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Phase I review – Te Papa staff

1. In August 2009, the Ministry carried out a review of Te Papa’s outreach activities based on records and interviews with Te Papa staff. This review concluded that:

· Te Papa is providing high quality and valued services to other New Zealand museums, but better information on the impact of these activities is needed;
· there is scope to improve the connections within Te Papa of its outreach activities and; 
· it may be timely for Te Papa to review the resourcing of its outreach programmes.
The full Phase I review is attached as an appendix to this report. 
Phase II report – Wider museum sector

1. This report is the result of the second phase of the review. The Ministry undertook consultation with the wider museum sector to test the findings to date, and this report is based on interviews with staff at 31 museums, art galleries and iwi organisations. A range of organisations was selected to represent small through to large museums, and from publicly funded or privately owned and urban to rural museums.  They were sent copies of the Phase 1 Review and asked for feedback as well as more wide ranging comment on the experience they had had with Te Papa regarding Loans, Touring Exhibitions and National Services Te Paerangi (NSTP).  

2. This report reflects the views of those interviewed and not the opinions of the Ministry for Culture and Heritage, unless specifically stated. Te Papa was given the opportunity to correct factual inaccuracies, but as this report reflects the experience and perceptions of the respondents, it was not appropriate to “correct” the views of individuals. It may be useful for Te Papa to see where it could perhaps improve communication about changes to services. Where Te Papa saw inaccuracies in what people said, in order to be fair, we have inserted their view in brackets for clarification.  One of the recommendations of the review is that Te Papa reports back to the Minister for Arts, Culture and Heritage on proposed responses to the report recommendations. 
3. For the purposes of this report, the generic term ‘museum’ will be used for museums, art galleries and cultural centres, unless specific reference is made to an art gallery or cultural centre.  This report refers to small, medium and large museums – small museums tend to be volunteer run or have only 1-4 permanent staff members, and very small budgets (e.g. Eketahuna Historical Society, Waikouaiti Museum); medium museums are regularly funded by local councils, have a professional director and between 4-20 staff, most of whom have significant experience in museums or professional qualifications, and are usually based in regional towns (e.g. Aratoi in Masterton or Rotorua Museum of Art and History); and large museums have more staff (again with a high level of professionalism), bigger budgets, and are located in metropolitan centres (e.g. Christchurch Art Gallery, Auckland War Memorial Museum). This definition is different from NSTP and Touring Exhibitions definitions, but seemed the most useful for the purposes of this report.
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4. Te Papa‘s high standards and expertise are respected and its resourcing envied by museums and galleries throughout New Zealand. Its nationally funded status comes with an expectation from the sector that Te Papa has the responsibility to assist other museums. Those interviewed were broadly supportive of the outreach work being carried out by Te Papa through National Services Te Paerangi (NSTP), Loans and Touring Exhibitions. It is noted that Te Papa also carries out outreach and museum sector activities through its Research, Curatorial, Collection Services, Iwi Relationships and Education /Learning work, and this has not been considered within the scope of this review.

5. Interviewees understood that Te Papa had competing priorities and finite levels of funding, and generally considered that within these parameters Te Papa was providing a good service. Most interviewees wanted more of Te Papa’s services, and none thought that Te Papa should discontinue its museum support.   Some interviewees had practical suggestions for improvement, which have been incorporated into this report.

6. While many aspects of Te Papa’s work drew praise, not everyone agrees with Te Papa’s approach to museum support.  Many people mentioned that it may be timely for government to look at the overall cultural sector and what its needs are, rather than devolving training for museums, arts organisations, and historic places to several organisations. There was a strong sense, especially among larger museums and galleries, that Te Papa needed to see itself as one museum among peers and respect the professionalism and skills within the sector, rather than taking what is often seen as an avuncular approach 
7. This is a diverse sector comprising museums, art galleries, and private collectors, ranging in size and expertise from volunteer historical societies to large professional organisations, and a diverse range of views was expressed. The range of views on preferred location of regional support for museums is one example. Museums in Christchurch and Dunedin were the only ones to suggest that the previous model of regional liaison officers based in regional museums be reinstituted.  Other museums felt that more effective support would be better provided by employing more Museum Development Officers, rather than regionalising positions.  Views were strongly held, but there was no consensus on the issue. 

Size does matter

8. Opinions can be correlated with the size of institution, type of institution (art galleries and museums), and in some cases, by geography.  Generally, of those interviewed, smaller museums were the most likely to report satisfaction with services provided and believe they are very well served by Te Papa’s NSTP museum development team, although they may not utilise several other services.  Medium sized museums were more likely to report that costs and requirements for loans and exhibitions were too high. In contrast, large museums were more comfortable with pricing and were pleased that Te Papa set an exemplary standard. Medium and large museums are more likely to use touring exhibitions and loans, but are less satisfied with the training provided by National Services.  Overall, it appears that Touring Exhibitions and NSTP are not meeting the needs of professional museums. There was a strong feeling from those interviewed that NSTP was not listening closely enough to the medium and large museums and responding to their training needs. 
Responsiveness 

9. Everyone interviewed who had raised a specific problem with Te Papa staff had been able to resolve it – sometimes by going to the Chief Executive if necessary. Overall, Te Papa staff are viewed as responsive, although many noted that the number of staff that had to be involved and consulted meant that it was sometimes difficult to get a quick and clear answer. 

