VICTORIA AND ALBERT MUSEUM BOARD OF TRUSTEES

Minutes of the meeting of the Board of Trustees held at 2.00pm on Thursday 21 November 2002 in the Board Room at the V&A Museum.

PRESENT 

Paula Ridley (Chairman) 

Mr Rob Dickins

Professor Sir Christopher Frayling 

Mrs Jane Gordon Clark 

Sir Terence Heiser

Mr Peter Rogers 

Mr Paul Ruddock 

Mr Jonathan Scott 

Professor Sir Christopher White 

IN ATTENDANCE 

Mr Mark Jones, Director, V&A 

Mr Jim Close, Deputy Director, V&A 

Mr David Anderson, Director of Learning & Interpretation, V&A

Mr Ian Blatchford, Director of Finance & Resources, V&A

Mrs Gwyn Miles, Director of Projects & Estate, V&A

Dr Deborah Swallow, Director of Collections, V&A

Mr Damien Whitmore, Director of Public Affairs, V&A

Mr Martin Bastone, Senior Safety Advisor, V&A (paras 1-5 only)

Dr Tessa Murdoch, Deputy Keeper, Sculpture, Metalwork, Ceramics & Glass, V&A (paras 6-12 only)

Mr Nick Lander, Consultant (paras 18-20 only) 

SECRETARIAT 

Mr John Rider, V&A 

Miss Laura Martin, V&A 

Before the meeting Trustees had the opportunity to view a range of recent acquisitions from the Furniture, Textiles & Fashion Department.

APOLOGIES FOR ABSENCE

1.
Apologies had been received from Lady Cobham, Professor Margaret Buck and Mr Rick Mather.

HEALTH AND SAFETY – ANNUAL REVIEW

2. Peter Rogers introduced Martin Bastone, the V&A Safety Advisor, who explained that, following the health and safety report produced by consultants RPS in February 2002, a more in-depth document, the V&A Safety Policy, had been written.  He added that a summary of the document would be included in the V&A Staff Handbook.  Jim Close explained that the new policy was clearer regarding the responsibilities of specific individuals and that it would be signed by both the Director and the Chairman of the Board.  Peter Rogers invited the Board to approve the document attached to the Paper, on the recommendation of the Trustees’ Buildings Strategy Committee.

3. In a brief discussion on the V&A’s arrangements in the event of a major disaster, Gwyn Miles reported that the Museum’s Emergency Response Plan was in the process of being updated and, once it had been completed, she would present it to the Buildings Strategy Committee.  She pointed out that, in the event of an emergency, the recommended actions were to ensure that staff and visitors left the building safely, to leave the objects in situ, and to make the building secure.  Jim Close added that other security procedures were being updated and would be presented also to the Buildings Strategy Committee.

4. In a brief discussion on Gallery 111, it was noted that, since the stained glass had been removed from the lunettes, it was now possible to look down into the Cast Courts and onto the casts, the upper parts of which were noticeably dirty.  Gwyn Miles assured the Board that a programme of cleaning had been scheduled to make the objects presentable to visitors from above and below, and she thought that it would be interesting for visitors to view the cleaning process. 

5.
The Board approved the V&A Safety Policy on the recommendation of the Trustees’ Buildings Strategy Committee.

MASTERPLAN PROJECTS
Church Plate and Stained Glass Gallery

Sir Christopher Frayling joined the meeting during this item.

6.
Gwyn Miles tabled a Paper Progress Report on Projects for information. 

7. Trustees received a slide presentation from Tessa Murdoch on the proposals for redisplaying the Museum’s Church Plate and Stained Glass collections in Galleries 83 and 84, which would be known as the Sacred Silver and Stained Glass Galleries.  A donation of £200,000 had been received towards the projected cost of £670,000.  A decision had been taken to display the study collection of Stained Glass with the Church Silver so that the V&A’s stained glass collection, which was the most important in the world, could be adequately represented in the V&A displays and provide an appropriate setting for the national collection of Church Silver.

