VICTORIA AND ALBERT MUSEUM BOARD OF TRUSTEES

Minutes of the meeting of the Board of Trustees held at 2.30pm on Thursday 17 July 2003 in the Board Room at the V&A Museum.

PRESENT 

Paula Ridley (Chairman for paragraphs 1-30)

Professor Margaret Buck 

Penelope, Viscountess Cobham 

Mr Rob Dickins 

Professor Sir Christopher Frayling

Mrs Jane Gordon Clark 

Mr Rick Mather 

Mr Peter Rogers 

Mr Paul Ruddock 

Professor Sir Christopher White (Chairman for paragraphs 31-40)

IN ATTENDANCE   

Mr Mark Jones, 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 and Estate, V&A 

Dr Deborah Swallow, Director of Collections, V&A

SECRETARIAT 

Mr John Rider, V&A 

Ms Laura Martin, V&A 

Before the meeting Trustees had the opportunity to view objects from the Oliver Messel Collection and from the recently acquired Charles Holme Archive.

APOLOGIES FOR ABSENCE

1. Apologies had been received from Sir Terence Heiser and Dame Marjorie Scardino.  Damien Whitmore was unable to be in attendance.

V&A RISK REGISTER

2. Ian Blatchford gave the Trustees a presentation on the V&A Risk Register based on a Paper circulated for the meeting.  The Museum had had a Risk Register in place since September 2001.  In 2002 the Treasury had issued revised and very specific requirements concerning the identification, ownership and monitoring of risk which had not been addressed in the existing document.  The Audit Committee had commissioned a radically overhauled register which it and the Management Board had approved.  As a prelude to adopting the Risk Register, a Risk Policy had been produced which had also been approved by the Audit Committee.  The Risk Register identified almost 60 specific risks, grouped into broad themes such as Strategic, Audience, People, Collections, and which were ranked according to their importance and probability.  The new Risk Register would be issued to all the managers responsible for its implementation.  

3. In discussion, it was suggested that it might be useful to rank the risks listed in the Risk Register hierarchically so that the Museum’s highest risks were immediately obvious.

4. The Board endorsed the Risk Policy and noted that the Risk Register would be the subject of an annual review by the Audit Committee and an annual report to the Trustees.

V&A ACCOUNTS

Jane Gordon Clark and Professor Margaret Buck joined the meeting during this item.

5.
Ian Blatchford gave the Trustees a Powerpoint presentation on the audited V&A Accounts for 2002/3, based on a Paper circulated for the meeting.  The original budget was outlined and it was pointed out that before exceptionals there was an operating deficit of £4.6 million.  Once the exceptionals were taken into account, i.e. the money from the British Galleries, general/carry forwards and bequest funds, the operating deficit was reduced to £3.4 million.  On the actual out turn, this figure had been further reduced to £803,000 for the following reasons: 

i. the figures for grants, income and profits and the operation costs were similar to those that had been budgeted;

ii. the cost for exhibitions had been lower than the Museum had budgeted due to the success of the Versace and Tiaras exhibitions;

iii. the figure for the net salaries was lower than the Museum had budgeted;

iv. the Museum had spent less on the FuturePlan than it had budgeted because some projects had taken longer to implement, for example the installation of the new doors for the Grand Entrance;

v. the HLF had accepted that the new steps at the Grand Entrance were part of the British Galleries project and had given the Museum funding towards them.

6. Ian Blatchford pointed out that the Statement of Funds in note 14 of the notes to the Consolidated Financial Statements, showed that the Museum had reserves of £315 million, however, this was misleading as it included the value of the Museum’s buildings.  The level of unrestricted reserves for 2003 were down by £1.4 million compared to the reserves for 2002 due to an operating loss of £800,000 and investment losses of £700,000.  It was pointed out that some of the other national museums and galleries had larger reserves that the V&A.

7. On exhibitions, Ian Blatchford explained that for the Tiaras, Earth and Fire and Versace exhibitions, the Museum had budgeted for a total of 266,000 visitors but had received 390,000 visitors.  An elaborate ticket discount policy had been employed for the Tiaras and the Earth and Fire exhibitions which explained why their ticket sales had not reflected the high number of visitors.  In light of this, the Finance Committee would review the Museum’s policy on ticket pricing and discounts.

8. On acquisitions, the budget was outlined and it was explained that in some cases the Museum only received money from outside funding bodies towards objects if it also made a contribution from its own funds.