Touring Exhibitions
10. There is a lot of support for Te Papa developing more touring exhibitions in terms of both enabling access to the national collection and providing high quality small exhibitions suitable for regional museums. The Rita Angus show was regarded as a standout model of a touring exhibition by those who had the show as well as those who wanted it.  Touring exhibitions were seen as useful but too irregular and communication and processes for gauging interest and providing cost estimates could be improved.  Requirements for facilities reports were seen as excessive by several interviewees.

Loans 

11. Loans staff were commended as being very professional, but costs were considered to be high and the process excessively bureaucratic. Some people chose to borrow from other institutions rather than go through the Te Papa loans process. Medium sized museums and galleries were most critical of the six month loan period (not unique to Te Papa), whereas large museums and galleries had little problem with it. This reflects different planning timeframes.

National Services

12. In general, practical, face to face assistance was most highly valued by small museums.  Larger museums wanted targeted workshops and access to international expertise.  Awareness of some services was low, and there was some confusion around eligibility for some grants and programmes.
13. It was agreed that Te Papa’s museum resources were of a very high standard and were very useful. Leadership training was highly regarded, and the suspension of the He Kāhui Kākākura Strategic Leadership Programme was regretted. The impact of this programme is currently being assessed. As part of this, analysis of leadership training gaps is being carried out. This work will be completed in early 2010, and will guide the development of any future leadership training – an area that NSTP acknowledges is a priority.    Any training that offered networking opportunities drew praise, as did initiatives that promoted the formation of specialist networks, such as the kaitiaki, university curators, and curators and directors networks. The Standards Scheme was seen as very useful, and the majority of interviewees approved of it becoming part of a compulsory accreditation scheme. 

14. It was widely perceived that NSTP training is strongest at an introductory level and less suited to professional and experienced staff, although it was noted that Te Papa’s recent courses have targeted museum professionals more successfully.   Criticisms of some workshops were that presenters assumed that museums had access to resources of time and staff well beyond their realistic means.  There is a belief among some practitioners that Te Papa workshops only present the Te Papa model of museology.  [Both criticisms have been taken on board by NSTP, and tiered training and adaptations to less successful workshops (e.g. concept development) implemented, therefore it is acknowledged that some criticisms may be historical rather than current.]
15. Art galleries reported that both NSTP and touring exhibitions meet museum needs better than those of galleries.  The Te Papa exhibition development model was not considered to be useful by many art galleries. 
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Use of the service

16. Most medium to large museums had used the touring exhibition service and had been pleased with the results.  New Zealand museums and galleries are very keen for a regular supply of quality touring exhibitions at reasonable cost. Te Papa is not seen as the sole provider of touring exhibitions, but an important contributor to the Touring Exhibitions Network (TENNZ).   

17. The Rita Angus touring exhibition received very positive feedback from participating galleries for its excellent curation and because it came as a package with education programmes, merchandise and media releases. Many of the smaller galleries and museums interviewed expressed interest in getting the Rita Angus show, perhaps in a stripped back form, but were unsure as to whether it was being toured to regional museums.

18. Museums want clear programming of exhibitions, and if possible, a yearly planner that showed what was in development. Clear and complete costings as early as possible were also requested to avoid hidden costs (for example freighting, courier or framing costs) coming in after the show was budgeted for. There is a perception that Te Papa touring exhibitions are offered on an ad hoc basis, and some people suggested that Te Papa’s internal resources should enable it to develop more touring shows than it currently does.

Opportunities

19. There is a huge demand for quality touring exhibitions, and they can provide good financial returns for the host museum. People saw opportunities for Te Papa to develop small art shows, both monographs or group shows, and for collaboration with freelance curators to develop touring shows from Te Papa collections.  One person suggested that Te Papa could build on its collection and curatorial strengths by developing exhibitions combining art and taonga. Another suggestion was for Te Papa to provide seed funding for other museums to develop exhibitions for touring, and to provide assistance with the logistics of touring exhibitions.  Working out where the blockages for creating and touring exhibitions are (either in Te Papa itself or in other museums) and addressing these with training or expertise, could be a useful service for Te Papa to provide, with wider benefits to the whole sector. 

Issues

Sharing the national collection 

20. Some respondents feel that Te Papa does not always work collaboratively to share its collections through touring exhibitions and that it could curate more art shows that represented the ‘cream of the collection’.  The only negative comment for the Rita Angus show was that Te Papa’s promotional posters for the show did not mention dates or locations planned for the exhibition in other centres than Te Papa. This was not seen as a collegial approach, especially as other galleries had contributed significant paintings to the show.  

