
procedures of managing a museum. According to the Museum Promotion Law, the
NMK and its branches are classified as ‘a national museum’ and are operated and
financed by the Ministry of Culture, Sports and Tourism. Due to its legal status, the
NMK has no boards and most of the staff members are state public officials of the

ministry.

The organization of the NMK in Seoul is comprised of two Bureaus; one Office;
15 Departments, Divisions and Teams with a Director-General at the top. The Director-
General is appointed by the President of the Republic of Korea. The current Director-
General, Youngna Kim has been assuming the position since February 2011. Under the
Director-General, there are the Planning & Management Bureau, the Curatorial Affairs
Office, and the Education & Cultural Cooperation Bureau. The Planning &
Management Bureau is internally divided into the General Affairs Division, the Planning
& General Management Division, the Maintenance Division, and the Visitor Service
Team. The Curatorial Affairs Office is internally divided into the Curatorial Research &
Planning Department, the Collections Management Department, the Archaeology &
History Department, the Fine Arts Department, the Asia Department, and the
Conservation Science Team. The Education & Cultural Cooperation Bureau is
internally divided into the Cultural Project Division, the Exhibition Department, the

International Relations & PR Division, the Education Department, and the Children's
5



Museum Team.

Eleven regional national museums are located in provincial cities, some of which
were the capitals of ancient kingdoms. The eleven museums include Gyeongju National
Museum, Gwangju National Museum, Jeonju National Museum, Buyeo National
Museum, Daegu National Museum, Cheongju National Museum, Gimhae National
Museum, Jeju National Museum, Chuncheon National Museum, Jinju National Museum,
and Gongju National Museum.

Figure 1 shows the organizational structure of the NMK as well as its 11 regional
branches. The number in parenthesis refers to the number of staff members as of

December 2010.
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Figure 1. The Organizational Chart
Source: Data adapted from National Museum of Korea 2010.



D. Programming

There are five parts to the programs offered by the NMK: museum collections,

exhibitions, education, special events, and memberships.

1. Museum Collections

This category includes all activities related to acquisition, conservation, research
and management of the museum collections. The departments and divisions under the
Curatorial Affairs Office are in charge of the acquisition, conservation, research,

management, and promotion of the collections.

The NMK has a collection of approximately 273,000 objects dating to various
periods of Korean history from the prehistoric age to Joseon, the early modern age. As
of December 2010, the NMK displays around 11,000 pieces from its collection at the
Permanent Exhibition Galleries. In 2009, it acquired a total of 1,635 objects with 789
pieces by purchase and 836 by bequest as well as by gift and, in 2010, acquired a total of
756 pieces with 664 by purchase and 92 by bequest as well as by gift. As of December
2010, the NMK loans 4,187 of its objects to domestic museums and 107 objects to
overseas museums; and borrows 440 objects from domestic museums for its exhibitions.
The NMK preserved 1,405 objects and performed researches on 974 objects in 2010. In
October 2010, the NMK selected 20 masterpieces from its collection and named “M20,”
which were chosen based on the object’s representativeness of the period, category,
academic significance, and originality, etc. The M20 has been promoted as the most

representative objects of the NMK.



2. Exhibitions

The exhibitions of the NMK are divided into permanent exhibitions and special

exhibitions.

Permanent Exhibitions

Permanent exhibitions display approximately 11,000 objects from the museum
collections. The exhibitions are divided into standing exhibitions and thematic
exhibitions. Standing exhibitions display outstanding objects of the NMK collections.
They are modified and reorganized on a regular basis. Thematic exhibitions are

organized around specially selected themes for a given period of time.

Exhibitions are presented at six different permanent exhibition galleries
according to the periodical order or the physical characteristics of the objects. The

followings are brief descriptions of the six permanent galleries and the exhibitions.

® The Prehistory and Ancient History Gallery exhibits objects that represent some
of the earliest evidence of Korean civilization and culture from stone tools to

gold jewelry and stone monoliths of Korea’s different periods of ancient history.

® The Medieval and Early Modern History Gallery exhibits objects of medieval
and modern times which mark the two significant periods of Korea’s national

development, called Goryeo and Joseon.

® The Calligraphy and Painting Gallery displays Korean traditional paintings,

Buddhist paintings, and calligraphy.

® The Sculpture and Crafts Gallery features Buddhist sculpture, metal crafts and
9



ceramics.

® The Asian Arts Gallery features cultural objects gathered throughout the Asian
region including India and Southeast Asia, Central Asia, China and Japan, which
not only reflect the universal aspects of Asian culture but also represent the

unique characteristics of each country.

® The Donated Works Gallery displays objects acquired by gift or by bequest from
private collectors. Exhibited objects include paintings, ceramics, sculpture,

lacquer wares, metal arts, and tiles, etc.

Table 1 shows the number of displayed objects at the permanent exhibition galleries.

Table 1. Number of Displayed Objects at Permanent Exhibition Galleries, December 2010

Gallery Number of objects
Prehistory and Ancient History Gallery 7,438
Medieval and Early Modern History Gallery 813
Calligraphy and Painting Gallery 245
Sculpture and Crafts Gallery 547
Asian Arts Gallery 779
Donated Works Gallery 1,502
Lobby/ Outside 40
Total 11,364

Source: Data adapted from National Museum of Korea 2010.

Special Exhibitions

Special exhibitions are offered four or five times a year at the Special Exhibition
Gallery. While the permanent exhibitions are free of charge, special exhibitions charge
an admission fee of approximately $10. Special exhibitions usually feature newly
excavated objects or internationally loaned collections in order to supplement and
strengthen the broadly presented permanent exhibitions. Among the recent special

10



exhibitions are Princely Treasures: European Masterpieces 1600-1800 from the Victoria
and Albert Museum which was originally organized by the Victoria and Albert Museum
in London; Silk Road and Dunhuang: Journey to the Western Regions with Hyecho which
was organized with objects loaned from 12 foreign institutions; and Masterpieces of
Goryeo Buddhist Painting which brought together Goryeo Buddhist paintings in all over

the world.
Museum Attendance

Table 2 shows the museum attendance figures along with the year-on year rates
to permanent exhibitions and special exhibitions from 2004 to 2010. The figures
indicate that the number of visitors has generally increased since 2005 with the number in
2010 reaching double what it was in 2004. A few attributes that have brought about
such success are the museum’s reopening in 2005, initiation of the admission free policy
in 2008, and the special exhibitions and events held in commemoration of the 100"
anniversary of the museum in 2009. According to The Art Newspaper, the NMK ranked
10"™ in the world museum attendance in 2009 and 9" in 2010 (The Art Newpaper 2010,

2011).
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Table 2. Attendance Figures, 2004-2010

Attendance
Year At&eglia;nce Y sef:;;e:;t-:n— (Foreigners) (Night Opening)
2010 3,045,353 10.6 145,300 89,661
2009 2,753,654 20.6 119,399 67,903
2008 2,283,425 0.1 94,766 32,184
2007 2,281,700 -30.6 93,628 26,794
2006 3,287,895 145.4 87,146 8,768
2005 1,339,709 -14.1 n/a n/a
2004 1,559,986 n/a n/a n/a

Sources: Data adapted from National Museum of Korea 2005, 2006, 2007, 2008, 2009, 2010.