9.
On Blythe House, Ian Blatchford explained that the freehold was owned by the Government and that the building was occupied by the V&A, the Science Museum and the British Museum.  The National Audit Office had indicated that there was a strong case for the building to be on the books of the three museums because, in reality, they had had all the benefits and obligations of ownership.  The three museums had not accepted this interpretation because it the Government had not given any formal commitment that the three museums would benefit from any sale proceeds.  DCMS had informed the three museums that they would be entitled to 25% of any disposal proceeds in the event of sale but that 25% would also be due to DCMS. The three museums did not accept this financial proposal and negotiations with DCMS would continue over the next year.

10. 
Ian Blatchford pointed out that when considering the budget for 2003/4 there would not be as much exceptional funding compared to the previous year.  If staff costs increased during the following three years at the same rate as they had done over the previous three years, the additional Grant-in-Aid that the Museum would receive would be spent on salaries.  It was noted that the Finance Committee wanted to double the Museum’s contingency funds during the following five years.  To counteract these points, the Museum would need to do everything it could to maximise its income and would need to consider having a smaller FuturePlan, making 5% employment savings and increasing efficiency.

11. The Board took note of the Audited Accounts for 2002/3.

REVIEW OF THE SPIRAL PROJECT

12. Gwyn Miles and Ian Blatchford gave a Powerpoint presentation on the uses and costs of the proposed building, based on a Paper circulated for the meeting.  

13. Gwyn Miles outlined the background to the project as follows:

i. The Museum had first identified the Boilerhouse Yard site as a prime area for redevelopment as a result of the master-planning exercise undertaken by Michael Hopkins & Partners in 1986.  From 1986 to 1995 the V&A had used the Hopkins Masterplan to identify and work on areas of the Museum that had been in a state of bad repair.

ii. A revised masterplan had been prepared by Pringle & Richards in 1995 and this had identified the following two key areas for development:

· The display of the British Galleries.

· The promotion of the best in contemporary applied art through the development of the Boilerhouse Yard site. 

iii. In May 1996 an international competition had been held for the development of the Boilerhouse Yard site which had been won by Daniel Libeskind, working with Cecil Balmond of Ove Arup.

iv. In 1998 the winning scheme had received planning permission.

v. In 2001 DEGW had put together a masterplan which had developed into the Museum’s current FuturePlan.  It had focused on improving the ‘visitor experience’ and had reworked some of the designs of the Spiral to improve the circulation around the Museum.

vi. In 2001 Daniel Libeskind and Cecil Balmond had presented to the Board the scheme design proposals (Stage D).

14. Gwyn Miles explained that the Spiral would consist of five floors of galleries, two floors consisting of an entrance/orientation area and a café, and two floors of high level catering.  The building would explore the contemporary, creative world in its fullest context.  The Spiral Team had developed proposals for gallery content and programming which took into account previous research and Museum strategy regarding audiences, learning and interpretation.  The plans for each floor of the Spiral had a physical character which made them suitable for the following different types of display:

i. The Event Gallery – Level 2/3


This would be an adaptable, quick response space which could house displays related to ‘news’ events and to the annual calendar of art and design, for example, London Fashion Week, New Designers and the Milan Fair.

ii. The Main Exhibition Gallery – Levels 4 & 5

Level 4 and the mezzanine Level 5 would be programmed together to form the main thematic exhibition space.  This gallery would have a variety of versatile spaces (from intimate to grand) which would make it suitable for large-scale exhibitions such as Radical Fashion, Tiaras, or Street Style.
iii. The Monograph Gallery – Level 6


This gallery would be the most conventional gallery space and would be suitable for medium to large-scale monographic displays on all themes.  The space would be used for specially commissioned and touring exhibitions.  Exhibitions such as Ossie Clark and Guy Bourdin could be displayed on this floor, but with more generous space and with ancillary areas alongside for workshops or other activities.

iv. The Commission Gallery – Level 7


This space would be dedicated to site-specific work by artists, designers and makers.  More experimental installations would be commissioned by the V&A which would be designed and curated by creative individuals or groups.  Installations such as Chihuly and Isabel Rocamora’s The Rapture of Matter could be displayed on this floor.

15. Gwyn Miles showed the Board a number of computer simulation images to illustrate how the building would work.  These included views of the façade, the forecourt, the lower entrance (which would be connected to the Underground station via the tunnel under Exhibition Road), the pavement level entrance hall (which would include a café) and the rooftop restaurant/bar which would provide high level catering.  

