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“x;z’',iisrirr"?"» »- "■»
crafts and the transmission of trad^onai t h Praduction of traditional
disappearina but techniques. Not oniy were the obiects
transmission, ritual dance techniques, and the process of oral
the projects included reseárch L’d recomi^^T^' threatened. Most of
fewwerededicatedto^Tsí a
entertainment. ° samples to present to audiences for their

This

, and

respond to

™¿íSr„,T2r.ai“„frí »p»-™. .

=iSSi~SS~—

areas^? Co^í ® museums working in completely different themaüc
productiva proi^T^® a contribution to the advancement of other institutions'? Could
~unS" SuTortr «'T'P'oyment opportunities in develofíd
internationaíí v2?^ Resources be generated to support preservation activity

ín the

museum

on an

»“ Of »mp„d,y
publications orXLi and occupations, reseárch projects,
restoration.' Ptojects and the application of traditional techniques in building

permanent sita nf th» brought together with the opening of

will have to be toid elsewhere^^^"^ Popular Culture. But that Is a different story, and it

^ the end of this year, these diverse

wish at Presents some significant alternativas for
wisn to re-onent íheir institutions. _
in society in the twenty-first centúry

©xisting museums who
defining a broader and more active role for museums
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diverse approaches and common

Sg^ngrA reU'wofíhe^va?eroTÍeS

21—“!==“^=“™“
Creative Solutions; and every museum has
trieir community.

PROBLEMS

we have

preservation and

and have benefited from sharing diverse
a complex and important relationship with

»'«’» -l-V ■>< p^duo, =a,es «

pd>p»m. Pd«i«o“:zSs“'rs~^^^
«'«>■0- .br,

involved in running a museum Some contra*^ *’^® complexities
recelving a smal, but steadyTncome
lacked, or hired new staff with experience in sma» h ^ ®’^P®'^®® "hich they originaily
disciplines. ^ ^ business management, or related

speakers

professionals have never considerad it their probiem Probiem, many museum
the board, or management to war^about 1®°'^®‘P'"9 the director,
designara, technicians, docents, andt^,unteríavel'“'°'"' «^hibit
Iheir Work. Our most creativa resource oT^n ^ ^ ^ expected to get on with

«»ddo„,.. „o -p.~!rrrrrr::rs^needs of the

SOCIAL ASSISTANCE AND THE DEBT

social assistance. Our r^atiinship ^th mv ’ ¡nvoived in some kind of
agencies, is based upon an arquniLnt th^ P^’''an‘hropic funding
.pir/fua/importance, and that iUonSll ^ ®nd

publicly museums

these contributions do not increáse do noTkíl^ «‘JPPOrt. We of course complain that
they represent our largest single source of ¡^00^^ W^rí '1”^“°"’
real tangible benefits offered ot our commun^eT ^ ^ examine however, the
like to sea, or the financial suppoit which we alr^í ® increases we would
governments themselves, burdTned Sf massive^bt^'n!',,
chronically short of funds. Qalloping infiation. are aiso

OF GRATITUDE
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Arising from the notion of museums as
argument that the community owes us a debí^jLí°T the
«onal incentive to genérate doL" ís of graütuda is our

me notion that without the museum futurraenerafel ‘^“«1 on

will
history.

increased status in the communitv but most satisfaction and, occasionally,
blog . V,

We have then three i
Public, who may or m^níSlreTme muí"'® general
reasons to cara a bit more- and tha dn a the museum visitar,

very small sector of the

who has

cares very deeply for the
who care very deeply, usually represent acommunity.

Participate) - alleviate the need to hire SitionlTS*

outraged because so few visitors share oír iiSitutioñ^ndsT®^''®' ^
of otwn. they carne in search of a washroom status a < ^
in the open air. When they offer criticism n?á!5* ¡ ^ arin, or out
Hitar do ^ey Wormel^í;SírndS "" °«®" «
museography?...Our workis e^emelv difíi^T^ ofmuseology and
respond with platitudes about ím thankfíÍTf' "’®^® ® '‘“"ations, and
just Inhereted the debt org^M ^ ^ ^ generations - their descendants who

are

out

we

THEMYTH
OF COMMUNITY PARTICIPATION and THE NUMBERS GAME

Justification for receiving pdwte ^cipation. and its importance as a
(foundations. etc.) have insistedTat we °*®'' agencies
tnd W¡m Oüf Sdivlral M aak,, ^ «ule bMs gs otes,
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honorarysupportersetc.). Upto
s@ns@

over and overagain to maintain a conipetitive°ÍS

a point, it worksl In some cases it might even make

"«X™"Tm." “'“r -»™nst™ble ..Menee of
te ™ f «9“'»“ "● »*. «hd-e «nk w.

of thscfi nnt.v, governing associations, or of friends organizations Each
of these optons may have validity, but we rarely ask the questior,: InSíedl Saf?
^Lpatons ^ demographic data (population, gerider distribution) to

SSns ,n H " attendance to other cuíural
existence. We have to play the numbers
role ¡n developing arguments

our institutions’

game, but we can take a much more active
as to what the numbers mean.

iv/ío ¿e//ev0 argument that museums must be suppofted by those

d face that ultímate test of community support.jf the museum closed?

BETWEEN A ROCK AND HARD PLACE.