3. Education

The NMK offers a wide range of educational programs including lectures,
workshops, guided-tours, hands-on activities, travelling museum, and educational events,
etc. The Education and Cultural Cooperation Bureau is in charge of educational
programs. These programs are designed to serve diverse audiences including
schoolteachers, students, adults, seniors, foreigners, the underprivileged, and military
soldiers, etc. In 2010, the NMK offered a total of 87 kinds of educational programs and
served a total of 95,072 of audiences. Among the participants, the two largest groups
are seniors and students. The NMK'’s senior programs are well known for its superb
quality of training and integrated methods of interacting with seniors in the community.
As 0f 2010, the programs comprise lectures on culture and history, classes of calligraphy
and pottery-making and guided tours of special exhibitions that are interesting enough to
draw a consistent group of seniors. Apart from the senior programs, the NMK offers
school-connected programs to students and teachers, most of which are accessible
through the school curriculum. As museum visits are often carried out in the form of

school group visiting, such system of cooperation with schools is an effective way of

12



exposing the various programs of the museum to a specifically targeted audience.
Besides, there are programs for professionals and experts, which include CEO Classes,
Government official Classes, Curator Classes, and internships, etc. Some of the
programs are linked to permanent or special exhibitions and are designed to facilitate the
understanding of specific topics and encourage more opportunities to explore. The

following table shows the educational programs operated in 2010.

Table 3. Educational Programs, December 2010

Program The number of The number of times The n Ipber of
programs participants
Seont oo : 7
St amerd : :
High school Student 1 6 161
General Adult 29 112 6,379
CEO 1 2 90
Expert 6 18 1,302
Foreigner 4 63 2,601
Exhibition-related 7 103 4,517
Physically Disabled 10 59 1,647
Multicultural 4 33 927
Senior 5 47 18,389
Travelling Museum 1 71 39,964
Underprivileged 2 17 814
Military 1 51 2,141
Educational Events 7 21 1,606
Total 87 682 95,072

Source: Data adapted from National Museum of Korea 2010.

4. Special Events

Although not directly connected to the NMK’s mission, the NMK also offers
special events such as music concerts, films, performances and festivals to reach broader

audiences like foreign tourists, and families with young children, etc. One of the most

13



popular events is the Saturday Museum program which is comprised of Saturday Family
Concert and Saturday Family Movie. Whereas the Saturday Family Concert introduces
wide ranges of music genres including classic, pop and Korean traditional music, the
latter features children’s favorite films, some of which are related to the themes presented

in the exhibitions.

5. Membership

The NMK does not operate membership programs. It only operates a mailing
service program which allows online subscribers to receive news and information

relevant to the museum.

However, in order to establish a network to promote mutual growth, the NMK
has established a partnership with Friends of National Museum of Korea, a non-profit,
membership-based private organization. The organization was established in 1981 and
has supported various programs of the NMK including acquisitions, academic researches,
and cultural exchanges, etc. Unlike the NMK, it operates a membership program and
offers its individual and corporation members privileges such as free admissions to
special exhibitions, free exhibition catalogues, invitation to overseas museum exhibitions,
name engraving on the special museum tablet, and company logo exposition in its
magazines. Since the NMK does not have its own membership program, the Friends of
National Museum of Korea membership program is considered to be as an alternative for

joining the museum as a member and supporting the NMK.

14



E. Funding

The NMK is fully funded by the government. Annually, the Ministry of Culture,
Sports and Tourism allocates its budget for managing the NMK. Part of the allocation
comes from the Tourism Promotion and Development Fund, which is also run by the

ministry.2

The NMK’s revenue for the fiscal year 2009 and 2010 are about 1.6 billion KRW
and 1.9 billion KRW, respectively.’” The sources of the revenue vary from land and
facilities rental to admission fees of special exhibitions. The amount is very small
compared to the expenses. Due to its legal status, the earnings do not benefit the

museum but rather, are counted as the revenue of the ministry.

The total expense of the NMK for FY 2009 is 95 billion KRW and for FY 2010,
96 billion KRW. The total expense is recorded under two accounts: the General account
which is further divided into business expenses account and general expenses account;
and the Tourism Promotion and Development Fund account which consists of tourism-
related business accounts.  Since the reopening, the NMK has invested considerable
amount of its resources in acquiring objects. When closely examining the budget
allocated for 2010, the largest portion is dedicated to the acquisition of objects. In 2010,

the NMK purchased 664 objects of Korean cultural properties, which included Buddhist

2 Tourism Promotion and Development Fund is regulated by the Tourism Promotion and Development

Fund Act which was established in 1972, and is operated by the Ministry of Culture, Sports and Tourism.
The fund is sourced from the government’s contribution, special levy collected from passengers leaving the
country and casino businesses, and profit obtained from the operation of the fund. It is used to promote
Korea as a travel destination (Korea Tourism Organization n.d.).

* The amounts are in Korean Won (KRW). 1,000 KRW roughly equals $1.
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paintings, rare books, wood furniture, and calligraphic works. Fifty-nine pieces from
the newly acquired Buddhist paintings were exhibited at the special exhibition,
Masterpieces of Goryeo Buddhist Painting which was offered from October to November

2010.

The NMK spent 2 million KRW in FY 2009 and the same amount in FY 2010 to
support the Cultural Foundation of National Museum of Korea. The Cultural
Foundation of National Museum of Korea is a museum company, which operates
convenient facilities within the NMK including the performing art theater Yong, museum
gift shops, restaurants, and cafes. It was established in 2005 by the Ministry of Culture,
Sports and Tourism for the purpose of executing specialized operations of convenient
facilities in the NMK. It receives annual grants from the ministry through the NMK.
Until 2010, the earned income had been place under the Ministry’s revenue. From 2011,
however, the income is accounted for the foundation’s revenue and is reinvested in its

own business as its legal status changed from general corporation to special corporation.