16.
Ian Blatchford outlined the project costs using figures that had been prepared by quantity surveyors during Spring 2003 which assumed a start date of November 2003 and completion in September 2008.  These figures would need to be thoroughly checked as they had been based on a number of assumptions.  Two design reviews had been completed and a third one could be a possibility.  The project had associated costs which included creating a new Education Centre, moving the Aston Webb screen (which would require planning permission from the Royal Borough of Kensington and Chelsea) and cleaning the façades.  

17.
Ian Blatchford outlined the funding plan for the project.  He pointed out that the Tate had had a significant grant from the public sector towards Tate Modern and that the British Museum had secured a major donation towards the Great Court.  If the V&A’s funding plan for the Spiral was compared to the British Museum’s plan for the Great Court, it seemed likely that the Museum could achieve its targets.  The donor ranges were outlined and the targets were compared to the number of prospects the Museum had currently identified.  It was pointed out that the Museum needed two major donations and that one had already been pledged.  The Museum needed to identify the value of each fundable element of the building.  

18.
Ian Blatchford outlined the overall financial impact of the Spiral.  The building expenditure would consist of the following elements:

i. Core operational costs i.e. costs for security and front-of-house, interior cleaning and utilities.

ii. Life cycle costs for building maintenance for the interior and exterior of the building.

iii. Programming costs.

Income would be generated from the restaurants, corporate hire, retail spaces, sponsorship and admission charges.  The net financial impact of the Spiral had been highlighted by the Director and Ian Blatchford to DCMS officials at a meeting in June 2003.  Ian Blatchford pointed out that building the Spiral would be a significant financial risk to the Museum.

19.
In discussion, Gwyn Miles explained that areas of the lower floor and the ground floor of the building had been identified as possible retail spaces.  VAE had indicated that it did not want a large retail space within the building but it would prefer to have smaller more flexible retail areas.  She explained further that each level of the Spiral, other than the basement, would connect to the rest of the Museum.  It was suggested that there should be a covering between the end of the underground tunnel and the lower entrance hall to prevent visitors getting wet when it rained.  The Director thought that the ratio of display space to circulation space needed reviewing: it seemed low as currently expressed.  Gwyn Miles reported that the Spiral would provide bigger, more powerful and dynamic spaces where connections between exhibitions could be made.  It was suggested further that it would be useful to find out what the ratio was of display space to circulation space at the Guggenheim Museum, Bilbao.  The Director pointed out that in general, the size of exhibitions at museums and galleries was increasing and the V&A needed larger spaces if it was interested in mounting travelling exhibitions.  On ‘visitor experience’, David Anderson reported that workshops on the Spiral had been held and a range of different audiences had been asked about the space within the building.  It was felt that the diversity of spaces within the building offered the potential to provide various educational activities relating to exhibitions.  It was pointed out that it was important that the Spiral provided flexible spaces so that the building would be timeless.  

20.
In a further discussion, Ian Blatchford explained that the building would attract VAT but that it should be refundable.  It was suggested that the Museum needed to have a strategy for maximum VAT recovery.  The Director reported that the Secretary of State had publicly endorsed the project and that he had had discussions with senior DCMS officials regarding the possibility of increasing the V&A’s Grant-in-Aid over time to reflect the net financial impact of the Spiral.  It was felt that there was an intellectual case for building the Spiral as the Museum was badly in need of a specifically designed space bring together its displays of contemporary and twentieth century are and design; in particular of photography, fashion, architecture, product design, craft and graphic art.  It was pointed out that the Spiral would be a dramatic iconic building which would give the Museum the opportunity to present contemporary art and design in a completely new manner.  It was suggested that the Museum would not get planning permission to build a simple box-like structure on the Boilerhouse Yard site.  Ian Blatchford pointed out that it was critical that the Museum was a focused client and thoroughly examined the real risks of the project.

21. In a further discussion, the Director highlighted that the project would have risks regarding costs and the suitability of the space in 30 years time.  He pointed out that if the V&A did not go ahead with the Spiral and built a cheaper alternative structure, the Museum would be seen to have lost the opportunity to create an  outstanding building.  He thought that it would be easier for the Museum to raise funds for the Spiral than for a cheaper building.  On public funding, the Director reiterated that the Secretary of State was personally committed to the project and reported that senior officials at DCMS had indicated that the Spiral might be part of the cultural element of the bid to bring the Olympic Games to London in 2012.  It was possible that a small amount of funding might be made available from DCMS and that the Museum might receive grants from the Arts Council and the HLF.  On private funding, the Museum had one potential lead donor who was committed to the project and there were other prospects who might give significant donations.  He pointed out that if the Museum did not build the Spiral it could damage the public perception that the V&A was committed to engaging in the contemporary, particularly as the current Contemporary Space would become part of the Medieval and Renaissance Galleries as part of the FuturePlan.  If the Museum stopped its contemporary programme for a few years it would be abrogating an important part of its function: to be a major source of information, example and inspiration to those involved with the creative industries and to all those touched by their work.   The Spiral would provide new exhibition space at a time when the FuturePlan envisaged the closure of the current temporary exhibition galleries.  The Spiral would allow the Museum to draw links between exhibitions such as Guy Bourdin and Ossie Clark which were not currently possible due to the exhibitions being in different parts of the Museum. 