Over the last few decades, museums have been restructuríng. The museum

Sor.?e.ri,Sd'“eSete’tZ '“í" "* “

expansión ,s the development and sale of more produets and sei^SesÜ
generat^ dir^üy by the museum. and others by surrounding the museum with a
vanety of small business ventores, cooperatives. cottage industries, etc. Creatina
employment m productiva projeets which develop alongside the museum anSh
share resources an investment for mutual benefit.
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quahty local producís could become involved in suoMrtTnn^^T -!?*®'^®®*®^ ^'9^>
which have oreanachievethe skills to produce tho^síprt^úcíí^'^
many pnvate citizens are restorina their hnmoe P^Muets. A museum, aware thaí
architectural finns. and buídtg coníaotor^^^^^^^ 'T'^
quality of the work that is done. Or form a local assodaf t^e

, eager and willing to Help others research an7eSSr°ÍC^^^^^

(within the limits of the partícula; ™se!^sTemTthf community development
swtion of the community which cares very much ttiat supports a new cross-
added to our existing volunteer anH ^ ^ ^ museum exists. This base,

support, and substantially change the meaninn^* uh extend our communitygenerations. ® meaning of the benefits we offer Mure

BEYOND THE PRESERVATION

. SrTmSl^r;í,d2S°t,íd7^^
museology) tend to see their responsibilitv et ‘raditionaJ structures and the new
rather than in terms of serv/ce or^enem.\here accountability.
as a baso of potential donors, visitors ÜS cu^tení®"'^®"? *° community
on. ^o can be attracted. We forget. ’ttat méy^e^fTh so
what we collect and that at the ceni^aH o^Slc
museum s fundamental rolo is that of cu<¡tnH-= ^ a ®^®’ ®^^'P'*'cns, research,
we must be accountable to7eTmLt7y ZZt!T.^
the offering of exhibitions) on what our obÍgLÓ^ to te °1 ® (P®y°nd
wmplKate the relatonship. we know that iur vSrs Íe r^r^' ‘’®’
commun.ty; that enbre sectors of the ««nm^ roftXr''"*'"''® *"®

OF OUR HERITAGE

the primary areas of ounvó*^!*^ ®«sting relationships with our communities, by reviewing

PRESERVATION
- COLLECnONS AND RESEARCH

There is no doubt that our cofíectíng activity is the basis etr

community. They offer us something and
away, and like the sea-gulls, vultures
and eventually rescue it, but unlíke
community.

a strong relationship vyith our

rea/ c '^® cver it
rea/ scavengers, we plan to give it bac/r to the
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Our collections grow out of control, or they are developed under such strict control that
the community is left scratching its head. Who would of thought there was a Fork'
Museum, I offered them a beautiful silver spoon and they said

We have given the object so much importance, that unidentified musem obiects take up
space in storage, even though no one has the time to research them. Often we have
the barest outline of Information about the object, or its use. We preserve rites,
traditions, dance, often separated from the ritual knowledge that give them significance
or iinportance. We create heroic objects.r So and so siept in this bed...the blanketv-
blank was signed at this desk, with this pen.

We are good researchers. Our reference librarías, archives, photographic collections,
often built around the need to identify objects, allow us to catalogue, interpret, classify,
theonze, demystify, and sometimes contextualize the object, but our exhibits are often
objects placed in accurate relationship to each other, but devoid of the original
relabonship between people and object, or production and object. We sometimes do
not know the relationship of the object to the development of the

no.

community.

We have well developed aural/oral history research methods, and we preserve
inforn^tion about the community's development, or a particular profession or trade. We
particípate in the socialization of technical and scientific knowledge, and we develop
new methods of participative research and interpretive programing.

^e Museum’s relationship with the community is usually an us and them relationship
They give the objects, recount their experience, share their knowledge
them thanks on behalf of future generations. We give them
status in the community, but we exelude them from our work. We

, and we give *
recognition, increased

. . , s^re seríous about
what we do, we talk about mutual respect but we rarely consider it a basis for joint
venturos involvíng the community and the museum.

PRESERVATION - CONSERVATION AND EXHIBITS

The community trusts us. the museum is the best possible place to preserve an object
The ñame alone makes us experts, we can practically do as we please.

These objects can not be exhibited because their condition is too critical. You can not

get too cióse b^use it might be damaged. No eating, no smoking, no drinking, no
thoT ® exceptions for the opening reception,

for the exhibit póster, because a producer will pay an extravagant sum to use this
artifact or recreated environment in his production, or simply because it is /mportant to
tne rnusoum.

We exercise control, and arbitrariness and mystify our diffícult work. We Struggle to
yearningly at th^beautiful

music box whos6 sound ha will naver haar.



The introductory lectura, exhibit labels, exhibit technology, the guide tour, audio-visual
programs, all continué to be developed and improved. This is the place where the
museum comes into contact with the community -- or the museum visitón Here, we
must justify everything or lose everything (for the vast majority of the public) this is what
we do.

We are fortúnate, our average visitor is educated, professional, urban, knowledgeable,
not too critical; she knows there are many kinds of museums and she can adjust her
expectations. In a small community museum with excellent exhibits she will say what
an excellent¡ob for such a small communityl If she finds dusty cases, or objects lined
up in tidy rows, she forgives us, this is just like museums I visitad when I

My^ery and nostalgia are on our side. A museum can be full of life or as boring as can
be, but it remains a sacred place, where one must enter with respect for those who save

the objects, and resp^ for what they represent. If there is dust or cobwebs, rt is not
ordinary dust but magic dust. The artifact falling apart before our eyes?,..ít is part of the
important work museums carry-out, we preserve the patina, the indicaíions of daily use,
springing from a romantic past or from the mystery of another culture, foreign and
practically unexplainable.

For every doubt we have an argument, an explanation. and the amazing thing is that we
nave honesty and integrity, we have convinced ourselves that we are the experts and
the public is some kind of necessary evil which must be humored. and which fortunately
accepts our versión of what a museum must be, Afíer all if they do not like what we do.
they do not have to come. If they do not want to support us, they do not have to suppo'rt
US. The fací is that many have made that choice, they have not been to

since they were in grade school, and had to go.

was a kid.

a museum

INTERPRETATION - EDUCATION

Our education programs have been at the forefront (along with exhibition íechnoloqy)
institutionai change over the past few decades, and there is littie doubt that museurn
educators wieid a high percentage of internal institutional

of

power.