8. On the design of the galleries, there was no original scheme of decoration and the designer would have free reign to use the maximum height where appropriate.  The 10 window bays in the galleries overlooked the Pirelli Garden and there were plans for at least two of the bays to look out on to the garden to help orientate visitors.  The designer would have to consider also how to create an appropriate vista from one gallery to the next and how to refine the side entrance from the current Jewellery Gallery.  It would be possible to create a dramatic screen effect at the two entrances by using ecclesiastical ironwork and to use the height of the gallery to its advantage by including examples of ecclesiastical lighting from the V&A’s collections.

9. On the Stained Glass displays, the objects would be principally shown against and above the West facing windows which overlooked the Pirelli Garden and the panels would be back-lit with a combination of natural and artificial light.  Consideration would be given to showing Stained Glass on the walls opposite these windows where this was appropriate to the design and presentation of the gallery.  There were plans to devise a sophisticated system of adjustable framing so that glass subsequently removed for loan or conservation could be replaced with sections of stained glass of different dimensions avoiding unsightly temporary gaps in the displays.  The Stained Glass would be shown in a chronological sequence beginning in Gallery 83 with 12th century glass leading through to examples of 19th century glass in Gallery 84.  The selection would provide an opportunity to explain the techniques of stained glass production as well as the varying circumstances behind its commission, and survival, and the history of the V&A’s collecting and expertise in this area.

10. On the Church Silver displays, they needed to be presented in a new light to explain their significance to a multi-cultural audience whose knowledge of church liturgy was more limited than the audience for whom the current displays had been devised 30 years ago.  The human use and practise associated with such vessels needed to be explained, ideally with visual aids, engravings and photographs to demonstrate the importance of gesture, procession, signs and sounds that accompanied the use of church silver.  The support of specialist education staff, both internal and external, and representatives of churches would be sought.  The current Church silver displays were overloaded with too many examples of similar types and forms of vessels, many of which were on loan.  The loans needed thinning out and a more limited selection of new loans arranged where necessary so that the displays could represent both Protestantism and Catholicism in Europe, non-conformism, and foreign congregations in Britain.  The debate as to whether Judaica should be shown in this gallery had not yet been resolved.

11. The design brief for the galleries had been written and would be sent out to several designers in the next week.  The Museum planned to have a designer in place by January 2003 so that the necessary planning, research and conservation could begin in earnest. 

12. In a brief discussion, Tessa Murdoch explained that, as the galleries would be study galleries rather than art and design galleries, it was felt that it would be inappropriate to recreate room settings (as altars and chapels) as had been done in the British Galleries.  She explained that due to the lighting in these galleries it would not be possible to display textiles.

LEARNING STRATEGY

13. Trustees received a slide presentation from David Anderson on the V&A Learning Strategy: Action Plan which had been circulated for the meeting.  The Board at its meeting in March 2001, had approved the Learning Strategy and decided that it should be published both on the web and in print.  Trustees had requested also that the Museum developed an Action Plan to support the Strategy.  He stressed that all V&A departments should be concerned with meeting the educational needs of all visitors, highlighting that the educational success of the British Galleries was due largely to the collective efforts of staff.  The organisations located on Exhibition Road made it the world’s greatest centre for culture and learning, and learning was the V&A’s unique mission and was what the Museum’s audience wanted and enjoyed, as well as being a priority for Government and for other funders.  Additionally, learning should be a shared purpose for all staff and would ensure the Museum had an international reputation for innovation.  Investment in learning could also be viewed as an investment in the future.  The following audience development goals for the V&A were highlighted: 

i. Increase the number of Museum visitors.

ii. Reach priority audiences.

iii. Be the seedbed for the design and creative industries. 

iv. Deliver high quality learning experiences. 

v. Increase web usage. 

vi. Support other museums in the UK and abroad. 

vii. Listen to users and non-users.