22. In a further discussion, the Director pointed out that this was an important decision.  If the Board wished to proceed with the project, further information on aspects of the scheme would be brought to future meetings.  It was thought that the Museum should agree how much money should be raised before it started to build the Spiral, and that a strategy was needed for communicating the project to the public.  It was suggested that the Museum should consider a public-private partnership (PFI).  A counter suggestion was that it would be better to have capital funds if possible.  Gwyn Miles reported that the Museum would submit an application to the HLF for funding in December 2003.  She reported further that the planning permission for the Spiral, gained in December 1998, would expire in December 2003 and that the Museum would have to apply for a five year extension whilst fundraising took place and for the changes that had been made to the plans.  

23. The Board confirmed the Museum’s commitment to the Spiral.  It was agreed that a series of Strategy Papers, including ‘milestones’, would be brought to the Board, in due course, on various aspects of the project.

Peter Rogers left the meeting

MINUTES OF THE PREVIOUS MEETING 

24.
The Minutes of the meeting held on 12 June were agreed.

MATTERS ARISING 

25.
Loan of the Toro Monstrance.  The Director reported that he would be writing shortly to the Spanish authorities.

26.
Proposed Major Acquisitions.  Deborah Swallow reported that: 

i. A joint application from the V&A and the British Museum for funding towards the purchase of the Standing Figure of the Buddha Sakyamuni had been made to the HLF and that a decision was expected by 1 December.  The bid had included also an element for a touring exhibition with regional partners in Birmingham, Bradford, Leicester and Exeter; 

ii. The complication between the vendor and another potential purchaser for the 16th century bronze Female Figure from the Vischer Workshop had not yet been resolved;

iii. An Application had been made to the NACF for funding towards the purchase of the Croome Court Candlesticks;

iv. An application had been made to the NACF for funding towards the purchase of The Nativity by John Bourdichon, and bids would be made also to either the HLF or the NHMF.

CHAIRMAN’S REPORT

27.
Potential candidates for appointment to the Board of Trustees at the V&A.  The Chairman reminded the Trustees that they should continue to pass to her names of potential V&A Board members.

28.
Dinner with the British Museum Trustees.  The Chairman reported that the dinner with the Trustees of the British Museum would take place on 3 September at the V&A.

29.
September Board meeting.  The Chairman reported that the date of the next Board meeting had been brought forward to 11 September.

DIRECTOR’S REPORT
The Chairman left the meeting during this item and Sir Christopher White took the chair for the remainder of the meeting.

30.
The Board noted the Director’s Report circulated for the meeting and the following further points: 

i. Visitor numbers continued to improve.

ii. Art Deco had attracted over 320,000 visitors so far and the exhibition shop was doing well.

iii. Ossie Clark had had a successful private view as had The Redgraves at the Theatre Museum.

iv. The proposal by the Museum to borrow the effigy of Richard Beauchamp for the forthcoming Gothic exhibition had generated some comments in the media and the Press Office had prepared a Q and A.

v. The Museum, in conjunction with Ultralab and Channel 4, had submitted a bid to Culture on Line for a project called Every object tells a story.
vi. A review into how the Government could support regional and national museums and galleries had been launched by the Chief Secretary to the Treasury, Paul Boateng, and it would be led by Sir Nicholas Goodison.

vii. Funding had been received for the purchase by the V&A of The Childhood  Cube by Sarah Raphael for the Museum of Childhood, Bethnal Green.

31.
In discussion, David Anderson explained that Every object tells a story would be a website to help people recognise and understand the personal meanings and narratives of objects, from the V&A collections and those of regional museums, to people’s own objects.  The issue of charging guests for a summer party at the V&A as a means of raising funds was mentioned, and it was agreed that the Director would discuss the proposal with Damien Whitmore, Director of Public Affairs.  Lady Cobham reminded the Board that she was the V&A Trustee nominated to liaise with the Museum’s Regional Liaison Department.  In the light of her retirement from the Board in September, she suggested that thought should be given to finding a replacement.