Respecting the expertise of other museums 

21. It was felt that for both Loans and touring exhibitions Te Papa was inflexible about facilities reports, and was not realistic about the actual threat to objects from being on display.  Organisations who had this problem considered that Te Papa could think more laterally about meeting conservation requirements. For example, rather than always aspiring to perfect climatic conditions, it should recognise where conditions for short term exhibitions were adequate. One museum thought that the requirement for a Te Papa curator to monitor the installation of an exhibition was excessive, as it involved paying for several days’ accommodation and per diem on top of their travel costs, and duplicated skills held in the host museum. 
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Use of the service

22. Generally, only medium and large museums used the Loans service. Many people felt that Te Papa had made some positive steps towards providing greater access to its collection recently, and were pleased to see ideas like portable climate controlled cases and alternative approaches to ensuring security measures developed. 

23. People felt the online information about Loans was very clear and useful, and one person suggested that it would be useful to post the loan application form online as well.  Everybody who had been involved with a loan said that the Loans team had met any timeframes it promised. Te Papa condition reports were highlighted by several interviewees as excellent models that provided useful professional examples for staff at the borrowing facility. 

24. Staff were described as being very professional and helpful – although there was frustration expressed at the number of Te Papa staff whose consent was required to secure a loan.  For many, the loans process was seen as restrictive and designed to discourage loans, rather than providing access to the national collection, which was strongly seen as Te Papa’s responsibility.   One interviewee stated “loans should be about access, not process”, and another suggested that Te Papa should “let down its guard” for loans, comments that reflect the feeling of many interviewed.

25. Not all interviewees had worked directly with the Loans team. Particularly for art and taonga loans, people often worked with colleagues in those teams in Te Papa to identify what they wished to borrow before going through the formal loans process. 

26. When interviewed for Phase I of this review, Loans staff said that, while they understood some of the frustrations experienced by iwi and marae in the lengthy loans process, they often provided taonga at short notice, and did their best to meet iwi requests. For example, they have found inventive ways to meet security requirements and display conditions and are developing a Taonga Loans information pack.  The Loans team is also committed to educating more potential borrowers about its processes. 

Familiarity with other organisations’ facilities

27. It was suggested that Te Papa Loans staff make visits to galleries so they were aware of the facilities and conditions. 

Charges and costs

28. While the professionalism of Te Papa’s crating staff was respected, there was a sense that Te Papa didn’t always appreciate the budget constraints of small museums and set a “gold standard” regardless of the distance travelled or the institutions’ ability to pay. It was appreciated that Te Papa did not charge for staff time for loans, but many considered that the crating and freighting costs were too high for many organisations. Several people wondered whether a premium was being charged but Te Papa assures us that this is not the case.  

29. Several interviewees said that Te Papa’s costs were prohibitive, more expensive than loans from comparable institutions, and they either borrowed from other organisations or simply did not develop the exhibition.   Some people had been able to negotiate crating and freight costs, and appreciated the chance to do so, but the consensus was that people were sure that Te Papa could charge less and still meet standards.   If Te Papa was able to reduce or subsidise crating costs, it would be well received by the sector.  
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Small museums’ use of NSTP services
30. Museums tend to use different services according to their size and assistance from NSTP has made a big difference to small museums. It provides them with the support they need to care for collections better, improve their governance and meet audience needs.  Small, usually volunteer run museums reported a very good uptake of workshops, training, grants and Museum Development Officer (MDO) services. They enjoy the face to face contact with MDO’s, although small museums do not always seem to follow up on MDO’s suggestions.  

31. The introductory (poutama one) workshops are pitched at the right level for small museums, are valued as a chance to make contact with other museum workers, and the low cost is much appreciated.  Small museums were less likely to take part in the Standards Scheme. Several small museums expressed a feeling of being overwhelmed by the Resource Guides folder, and said they had not used it at all.  Other museums appreciated having a ready source of advice that in the words of one interviewee “saved a lot of mucking around and heartache”.  

