Governance

Question:
The Kamloops Museum Association has been given two options by the City of Kamloops. The first option is dissolve the Kamloops Museum Association and become an advisory board, which is not an option to us. The second is to take over the full governance of the museum and operate with a grant from the City. What we are looking for is any organization that has gone through the same scenario, and might be able to help us out.

A little background: The City owns the museum building and staff. They pay the wages and the maintenance of the building and most of the day-to-day operation of the museum. The Association also contributes to the operation of the museum.

The Association owns the artifacts. They have been donated to the Association over the years. We have been a policy making board in the past. We feel that we should make the policies concerning our artifacts. But, the City says they can't live with us making policy. The staff feels they are working for two bosses.

One of the biggest concerns we are dealing with is the fact that the staff belongs to the CUPE 900 Union and they would have successor rights when the Association takes over the museum. We would have to take over the maintenance and taxes of the building if the City gave the building to the Association. If they didn't, we would have to pay rent (the good thing is that we have just gone through a major renovation and upgrade of the building.) 

We will have to develop a Dynamic Plan and budget for operating the museum in the future. We will also need a budget for the transition period.

We will have to enter into a service agreement with City on the turnover and operation of the museum.

The Board is all volunteers without a great deal of experience in the actual running of the museum on a day-to-day basis. We would possibly need a Project Manager to oversee the transition.

If any organization has been through the same or similar situation, perhaps they would know of other concerns that we have overlooked.

If anyone would like to contact me directly, they could email me at: ayelland@telus.net or answer on the Listserv. Any help would be appreciated.

Al Yelland, Kamloops Museum Association, June 21, 2005.
Responses: 

1. We, the Kootenay Doukhobor Historical Society, began the museum. After difficulties with the Regional District who had governance of the land we are on, we appealed for the city to take us over. It has been a blessing. We have a working agreement, which is renewed yearly. They own the land and buildings, while we own the artefacts. They give us total rights to run the museum as we think best and we do a good job. The City is happy with us and gives us a modest grant, the rest of the budget we finance through grants, etc. They insure the buildings and pay for liability insurance. We pay power, etc. For us, this is a good arrangement, but it all depends on the agreement you sign and your board. You should have a strong curatorial member who is good at fund raising, publicity and planning a vision for the museum, so it is in fact, a living rather than a dead space.

The situation can work well or it can fail, depending on your agreement and the mutual expectations of each other. I wish you the best, and speak to an arrangement that can work.

Larry A. Ewashen, Doukhobor Village Museum, June 21, 2005.

2. I just completed a report for our city council on different management models for museums and arts centres and found some interesting set-ups in Ontario. Should you be interested, I would email you this very "cursory" report (only 7 pages) and it's pertinent appendices (much more than 7) born out of our mayor's comments about so many different organizations coming to the city and the region for funding and "isn't there a way to group all of your similar functions together to save some money...?" Regardless, it might steer you toward managers and boards that have some experience in City run vs. Board run.

Steve Bender

Manager, BC Interior Forestry Museum, June 21, 2005.

3. Interesting issue. First, why rule out turning it over to the City? Ok, everyone likes to have control, but is not the issue the best long-term care of the collection and the greatest ability to tell the story of your community? While some municipal museums suffer from being an unwanted cog in the corporate machine, they generally are better resourced and more stable.

Just imagine if one year you did not get that provincial operating grant, as a non-profit organization, you would have little ability to make up that loss, while a municipality would likely be able to.

Do you really want to have to negotiate with the union? Talk to the Delta

Museum about the joys of doing so....

You might want to check out the situation in Burnaby, I think they have bounced back and forth in term of governance.

You might also want to contact Pauline Thompson, as I think she is still at the

Vancouver Museum for a little bit longer. I know she has looked long and hard at governance issues and is very capable.

Frankly, as someone that has been a volunteer, a board member and a staff member at a number of museums, if any of the municipalities had offered to take over the responsibility for the museum, I would have jumped at it.

As the owners of the collection, think about the type of agreement you could develop with the municipality if you offered to hand over the collection. Do a sort of reverse operating agreement where you say to the city, yes you can have the collection as long as you agree to the following service standards.

While there are numerous examples of agreements between non-profits and municipalities, all too often the story is about the struggle the non-profit has convincing the city of the value of its operation.

So think long and hard about what your motivations are for keeping control or handing the material over. Which way would best meet the mandate\mission of your organization.

I would be happy to discuss this with you personally.

Lee Boyko, Cultural Heritage and Tourism Development, June 21, 2005.

4. There have been a number of cases of museums going back and forth between being municipally run and governed by a board of trustees in recent years. Municipalities are reluctant to assume the financial responsibility without the governance authority. For example, in Alberta, the Medicine Hat Museum, the Red Deer and District Museum and the Musee Heritage in St. Albert have all changed their governance structures. The Medicine Hat Museum is now a part of the City of Medicine Hat, but used to be independent. The Musee Heritage is now under the Arts and Heritage Foundation of the City of St. Albert, along with the Profiles Art Gallery and Historic Sites. You could contact each of them to find out the ins and outs.

My firm wrote the Museums Strategy for the City of Ottawa a few years ago and governance was a big issue there. The city funds 10 museums, 4 of which it owns, the other 6 have various governance/ownership situations; this resulted from amalgamation. There are pros and cons to being municipally owned and operated and to being owned and operated by a not-for-profit, and funding ramifications for each scenario. I'd be happy to discuss it with you if you'd like further info.

Catherine C. Cole & Associates, heritage consultants, June 22, 2005.