The following tables show the financial status of the NMK for FY 2009 and FY

2010.

Table 4. Funding from the government, 2009, 2010

GOVERNMENT SUPPORT 2009 2010
Support from the Government 95,309,000,000 96,122,000,000
Total 95,309,000,000 96,122,000,000

Grand Total of Government Support 95,309,000,000 96,122,000,000

Sources: Data adapted from National Museum of Korea 2009; 2010; Jaegeun Choi, September 23, 2011, e-
mail message to author.

Note: The amounts are in Korean Won (KRW).
The NMK’s fiscal year begins on January 1 and ends on December 31.

16



Table 5. The Settled Revenue of National Museum of Korea, 2009, 2010
REVENUES 2009 2010
Income from properties
Land and Facilities Rental 460,000,000 525,000,000
Miscellaneous 6,000,000 8,000,000
Ordinary Income 200,000,000 208,000,000
Admission Fees from Special Exhibitions 59,000,000 182,000,000
Miscellaneous Income 910,000,000 952,000,000
Sales of properties 49,000,000 18,000,000

Total

1,635,000,000

1,875,000,000

Grand Total of Revenues

1,635,000,000

1,875,00,000

Sources: Data adapted from National Museum of Korea 2009; 2010; Jaegeun Choi, September 23, 2011, e-

mail message to author.
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Table 6. The Budget of National Museum of Korea, 2009, 2010

EXPENSES
General Account
Business Expenses

2009 2010

Operating National Museum of Korea in Seoul
Acquisition of objects
Museum facilities
Special exhibitions from permanent collections
Special exhibitions overseas
Special exhibition-Goryeo Buddhist Paintings
Curatorial research
Construction of Joseon Dynasty exhibition rooms
Others
Operating Regional National Museums
Gyeongju
Gwangju
Jeonju
Buyeo
Daegu
Cheongju
Gimhae
Jeju
Chuncheon
Jinju
Gongju
Late Night Opening
National Museum of Korea in Seoul
Regional National Museums
Organizing objects and resources
Support for Cultural Foundation of National Museum
of Korea
Construction of Regional National Museum in Naju
Construction of Buyeo Arts Center
Specializing Regional National Museums
Establishing Museum Information Service

22,754,000,000

1,633,000,000
1,547,000,000
1,362,000,000
1,391,000,000
1,247,000,000
1,196,000,000
1,161,000,000
1,409,000,000
1,342,000,000
1,227,000,000
1,236,000,000

3,800,000,000
0
2,030,000,000

4,500,000,000
4,000,000,000
7,390,000,000

270,000,000

3,600,000,000
9,700,000,000
800,000,000
900,000,000
450,000,000
1,000,000,000
700,000,000
5,221,000,000

1,633,000,000
1,546,000,000
1,562,000,000
1,391,000,000
1,247,000,000
1,196,000,000
1,761,000,000
1,409,000,000
1,342,000,000
1,227,000,000
1,235,000,000

1,400,000,000
1,900,000,000
2,887,000,000

2,030,000,000

5,000,000,000
3,800,000,000
8,021,000,000

332,000,000

Business Expenses Total

General Expenses

Personnel Expenditure
General Expenses

59,495,000,000

26,459,000,000
3,655,000,000

63,290,000,000

26,416,000,000
3,919,000,000

General Expenses Total

30,114,000,000

30,335,000,000

Expenses Total

Tourism Promotion and Development Fund

Exhibitions Overseas

Support for Korean Galleries in Overseas Museums
Enhancing Visitor Services for Foreign Tourists
Construction to Improve Tourist Accessibility to the
Museum

89,609,000,000

1,200,000,000

4,500,000,000

93,625,000,000

900,000,000
600,000,000
997,000,000

0

5,700,000,000

2,497,000,000

Tourism Promotion and Development Fund Total

Grand Total of Expenses 95,309,000,000  96,122,000,000

Sources: Data adapted from National Museum of Korea 2009; 2010; Jaecgeun Choi, September 23, 2011, e-
mail message to author.
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Chapter II. The Internship

A. International Relations & PR Division

The International Relations & PR Division is placed under the Education and
Cultural Cooperation Bureau and is divided into two subdivisions: the International
Relations division and the Public Relations division. The International Relations & PR
division consists of 13 staff members of which six staff members are responsible for
international relations work, five for PR work, one for general affairs, and a Head of

Division.

The International Relations division develops and implements a comprehensive
plan for international relations; cooperates and collaborates with overseas cultural
organizations; and supports its regional national museums in their international relations
activities. The Public Relations division develops and executes a comprehensive plan
for marketing and public relations activities; develops effective relations with the media;

and produces and distributes PR material.

In this report, I focus on the International Relations division, where I have
carried out my internship and hence will be covering greater details of my assignments in

international organizations and international exchange projects.

B. Programming

The International Relations division manages various projects to strengthen the
museum’s international competitiveness through participation in international

organizations; and to expand international cooperation through development of museum
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network and exchange programs.
1. International Organizations

The division strengthens the museum’s international relations through
participations and activities in international museum organizations including ICOM
(International Council of Museums), ASEMUS (ASIA-Europe Museum Network),
ANMA (Asian National Museums Association), ICBS (International Committee of the
Blue Shield), and UNESCO (United National Educational Scientific and Cultural
Organization).* With the reopening of the museum, the division has made greater
efforts to expand its participation in the global scene. Partly due to such efforts, Korea
successfully held the 20™ General Conference and the 21 General Assembly of ICOM in
Seoul, the first [COM meeting in Asia. In October 2010, the Director-General along
with staff members in charge of international organizations work attended the 22"
General Conference and the 25™ General Assembly of ICOM in Shanghai, China and
discussed museum issues under the conference theme of ‘Museums for Social Harmony.’
The division also participates in the Korea-China-Japan National Museum Directors
Conferences, a three-party conference to promote exchanges and cooperation among the
NMK, the National Museum of China and the Tokyo National Museum. In November
2010, the staff and the Director-General attended the 5™ Korea-China-J apan National
Museum Directors Conference held in Beijing, China. The division also engages in the

Asia-Europe Museum Network (ASEMUS). ASEMUS is a cultural network of

museums from the ASEM countries, which was founded in 2000 in order to promote

* The ANMA (Asian National Museums Association) was established in 2007 to facilitate loans and
exchanges of exhibitions among museums in Asia.
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mutual understanding between the peoples of Asia and Europe through collaborative
museum-based activities.” The division attended the ASEMUS General Conference in
September 2010 and at the meeting, the NMK was elected to be the presidential

institution of the ASEMUS between the years of 2011 and 2014.
2. Virtual Collection of Masterpieces (VCM)