Museum Development Officers

32. Museum Development Officers (MDOs) provide useful advice, as noted above especially to (but not exclusively to) small museums. Larger museums often have expertise on staff and reported that they did not tend to use the service as frequently. The expertise of MDOs was respected, particularly that of Julia Gresson, who is a trained and very experienced conservator.  Museums developed a relationship with one person over time and liked having continuity of MDOs. 
33. Discussions about the MDO roles often brought up the issue of regional placement of museum support. Placement of museum support has been a long standing issue for some museums, especially in Otago and Canterbury.  Talking to the respondents, the key issue seems to be availability of this resource, and an expansion of the number of MDOs would certainly address the issue for most.  Two MDOs and one Iwi Development Officer (IDO) trying to meet the needs of the entire New Zealand museum sector is always going to be difficult.  
34. We see two possible solutions. More MDO and IDO positions could be created, allowing more services to be provided. Given the current financial situation this may be unrealistic.  Another approach may be to take a more targeted approach to museum support. At present, there appears to be limited targeting of providing museum support – rather, as many museums are visited as possible. This is in part because two new MDOs have been familiarising themselves with the museums in their area. NSTP assures us that a more targeted approach is being taken in the current year. Some interviewees suggested that a move to a system where museums requested museum support on a more contestable basis, backed up or pre-empted by telephone calls, could result in more effective resolution of problems.  [NSTP staff say that motivated museums get more support over time than museums that have limited interest in implementing MDO suggestions.]  The current North Island MDO’s conservation skills could be utilised across the country by having a national conservator role that all museums could call on for specialised conservation advice. 
35. [Te Papa comment:  Te Papa considers that services are not provided in such an ad-hoc manner. Museum visits are currently driven by the timing of regional museum meetings, as this is an effective means of promoting training, resources and collaborative activities to a large group at minimal cost. Specific museum projects and initiatives can then be followed up after the meeting, as requested or required. For example, when museums indicate their intention to apply for a Museum and Iwi Development Grant, the project details, budget and timeline can be discussed during a visit, as can any collection storage upgrades requiring a Helping Hands Grant. Individual museums may be planning to adopt a Collection Management System, and request advice and information which is better discussed during a targeted visit, which results in a well-informed decision. MDOs are also able to encourage and even make connections between museums and projects within a region, if networks are weak. The size of the area covered by each MDO does mean that return visits are rarely undertaken within a six month or even twelve month period. If museums are involved in a specific project which requires sustained involvement by an MDO, it would be more effective to have more visits for that particular institution. However, this does not always make financial sense, due to travel costs, unless other museums require assistance in the area. Having at least two extra MDOs would obviously make this type of involvement more possible.]
Workshops and training

36. Workshops are one of the most visible ‘products’ offered by NSTP and attracted the most comment in interviews. The implementation of the NSTP training framework and professional placement scheme (currently in development) may address some concerns.
37. Medium and large museums were much more likely to report that Te Papa workshops and training were “pitched too low” or were not of practical use. Most people working in these museums have significant sector experience and many have post-graduate museum qualifications. In many cases, dissatisfaction seemed to arise from being taught about a system that would always be beyond their financial, time or staffing resources.  Exhibition and concept development workshops were seen as being based on a perceived assumption by Te Papa that the Te Papa model was the best, and that staff in small museums had access to Te Papa’s level of staff resources. Many felt that the reality for many of working alone or in a very small team with very limited resources was not being acknowledged in a practical way.  

38. Feedback from museum professionals was that while the workshops were useful networking opportunities, the content was often not appropriate. A practical suggestion was that rather than provide exhibitions workshops Te Papa could facilitate groups of curators or designers to visit other museums and talk about which exhibitions went well and why, providing useful peer review and advice. This approach could help museums problem-solve with peers – and in several instances, the value of being able to deal with peers who had similar budgets and staff resources was emphasised. 

39. Several noted that they would like to send all staff to certain workshops, and would like the chance to book NSTP workshops just for their museum, as they saw benefits for the entire organisation.   Another suggestion was that regional museums could meet particular needs in their region by developing a workshop and tendering to a contestable NSTP fund for assistance in providing it.  [Te Papa comment: The Museum and Iwi Development Grant can be used to support these sorts of initiatives.]
Suggestions for training

40. The Ministry is aware that NSTP carries out its own training needs analysis, and is not proposing that suggestions from this review should replace their surveys.  We have collated suggestions below, based on comments from museums as to where they saw gaps in current service provision or wanted more courses. 

41. Other workshop suggestions included:

· working with taonga

· textile and metals conservation

· framing

· crate building and packing

· working with Territorial Local Authorities/ local councils

· museum management training

· bicultural practice
· audience research and visitor experience

· “grunty” sponsorship and fundraising – not introductory

· archiving of audio visual material
· making the most of community networks to get in kind sponsorship/free stuff

· art handling and mounting certificate

42. These ideas reflect where people saw Te Papa’s strengths and expertise.  There is a perceived gap in art handling training. A one or two day course that gave a basic qualification would be seen as an extremely useful course by several interviewees, and would help to correct the perception that NSTP primarily offers museum (and not gallery) training. 

Networking

43. When we asked people what they found most useful, or would find most useful, networking and peer groups were often raised. Everyone who had been involved in one spoke highly of its value and wanted to see it continue.  Many people expressed a wish to have more opportunities to discuss issues with peers. 

44. Networks already in place included the registrars’ network, the kaitiaki and university curators’ networks, who meet each year before the Museums Aotearoa conference, and central North Island directors meetings convened by Susan Abasa at Massey University.  Many people mentioned using informal networks for information sharing, but also expressed the desire to improve or develop networks where there were none; for example, it was suggested that a metals groups would be useful. [The grants offered by NSTP are often targeted for the development of regional networks.] 
45. There is a lack of clarity around the role and responsibilities of regional museums.  Some museums provide informal advice to local museums, as in the case of the Canterbury Museum assisting Lyttelton Museum with exhibitions and conservation, or other museums providing conservation or planning advice.  It is the Ministry’s view that regional museums have a leadership role to play in their area, and we are aware that some of the resistance to expanding this support arises from the lack of central government or NSTP funding for regional museums. 