The V&A was already doing many of the things it should but there were also aspects of its services that were not yet good enough.  It was easily within the V&A’s grasp to become the national leader in the field of museum learning in the UK, the benefits of which would be immense, for example, strengthening the V&A’s image, impact and influence.  

14.
The following actions necessary to implement the V&A Learning Strategy were highlighted: 

i. Provide world-class learning in galleries and other public spaces.

ii. Improve public information services.

iii. Develop online learning.

iv. Implement learning programmes and services.

v. Going beyond the walls of the Museum.

vi. Improve the Museum’s knowledge of its audience.

vii. Improve marketing and promotion of the Museum.

viii. Co-ordinate work across the Museum.

It was worth investing in the action plan outlined as the V&A had the potential to become a world-class museum for learning.

15.
In a brief discussion, David Anderson, in response to a question on the proportion of time that the V&A was open in the evenings, explained that the South Kensington site had late opening hours for the Wednesday and Friday Late Views.  He added that the Museum was exploring ways of making these evenings more effective, for example, a regular programme of guided tours had recently been scheduled for the Wednesday Late Views and an evening aimed at grandparents and grandchildren had taken place.  He pointed out, however, that when planning evening events consideration had to be given to the demand for space from corporate events.  On the marketing and learning materials produced by the Museum, David Anderson reported that the two departments concerned worked closely together.

16. In a brief discussion on object labelling, David Anderson reported that the V&A was in the process of recruiting a Gallery Text Editor who would hopefully be in post within the next few months.  He added that a lot of research had been undertaken on labelling and text guidelines when designing the British Galleries.  Deborah Swallow reported that during periodic gallery upgrades older labels were replaced and that object labelling was an integral part of junior curatorial staff training.  The Director reported that the Museum aimed to replace object labels where necessary as part of the Museum’s FuturePlan, however, this would take time.  Deborah Swallow reported further that a project had been undertaken in Gallery 136 to replace old labels with a clean suite of more legible labels, however, this had been a time consuming exercise. 

17. The Board approved the recommendations in the V&A Learning Strategy: Action Plan.

MASTERPLAN PROJECTS
Eating and Drinking at the V&A

18. Gwyn Miles reported that two complementary studies had been undertaken to investigate the current and future provision of refreshment facilities across the South Kensington site.  The studies had made recommendations for how provision should be addressed both before and after the development of the Spiral.  One study, carried out by Winton Nightingale, had looked at the logistics of the site and the types of layout for both restaurants and kitchens.  The other, by Nick Lander, had looked at types of catering provision in comparable public venues and considered the type of ‘offer’ the Museum should be providing.  The current provision was as follows: 

i. The New Restaurant in the Henry Cole Wing which provided the main focus for eating and drinking with a 260 seat restaurant open every day.

ii. The Staff Restaurant which was used by the public during the weekends.

iii. The Gamble Room which was used sometimes to serve coffee and tea.

iv. A café and a restaurant which had been set up in the Pirelli Garden during the Summer months.

The biggest problem in considering the location of a kitchen was finding a suitable area for goods to be delivered to and rubbish to be removed from.  In the light of those criteria, the only feasible place for a main kitchen was between the Henry Cole Wing and the RCA West wing.

19. Nick Lander stressed the importance of improving the current kitchen facilities.  On the FuturePlan Phase 1, he explained the following: 

i. The lower two floors of the Henry Cole Wing would be converted into the new Learning Centre and the Museum would therefore loose the New Restaurant.

ii. The Staff Restaurant would be converted into a public restaurant.

iii. The use of the Pirelli Garden for eating and drinking would be improved.

iv. A good Member’s Room alongside a re-positioned staff club on the 6th floor of the Henry Cole Wing would be provided.