In addition, the division takes part in the Virtual Collection of Masterpieces
project (VCM), which is one of the most prominent ASEMUS projects.6 The VCM is a
museum online network where museums from Asia and Europe share their collections
and knowledge for the mutual understanding of Asians and Europeans. Ever since the
NMK assumed the role of the Asian Lead Institution in 2009, the division jointly
manages the VCM project with the European Lead Institution, the National Museum of
Ethnology, located in Leiden, the Netherlands. As the Asian Lead Institution, the

division organizes the promotion campaign in Asia and manages the VCM website.
3. Establishment of Museum Network

The division operates a number of international exchange programs of human
and material resources, including the Establishment of Museum Network, the Senior
Fellowship program, and the Publication Exchange program. The Establishment of
Museum Network is part of the larger Cultural Partnership Initiative (CPI) project which

is operated by the Ministry of Culture, Sports and Tourism. The CPI is to build a

> The ASEM (the Asia-Europe Meeting) is an informal process of dialogue and cooperation of the 27
European Union Member States and the European Commission with 19 Asian countries and the ASEAN
Secretariat. (ASEM n.d.)

% http://masterpieces.asemus.museum
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foundation for mutual development through cultural exchange between Korea and other
countries in Asia, South America and Europe. Participants get to experience various
programs offered from a number of host organizations in areas of arts, culture, and sports
including the NMK, the National Theater of Korea, and the National Library of Korea,
etc. The NMK takes part in the CPI as a host organization administering the
Establishment of Museum Network program. The Establishment of Museum Network
aims to build a foundation for mutual development and a comprehensive network for
further collaborations and cooperation among museums mostly in Asia. The program
invites museum professionals mostly from national museums in Asia. It offers
opportunities to conduct comparative studies as well as training courses of Korean and
their culture in the Korean language for a period of six months. In 2010, the division
invited six museum professionals from the museums in China, Mongol, Japan, Thailand

and Vietnam.

4. Senior Fellowship Program

The division manages the Senior Fellowship program for foreign museum
professionals or scholars of distinction in the fields of arts, art history, archeology, and
anthropology, etc. The Senior Fellowship program is to expand academic exchanges
and further support collaborative research opportunities on Asian art and archeology with
museums abroad. The program invites one or two professionals annually with an
advanced degree and professional work experiences and offers opportunities to conduct
in-depth studies in related fields. The participants take part in joint academic research
projects and present a research paper as the outcome of the program. In 2010, the

division invited two professionals: a curator of the State Hermitage Museum and a
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Deputy-Director of the Museum of East Asian Art Cologne.

5. Publication Exchange Program

The Publication Exchange Program aims to expand academic exchanges with
overseas museums and institutions. The division sends out NMK’s publications
including exhibition catalogues, magazines, journals, and excavation reports to the
selected organizations and in response receives their publications. Received materials
are then sent to the National Museum of Korea Library for classifying and cataloguing
and are offered for public use at the end. Several hundred exchange relations have been
established through this program. In 2010, the division sent more than two of the
NMK’s publications to approximately 1,000 organizations in 158 countries. For the
newly selected organizations, a solicitation letter for mutual exchange of publications was

attached.

C. Internship Duties and Responsibilities

As an intern, I received two different kinds of training.  The first training
covered the general aspects of the internship organized by the Education Department
which is in charge of the overall internship program. It was offered to all interns and
consisted of a five-day orientation during the first week, a series of monthly lectures on
museum affairs and a fieldtrip to one of the regional national museums. The second
training introduced more specialized and structured lessons from the International
Relations division, where I was assigned. It was offered by the supervisors within the
division and included specific tasks and a series of lectures. Within the International

Relations division, I trained under the supervision of Mr. Jongsok Kim, Curator, who is in
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charge of international organizations work, and Ms. Yeonshin Kim, International
Relations Expert, who handles international exchange work. The followings are the

responsibilities and tasks assigned to me.
1. Training on International Museum Organizations

My supervisor, Mr. Jongsok Kim, took much time and effort to help me gain a
thorough understanding as well as a concrete idea of both the academic and operational
aspect of the International Relations division. Besides bombarding me with numerous
tasks, he was willing enough to offer a series of lectures on international museum
organizations and assigned relevant readings for further understanding. It turned out to
be that his lectures and additional readings were helpful not only in performing the
assigned tasks but also in broadening my horizons. The first lecture was on the [COM
including its activities, the NMK’s involvement in the ICOM, and the 20" General
Conference & the 21* General Assembly held in Seoul, Korea in 2004. He
recommended visiting the websites of the ICOM along with its international committees,
and reading posted papers. In particular, my first task overlapped certain aspects of the
ICOM’s 22" General Conference and 25" General Assembly of ICOM that were to be
held in Shanghai, China in November 2010. The second lecture was on ASEF (Asia-
Europe Foundation), ASEMUS and the VCM project, which was also related to the
assigned tasks. The third lecture covered the ‘ICOM Code of Ethics for Museums,’
which the NMK agreed to respect as ICOM’s institutional member. The fourth lecture
focused on the protection of cultural heritage, art theft and illicit traffic. It also covered
the relevant international conventions including ‘Hague Convention for the Protection of

Cultural Property in the Event of Armed Conflict,” ‘Convention of the Means of
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Prohibiting and Preventing the Illicit Import, Export and Transfer of Ownership of
Cultural Property,” ‘Convention concerning the Protection of the World Cultural and
Natural Heritage,” ‘Convention on the Protection of the Underwater Cultural Heritage’
and ‘Convention for the Safeguarding of the Intangible Cultural Heritage.” In addition,
the other lectures touched upon other international organizations, although they were not
directly related to my tasks, including ICBS (International Committee of the Blue Shield),
ICA (International Council on Archives), IFLA (International Federation of Library
Associations and Institutions), ICOMOS (International Council on Monuments and Sites),
and CCAAA (Co-ordination Council of Audiovisual Archives Associations), etc. The
lectures, readings and websites greatly enhanced my understanding of the field of

international museum organizations.
2. The 22" General Conference and 25™ General Assembly of ICOM

When I started the internship in the division, the staff members including my
supervisor Mr. Kim were fully occupied with preparing for the upcoming ICOM’s 2o
General Conference and the 25" General Assembly scheduled to be held in November
2010. The ICOM’s General Conference takes place every three years and brings
museum professionals and experts together to discuss rising issues and concerns in the
museum scene. The General Assembly takes place every year to set the [ICOM rules and

elects the members of the ICOM Executive Council.