46. It may be useful for NSTP to facilitate discussions with the sector with the aim of formalising the role and structure of regional museums support. A clearer outline of the role that museums can play may help to develop a more collegial sharing of information and resources. Museums suggested that they could volunteer to provide venues a year at a time, and could also propose workshops and gain funding from NSTP on a contestable basis.  This could be a joint project with Museums Aotearoa.
Speakers

47. Everybody was very enthusiastic about the occasional experts and international speakers funded by NSTP and saw access to them as an essential part of their professional development.  Many directors commented that out of all the professional development offered by NSTP, the speakers were the most important for them, and made them feel less isolated. This was reflected by staff at other levels within organisations.  There was enthusiasm for getting more speakers and covering as many regional centres as possible. Most people were happy to travel, but obviously, this limits the number of staff who are able to attend. [NSTP has provided travel subsidies for some speakers.]
48. Practical suggestions included:

· scheduling speakers for later in the day so that people have time to travel from regional to larger centres in the mornings, saving a night’s accommodation and allowing for childcare arrangements

· utilising the experience and expertise of international curators working in New Zealand 

· using speakers’ expertise to provide workshops – for example, following a talk, allowing time for a workshop for directors or other relevant groups, giving a more in depth experience.

49. Some people felt that Te Papa was not always collegial in sharing speakers and ‘kept speakers for themselves’. From what we understand, this may be a result of flying people in from conferences in Australia, where timing was an issue. Museums within Wellington reported being able to share these brief visitors with Te Papa. It is possible that the visitors referred to were not brought out under the auspices of NSTP, who report that they always try to make speakers available, even at short notice.  
Standards Scheme

50. The Museum Standards Scheme was seen by many respondents as very useful.  Staff interviewed at medium-sized and larger museums had found the Standards Scheme “an excellent tool” which had enabled them to lift professional standards in their museum, provide assurance to funders of their museum’s quality and professionalism, and use peer review recommendations for credibility in negotiations with their main funder for museum development.

51. The majority of medium to large museums approved of the Standards Scheme being used as part of a compulsory accreditation scheme and some suggested that certification could be linked to applications for substantial funding from, for example, the Lottery Grants Board, the Government’s Regional Museum Policy or Creative New Zealand.  NSTP already advises on Lottery Environment and Heritage Committee applications.  It was suggested that the existence of a standard qualification could assist funding organisations in allocating heritage funds to deserving recipients.

52. The idea of developing a simpler version of the Standards Scheme for smaller museums was discussed so that a tiered approach to accreditation could be established. In the meantime, NSTP could be more discerning about which museums it encourages to complete the Standards Scheme, as some museums may be too small to benefit from full and formal participation in the current Scheme. 
53. Some respondents thought the Standards Scheme was aimed at medium to large museums and was not useful for the smaller, volunteer museums.  The limited number of iwi/cultural centre staff we talked to did not seem to either know about or use the Standards Scheme.  Comment was made on the large amount of paperwork involved and some felt it was “over the heads” of smaller museums.  Volunteers said they didn’t have the time to use the Standards Scheme although some volunteers involved in governance roles had found it useful in pointing to areas they needed to develop. Howick Historical Village revised its governance structure to a more bicultural model as a result of receiving information and support from NSTP.
54. Māori cultural organisations interviewed did not feel that the museological framework in the Standards Scheme suited their structures.  There is support for NSTP‘s intention to adapt the scheme for cultural centres and other cultural bodies.  Te Puia and Te Papa  have been in discussions as to how they can work together to adapt the Standards Scheme, which could then be used by similar organisations. 
55. As noted above, the peer assessment process in the Scheme was seen as very useful although there was a need to ensure the peer reviewers were from at least similar sized museums. People that were most positive about the usefulness of the peer review process were those that had very experienced peer reviewers.  

NSTP and ATTTO partnership
56. NSTP and the Aviation Tourism and Travel Training Organisation (ATTTO) have formed a partnership which has seen NSTP actively working to promote ATTTO’s National Certificate in Museum Practice. This qualification was developed by the sector in response to an identified need for an entry level museum qualification. NSTP is working to align its courses with NZQA standards, but is not responsible for the ATTTO qualifications. There is some confusion in the sector about who is leading the project. 
Grants

57. NSTP has a budget of $90,000 per annum for grants and funding, distributed through  two main funding streams.  The Museum and Iwi Development Grants Programme supports museums, iwi, and other culture and heritage organisations. The Helping Hands Grants are up to $1000 and targeted at small museums with very limited capability and resources. 
58. Museums that had received grants were very grateful for the assistance. In an underfunded sector, many recipients commented that grants had enabled projects which would otherwise been unaffordable, for example, purchase of archival materials and collection digitisation.

59. Some medium and larger museums, knowing the small amount of money available through NSTP, and recognising that they were well resourced compared to small museums, indicated that they tended not to apply for grants from NSTP.   Some museums noted that they had provided assistance to smaller museums to complete grant applications.  The comment was made more than once that applying for a NSTP grant tended to involve “very time-consuming paperwork” and that the process was not flexible or user-friendly.