TTiere is no Curator or Director who has escaped dealing with the growing insistence on
estabhshing educational collectíons or the use of original artifacts in an education

program. Of course museum educators have a great advantage, education is even

more sacr^ than preservation, Preservation can be reduced to going out into the world
and rescuing some^ing which is in danger of extinction, dragging it back to the
museum. sprucing it up a bit (or not) putting it on a pedestal or in a display case,
pondering a^uí it for a few days or weeks. making a label (if all else fails "do not touch"
will do), picking a background color, adjusting the lights. scheduling a ceremonial
opening, and it is done. Educators on the other hand, have had to fiaure

aII «feÍA V



Our education programs broaden ourcommunity base. The participants, come to the
museum under much different circumstances than the general public.
not a choice, someone has programmed the visit, the individual can not easily get out of
it and besides Hmight be kindoffunl Visiting groups, are not genarally permitted to
establish their own rhythm or relationship to the exhibit. The usual

Often, there ¡s

_ . . ^ concern over the 20
or 30 seconds with which the average visitor recognizes our efforts are not an issue

here. We have a captive audience and we program their experience.

Educational programs are extremely important, and require substantial resources, so

w y do we practically giye them away? We have endiess discussions about the elhics
and *e moráis of charging admission and charging for programs. As public institutions
we should be offeríng free access to a//, but until we are able to ensure that poíiticians
who believe that. are consistently elected, we are going to have to acceptthe minimal
entena, that somebodyhas to pay.

Does our community know that we offer a high quality Service in this area? As with

exhibitions, there is no doubt that the participants know, but do they represent a
significant cross-section of our community. Education programs have been largely
developed for grade school audiences, and the parent who knows that his child enjoyed
the visit, does not necessarily recognize the extensivo

our

resources which made it

possible, or how goodthe program really is. We might start by inviting a limited number
of our casual visitors, to particípate in existing programs. We know how rewarding it can
be to t^0 the schooi touróeWghtng in the children responso...perhaps their parents
would like the option of coming along?

INTERPRETATION - RECREATION AND SPECTACLE

Some museums have become involved, in a process of reactivation of traditional skills
or crafts. Uving museums offer log building courses, demonstrations of spinning,
weaving and natural dyeing. Some have rescued forgotten games or recipes: how to
rmke lye soap, or jam or ice-cream. These activities generate produets which are
shared by the participants or given away to other visitors. If a fee is charged, it rarely
covers the cost of the materials used and the instructors’ honorarium . They offer
recreation and partial reactivation, the participants learn about the skill but rarely
beí^me proficient in the productivo process. Changing the emphasis of these activities
makjng the transmission of information the, ^ ^ ^ .. primary objective while maintaining the
^ement of fun, would extend the tangible benefits we offer our community. We should
try to^ke museums where one not oniy leams about things, but where one has the
possibility of leaming how to do things which have a direct use in our daily lives.

The programing of public events, to attract a broader audience, has become a part of
what most museums do. We program talks, cultural presentations, audio-visual trickerv
culinaiy enticements, technical magic or activities which are simply good fun There is
tacit agreement that museums must attract more visitors.
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Participants in these activities, often find thatthe museum is closed, the coffee-shoo is
closed. everything except for the hall where the actiVity is carried out, is closed The
argument that people carne to particípate in the activity, may be valid, but we aiso have
to wonder if they realiza that the museum is responsible. Do they make the connections
w© would like them to make.

One of the biggest motivators for this kind of special programing is the notion that
museums have to be mor© competitive. Suddenly,
libraries, theaters, symphonies, video rentáis

we are in open competition with

sports events and even each other.

The biggest worry, are those who preterid to offer ourproduct devold of authenticity
and wi^out an element of serious research; theme parks, living villages erected in the
space behind the Ferris-wheel and the moon rocket, pseudo reconstructions of

romaritic-days-gone-by. or sensational portrayals of exotic and foreign cultures devoid
ot real people. sentiment or any attempt at understanding or interpretaron,

^mpeting on the basis of come to us rather than to them. misses a central issue
competition between offerings (-choose between us"), instead

we should be developing our institution on the basis of market competition and deman.d
making it responsivo to identified individual and community needs.

Museums developed within broader cultural and recreation centres, compete by offerinq
me museum product in combination with a host of other worthwhile products and

optio^. We may bristie at the notion that we have to deliver what the public wants and
rear the loss of our respectability. purpose. or social validity; but is there really any ’"
choice? If the communitydoes not want what we offerwhy should mey bother coming?

We have to offer a variety of options for passivo and active visitor
the visitor múltiple reasons to come to the participation; giving

museum, and choices of what to do while
mere. The reason for retuming, should not be merely that of repeating
^erience, orto trudge the remaining miles of labyrinthine exhibitions but
there wer© a number of things they did not get to do

the same

because
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WHAT IS A PRODUCTIVE MUSEUM?

T?ie Productive Museum is based on series of premises, which collectively propose a
re-orientation of how we do our work, and a broadening of the present limits of a
museum’s responsibility towards its community. They articúlate internal needs which
respond to outside pressures and to a perception of changa taking place in our’external
environment:

A NEW RELATIONSHIP WITH THE COMMUNITY

The need to establish a new relationship with the community, involving a broader
range of individuáis from diverse social and economic sectors in ail aspects of
our Work.

A HORIZONTAL ORGANI2ATION STRUCTURE
The need to develop a horizontal organizational structure which encourages
teani-work, individual creativity and autonomy. reducing internal bureaucracy and
top-down authoritarian decisión making.

ACTIVE HERITAGE PRESERVATION
The need to stimulate an active preservation of Art and Heritage in which the
museum plays a participatíve and facilitating role, sharing rather than assuming a
community responsibility.

GENERATING TANGIBLE BENEFITS

The need to expand the tangible benefits offered to our community based on an
understanding of individual and community needs, and to stimulate economic as
well as cultural growth through our exhibitions, programa and activities.

WHAT WE OFFER THE PUBLIC

The need to offer a broader range of options for community participation and
expand the possible reasons for visiting the museum.