At the beginning, my primary task was to assist Mr. Kim with his preparations
for the conference and the assembly. Among numerous international committee

meetings, forums and events during the conference, he and other attending staff members
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had to decide which ones they would be participating and make out a schedule. My
responsibility was to make appropriate arrangements, collect all information on the
scheduled programs and create an information binder which contained a list of programs,
times and venues, and brief descriptions on them as well. In addition, I translated the
election brochure of the ICOM Executive Council from English to Korean. It included
lists of candidates for the positions of President, Vice-president, Treasurer, and Ordinary
Member of the ICOM Executive Council with their brief profiles and objectives. After
the conference ended, I collected conference reports and papers posted on the
International Committees’ websites and organized them in folders. Although my task
did not demand much complexity, it still required attention for precise details,
meticulousness and communicational skills. By examining important statistics from the
election brochure and conference reports, I gained a better understanding of the current

status and the future prospects of the museum industry.

3. Virtual Collection of Masterpieces (VCM)

As I have briefly stated earlier, the VCM is a museum online network where
museums in Asia and Europe share their cultural heritage in order to enhance mutual
understanding among the peoples of Asia and Europe. The NMK has participated in the
VCM since its launch in 2007 and assumed the role of the Asian Lead Institution in 2009.
As the Asian Lead Institution, the NMK promotes the VCM in Asia and jointly manages
the website. Ms. Jongha Lee of the division was in charge of the VCM and I was
assigned to help her. When I joined her, she had already sent out VCM promotional
materials to museums in Korea and other Asian countries and continued to contact them

to encourage their participation. Among them, six Korean museums expressed their
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interest and submitted required documents including a brief introduction and photographs
of their museums and objects. I was responsible for the organization of received
documents and proofreading the texts for grammatical errors. Apart from the
proofreading task, I also translated records for the contributed objects from Korean to
English. After receiving the final confirmation from the participating museums, I
logged into the VCM publisher site and uploaded the final texts and images on the site.
Finally, I finished adding 60 objects from the six new museums to the VCM. T also
added two additional objects from the NMK collections to it. = As of February 2011, the
number of participating museums reached a hundred of which 57 museums were from

Asia and 43 from Europe.

4. Other responsibilities

Besides the above-mentioned tasks, I assisted Ms. Yeonshin Kim with
international exchange programs including the Establishment of Museum Network and
other staff members with the Senior Fellowship program and the Publication Exchange

program.
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Chapter III. Analysis of Internal and External Issues

Table 7 outlines an analysis of strengths, weaknesses, opportunities and threats of
the NMK based on my observation of the overall management and operational

mechanism of the NMK.

Table 7. SWOT Analysis

Strengths Weaknesses
® Invaluable collections ® Lack of diversity in the collection
® Excellent museum facilities ® Low accessibility
®  Strong staff ® Dependency on the government funding
®  Government support ® [ ow level of autonomy in operations
®  Quality exhibitions and educational programs
® Use of advanced technology
Opportunities Threats
® Development plan of Yongsan Museum ® Demographic changes
Complex ® Economic downturn
® Assuming leading roles in the international ® Use of advanced technology

museum scene
® New leadership of the Ministry of the Culture,
Sports and Tourism

A. Strengths

The major strength of the NMK is its permanent collections. The NMK boasts
off its excellent collections which comprise approximately 273,000 pieces of invaluable
cultural heritage including the National Treasures and the Treasures.” About 11,000

objects from the collections are on display and open to the public free of admissions.

Aside from its outstanding collections, the NMK is known for its state-of-the-art

facilities. As the NMK was designed as a comprehensive cultural institution from the

7 According to the definition of the Administration of Cultural Heritage, a government agency which
manages tasks related to cultural properties, the National Treasures and the Treasures are the state-
designated cultural properties that have outstanding cultural and anthropological value. The National
Treasures are slightly more valuable than the Treasures but the both are important and represent national
culture.
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outset, it was equipped with extensive facilities including a well-designed museum
building, a performing art theater, a children’s museum, a library, an education center,
auditoriums, restaurants, cafes, and etc. Having the Yongsan Family Park right behind

the museum is another attractive factor to draw diverse group of people.

Another strength is its strong staff. The NMK has skilled and experienced staff
in the fields of art history, archeology, conservation science, education, museology,
international relations, public relations, etc. The NMK not only invests considerable
amount of resources in the growth of its staff but also gives the staff members enough

motivations and rewards as the nation’s most representative museum.

The fact that the NMK receives 100 percent of its funding from the government
is also a strong point.  Full support from the government makes the NMK financially
stable. It also enables the museum to manage its facilities, collections and staff at its

full capacity and to operate its programs in high quality.

The NMK emphasizes the use of technology in a rapidly changing Information
Technology environment. Its website offers extensive contents including information on
museum facilities, exhibitions, events and educational programs; collections database
with three-dimensional images; and museum publications in as many as nine languages.
The NMK has recently released an application that enabled people to access the museum
collections online through smartphones. The NMK also participates in the VCM project

to promote the museum and its collections online.
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B. Weaknesses

One weakness is the lack of diversity in the collections. In spite of having
abundant collections of significant objects, the collections mostly comprise Asian,
especially Korean cultural properties. In addition, large parts of the collections are
archaeological objects. Although such composition of the collections might serve its
mission, it lacks a concrete foundation in drawing audiences’ long-term interest or

addressing the needs of younger generations.

Poor transportation of the surrounding area of NMK is also a weak point. Its
surrounding area has long been a US military base and restricted from development. As
a result, the area is relatively underdeveloped. Although improvements and community
development have been taking place since the reopening of the NMK, public
transportation still provides inconvenience to some extent. In order to address the
accessibility issue, the NMK is constructing a new underground passageway from the
nearby subway station to the museum. Once the US military base relocates outside of

Seoul by 2014, greater improvements are to be expected.

Another weakness stems from its legal basis on which the NMK operates. The
NMK, as a national museum, is completely dependent on the government in terms of its
financing. As the NMK has greatly expanded since its reopening, the government
spending has also greatly increased. Currently, the revenue of the NMK makes up less
than one percent of its total expenses. However, the NMK is prohibited from organizing
income-generative activities or fundraising occasions. Such complete dependency on

the government may leave the NMK covering the increased operating costs in case of
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cutbacks in government funding.

Its legal status as a national museum bears another weakness. As it is operated
and financed by the government, it has low level of autonomy in setting its mission and
goals, distributing its budget, planning and operating its programs. In addition, most of
its staff members are state public officials and the Director-General is appointed by the
President of Korea. Consequently, museum policies and direction of programs are
usually aligned with the current government policies. Because the museum lacks
autonomy and needs to closely monitor political incidents, there are obstacles that hinder

the museum from developing into a fully-functioned, established museum.

