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Museum Management and Money

W ESUT In this issue of NemaNews we have five articles on different aspects of museum management and planning. While few museum
colleagues are excited by the topic of financial management we ignore the knowledge and tools available to us at our peril.
Museums can borrow techniques from the commercial sector and apply them with the goal & focus of achieving the mission -
of our museums.

Assessment and Planning
Using a Graphical Portfolio Approach
bylLawraRoberts

Of all the management tools making their way from the
commercial to the nonprofitsector, portfolioanalysisisone
ofthe most useful and easiest to adapt. Initssimplest form
itallowsanorganization toidentify thecontributionvarious
activitiesare making and help it better manage the mix of
activities. It is easy to understand, explain to others, and
implement. Takento its nextstep, it agreat tool for planning
and budgeting. In particular, ithelpsan organization figure
out whereto putitsenergiesand answer the most difficult
planning question: what should westop doing?

Theunderlyingtoolissimple: atwo by twogrid, witheachaxis -
ratedlowtohigh. Youcouldusethisgridio chart any number
of qualities; forthisanalysis, we'll charttwo ofthe cnucal things
museumsaretrying to accomplish:
show well doesanactivity further themissionandgoals?
»what isthe financial or other retsern?

Aboutmissionadvancement

Ttiscritical togo beyond initial assumptionthat everything
produced by thecuratorial, educationand exhibitions depart- -
ments furthers the mission, just as it is essential not to
discount the mission-relatedness of development and mem-
bershipevents. To makethis work well, youneedtoask hard
questionsaboutexactly how well an exhibitionor programis
furtheringthe mission. Forexample, an exhibition of anature
photographs fromthesouthwestis probably notadvancing
the mission of a local historical society, while the same
exhibitionatalocal art museum m1ght rate lnghonrmssmn
advancement.

Abeoutfinancial and other return
Financial return should be measured onanet (notgross) basis.
Thatis, how much did you actually makeafter expenses?

continued on page 6



Assessmentand Planning Using a Graphical Portfolio Approach continuedfrompage 1

Afundraiserwhichsells 100ticketsat $100
but costs $9000 to put on does not make
muchofafinancial contribution. Putyour
“breakeven” point somewherebetrween
“high” and “low” onthisscale, depending
onyour museurn’s financial policiesand
expectations. ‘

Returncanincludenon-monetary benefits
such as publicity or visibility, with the
caveat that these are benefits on/y if the
organization capitalizes onthem ordeter-
minesthey arestrategically important.
Adding your museum to the benefits of
membership inthelocal publictelevision
station isgreat ifthey’llallocate yougood
copy in promotional materials or trade

their mailinglistandyour marketresearch -

showstheir membersaregoodpotential

supportersofthe museumn. Buying anad
inthe yearbook of a private schooltwo
townsaway whosestudents are mostly
out of state bordersdoesn’t really capture
much of atarget market, although itmay
please akey donor to the museum who
.supportstheschool.

Completingthe gfid _
Putting “mission” on the horizontal axis

and“return” onthevertical, you haveagrid

withfoursections. Thefour quadrantscan
becharacterized asfollows:
A:low return, low mission advancement

~thedogs

B:low return, high missionadvancement

' ~theseare your organization’ssustainers
C: high return, low missionadvancement
-theseareyour cashcows

D: high return, high missionadvancement

-the starsof your portfolio

Thentakeeachof your activities or pro-
gramsinturnanddecidewheretheyfall. To
doublecheck yourassessments,lookaatthe
relative placement of various programs:
doesprogram @, really advanceyour mis-
sion that much more than program ®?
Does @ lose more money than ®?

Portfolio Analysis

Onceyou’vecompleted thegrid, useitto
analyzeyourprogramsaswellasthe mixof
programs. Noorganizitionlives with just
cash cowsandstars, but you can improve
yourperformanceby thinking about these
designationsand managing accordingly.
Ingeneral, you work to moveaprogram
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“up,” with better return and/or to the
right, with higher mission advancement.