DIVERSIFIED RESOURCE AND INCOME GENERATION
The need to increase and diversify our financial baso and income generation
capabilities, in orderto maintain and expand our responsibilitie s, activities and
programs

IV.

V.

VI.

Vil. A NEW VISION OF WHAT A MUSEUM CAN BE
The need to re-evaluate, and redefine our visión of what a museum should and
can be. Identifying the obstados to creating significant institutional change.
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I A NEW RELATIONSHIP WITH THE COMMUNITY

^oductive museum proposes that we give priority to initiatives which próvida
tangible etnefite to the community as a primary means of establishing a new
relationship with the community.

T- ^ ^gency, responsible for solvinq

orS M U"d®rstand the community's neJs in
order to be able lo intercede in specific areas, and offer to share the reLits of
research or in certaín instances

our

our research capability, to the community as a resource.

"'●“uiabl. bínrtits ot Iho commmily, Ih. mussum mua nol

a perception

thí recognition that the community, the people and
and museum preserves,

® P®^®'P®‘® ‘n the decisions which are made regarding
fte UM of those collections, as opposed to a responsibility to support without question^
m^ií decides. If we accept this view, the rights and responsibilitiL of
membership in a goveming association, or a friends organizatíon may have to be ‘
reviewed and perhaps expanded. Obviously that irght must be channeled through a
structure which ensures decisión making on the basis of an informad consensos of
community demands and proposals.

PRODUCTIVE REACTIVATION

Je^ept reactivation is essential to the establishment of a new relationship with
preserve techniques

and objects so that they will be available to futura generations. ^
It ís time to apply the knowledge of research and documentation, and beqin a
^oc^s of reactivating traditional techniques and producís for use here and^ow Our
infor^üon, research and our massive coilections must be put to the test the present
justifícabons for our existence are unlikely to guaranty the sírvival of our institutions.
Productive reactivation ís the
traHi+ír^m^i J process of appiying the techniques and knowledge of a
aditional occupatjon. and re-establishing it in today's market as a viable way to make a

líving. or of increasing the income of the individuáis involved ^ ^
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The idea, is to select occupations which produce high quálity objects or Services which
can compete with their present day replacements, or which can establish a niché within
a partcular sociai sector. The growing concerns over wortd ecology, the need to use re-
usaWe^d recyc/ed Products, the interest in appropriate technology. the rediscovery of
natural fabncs, of made by hand Ítems, and so on, are all indicators of the existence of
markets and consumer demand, which suggest that these kind of projects can be
süccessful.

In order to develop these products, we have to begin with an individual, or group of
individuáis, with the necessary knowledge and skills. In some cases, they are already in
business on a small scale. The proposed relationship with the museum can provide the
catalyst to expand the market, improve the presentation and the marketing of the
produi^ identify and create new sales outlets, and increase the product's status and
appeal.

It ís olear that there is a potential for mutual benefit.u I.... f^useum offers Information,
research capability. access to training, a possible sales outlet or point of contact for
requ^ting a servios or plaoing an order for a produot. Some museum shops have
developed this kind of relationship already,
oraftsmen. The productive group offers the
dissemination, through identification of the

on a small scale, with individual artists or
museum, promotion and information

nriuseum with products soId at altemative
outlets, a small percentage of the profit from sales, and the development of a broader
cross-sectional base of community members who support the museum.

SHARING THE MUSEUM OBJECTIVES AND THEME

While the mission statement, objectives and museum policies have received a great
deal of institutional attention, they have been considerad by many a kind of intellectual
exercise which has littie to do with reality. One can work in a museum for three or four
years. and never be required, or asked, to read these documente. Volunteers may not
wen be toid ^at such documents exist and are rarely asked to participate in a procesa
Of institutonal evaluation or re-definition. ^

Wlwtever the State of these various documents, they will have to be reviewed and

Wed with the view of establishing the new relationship with the community. They wül
be the primary reference for the initial selection of possible productive activiííL.

^ , are not undersfoodandsharedby the
community, if they are not given ttie opportunity to appropriate and intemalize this

imormaton, there ís littie chance of establishing productive groups which develop
independently, but maintain a cióse relationship with the museum. If they are golnq to
re-invest a percentage of their profits in the museum, it is going to be based on a

Mmbiration of sup^rt for the museum’s objectives. and on recognition of benefits
Which they reeeive from being elosely assodated with it.

If the museum’s objectives and stated theme
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\¡ HORIZONTAL ORGANIZATflONAL STRÜCTURE AND TEAM
WORK

The organizational structure established by the museum and how the work is organized,
is of fundamental importance. Obviously each institution is going to develop its own
structure. Our own experience has included trying on a variety of structures

experimenting with various types of decisión making, intemal communication and
división of responsibility.

The /deaZ/zerf structure of the productive museum, is made up of equivalent work units,
which have a high degree of autonomy, to manage their own development, and the
responsibility for executing their own programs.

The work units have clearly defined responsibilities, which inelude increasing public
involvement and participation in their work, carried out independently in coordination
w(th tíie Directivo and Administrativo Management. The museum’s public programs,
activities, exhibitions, events and produets. are the collective result of the combined'
work of all the units.

The museum operations are governed by a coordinating council which is made up of the
director, administrativo manager, and each of the work unit coordinators.

This courwil coordinates the planning and execution of the annual program plan, and all
of the activities relatad to the diversified funding base, the implementation
preservation programs, dissemination and publicity, productive reactivation and the'
integration of the community.

The work units (which can be referred to as centres or departments, based on the
needs of each institution) have deiimited areas within which they carry out their work
Thus they can opérate independently or cooperate with other units based on the annual
museum work plan; the development of specific produets or Services to produce
ineome; and the establishment of direct benefits for the community through involvement
in productive projeets.