C. Opportunities

The biggest opportunity is the development plan of the Yongsan area where the
NMK is seated. Most part of Yongsan District has long been a site of a US military base.
As the US military is to be relocated by 2014, the area of approximately 25 square
kilometers is to go through extensive development. The Korean government considers
developing this area along with the NMK and the neighboring family park into museum
complex like the Smithsonian Institution which comprises a number of museums and
cultural institutions. Though the plan and its details are not yet to be confirmed, it
seems clear that the development plan of the Yongsan area will contribute to the further

expansion of the NMK.

Another opportunity comes from its active participation in the international
museum society. The assumption of the presidency of the ASEMUS for the term of

2011 to 2014 and the Asian Lead Institution in VCM project can be a great opportunity
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for NMK to play a leading role in the international museum scene. Through the roles,
the NMK is able to strengthen its museum networks and build further foundations for

international cooperation.

Recently, there was good news for the Korean museum society as well as for
the NMK. In the recent cabinet reshuffle, Choe, Kwang Shik, the former Director-
General of the NMK from 2008 to 2011, was appointed to the Minister of Culture, Sports
and Tourism by the President of Korea. In an interview with the media, he said that he,
as a long-time expert in the field, would make greater efforts to promote Korean culture
around the world. He also said that he hoped to expand the ministry’s budget for the

next year and would increase it gradually (Seo 2011).

D. Threats

One threat is demographic changes in Korea. Korea, which has long been
considered to be an ethnically homogeneous society, is moving toward an ethnically
diverse society. It has been experiencing a rapid growth in its foreign and multicultural
population, especially regarding migrant workers, migrant women married to Koreans
and their children, and North Korean defectors. It seems that the NMK’s mission,
collections and most of its programs of education and international relations have not yet

fully reflected the changes of the society.

Another threat hints on the economic recession. In recent years, the global
economy has undergone an economic recession which has also affected the Korean
economy to a certain level. If the economic recession continues or worsens, the

government might have to reduce its spending on cultural sector and shift to other sectors.
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Along with the reduction of spending, the decrease in the number of visitors may also
take place. Especially, the special exhibitions, which charge admission fees, might face

significant decrease in its audiences.

Technological advances are also a threat. Technology has made it possible to
promote the museum to broader audiences through the Internet and smartphones.
However, the fact that the museum collections and other resources are available online
may decrease audiences’ interest in visiting the museum. They may choose to stay at
home and connect the Internet or run smartphone applications rather than visit the

muscum.

33



Chapter IV. Best Practices

The NMK as the most representative national museum in Korea enjoys many
advantages of its financial resources, facilities, collections, staff, and programs over other
museums in Korea. Although the NMK has a number of strengths and opportunities, it
is also faced with internal weaknesses and external threats. To correct and improve its

weaknesses and threats, the NMK can learn from the following best practices.

A. Funding

As identified in the SWOT analysis, the NMK has two weaknesses that stem
from its legal status as a national museum: complete dependency on the government
funding and low level of autonomy in operation as a result. Budget cut due to economic
crisis or changes in government policies may put the NMK into difficulties in operating
the facilities, staff and programs in current condition. To overcome these weaknesses,
the NMK needs to diversify its funding sources. By doing so, the NMK will reduce its
dependency on the government and subsequently will not only secure future financial
stability but also increase its operational autonomy. The British Museum (BM)’s
practices provide a good example to structure financing for the NMK. The BM is a
non-departmental public organization sponsored by the Department for Culture, Media
and Sport. The museum is governed by a board of trustees which is responsible for the
general management and control of the museum and for the appointment of the director
of the museum. The director, in particular, is responsible for the accounting reports as
well as for the general administration of the museum. Based on such governance

structure, the BM has secured a wide variety of financing sources and enjoyed
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considerable autonomy in operation. The Museum Strategy and Marketing by Philip
and Neil Kotler writes that the BM has expanded its financial sources as government
funding declined.

The British Museum, for example, received 81 percent of its funding in 1993-94 from
government grants, another 9 percent from indirect support provided by local and
national government sources, and 10 percent from private gifts and donations and earned
income. In recent years, however, the share of government revenue going to British
museums has declined, and these museums increasingly have turned to patrons and
private-sector sources, including corporations, for the support of programs. (Kotler and
Kotler 1998)

Its 2010/11 annual report shows that the BM has become less dependent on government
funding. According to the financial statement, the total revenue of £95 million
comprised approximately 50 percent of government grant-in-aid (£46 million),
approximately 13 percent of donations and legacies (£12 million), 26 percent of
commercial trading activities (£25 million), 3 percent of investment income and rent (£2

million), and 10 percent of incoming resources from charitable contribution (£9 million).

The BM’s strategic plan for the next five years shows that the museum strives to
expand its financial resources through income generation and fundraising. In the British
Museum Strategy to 2012, the BM has set an objective in financing as follows:

To increase self-generated income: the Museum will increase self-generated income
from £13.8m to at least £24m by 2012 through growth from exhibition, retail, hospitality,
international touring exhibitions, membership, and fundraising programmes.

The detailed strategy for fundraising is as follows:

The focus will be on increasing major donations from individuals and the corporate
sector, using the Museum’s collection and reputation to best advantage. In order to
achieve this, the Museum will work towards a broader and more varied donor base,
concentrating on companies and individuals with the capacity for significant support.
For both corporate support and individual donations, a more diverse pool of potential
donors will help to reduce overdependence on specific sectors. In individual giving, the
Museum aims to increase support from international donors and new wealth. With
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corporate support the focus will be on the global market, especially India, the Far East
and South East Asia, and on companies specialising in manufacturing and consumer
brands, complementing our success with the financial services sector in the US, UK and
Europe. For exhibition sponsorship the Middle East will be increasingly important.

The Museum will focus on longer term relationships and on developing better ways to
demonstrate appreciation of the key donors who provide such vital philanthropic support.
In the corporate sector, the global partnership scheme will be critical. It will shift focus
on support for exhibition programmes, rather than one-off sponsorship, and major
partnership deals for specific areas of Museum activity. The Museum will mount a major
drive to increase membership and continue to build and widen support from Patrons.