5. Do you really want to have to negotiate with the union? Talk to the Delta Museum about the joys of doing so....

As a CUPE Local 454, Executive at Large for the Delta Museum and Archives, your comment regarding the Delta Museum and Archives caught my attention. 

I realize there is always going to be those who resent organized labour no matter what I say. I would however like to point out that the relationship between the DMA and CUPE over the past 4+ years that I have been with the DMA has been good, and that has included bargaining a Collective Agreement. 

There are always going to be employee/employer issues, union or not. It is keeping it professional, and not personal that makes the difference in management style. Perhaps previous management/union conflicts had more to do with management style, not organized labour per se. 

As part of a team consisting of dedicated volunteers and paid staff, I like to think we are a good example of how unionized staff and management can work together for the betterment of our community toward the goal of preserving our cultural heritage for future generations. 

Kathleen Ladislaus, Museum Secretary/Receptionist

Delta Museum and Archives, June 22, 2005.

6. In regards to your enquiry, we in Penticton operate two different sites. The museum and archives is a city operation with union staff, and with all expenses being part of the C.O.P. (City of Penticton) budget. The museum and archives applies for grants to fund summer students, projects or contract positions that relate to a specific short term task, such as the cataloguing of a large collection that was donated to us. Contracting a job that is the normal day to day job of a CUPE staff is not done.

Summer staff earn $13.64 per hour. This gives the student a good pay packet to go back to university with, and helps them avoid student loans if possible. Summer staff begin on the first working day of May and go to August 31st. The good part of being a city operation is if a grant is smaller than requested or fails to materialize, it does not compromise the ability to hire the summer staff. What the grants do is to help offset the cost of operations with out having to go cap in hand to council part way into the year. 

As a COP department we work with technical planning department, public arts, heritage advisory committee, parks recreation and culture committee, Penticton Branch of the Okanagan Historical Society,(OHS) South Okanagan Genealogy Society (SOGS) Friends of the Museum (FOM) and Volunteers of the Museum (VOM). We also work with at arms length, the S.S.Sicamous Restoration Society. Here the COP owns the vessel, pays for utilities and provides a grant (which can vary from year to year) The Society runs the operation, with artifacts belonging partly to the Society and partly to the museum...depending on the needs of the vessel for display purposes or if items were specifically donated to the ship. 

The COP Museum has been a city operation since 1958. The collection being acquired from a private individual (R.N.Atkinson). I feel it is a great benefit with our style of operation as you spend 99% of your time doing museum and archive work rather than fund raising, grant writing or laying off staff when you cannot meet your budget. 

Staff, provide and make policy according to the standards set out for professional museums and archives. Volunteers or other retired  (or non- retired) museum professionals and people with expertise that we lack are consulted to help us ensure that our policies are the best for our institution, thus keeping the constituents involved with their museum and archives. We recognize our weakness and do not hesitate to get opinions or help where required. We have a very active FOM, and VOM. They (FOM) provide extra funds through events, they provide political muscle when required, VOM hold down the gift shop, answer general enquiries, work the reception desk, assist in the archives, put on great children s' programs and general interest programs for the public. We also partner with the White Lake Astrophysical Observatory, Osoyoos Indian Band (they fund one full time position here) (SOHA) South Okanagan Heritage Association, which is an alliance of the Kettle Valley Steam Railway, The S.S.Sicamous Restoration Society (now evolving into the Okanagan Inland Waters Marine Museum with the SS Sicamous, SS Naramata and the Stern Saloon of the SS Okanagan) and the Village of Naramata. 

We also are the home for the Okanagan Historical society (Penticton Branch) who have their mail, come here, they hold their executive and public meetings here, as well the Genealogy (SOGS) also get their mail here, they have their library here (open every Tuesday) and both assist in events at the museum and provide a wide constituent base that loves their museum and archives...and are not afraid to let the local politician know it. 

What I can say is our model of governance works well for us. The best part is staff who are in the union often become involved on a volunteer basis for after hours events JUST BECAUSE THEY LIKE IT! AND we have great Friends and Volunteers of the Museum.

Randy Manuel, Director of Heritage Services, The Corporation of the

City of Penticton's R.N.Atkinson Museum and Archives, June 22, 2005.

7. Glad to hear that things are working out well these days. I remember talking to staff and board members 6 or 7 years ago when things were not going all that well.

I actually am a fairly strong union supporter and, in fact, contacted representatives of both CUPE and BCGEU about trying to organize workers in the cultural sector. Was told by both that they did not want to be involved with the non-profit cultural sector, as the organizations did not have the financial ability to support a union environment. Not many museums that I know of can afford union wages.

Larry A. Ewashen, Doukhobor Village Museum, June 22, 2005.

8. Just a note from a municipal point of view: A non-profit tenant of local government property would not necessarily have to pay property taxes. The City has the option through the permissive tax exemptions to exempt your taxes.   Currently (it could always change) the assessment process works so that all other taxes are also exempted. We consider this a better way of assisting certain groups than a grant, because then we don't have to use local taxpayer grant dollars to pay school and other taxes on behalf of the group.

Barb, District of Sparwood, June 24, 2005.

9. I would like to thank everyone who replied to my original message. Some have contacted me personally and I have contacted some others personally. Even if I didn't contact you directly, your response was greatly appreciated. I have received many ideas from all of you, which I have passed along to my Board. With all the information we have received, we are applying for an ArtsPOD grant to help us make a decision on which direction we will go. Whatever happens, we have learned a great deal from all of you. 

It is great to know that there are so many people out there that are willing to help some else in need. Thank you all for your help.

Al Yelland, Kamloops Museum Association, June 30, 2005.