We have defined the responsibilities of the work units as follows:

A. Diagnosis of the socio-economic realities and problema in the community, within
the central theme of the museum; selection, creation and follow up of productive
projeets, and registratíon of the sectors involved,

B. Visitor Services; coordination of múltiple offerings at the museum site: museum
promotion, public relations, advertising and extensión activities.

C. Documentation, exhibitions, collections, historie and contextúa! research
visual productions, archives and information/communication Services.

D. Conservatiofí and artifact restoration, or treatment of living specimens and
selection and confecíion of reproductions.

and

of

. audío-
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TEAM WORK.

Both the coordinating council and each of the work units, carry out their work as a
unified team. Each work unit is responsible for forming their team, made up of
permanent salariad personnel, and collaborators from the community (including
informants, retired resource personnel, volunteers, students, operating productiva
groups, etc.). Each work unit coordinator is responsible for the selection and

^rticipation of team members and collaborators, and for maintaining and encouraginq
the team’s operation. ^ ^

In ordw to create efficient working units with a high degree of responsibility and
commitiTient all participants must have a broad and up-to-date understanding of the
museum’s fMlicy, as well as of short and long temí objectives and plans. Personal and
prof^onal Identification with these objectives is necessary, to ensure individual liberty
OT action, and the development of Creative initiatives.

In summary, the teams within each working unit will strive to maintain:

encourages understanding and respect ofAmpie horizontal communication which
all members.

Open and sincere interpersonal relations.

Participation and integration of all members in relation to the work programmed
for the museum as a whole; and a constant review evaluation, corroboration, and
implementation of concrete proposals.

Decisión making by consensus.

Respect and tolerance of other member's proposals, sharing of leadership skills
and encouraging personal development as essential to institutional development.

Delegation of functions and responsibilitíes within each team recognizing
individual triumphs and sharing errors and incorrect decisions.

^totivatiorl through the use of professional skills, acknowledgement of personal
efforts and encouraging personal initiative and providing incentives for Creative
proposals, recognizing opportunities for increased selMefinition and

the museum must inelude as part of its annual planning process a permanent

^ement of professional development for all team members including internal workshops
and courses as well as access to extemal offerings ^

self-esteem.
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ACTIVE HERITAGE PRESERVATION

U hentage by means of saving. conservating and exhibiting
collections is inherentto every museum. The productivo museum is one step ahLd bv
propos,ng an "active preservation" of the hertege by; ^

involving the community in the detection and dissemination of their
propertes;

giving priority to information conceming the subjects of the
element fór obíaíning or incroasing the collection.

own cultural

museum as most important

bv C productíve projects. accompanying all producís soId

círí^un^r ot genérate a traísformaSon of the
Sot aTfo?th^l“^í" * R^n’toding the community that it does

information is an essential component of the productivo
f establishing data banks and archival management

sy^ems that ateo allow artifact Information access. In this way not oniy historical
amec^ents can be related to each artifact but aiso specific information on productive

manufacturing techniques, resource management and information on related
occupations.

«ke ote practise or tradition the
led descnpbon about the history. uso or function. as well as information about the

P^ible manufacturers, inventors, users or peolple who can still tell somethino aboirt th«

, we

^formabon management and dissemination are among the most critical componente of

fte productivo mu^um. This implies the ability to maintain access to infoSion nítlly
vanous Work units but aiso to provide access to interested people who just’want to

or
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The access to this kind of Information will take place by selling Services and producís of
the museum or an exchange between individuáis or institutions because of wich the data
barik will increase wich results in an increase in identification, knowledge and therefore

● ©nnchement of our herítage.

IV GENERATING BENEFITS FOR THE COMMUNITY

Existing museums have
an intimate and extensivo relationship with their communities, in

has a historical focus or it relates to the basis of the
communrt/s ©conomíc production.

estewSn^ Museum rnust work to develop the human potentil of these communities,
^in Programs wich utilize community expertise and stimulate productive projects
w^in its thematic area. Many museums have developed some productive programs but
t^responsibilrty for the execution of the project. as well as any resulting profits, have
oeen OT and for the museum.

Museum proposes to support and generate within the community the
reacbvation of productive activity: establishing cottage industries, afmily businesses
c«»^ratives and other productive groups, engaged in production or delivery of Services
Wich relate to the museum's theme.

community by encouraging and facilitating
pr^uctive projects wich generate income for the participants. The expended benefits
the community offered by the productive museum

Expandíng íts economíc impact on
to

are:

3- Active particípation in productivo groups and proyects,
and occupations and increasíng individual incomes.

Individual participation in concrete productive activities
within and outside the museum.

generating new products

b.

and increased markets both
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®®^‘‘=®s. inclusión in published directorios
and advertising programs developed using the official register of trades and
occupations (census) of the museum.

Access to training courses and sharing of Information resources and techniques
o specific occupation (or productiva project) as well as on methodology for group
organization and planning. as it relates to their group, family business ^ ^
cooperative.

Ii^reased access to high quality producís, and Services, manufactured and
oftered on a local or regional level, and available through the
variety of other outlets.

Increased access to information on the use and manufacture of local producís
and Services of traditional origin, presentad in the context of present day utility
and historical relevance. y

Productive project participants receive an economic benefit, not derived from
emptoyment by the museum, but rather as a result of the development of a prívate

invSmLTof ^ 'f «-esponsibility. The degree of commitment and
^volvement of each individual may vary, depending on their interest and need
confiriHf'^"°- economic natura, but inelude self-esteem and increased

w ●“"'y 9.nera«„a hiah

general public receives a qualitative and quantitative benefit through access to '
mese produets and Services available to them through the museum, and at other
uiverse outlets throughout the community.

c.

d.

, or

e.

museum and at a

f.