On the FuturePlan Phase 2, he advised that it would be better if the refreshment provisions were provided on the ground floor of the Spiral rather than at the top of the building.  He pointed out that as visitors were short of time, particularly at lunch, a ‘destination restaurant’ on the 9th floor of the Spiral would do very little business at lunch.  He thought it would be better to have a lounge for V&A Friends at the top of the Spiral which was equipped to sell snacks.  He explained that restaurant competition was fierce locally and that four new restaurants had opened recently on Brompton Road.  To draw in the local market, the V&A had to offer something particular.  He pointed out that local restaurants were not spacious and he thought that it would be important to provide a sense of space when the architects designed the refreshment areas in the Spiral.

20. In a brief discussion, Nick Lander explained that the New Restaurant in the Henry Cole Wing was well located because it was on the ground floor of the Museum.  Gwyn Miles explained that the plan was to bring eating and drinking into the centre of the Museum.  She reported that the proposed Member’s Room alongside the re-positioned staff club on the 6th floor of the Henry Cole Wing would be open by 2004.  She thought that the Museum needed to offer visitors two or three different styles of eating ranging from inexpensive fast food to more expensive cooked lunches.  Some Trustees felt that the Museum should not rule out having a restaurant on the top floor of the Spiral, pointing out that the Georges Restaurant on the top floor of the Pompidou Centre, Paris, had been very successful.  Nick Lander pointed out, however, that the infrastructure needed to put a restaurant on the top floor of the Spiral would be expensive.  Ian Blatchford explained that a business plan on the proposed future refreshment facilities needed to be completed.  It was noted that, since the introduction of free admission at the South Kensington site, visitors could leave the building to go elsewhere for lunch and return later.

MINUTES OF THE PREVIOUS MEETING

21. The Minutes of the 130th meeting were agreed. 

MATTERS ARISING

22. The Castlereagh Inkstand.  Deborah Swallow reported that, during the following week, the HLF would consider the application for funding towards the purchase of the object 

23. Two Photographs by Man Ray – Noire et blanche (1926).  Deborah Swallow reported that the NACF had agreed to fund only half of the sum previously sought by the V&A.  The Museum would submit an application to the HLF for the same amount but the outcome would not be known until March 2003.  The balance would be provided by a combination of funds from the Friends of the V&A and the Museum. 

24. Meissen Figures.  Deborah Swallow reported that the Meissen Vulture had been reattributed as the Meissen Condor and, as there would be no private treaty sale, discussions were taking place on an alternative strategy for funding the object.

25. The William Morris Aeneid.  The Director reported that the vendor had declined a private treaty sale.  Deborah Swallow reported that the NACF had not yet discussed whether it would be a suitable object for it to fund to celebrate its centenary.  In discussion, it was suggested that the V&A might explore the possibility of a joint purchase with the Fitzwilliam Museum, Cambridge and the Director agreed to discuss this with his opposite number.

26. Proposed Charity Reforms.  The Board noted the Paper on the Cabinet Office Report on Charities which had been circulated for the meeting.  Ian Blatchford reported that, in September, the Cabinet Office Strategy Unit had published a review of the charitable sector that proposed significant changes to charity law and regulation.  He outlined the implications of the report for the V&A as follows: 

i. On the future regulation of Exempt Charities, charities normally had to be registered with the Charity Commission, but certain institutions, including the V&A, were currently exempt from registration.  Many had expected the report to recommend that this anomaly be removed, but the report noted that many of the exempted charities already had a main regulator who monitored their public accountability, which in the case of the V&A was DCMS.  The report suggested that existing regulators needed to take greater care in ensuring that they followed the principles of charity law in their regulatory approach.  Some national museums believed that this proposal would create difficult issues for DCMS.  There was, for example, some legal opinion that Funding Agreements issued by a Government department to a charity were inconsistent with a general principle of charity law that charities should act without political interference.  It was also possible to argue that the capital charging regime sat ill with the spirit of charity law.  Some even argued that there would be benefits for the sector if the Charity Commission became the Museum’s main regulator rather than DCMS.  The contrary argument was that this would leave museums in a worse position than present with the new Charity Commission requirements to meet as well as enduring interventions from DCMS.  It was questionable whether the Commission would have the time, resources and inclination to adopt the regulation of national museums.