A number of operational improvements will support the fundraising strategy. For
example: better use of our people, events and privilege access for fundraising purposes;
improved financial and forward planning; high quality research and analysis; and
ensuring the highest standards when dealing with potential donors. (The British Museum
2011)

B. Demographic Changes

Another issue for the NMK is the gradual demographic changes taking place in
Korea. Korea has long been a relatively closed society with a small number of
immigrants but, for the last few decades, immigrants have rapidly increased and the
composition of population has experienced a dramatic change. Although the NMK
employed numerous mechanisms in responses to these changes, a large part of the
NMK’s programming still concentrates on promoting Korean culture and history rather
than facilitating mutual understanding. In order to quickly adapt to the surrounding
changes, the NMK needs to pay attention to the ever-growing ethnic communities and
develop new programs specifically targeting them. The NMK may refer to the Virginia
Museum of Fine Art’s practices in the Museum Strategy and Marketing.

The Virginia Museum of Fine Art (VMFA), in Richmond, has a wide range of
collections of ancient, medieval, and modern art; African, Asian, European and American
art; and the fine arts and decorative arts. In the late 1980s, the VMFA recognized that
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they had a relatively small number of African Americans as audiences, while African
Americans comprised approximately 30 percent of the population of Richmond.
Museum staff found that African Americans in the area perceived the museum as a place
for the upper class and that such perception was based on the museum’s history as a
segregated institution in the 1930s. The VMFA started to make efforts to change such
perception and attract the African Americans to the museum. The museum created a
multicultural advisory committee, recruited African Americans to the staff, board,
members and volunteers. It developed programs targeting African Americans and
conducted audience research and program evaluations. The museum invested more
resources in advertisement, promotion and community relations for these programs.

One of the most successful programs was an exhibition titled Spirit of the Motherland:
African Art at the Virginia Museum of Fine Art. During the exhibition, African
American attendance increased from 7 percent to 21 percent, African American members
and volunteers also notably increased. Kotler argues that the key factor of VMFA’s
successful reaching a new community was the hiring of staff members and volunteers
from the particular community.

A major factor in successfully reaching the African American community was the hiring
of a talented, respected and energetic professional to coordinate the community relations
activities. Grant funds supported this position, which, together with an assistant’s
position, formed the museum’s first community relations department. African American
members of the museum’s board worked to ensure the support of the museum’s
management and staff. The community relations director, working with trustees and
museum staff, won the participation of African American community leaders and
generated partnerships with schools, churches, community organizations, and the
business community. One of the direct results of the community relations initiative was
the formation of a new support group, the Friends of African and African-American Arts.
Through its membership, programs, and fundraising activities, the group is extending

the reach of the museum into the African American community. (Kotler and Kotler 1998)

As in VMFA’s case, the NMK can reach underserved communities of the society by
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recognizing and conducting extensive research on a particular community, recruit
appropriate professionals from the community, and establish an effective line of

communication with them.

Demographic changes may function as a factor for the lack of diversity in the
collections. The NMK’s collections mostly comprise objects relevant to Korean history
and culture. This is partly due to the history of the museum as an instrument of
government to celebrate the nation. However, to serve the needs of diverse ethnic
communities, the NMK now needs to strengthen its collections. In enriching its
collections with objects of particular themes, the NMK can learn from the Victoria &
Albert Museum (V&A)’s practices in Eithne Nightingale’s Dancing Around the
Collections: Developing Individuals and Audiences. In the early 1990s, V&A staff
recognized that they had been inattentive to the interest of the British African
communities and decided to develop programs to attract them, although V&A did not
own sufficient objects relevant to the African communities. Nevertheless, they started
with an exhibition titled African Theme and it was successful enough to attract new
audiences from British African communities. The exhibition was followed by a
subsequent number of other special exhibitions and events relevant to the African
diaspora. The exhibitions and events played a critical role in encouraging British
African visitors to become active participants. The success highlighted the lack of
African objects and ultimately led museum staff to conduct in-depth research and add
additional objects related to the African diaspora to the museum collection.

Furthermore, it brought about a movement of developing a dedicated gallery space
(Nightingale 2006). With regards to this practice, Nightingale shows that a museum can
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overcome the limitations of lack of objects relevant to particular communities and
develop collections to better reflect the culture of diverse communities. She writes,

“The African diaspora project at the V&A underlines the need to review, research and
display our ‘hidden’ collections in light of the communities we serve” (Nightingale 2006).

She also argues,

Should it be our existing collections or those communities who do not presently engage
with the Museum? How do we reconcile or bridge the two? If we step outside the
constraints of existing collections in order to bring in new audiences will we then be
criticized as ‘dancing around the collections?’ ...Should the starting point be the
communities and their engagement with the museum, rather than always focusing on the
collections? This has certainly been the case with much of the work with the black
British African community at the V&A.... Sometimes the collections might be the
starting point, sometimes diverse communities might be the starting point and
sometimes the two will intertwine and be closely inter-related. If this is dancing around
the collections then let’s dance. (Nightingale 2006)
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Chapter V. Recommendations

As a whole, the NMK needs to diversify its financing portfolio in order to
improve its future financial stability and increase operational autonomy. As a means of
diversifying its financing, I suggest the followings. First, NMK needs to develop a
membership program. Currently, the NMK only offers an online mailing service in
which museum news and information are available but does not offer a membership
program. However, Kotler argues in his Museum Strategy and Marketing that a healthy
membership program is not only a critical means for raising funds but also a good way of
building long-term relationships with visitors and members of the community. By
creating a membership program, the NMK can increase revenue and convert occasional
visitors to volunteers or donors. Second, the NMK needs to develop friends’
organizations. Currently, there is only one friends’ organization that supports the NMK,
namely the Friends of National Museum of Korea. According to Timothy Ambrose and
Crispin Paine, a friends’ organization helps “to create public interest in the museum by
supporting it financially and politically.” They continue, “A friends’ organization may
provide funds for new acquisitions or conservation programs, host social occasions or
fund temporary exhibitions” (Ambrose and Paine 2006). The British Museum makes
good use of friends’ organizations. The 2010/11 annual report of the BM clarifies that
the museum is supported by “two friends’ associations”: the British Museum Friends and
the American Friends of the British Museum; and that it gained its large collection of
7,250 mezzotints in 2010 with the support from the British Museum Friends. Friends’
organizations will help the NMK increase operational autonomy as well as financial
stability by supporting programs that, otherwise, would not have been sufficiently funded
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by the government. Besides, developing an individual and corporate donor base and
expanding income-generating activities will benefit a museum, but such activities are not

applicable to the NMK because of its current legal basis.