V WHAT WE OFFER THE PUBLIC

W a broad arnga of public offerings, of a high
^ality and where possible ineorporating a tangible benefit As we increase our^
wmmer^ relatonship with the visitor (through the sale of variad produets and
Maíces) we will h^e to ensure that the museum is not seen as simply a sales outlet
Si'si accompanying the produets with detailed information on the ‘

® description of the technique
usad in its producen; the objeets original use. and where the use has altered
descnptjon of its histórica! evolution.

t a

The productive museum will in
way eiiminate the important aspeets of programing ii

'II explore ways to increase active
seeking new ways to afírac# theparticipation ín museum programing and activities,

visitor. as well as encouraging his per/od/c retum.
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The different working units which make up the productivé museum will share the

res^nsibility of puttmg forward proposals to the coordinating council related to
Products and Services which will be offered by the museum. Ranging frcm the more
usual museum publications, the rental of thematic exhibitions,
more innovative proposals for contract Consulting Services
and manufacture of quality reproductions. Mechanisms to

brainstorming. and pre-market analysis. within each
be explored and implemented.

One of the impediments to this kind of activity within our instituíions has been that

mcreases in revenue have not necessarily created corresponding increases in
departmental expenditures. The horizontal
corresponding budget incentives which
generated by each working unit can be
and initiatives of that unit

lldíSíc tí^T' “"ections. and the opportunities for
Íe Sí!, Are there spaces which

h on week-ends because they are presently used only by r^seum
Kwlth í establishing satellite centres, perhaps

SáceSf ‘-^stituticns in creating jcint ccllections
^orage faahties. or research and documentation centres, conservation laboratories^
Maybe several museums together could develop a productivé project which makes '■
! ^ be expended to house
a small theatre, or a week-end craft market,

^e we maximizing the use of the existing resources? Are we sharing ideas-? Maybe a

Sít competition in our area, would work well in another

^ong wtf, the inevitable headaches, and conflicts which sooner or later arise there is

So.tT'T' »● >«»● <=" *from other disciplines who will bnng a fresh perspective and new ideas?

objects or works of art, to
conservation treatments,
encourage Creative

unit and between units will have to

organization structure will require
ensure that a percentage of new income

re-invested to finance new proposals, projects

VI
DIVERSIFIED RESOURCES AND INCOME GENERATION

2¡s is nolhing new. Some years ago, the goal was to establish a 30-30-30-10 percent

differS'^ sources. The first 60 were generally made^up of

id SSí final 40 of a combination of admisLs, fundraing

budget come from a single souíXrSsibTeven less.
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With this in mind, we have elaborated
to strive for:

ITEM

Penmanent funding

Source A

an ideaUzed balance for the productive museum

SOURCE AND USE

15% Municipal, State or Provincial
Governments, Foundation of Prívate
Enterprise. Operation

15% Federal or National Government,
Foundation or Prívate Enterprise,
Operation

15% All leveis of Government, Foundations,
Public Institutions, Prívate Support.
Capital improvements, remodeling
temporary exhibitions, pilot projects,
expansión, etc. (carried out within one
fiscal year).

Institutions or prívate
enterprise, other museums,
general public. Operations,
Investment in new products

Source B

Specific Support

Sale of Services
exhibit rentáis

conservation treatment,
Consulting, specialized
directories, etc.

Sale of Products

15%

15% Productive Projects, Publications,
Museum Store, reproductions, etc.
Operation,

Investment in new projects

General Public. OperationAdmissions, registration
access to diverse

offerings on site

educational programs
programs, speakers, etc.

Fundraising

5%

10% Special events and activities, Members,
Campaigns. Operation.

Interest on investments
foundation, tax rebates and
míscellaneous, Operatíon.

Donatíons, estates,
interest

exoneratíons,

10%
museum
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present situation. the process of establishing a diversified funding base
De planned and implemented over a five to ten year period.

A NEW VISION OF WHAT A MUSEUM CAN BE

. premises require a changa of emphasis, institutional
and re-definition of responsibilities. Collectivelv

as inSon?^"^® of attitude, and expanded definition of the work which we carry out

would have to

Vil

If the previous individual

^me museums do not have the freedom of action to carry out this kind of chanae

""" i" t®nured
^sitions. Co lectve agreements, existing contracts and agreements with other
Zi institutions or colleges and universities, may present both obstacles
andopportunitiestothepossibleimplementationofthe aent ootn obstacles

even

productivo museum model.

SSe"’oSÍ and individuáis, it is a new direction which they will not wanttoexplore Others may wish to generate a debate on whether it is a direction and chanae

doubfirSeT ' with our more traditional roles and functioní No
T °ne or two of the premises, withoutcommitüng themselves to a complete acceptance of the model.

We hope that some institutions will seriously examine the possibility of its

Of the experiences of testing and
adapting the model, can generate a debate which permits its development and
retinement for successive application on an international level.

We began with the assumption that there is a need to change the institutions known

mÜT' ^PP"®'^ ot ote development
Mmmí^ otstitutions with an established base of
community support, an established purpose, thematic collections
infrastructure.

as

of new

and a developed

17 ® otke place inside the
® ‘=°‘toboration with colleges and universities the

^finition of new relationships with govemment and private ^terprise (aS reaTonal
^tionJ^and International leveis), and a new basis for generating public lup^irt ÍIS ’

«’»« ""O- »

Wtte^ ote involvement of all economic and social sectors of the communitv we can

íSinsTol r theorists sTdénk aS
b® otvolved in a continué

pr evaluation and re=definition of the wori<, and the reason for the work, Í we
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THE TRANSFORMATSON PROCESS

‘Ü! Productive Museum may be, no museum
m ^ °’’9®"'23tional structure. and the way it carries out its work

SÍ usefulness of the model in relation to the realities of iteown tnematíc focus and communrty.