ii. On public benefit, the report recommended clearer criteria and a core test of public benefit.  There had been speculation that museums would find it difficult to defend the limited degree of public access to reserve/stored collections; although that would not necessarily be harmful to the V&A because it could provide a negotiating point with DCMS over such issues as the development of Blythe House.

iii. On trading companies, the Charity Commission guidance and Corporation Tax law both made it necessary for charities to trade through a subsidiary.  The rationale for this was to isolate assets from risk and make financial flows between the charity and trading activity transparent.  The report, however, was concerned that the system could be an administrative burden and recommended that charities should be allowed to trade without the need for trading companies.  This was considered a sensible recommendation, although the V&A might wish to keep a separate company anyway.

iv. On small trust funds, many charities, including the V&A, had a variety of such funds which had been accumulated over the years and which, in practice, were difficult to spend because the obligations of the original testator were restrictive and/or the fund involved was too small to fund purchases or projects.  Charities were currently allowed to close small funds where the annual income was under £1,000 and spend all the capital.  The report recommended that where income was over £1,000 but the underlying capital was under £10,000 then the charity should also be allowed to close the fund.  Even more radically, the report suggested that where the value of a small fund exceeded the £10,000 threshold, then the Charity Commission should have the power to release the fund based on certain criteria.  These proposals would give the V&A much greater flexibility in the use if its Bequest and Trust Funds and would mean that it could address an issue that had concerned the Finance Committee for some time.

27. In a brief discussion on the proposed Charity Reforms, reservations were expressed regarding being regulated by the Charity Commission as the V&A would have to respond to both the Commission, on the Museum’s charitable status, and to DCMS, on financial matters.  The Director suggested that the Museum should await a response from the NMDC to the Cabinet Office’s report on charities.  

DIRECTOR’S REPORT

28. The Board noted the Director’s Report circulated for the meeting and the following further points:

i. James Calvert, a reporter from The Sunday Times, had impersonated a banker called Richard Calvert and had offered the V&A a £1 million donation in return for which he had asked that his amateur painting should be displayed in its galleries.  The Sunday Times reported that the V&A had spoken to the pretend banker and had offered to meet him to discuss the possible donation.  Following an initial meeting with Francesca Vinti, research was carried out on the basis of the details given by the journalist about his profession, background and age and they matched those of the real Richard Calvert. In a subsequent telephone conversation, the Director offered to meet Mr Calvert and discuss with him the possibility that his painting might be hung in a non-display area of the Museum in acknowledgement of his gift.  A comment from the V&A included in the article made clear that the V&A’s policy was to display works in the public galleries solely on the criteria of merit and relevance to the collections.  The Director stressed that the Development Department had behaved properly throughout.  He pointed out that the Museum did not have a policy on what methods of acknowledgement were acceptable but, if the donation had been genuine, he would have considered hanging the painting in a private area of the Museum as long as it was made clear that it was on display in acknowledgement of a donation.

ii. On visitor figures, it looked as though the total for the South Kensington site would reach over 2 million visitors by the end of the calendar year, which would be more visitors than the Museum had ever attracted.

iii. On budgets, Ian Blatchford and the Director had started on the budget round for 2003/4.  The V&A’s budget for 2003/4 would increase by just over 1% on the previous year, however, staff costs would increase by 4% and economies would need to be made.

iv. The issue of restitution had been raised with the V&A by the British Museum which was going to receive a visit from the Ethiopian Ambassador regarding objects from Magdala.

v. The Teddy Bear Story exhibition at the Liverpool Museum was doing well.

vi. The following two Japanese displays were currently in the Toshiba Gallery: 

· Enamelled Wonders: Japanese Cloisonné from the Edwin and Susan Davies Collection.