60. The balance between accountability and ease of access needs to be considered, but there may be a time lag in sector awareness of changes in grant processes.  [NSTP has developed the Helping Hands grants with a response time that is usually within 5 working days.] Creative New Zealand may have some useful advice following the establishment of its Quick Response Grants. 
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61. Although time constraints did not allow the review team to visit many iwi groups who had worked with NSTP staff, conversations with Ngāi Tahu, Te Puia Māori Arts and Crafts Institute, Whakarewarewa Village and metro museums elicited positive comment about NSTP workshops and assistance.  NSTP services and personnel were seen as very helpful and provided collegial advice, assistance with developing strategies for building their institutions, and networking opportunities.  The collegiality goes both ways, as Te Puia staff have spoken at NSTP conferences and hosted workshops.  

62. NSTP has run marae-based training programmes in caring for taonga and textiles for Māori and is organising photography workshops for Ngāi Tahu runānga.  The iwi cultural centre conference was identified as a very useful initiative and one that would be good to follow up on.  [Te Papa is planning an iwi cultural centre conference for 2010.] Te Puia noted that it will be working with NSTP to adapt the Standards Scheme for use in cultural centres, which may involve a secondment from Te Papa.

63. Calls from marae and hapu are often referred to NSTP by these organisations, as they find NSTP to be helpful and generous with information about funding, training and professional museum factors such as conservation, digitisation, networking and other professional information. 

64. NSTP was commended for its commitment to providing support to iwi.  The Iwi Development Officer (IDO) had not been closely involved with the iwi interviewed in this review although there was awareness of his position as a contact point in Te Papa and NSTP.  Connections were good between NSTP’s IDO and Ngāi Tahu. This enabled access to funding for the photographing of taonga and artwork held by Ngāi Tahu for a database project to give access to their tribal taonga for iwi and hapu throughout Aotearoa. The Whakarewarewa Village has sought NSTP assistance with its upcoming celebration of a centenary of guiding at the village, including access to photography, digitisation and archiving for the tribe and improving the visitor experience.
65. There was some concern expressed that NSTP and its services were not as well known as it could be.  This may point more to under-resourcing than a lack of willingness and ability to work with iwi on cultural development issues.   
66. Training needs mentioned by review interviewees were focused on expertise in photographing cultural objects and conservation of archives, both of which have been developed into workshops on marae and in museums for iwi.  The IDO’s role in disseminating information about workshop opportunities to all iwi could be extended. 

Loans and iwi
67. Te Papa has not generally been perceived as responsive to requests by iwi or museums for loans of taonga.  The long lead time involved in making requests through the formal channel has led many iwi groups and museums to make their initial contact with Māori curatorial colleagues within Te Papa in order to facilitate the process. 

68. Te Papa could consider making long term loans of taonga from the collection to iwi or small museums – for example, items that could otherwise be candidates for de-accessioning. 

Touring exhibitions and iwi

69. Te Puia has had a good experience with Te Papa’s touring exhibitions, with a long-term loan of Kupe Sites and appreciated being able to add its own material to the exhibition.  Te Puia suggested that Te Papa could do more repackaging of large exhibitions (e.g. Whales/Tohorā) to provide high quality cost-effective small exhibitions for small and medium-sized museums.
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A number of issues arose from consultation with museums and galleries. In this section, the Ministry summarises these issues, and collates suggestions from discussions regarding how objectives could be advanced.   The Ministry recommends that the Minister invite the Te Papa Board to consider the suggestions.
Recommendations

It is recommended that you:
Touring Exhibitions

1. note that the sector is enthusiastic about Te Papa providing more touring exhibitions and  would like more clarity in the information provided by Te Papa

2. invite Te Papa to consider the following suggestions:

a. increasing the number of domestic touring exhibitions per annum, as set out in its Touring Exhibitions strategy

b. at the concept stage, large exhibitions and international exhibitions are developed in a scalable model that can be downsized for touring domestically

c. developing touring exhibitions with media and education components (and merchandise where available)

d. reviewing  touring exhibition needs and exploring available products, touring exhibition models, fee structures, resourcing issues, transportation and insurance needs, training shortfalls, “road-blocks” - real or perceived, and facility capabilities

e. providing an annual calendar of exhibitions in development

f. collaborating with other partner institutions where possible on curation

g. providing full budgets and scope within its contracts to negotiate with third parties

h. publishing set prices for touring components (e.g. packing, freighting etc). 