*^® t^se and the resources to become centers wich
Ü®’ '^®''® efcilitate the information of productive groups dedicated to

haw t?te devíS^^if'" ”®®®' of accessing existing.information will
'f we are not conversat within the methodology for conductinq

marketing studies, in a business context, we have ampie access to ^
resource people with the skills and expertíse.

aiSh «w- experience of trying to reproduce the success achieved by
f 'nsbtution, implementing a program or activHy. similar to one carried out in

^'’® ^®'®*'''® "’®se endeavors. and the
senousness of our work, produce and understandable caution with respect to changa,

i" *'"® fundamental elements, wich we consider
^ei^l to the process of becoming a productive museum, ensuring that we have an '
unaerstanding of different sector of our communities with whom we can develop these

informational data bases which permit decisión making related to
proauctive projects, and the development of complementary public programs

The previous proposal cannot be carry out in a short period of time because they
permanent activities wich are the foundation of the implementation of the model
a lot of museums, wich can be considered rudimentary, have the mecanisms to
inTOrporate Information about their own communities and to establish a basis of

rapi^ntative information of a sector or a theme.
can be established, wich enables the start and

reaitzation of productive reactivatíon projects.

are

However,

IDiNTIFYING WHO Wi WORK WITH

kí^^o!!Íf?T'®® ®''®“®‘’’® ‘® productivo museum. is the individual with
KnoMedge of techniques required to produce traditional products and Services Obviousiv
we ca not oven consider a productive project involving. for example, ehoematers wThoÍ ’

20
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first identifying a small group of people who posesses the basic information, equipment
sí established a base group, we can pretend toSGt in mobon a project of producbve reactívatíon.

In order to access this resource. the museum will have to carry out a census of these

inriwí storage and retrieval systems for this information. The
mdMduals 'nciuded in the census wiii vary in relation to the museums theme, the size of

inri H ‘í wich Can utilizo similar information
and prepared to collaborate in its compilation.

» ^* *^ °* t^ensus carried out by govemment and industry may provide

a ^rting pomt with the museum expanding the information and bringing it up to date In
wrne cas^the individuáis involved in a particular occupation will refer us to others
woriang m the same areas. Associations of retíreos, special interest clubs, etc. may
provide initial contacts for particular occupations wich have not been previouslv
researched. ^

While many museums have had access to this type of information, it has rarely been
as having significant valué, if it has been recorded, it often takes the form of
record, part of the historical romances we encounter in our work.

seen

an anecdotal

Let US take for example the. . on a woman who prepares a deíícíous conserve based
on a recipe jealously guarded by her family for generations. With luck. we can try the
product, we can send a sample to a laboratory to determine the ingredients and even
convice the informat (under some agreement of confidentiality) to give the museum the
recipe in order to safeguard it against its possible eventual loss. The most likely outcome
however. is that the informabon will be filed under Traditional Recipes-Publications so thát
^^re coll^gue. (who has not tried the product and may have some difTiculty with a Une
^ich reads place on low heat untll it achieves the right consistency")
decisión as to its inclusión in the museums next pubfication.

case

. can make a

We rarely determínete the economic conditions of the woman and her efmily and
ex^oration of the possibilities of the product being produced and marketed bv
cottage industry is simply not our job.

fiave a working bakery which produces a selective
®‘® ) Pased on recipes and techniques from a

*'’®y P®''® explored the extensive marketing of this produrt 1
Daxer is often not creatively involved in the process of production, he does not

an

a smali

The

even

21
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think of himself as a "baker. He could be a university student, or he might even have
once been a baker, now retired who will tell the visítors; "I used to be a baker".

suJLndí of a volunteer program, he is an interpreter
interpreters of past occupations and producís, involved in delivering

a histonc expenence for the museum visitor. No matter how detailed this experience may

P'ece of fresh baked bread, with fresh chmed butter and organically grown
preservative-free blackberryjam.

^ reactivation suggest that we make direcl alliances with these

f^ busin^ses. Why not establish a relationship with a small local bakery, a health
^ Producer, a small jam and jelly making cooperativo? Or even

upport their formation if one of the elements does not exist? The product can be soId
Informational material which tells the consumer about the history of the

prMuct. It can aiso wyer ecological themes and it can stimulate the preservation of and
increase the appreciatíon for the regional herítage.

What about the people who work directly in these productivo projects, who are making a
soppiementing their meóme producing a quality product? They may be willing to

'"‘orprotive roles within the museum, after all it is a significant face-lo-face ^
opportunity to market their product. It could be interesting for the visitor too
someone directly involved in a process of traditional production.

Why not develop a museum where one could do all ones basic shopping? Where the
®*°'’® "’®®* o'^®'" you high quality produets with

gooo-old-fashíoned Service.

We complain because prívate enterprise does it badly with no authenticity, why isn't some
shouldn't it be possible to place an order for a pair of

bvS tailored suit, or a traditional toy; high quality produets made
r who have an onge^ng relationship with the museum while maintaining

f^ ® a shoe-shine or a repair to
an oíd coat of grandfather*s which is still used?

It d^ not have to be a living museum to carry out many of the above ideas
TOuld seek to establish itself as the best resource and reference centre for

a reproduction wooden bracket, someone who still
"íf''® terra-cotta tile, a stonemanson, a picture framer, a landscape

painter, a farrier, an architect, a contractor, etc., maybe the museum can become the ^

to talk with

any museum

a seríes of

22
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place to go for access to information
producís.

as well as referral of Services and tradítional

REACHING AGREEMENT

® developed into productive
® ® ®^'^ definition of the museums theme. Ensuring thatall such

projects bear a relationship to the museums preservation objectives.

within the community or región, wich will
*° *’® identified. Projectios of the possible consumer

groupí
expertise of museum personnel, it may be necessary to ssk

^ide advice and assistance to carry-out the necessary market
studies. research and feasibility

We l^in with proposals which intuitively feel right and seem to have a chace of
®^®'’ workunit of the museum broadens its base of involved corhmunity

^port, and the first productive projects go into operation, this intuitivo pre-testing will '
^me eas^r and more accurate, based on more individual perspectivas and collective
w^nenc®. There is littie point in wasting resources, to study the feasibility of
wnrch drags along with it, its own sense of impossíbiirty.

a proposal

The productive 'lave to develop strategies to stimulate and expand the
Mential market for these products, in some cases a strong market may exist and

mSum new product or sen/ice may be sufficient. But the
to become mvolved in market simulation and the promotion of the

avaiiaDilrty of the new products and ’Service.