Start with thedogs. Weall have dogs which

don’tdomuchfortheorganization except

drain resources. They may be pet programs
of strong members of thestaff or board.
Perhapsthey wereonce profitablebut no
longerare. Maybetheyadvancedan older
vision of the museum’s mission, butare
less relevant to new directions. Youcan
either eliminatea dog or retool the pro-
gramto return moreand/or do morefor
yourmission: raisethepriceorlower your
expensesor changethefocusorimprove
the quality. In the example below, pro-
gram @isclearly better than program @,
which iscosting money and doingalmost
nothingforthemission. Program @ could
be made more profitable and/or relate

moredirectlytothe mission; @isaprime

candidatefor elimination.

The sustainersaretheheart of your organi-
zation: theprogramsto which you devote
resources without requiring asignificant
financial return because they advance the
mission. But that doesn’t mean theyare
immune from management. Youshould
stilllook forwaystoimprovereturn. Many
museums make money on theirannual
symposium, for example, without com-
promisingquality, whileotherslosemoney
ontheirs. i raising prices would under-
minereachingatarget audience, perhapsan
underwriter might help reducethe finan-
cial burden of these critical programs. Also,
makesure yoursustainersaredoing their

job: they should meet thestrictest tests of
mission. Intheexamplebelow, program
@ doesabetter job on both missionand
return than programs ®and @; if they are
going to cost you money, they should
work harderforthe organization.

The cashcowsarethose successful money-
makerswhich don’t necessarily domuch
foryour mission. The conventional wis-
dormn is that you “milk” the cows. But
managingacashcowistricky. Toooftenwe
letthem dominatethe portfolio, takingso
many unaccounted-forresourcesthatthey
aren’t really returning much, Or we make
too many mission demandson thecash
cows, trying tomakethemstarsand inthe
process, moveaprogram from 1to2on
thegrid. Forexample, your museum has
an annual fashion show and luncheon
which s funandsuccessful butcompletely
devoidofinterpretivecontent. Youcould

‘'add a curator doing a short slide show,

which woulddisruptthe flowandchange
the feeling of theevent, or you couldadd
some historical costumes to the show
(with consistent entertaining commern-
tary),oryoucould just leaveit alone.

Andthentherearethestars, theprograms
weall dream of. Starsarethemost valuable
part of your portfolio. You should ex-
pandthem if possible or useas modelsfor
future programs, butaboveall, you need
toprotect thern:shieldthem fromcompe-
tition and keep them fresh andattractive.
Notallprogramscanorshouldbestars,but
weneed more of them in our museums.
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Using Portfolio Analysis
. Portfolioanalysis, usedinconjunction with
astrongset of goalsand objectives; helps

an organization consider its current pro- .

grams and identify ways they could be
improved. Done most accurately, pro-
gramsarenot placedas pointsonthegrid,
butcirdes, witheach circlerepresentingthe
relativesize of the program. Managers not
onlythinkabout movingthecirclesupand
totheright, but growingorshrinkingthe
circle. In particular, if youneedto freeup
resources for other programs, takea hard
lookatthedogsand consider eliminating
those programs.

Portfolio analysisisalso valuableforthe
evaluationof potential projects. Every good

museum has lots of ideas and scarce re-
sources. New projects should bebegun
judiciously, withacarefuleyetowardshow
farthey will take the organizationalong its
intended path. Using realisticbudgetsand
clear programgoals, place your new pro-

" gramsonthissamegrid. Areyou creating

yetanotherdogorbirthingastar? if you
haveachoiceberweenasustainerandacash

cow, howwill you decide?
Finally, this can helpwithdecisionmaking

andassigning responsibility. Onceyou
understandthe place ofaprograminyour
portfolio — or have made clear plans to
changeitsposition—youcan makesmarter
staff orvolunteer assignments. Movinga
dog to a sustainer? Give it to someone

who can beef up the content. Tryingto
growacashcow? Turn itovertothebest
marketer in the organization. Want to
improve profitability bylowering costs? -
Switch responsibility from paidstaffto

volunteers.

The best tools are the ones which are
simpletounderstandanduse. Thisisone
which should be in every manager’s
toolbox.
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