Regarding the demographic changes of the Korean society, I suggest the
followings. First, the NMK needs to put greater efforts in identifying underserved
communities as the VMFA did in the late 1980s. Second, once identified as an
underserved community, the NMK needs to develop diverse programs to appeal to the
particular community. It also needs to develop “programs which encourage people to
learn about each other’s heritage and to explore commonalities and differences between
cultures” (Nightingale 2006) to facilitate mutual understanding and social cohesion.
These programs may or may not be based on its existing collections. Even though it
does not have sufficient collections relevant to certain communities, the NMK can
develop collections by reviewing, researching and exhibiting the “hidden collections” as
the V&A did for their African diaspora project. On the other hand, it can also host
world travelling exhibitions or loan objects from overseas museums. Third, I suggest
the NMK recruit staff, interns, and volunteers from diverse communities. Recruiting
information desk staff from underserved communities will be a good way to properly
serve visitors from the particular backgrounds. Creating multicultural advisory groups
can also be a good idea. Here, I recall Julian Raby’s remark, “National museums should
see the development of cultural diversity in collections, programming, audiences, and
staffing as part of the commitment to innovation and the exploration of new
experience....” (Raby 2009). Ihope my suggestions assist the NMK in achieving its
mission and goals.
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Conclusion

Throughout my internship at the International Relations division of the National
Museum of Korea, I examined the overall organization including its history, mission,
vision, goals, management structure, programming and funding. Based on a
comprehensive analysis of the museum, I identified the strengths, weaknesses,
opportunities and threats the museum faces. I studied best practices applicable to the
museum, and as a result, made two suggestions as to how the museum could overcome its
weak points and the threats and develop into a fully functioning museum. First, I
suggested that the museum diversify its financing portfolio in order to improve its future
financial stability and increase operational autonomy. Second, I recommended that the
museum make greater efforts to recognize underserved communities such as ethnic
minorities and develop diverse programs for them in order to attract them and, ultimately,

bring cohesion to the ever-diversifying Korean society.

My internship at the National Museum of Korea provided me with a great
opportunity to apply my education from the Arts Administration program to an actual
working environment. It has broadened and deepened my view into the field of arts
administration, especially in areas of museums and museum international relations. In
addition, I could gain a coherent understanding of the Korean museum scene and national

museums in the world.
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Appendix B. The History of the NMK

Year Event

Nov 1909 The Imperial collection of Korea was publicly displayed in Changgyeonggung Palace.

Dec 1915 The Joseon Government-General Art Museum was founded at Gyeongbokgung palace.

Jun 1926 The Gyeongju Branch of the Joseon Government-General Museum opened.

Apr 1939 The Buyeo Branch of the Joseon Government-General Museum opened.

Apr 1940 The Gongju Branch of the Joseon Government-General Museum opened.

Dec 1945 The Joseon Government-General Museum was renamed and reorganized as the National
Museum.

Apr 1946 The Gaeseong City Museum was merged with the Gaeseong Branch of the National
Museum.

Dec 1950 The National Folk Museum at Mt. Namsan was renamed as the Namsan Branch of the
National Museum.

Oct 1953 The National Museum was relocated to its Namsan Branch.

Jun 1955 The National Museum was relocated from Namsan to Seokjojeon in Deoksugung Palace.

Jul 1968 The governing authority of the National Museum was transferred from the Ministry of
Education to the Ministry of Culture and Public Information.

May 1969 The National Museum was reorganized and integrated with the Deoksugung Art Museum.

Aug 1972 The National Museum was renamed the “National Museum of Korea” and relocated from
Deoksugung Palace to a new building in Gyeongbokgung Palace. All branch museums
were reorganized as regional national museums.

Dec 1978 Gwangju National Museum opened.

Apr 1979 The National Folk Museum became part of the National Museum of Korea.

Nov 1984 Jinju National Museum opened.

Aug 1986 The National Museum of Korea was relocated to the renovated Capitol Building.

Oct 1987 Cheongju National Museum opened.

Oct 1990 Jeonju National Museum opened.

Oct 1992 The National Folk Museum was dismantled and reorganized.

Aug 1993 Buyeo National Museum moved into a new building.

Dec 1994 Daegu National Museum opened.

Dec 1996 The National Museum of Korea was relocated to the renovated Social Education Center in
Gyeongbokgung Palace.

Oct 1997 The new site of the National Museum of Korea was designated in Yongsan.

Jun 1998 Jinju National Museum reopened as a museum specializing in the history of the Japanese
invasions of 1592.

Jun 1998 Gimhae National Museum opened.

Apr 2001 The National Museum of Korea took over the direction of the construction of its new
building, replacing the Ministry of Culture and Tourism.

Jun 2001 Jeju National Museum opened.

Oct 2002 Chuncheon National Museum opened.

Nov 2003 The History Department was added to the National Museum of Korea.

May 2004 Gongju National Museum was relocated to a new building.

Oct 2004 The National Museum of Korea in Gyeongbokgung Palace was closed.

Dec 2004 The National Museum of Korea was officially relocated from Gyeongbokgung Palace to
Yongsan.

Oct 2005 The new National Museum of Korea opened in Yongsan.

Apr 2006 The NMK established its Visitor Service Team.

May 2007 The NMK established its Asia Department and Conservation Science Team.
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Sep 2009
Apr 2010

Jul 2010

Aug 2010
Apr 2011

May 2011

The NMK presented the special exhibition, “Korean Museums: 100 Years in
Remembrance,” to commemorate the 100th anniversary of Korean museums.

The NMK ranked 10th in 2009 museum attendance (1st in Asia) according to "2009 Total
Art Museums Numbers" released by the Art Newspaper.

The permanent hall was reformed chronologically, with new titles for its galleries. The
new titles are: Prehistory and Ancient History Gallery (formerly Archaeological Gallery),
Medieval and Early Modern History Gallery (formerly Historical Gallery), Calligraphy
and Painting Gallery (formerly Fine Arts Gallery I), Sculpture and Crafts Gallery
(formerly Fine Arts Gallery II), Donations Gallery, and Asia Gallery.

The NMK established the Joseon room in the Medieval and Early Modern History
Gallery.

The NMK ranked 9th in 2010 museum attendance (1st in Asia) according to "2010 Total
Art Museums Numbers" released by the Art Newspaper.

The NMK established its Genre Painting Room inside the Paintings Room of the
Calligraphy and Painting Gallery.
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Appendix C. “Exhibition and Museum Attendance Figures” in 2009 and 2010 from
The Art Newspaper, No. 212, April 2010 and The Art Newspaper, No. 223, April 2011

24 THE ART NEWSPAPER, No. 212, APRIL 2010
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Exhibition & museum attendance figures
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