Loans

3. note that in regards to Loans:
a. respondents from medium-sized museums and galleries would like to see a system developed that processes loans at shorter notice
b. with established galleries that do not meet the facilities criteria, further discussion is held with the institution to ascertain whether there is an actual risk to collections
c. many iwi find the loans process confusing and difficult. 
4. invite Te Papa to consider the following suggestions:
a. to examine how it can better share its collection
b. considering a less prescriptive approach to meeting security and conservation requirements
c. expanding initiatives such as climate controlled cases and alternative approaches to security or facilities on the website
d. presenting user-friendly information about loans on the Te Papa website for all museums and iwi to understand
e. in regard to the loans service reviewing its processes and procedures with a focus on simplification and ease of use, assessing the resourcing required to shorten its loan notification requirements and providing advice on facilities to individual institutions
f. consider shortening the loan application period for smaller museums
g. including the loan request application form online
h. reviewing crating costs and sharing that information with Museums
i. that Te Papa staff visit facilities to develop a conditions database to assist with loan considerations
j. developing a pre-approved facilities to shorten the loan application process
National Services Te Paerangi

5. note that National Services Te Paerangi (NSTP) is Te Papa’s flagship in the museum sector and has the potential to build long lasting relationships throughout the sector – although the reverse can be true when it does not fulfil expectations

6. note that NSTP is doing some very good work, and may require additional resources. 

7. invite Te Papa to consider the following suggestions:

a. that a Board member should continue to chair the NSTP advisory committee

b. consider whether there is adequate resource for NSTP and Te Papa generally to provide services to the Museum sector

c. develop an Outreach Strategy for Te Papa

Increase transparency

8. note that the wording of the Museum of New Zealand Te Papa Tongarewa Act 1992 is not prescriptive, which gives Te Papa freedom in how it allocates its resources

9. note that there are advantages and disadvantages in that while Te Papa is free to define what it does, there are no boundaries or limits around what Te Papa might be expected to provide in its support to the wider museum sector

10. note that in the absence of a published strategy for NSTP activities, sector expectations are high and disappointment is frequent and that respondents were not quite sure what it is that NSTP is trying to achieve, and therefore it is very difficult to judge the results or the decision maker 

11. invite Te Papa to consider the following suggestions:

a. that NSTP publish a strategy and make the strategy available through the Te Papa website;

b. to notify the sector of an annual plan and budget allocations, then publicly report results and NSTP Advisory Board membership

Allocation of resources

12. note that respondents consider that Te Papa should reconsider the balance of resources allocated to different parts of the museum sector

13. note that while the small and volunteer museum sector is very well served by the Museum Development Officer service, it absorbs a large proportion of the NSTP budget (28%, the largest proportion after staff salaries)

14. note that the Ministry considers the allocation of almost 28% is at the cost of more support for larger museums, which hold a larger proportion of the national collection

15. note that most respondents did not perceive that NSTP is strategically targeting museums with its MDO visits, specifically whether it is the role of NSTP to provide support to private hobby museums – this may be something that is more appropriately supported through local councils

16. note that accreditation may be a useful tool for determining the provision of museum support. 

17. invite Te Papa to consider the following suggestions:

a. to consider how it can work alongside the larger museums in supporting smaller museums

b. to consider a joint project to formalise the role and level of support by regional museums for their regions and discuss possible resources for this work

c. providing a copy of its strategy for MDO museum support and how NSTP provides a breakdown of participation in its programmes, separated by large, medium and small museums to the Minister by 30 April 2010. 

Standards Scheme

18. note that the Standards Scheme is very well regarded, but considered too complicated for many small museums and that a tiered approach may be appropriate

19. invite Te Papa to consider the following suggestions:

a. to work with the sector to establish compulsory accreditation using the Standards Scheme

b. to adapt the Standards Scheme for small museums and iwi cultural centres

Listen more, talk less

20. note that Te Papa has taken steps towards meeting the needs of medium and large museums, but the museums that the people the Ministry met with considered that NSTP needs to do better in this area providing services for medium to large museums

21. note that for years courses have been criticised for being irrelevant, and respondents felt offerings were only slowly improving

22. invite Te Papa to consider the following suggestions:

a. provide more advance notice of the annual training calendar and speakers as this would be appreciated by the sector

b. explore supporting more networks to meet ongoing professional development needs of museum professionals.

c. sharing Te Papa’s strengths and areas of expertise in workshops and placements (e.g. visitor research, framing, crating).

d. consider providing seed funding for museums to develop touring exhibitions and work with the touring exhibitions team to provide advice on touring exhibitions logistics. 

e. NSTP continues to expand web access methods such as Youtube and skype/video conferencing where possible to broaden access

f. NSTP ensures it takes into account requests for courses and tailors content that is appropriate for museums with differing resource levels.

g. that the speaker programme should continue to be supported and expanded if possible.

h. NSTP provides earlier notice of speakers, schedules speakers later in the day, and uses speakers for workshops whenever possible (as suggested in the body of the report) to add value to the experience. 

Improving delivery to art galleries

23. note that there is some scepticism in the arts sector regarding Te Papa’s credibility as an effective advocate for and communicator about art

24. note that while NSTP is not responsible for improving Te Papa’s art curation, there is demand from art galleries for more relevant training

25. note that while Te Papa  is exploring the feasibility of carrying out an in depth survey examining sector needs for touring exhibitions and what Te Papa  could assist with. 

26. invite Te Papa to consider the following suggestions:
a. explore providing an object handling and art exhibition installation course in Auckland and other centres if demand is genuine
b. NSTP includes more art specific workshops in its annual training calendar.