REPORTS FROM COMMITTEES AND V&A ENTERPRISES LTD.

32.
Development.  The Board noted the Development Report, circulated for the meeting, and the following additional points:

i. The Committee had met on 17 June.

ii. Pledges had been received for FuturePlan projects.

iii. Active discussions were taking place with two or three major potential donors to the Spiral.

iv. Positive feedback had been received on the garden party.

Paul Ruddock left the meeting

33.
Audit.  The Board noted that: 

i. The Committee had met on 26 June.

ii. The Committee had approved the year-end Accounts, noting that the figures would be shown in a more meaningful way.

iii. The Committee had discussed the ownership of Blythe House;

iv. The Committee had looked at the internal Audit Review 2002/3 and the Internal Audit Plan 2003/4.

34.
Buildings Strategy.  The Board noted that:

i. The Committee had met on 7 July.

ii. Work on the new doors in the Grand Entrance would commence the following week and would be completed by 10 August.

iii. The new signage scheme and map would be in operation by September.

35.
Collections.  The Board noted that:


i.
The Committee had met prior to the Board meeting that day.

36.
On Proposed Major Acquisitions by the Museum, the Board, on the recommendation of the Committee, approved, in principle, the proposed purchase of The Oliver Messel Collection, on the basis that the V&A would seek funding from the HLF and other funding bodies.

37.
On Proposed Major Loans by the Museum, the Board, on the recommendation of the Committee, approved the loan of the following objects:

i. Ivory Casket and Last Judgement Ivory Relief for the exhibition L’Harmonie du monde: la musique et ses représentations dans l’iconographie médiévale at the Musée de la musique, Paris.

ii. Seven oil paintings by Sir Edwin Landseer, from the Sheepshanks Gift, for the exhibition Landseer in the Highlands at the National Gallery of Scotland.

iii. Under Section 7(3)(a) of the National Heritage Act 1983, The Stonebreaker and his daughter oil on panel by Sir Edwin Landseer, from the Jones Bequest, for exhibition in Scotland.
iv. Under Section 7(3)(a) of the National Heritage Act 1983, The Drinking Trough – Scene in Brittany oil on canvas by Frederick Goodall, from the Jones Bequest, for the exhibition English Painters in Brittany at the Musée de Pont-Aven, France.

v. Cloud Study oil on paper by Constable for the exhibition Cloud Studies by John Constable at the Salander-O’Reilly National Galleries, New York.

38.
Theatre Museum.

i. The Committee had met on 19 June.
ii. Geoff Marsh had taken over full time as Director, following Margaret Benton’s retirement.
iii. An application had been submitted to the HLF for 75% of the cost of the project to redevelop the Theatre Museum’s Covent Garden site.  It was hoped that the work could be carried out in parallel with London’s Transport Museum’s (LTM) scheme.  Cost consultants had recommended closure of the Theatre Museum for the duration of the work.  Discussions were continuing on extending the Museum’s lease, which expired in 2028, to bring it in line with LTM’s which ran until 2043.  However, for HLF purposes, the lease needed only to be extended to have 25 years remaining on it when/if a Lottery grant was secured.
iv. The V&A Development Office had offered support on fundraising in the continuing absence of a Theatre Museum Development Director, and approaches would be made mainly to trusts and foundations to secure the necessary matching funding.

39.
VAE

i. The Committee had met on 10 July.

ii. On covenant and performance for 2002/3:

· The trading covenant to the V&A was £1.059 million, compared to £760,000 in the previous year;

· Retailing had been much improved, helped by successful exhibitions such as Earth and Fire, Tiaras and Versace;

· Publications had benefited from the success of the Tiaras and Versace books and from improved marketing arrangements in the Far East;

· Corporate Events had had a moderately successful year, although disruption to the diary had limited the number of events;

· Licensing had had an extremely difficult year.

iii. On trading to date:

· Licensing continued to be a difficult area for the Company;

· V&A Images (the Picture Library) was on budget and was concentrating on sorting out its systems in order to be able to service new commercial clients.

iv. On product development:

· 120 out of 300 products in the Art Deco shop were the result of product development.

v. On the location of the new main shop:

· This was currently under discussion with Eva Jiricna.

ANY OTHER BUSINESS

40.
There was no further business.

John Rider 

September 2003
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