KTasé of S.e ^ P"rti<=¡pants and oflen from
bélwéén the l« w P^'x^eed.ng to an in-depth study. The relationship
bu^rTT.: ^ museum and each productiva group (even if you approach an existing

®®°Pf in each case. The museum can not assume the role
saying. Here are the numbers, and here is how you do it.

of

initiated the formation of the group and develooed tho

such ^ “’®‘ "^® 9^®"P ®'«=*® ot ‘^®''®top it on et oT^ r
uch, the formation and motivation of these productive groups must involve them in an

23
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process of appropiation of the museums aims and objectives, the advanfage of oarallel

fhlrinn "’r*' ”1® benefits to the group and to the museum, the importam:e of

Regardiess of the above, both the museum and the productive group should maintain tho

IP, spbject to . oosMirti, ^„SS“ To
“«P-» <»' "’PPtot boooft,. .„d 00,

orgaSiTi «i ■>" «P«»"aMnittonal
1«S> frSi™ “«“""aPntsenoouraging so«-dofin¡tioii and selocllons of the

™ ® of «ie responsfbilities and commitments
im¿^ assumed by the group members can be efcilitated by the museum, but nrt

entMriS"fnH productive groups may inelude existing small businesses, family
n^!Si t created by the museum, a attention will have to be paid to the

m?s?umTnd ¡nvestment which will be made by the
While the museum may al times provide

5 '"frosfructure or wortang space, the productive group may have to seek
loans and/or donations to cover the initial period of the operation.

r'* '^Í[®^.*"''°'''e'nent of the museum will vary during the developmental
neoo«=.^L ^ productive proyect, but the common objecfive will always be to Ltablish
negotiated agreements (once the group achieves relative
confraets ^tween the productive group and the museum,
relationship and relative autonomy of operations within the
clients and markets.

economic stabílity) and
clearly establishing the
museum site and with other

LOOKING FOR TRADITIONAL SOLUTIONS

If we are golng to respond and make decisions, based on communitv needs we mu-st

SS “■r 1='“»“ «f
P’*'P™"'PP<»*iP'*™dP«»«onofttadrttonaliosponoosondsolütloreto'

mese problems, we must research and recupérate this knowledge.

°ne of several museums which interpret
aspect of the exploitetion of marine resources, could be concerned that the tecLology

an
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dolphins; and thaf thfs fact creates a major probiem for
Ecological groups lobby govemments to prohibit the importation of the

p c^uct, and simultaneously promote a consumar boycott. The museum research shovK
that new^hnology (which allows dolphins to escape the nets) is not well develooed anri

smal er boats and hss effic/enítraditional methods. presenta a viable market ootion n ^

SoTíuSfl"? OfdSwnr™C.u%
abte ot !! Bppropiate technology). A small fishing cooperativa ef

le to adapt their boats to the traditional technology at relatively low cost a local ranno^/

lo Crt p™:XTJT ^ s-XoSsfnísIs «n^^
ho/'nma ● I ^ j ■ Product. A number of the ecologícal groups, are wíllina to

travelHng'ISiiStion and arrangements for booking a
anrnm„= . . audio-visual Information package (produced by the museumi ^

ompassing the entire process of research and productive project im'^lementation

coooTraH»» '■®®®arch and diagnosis permits three existing productive units (the fishino
suDwSo business) to become involved as pmductive ^ups ®

museums objetves by investing/retuming a small percentage of their

Sroúís aives7a®®“"’‘ "iT internationai network of ecologicai
to cfh,. ,e=.u,uh

25
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WHERE DO WE GO FROM RERE?

The Productiva Museum Model does not offer a quick-fix to our present institutional

SSiT in long term planning and review of the museum’s
central theme and institutional objectives. It involves varying degrees of institutional

community initiatives which complement our vrork
^'’^retf responsibility with the community towaíd’

preservation of our natural, cultural and artistic heritage.

We have suggested that implementation of the productiva museum model will reouire

^Slv m¡rn‘"a ¡nstitution. It should be stressed that this does^otwessanly mean an increase in salariad personnel. We must first re-define the

mean^ of personnel beyond existing staff and volunteer structures Individuáis

we‘< *hose individuáis carrying out specific prLduct
resourcas- ®^P‘°''® available options to expand our human
institutionc « "®9°*'^*®«‘ <oans of personnel from prívate enterprise. educational
access to '®vels of government; exchanges, loans, and fee-for-service
to resources, research Information, both v.ithin the cultural sector and

credit and/or student assistance programs. on both a full an part time basis.

raIfL"^ated°foí ^''® f^®" ^irected otwards the tangible benefíts which
meas!^^fí community, rt should aiso be stressed that there are a series of
museums involvemanr An increase in visitors is bound to result from the
the new oert-antion f th ^ cross-section of the community, as well as through
SuJSrfínd ° ®® ® P^rtner in a community process of preserving

Services to the oublic Sth ® ’®''9®'' ''^'®‘y options, products and
revenue generaron The through productivo groups, can offer substantial
formatinr? ’ii « ©nsus Information, as well as supporting productive group

research óroieS^^n °f qualitative and quantitative information for other museum
amuQAiim* Á h ● of a changed perception of what
^SrTaf^nd T r ¡mportance to those of us who

present as

to be extensively modified, expended and refined, to meet a particular museum’s needs

^d the divergent cultural and economic conditions in which the model may be applied
Such an all-encompassing proposal, runs the risk of being rejected out-of-hand, of
generating great interest or mild curiosity. We look forward to the múltiple
witn a mixture of dread and excitement.

responsos
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or proi.*^ ShpPng ,Pe »p.™n“
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