Continue to provide support for iwi and cultural centres, and share bicultural practice

27. note that Te Papa has an excellent reputation for the support it provides for iwi, and for its bicultural operations

28. note that there is considerable enthusiasm for Te Papa to continue to develop this support and to share its knowledge with other museums.

29. invite Te Papa to consider the following suggestions:

a. NSTP continues to build relationships with teams within Te Papa such as the Iwi Relationships and Repatriation teams to develop strong and consistent external relationships with iwi.

b. NSTP continues to provide leadership to other museums who wish to improve their bicultural practice.

Effective training for the cultural sector 

30. note that the conspicuous absence of Cultural Leadership training was noted by many

31. note that there is a wider responsibility for sector leadership training that would be appropriately addressed at Ministry level

32. note that NSTP has developed a number of partnerships with other training providers, including Creative New Zealand, the National Preservation Office and Archives New Zealand 

33. invite Te Papa to consider the following suggestions:

a. NSTP continues to build partnerships to avoid duplication and overlap in training.

b. Te Papa supports the notion of MCH taking a leadership role in coordinating cultural leadership training across the sector, including looking at joint programmes with Australia and/or biennial leadership programmes if there is insufficient demand for annual training. 

Overlap between Museums Aotearoa and NSTP

34. note that NSTP and MA are complementary organisations with separate missions, and limited budgets. It is a common view that there is overlap in the work they do

35. note that NSTP needs to be clear about what it does (note point above about publishing the strategy) and build this into the Memorandum of Understanding with MA

36. note that the current MOU is due for renewal and offers an opportunity to clarify roles and responsibilities and that Te Papa and Museums Aotearoa could communicate more clearly about the difference in their roles. 

37. invite Te Papa to consider developing a robust MOU by 30 June 2010 with Museums Aotearoa that clearly sets out each organisation’s mandate and mission and areas of operation.  

Museums, art galleries & sector bodies interviewed

Aratoi – Wairarapa Museum of Art & History

Artspace

Auckland Art Gallery

Auckland War Memorial Museum

Canterbury Museum

Christchurch Art Gallery

Cobblestones Regional Early Settlers Museum 

Dunedin Public Art Gallery

Eketahuna & Districts Early Settlers Museum

Ferrymead Heritage Park

Gus Fisher Gallery (Auckland University Art Gallery)

Hawke’s Bay Museum and Art Gallery

Howick Historic Village

MOTAT

Mt Bruce Pioneer Museum
Museum Studies Programme, Massey University

Museums Aotearoa
Museum of Wellington City and Sea

Ngai Tahu

Otago Museum

Otago Settlers’ Museum

Regional Maritime Museum, Port Chalmers

Rotorua Museum of Art & History

Sarjeant Gallery, Whanganui

Te Manawa: Science Centre, Gallery, Museum – Palmerston North

Te Puia

Te Tuhi Centre for the Arts

Waikouaiti Museum

Whakarewarewa Village

Whanganui Regional Museum

Yaldhurst Museum of Transport and Science
Starter Questions for Ministry for Culture and Heritage (MCH) consultation with the museum sector on Te Papa’s Outreach Services

1. Do you agree with the findings in the Phase One report? 

· If you haven’t used Te Papa’s outreach opportunities ... why not? 

a. Are there any barriers to your using them? 

b. Are all your professional development and exhibition development needs being met on a regional basis instead?

· If you have used Te Papa’s outreach activities, does the MCH report attached reflect your own experiences as a user of these services? (If you have time, please note particular statements in the report which resonate with you … or not!)  

· What opportunities have you had to give feedback to Te Papa on their services and if so, do you think Te Papa listened and responded well?

· How well have Te Papa’s outreach services integrated with other regionally organised opportunities (i.e. not delivered through Te Papa)? Please give examples e.g. Museums Aotearoa, museum studies programmes. 

2. How could Te Papa’s outreach activities be improved? 
· What are the strengths of the current arrangements?

· What would motivate your museum to interact, or interact more, with Te Papa and the outreach services it delivers?

· Do you see any gaps in Te Papa’s outreach services?  If so, what are they? For example, are there training needs that are not being met?

3.   Are you aware of other possible models?
· What do you consider to be the advantages and disadvantages of a centralised model of museum support?

· What do you consider to be the advantages and disadvantages of a devolved (i.e. regionally based) model of museum support?   

· Assuming the same or similar levels of resources, do you have a suggestion for a better model? (Please refer to page 2 of the report for the approximate current cost of these services to Te Papa.)
4.   A national service and Objects and Collections of National Importance (OCNI) 

Section 7(1)(i) of the Museum of New Zealand Te Papa Tongarewa Act 1992 includes the following function of the board:
“To cooperate with and assist other New Zealand museums in establishing a national service, and in providing appropriate support to other institutions and organisations holding objects or collections of national importance.”
You may be aware that MCH is contemplating some policy work around these matters. 

· Do you think there is a relationship between a national service and the provision of appropriate support with respect to OCNI? If so what is it?
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