· Unryuan: Master of Traditional Japanese Lacquerware.

vii. Sandra Smith had been appointed as the new Head of Conservation and would join the V&A from the British Museum at the beginning of January.

viii. Phase III of the Silver Galleries would open on 26 November.

ix. The Director and the Chairman would be meeting Tessa Jowell, the Secretary of State for Culture, Media and Sport, on 4 December.

x. The Director had commenced discussions with Neil McGregor, Director of the British Museum, on possible partnerships between the two institutions, around the areas in which their collections overlapped.. 

29.
In discussion on donations, the Trustees thought that the Museum should judge the conditions of proposed donations on their individual merits when they were offered.  Damien Whitmore stressed that the article in The Sunday Times had not done any damage to the Museum’s image.

REPORTS FROM COMMITTEES

Sir Terence Heiser, Peter Rogers and Gwyn Miles left the meeting during this item. 

29. Audit.  The Board noted that the Committee had met on 5 November.

30. Buildings Strategy.  Gwyn Miles tabled a Paper, Progress on Projects.  The Board noted that:

i. The Committee had met on 18 November.

ii. The Committee had approved the V&A Safety Policy and had looked at the Museum’s health and safety statistics. 

iii. The final accounts showed that the British Galleries had been completed under budget.

iv. The new Temporary Exhibition Shop and the Main Entrance scheme would be completed by the end of the financial year.

v. On the Museum of Childhood at Bethnal Green, Phase 1 of the development scheme was progressing well and the application for funding would be made to the HLF in December.

31. Collections.  The Committee had met on 5 November.

32. On Proposed Major Loans by the Museum, the Board, on the recommendation of the Committee, approved the loan of the following objects: 

i. Flowers in a Niche oil on panel by Roeland de Savery, from the Dyce Bequest, for the exhibition Flowerpower at the Norwich Castle Museum and the Millennium Galleries, Sheffield.

ii. David Garrick in ‘The Chances’ oil on panel by Philip de Loutherbourg, from the Dyce Bequest, for the exhibition Every Look Speaks: Portraits of David Garrick at the Holburne Museum of Art, Bath.

iii. Three portrait miniatures by Samuel Cooper James, Duke of York, Barbara Villiers, Duchess of Cleveland, and Unknown Woman to Tate Britain as part of the Tate Exchange Programme.

iv. Venice from the Canale delle Giudecca oil on canvas by JMW Turner, from the Sheepshanks Gift, for the exhibition Turner and Venice at Tate Britain.

v. 58 paintings and drawings by Constable, including objects from the Sheepshanks Gift, to John Constable at the Millennium Galleries, Sheffield.

33. 
Development.  The Board noted the Development Report, circulated for the meeting, and the following additional points: 
i. John McCaffrey, Director of Development, was currently in the process of narrowing the numbers of development dinners and drinks parties taking place.

ii. An anonymous pledge had been made towards the Islamic Galleries. 

iii. The Corporate Section was currently concentrating on securing sponsorship for the Gothic: Art for England 1400-1547 exhibition.

34.
In a brief discussion, it was agreed that the new sponsorship brochures would be shown to the Trustees at the next meeting.

35. 
Theatre Museum.  The Committee had met on 6 November.  The Board noted that Geoff Marsh had been appointed as the new Director of the Theatre Museum and would start full-time at the beginning of March. 

ANY OTHER BUSINESS

36. The proposal for an appropriate award to thank people who had helped the Museum was still being considered and a further report would be made in due course. 

37. The Board noted that the British Galleries had been open for a year and it was agreed that a report on the running costs would be produced.

38. It was suggested that the Museum should highlight to DCMS the positive aspects of its partnership with Houghton Hall.

39. The Chairman reported that Jim Close was attending his final Board meeting before his retirement from the V&A in mid-December.  She wished to record, on behalf of all Trustees past and present, that he had been a loyal servant of, and a tremendous asset to, the Museum over the last 18 years and that he would be greatly missed. 

John Rider 

January 2003
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