VICTORIA AND ALBERT MUSEUM BOARD OF TRUSTEES

Minutes of the meeting of the Board of Trustees held at 2.00pm on Thursday 13 March 2003 in the Board Room at the V&A Museum.

PRESENT 

Paula Ridley (Chairman)

Penelope, Viscountess Cobham

Mr Rob Dickins

Mrs Jane Gordon Clark 

Sir Terence Heiser

Mr Rick Mather

Mr Peter Rogers

Mr Paul Ruddock 

Mr Jonathan Scott 

Professor Sir Christopher White 

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 & Estate, V&A

Dr Deborah Swallow, Director of Collections, V&A

Ms Janet Davies, Head of Regional Liaison, V&A (paras 2-7 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 Word & Image Department.

APOLOGIES FOR ABSENCE

1.
Apologies had been received from Margaret Buck, Sir Christopher Frayling and Marjorie Scardino.  Damien Whitmore was unable to be in attendance.

REGIONAL PARTNERSHIPS: PROGRESS REPORT

2.
Trustees received a Powerpoint presentation from Deborah Swallow and David Anderson based on Janet Davies’ paper, ‘Work in the Regions: Progress and Developments’, which had been circulated for the meeting.  The aims of the regional strategy were to reach more diverse audiences throughout the country, share collections and expertise, develop staff, ensure Government awareness of the Museum’s regional activity and to establish the V&A presence and brand outside London.  These aims would be achieved through an enhanced loans programme, touring collections and exhibitions, community and learning projects, the Purchase Grant Fund, major partnerships and new subject links.  The following progress had been made since the last presentation on the regional strategy to Trustees in September 2002:  

· Loans:  A new policy was in place and short-term UK loans had increased.  The Museum had lent a total of 181 objects to 33 venues.

· V&A Touring Exhibitions: The Teddy Bear Story exhibition had been on show at the Liverpool Museum and had attracted 89,177 visitors at the last count.  Sacred Spaces, an educational project, had toured a large number of venues throughout the Midlands and North England including prisons, museums, temples and schools.

· Community and learning projects:  An oral history project had been undertaken in London to reflect the East End’s diverse communities.

· The Purchase Grant Fund:  240 applications had been submitted from 118 regional museums, libraries and archives.  

· Advice:  The V&A had given advice to a number of museums and galleries, including advice to the Bowes Museum on strategic planning and funding bids and to the Whitworth Art Gallery and the John Rylands Library in Manchester on the documentation and conservation of the Crane archive. 

3.
Re the V&A’s major partnership with Sheffield Galleries & Museums Trust (SGMT), there was a high rate of activity and interaction and the partnership had provided the opportunity to pilot new ways of regional working.  Regular meetings of a core group of a core group of V&A and SGMT staff maintained an overview of activities and opportunities.  The successes at Sheffield were outlined as follows: 

· The Winter Gardens had opened in December 2002.

· Visits to all SGMT sites for February 2003 were over twice the target and over 2,000 people per day had visited the Millennium Galleries in this period.

· The Constable exhibition from the V&A had attracted 15,000 visitors in its first month.

· The Heritage Lottery Fund had awarded £12.6 million to develop the City Museum and Mappin Art Gallery.

The partnership had enhanced the V&A’s relationships with other partners, for example, the Constable exhibition was a result of the merging of the following relationships: V&A/Sheffield, V&A/Tate and Sheffield/Tate.  In addition, the Flower Power exhibition, that was currently on display at the Norwich Castle Museum and would tour to the Sheffield Millennium Galleries, was the result of a collaboration between regional and national museums.

4. Re new partnerships, significant progress had been made on the development of the three new subject networks, Asia, Photography and Fashion, which had been proposed in September 2002.  The fashion partnership was being taken forward with the two major dress collections outside London, the Museum of Costume, Bath, and the Gallery of English Costume, Manchester.  The V&A already had an active network of museums with Asian collections and large local Asian communities but the DCMS DfES strategic commissioning initiative (see below) would offer an opportunity to develop stronger partnerships with members of this network.  

5. The way and the rate at which these partnerships could be taken forward was dependent on additional resources.  It was clear that some funding possibilities demanded flexibility and that educational initiatives were likely to offer significant amounts of funding.  The overarching regional strategy, approved by the Trustees,  would ensure coherence. 

6. DCMS and DfES together had made £2.6 million available in 2003-04 for national museums to work in partnership with regional museums to support their strategic initiatives of broadening access for children and young people in schools and building communities.  Each national museum could bid for up to £300,000 per project.  The initiative had been announced to national museums on 29 January 2003, costed bids needed to have been submitted by 11 March and the outcome would be announced at the end of April.  For successful bids, measurable outcomes would be required by the end of December and the project would need to be completed by March 2004.  In a cross-departmental collaboration, the V&A had proposed a project entitled Image & Identity which was consistent with the aims of the Museum’s longer-term strategy and provided a way of realising some of them.  The project drew on identified themes for subject partnerships and also provided a way of working immediately with lead museums and members of the regional hubs.  The core museum partners were Birmingham Museums and Art Galleries, Brighton Museum and Art Gallery, Manchester City Galleries, Harris Museum & Art Gallery, Preston, and the Sheffield Galleries & Museums Trust.  Other partners were the National Foundation for Educational Research, the Regional Agencies’ Learning & Access Teams, the Campaign for Drawing and the National Children’s Homes.  The aims of the project were to engage young people in responding creatively to museum collections of modern popular culture and making images that recorded their own lives and identities.  The project would take as its starting point resources such as the V&A’s award-winning Cinema India exhibition of Bollywood film posters, 20th century and contemporary fashion and European photography.  Drawing and image making would be the starting point for young people to explore the ways in which this material conveyed social, historical and cultural messages about the societies in which they were produced.  The project would be targeted at the following audiences: families, young people in schools at key stages 3-5, gifted and talented children, children at risk and those who were demotivated and disaffected, or who were refugees and asylum seekers.  Each museum would bring young people in to see and work with collections, and would develop activities using drawing as a core process for recording and designing.  Artists and practitioners, including poster artists from India, would be involved at each museum.  Events would include The Big Draw, a Day of Record, a Cinema India exhibition tour, a feedback event at the V&A for the young people and a conference for educators.  Evaluation and learning research would also be an integral part of the project.  In devising this project, the strength of the V&A’s network of partners had been demonstrated.

7. In a brief discussion on the Purchase Grant Fund, it was noted that Resource renewed its funding on a yearly basis and that funding had decreased in real terms meaning that some good applications had been turned down recently.

8. The Board endorsed the proposal to move the regional strategy forward and agreed that there should be regular reports to Trustees and that the next one should be at the end of the year and should include an analysis of the V&A’s bid for Strategic Commissioning funds. 

MINUTES OF THE PREVIOUS MEETING

9.
The Minutes of the 133rd  meeting were agreed. 

MATTERS ARISING

10.
Meissen Condor.  Deborah Swallow reported that the Friends of the V&A had agreed to provide the balance of the funding and the purchase of the object had been completed.

11. 
V&A Funding Agreement: New Agreement for 2003-4 to 2005-6.  Ian Blatchford reported that, since the last Board meeting, the draft of the new Funding Agreement had been forwarded to DCMS for approval.  A response had been received from DCMS approving the targets that the V&A had proposed over the Funding Agreement period, with the exception of that for the total number of visitors.  The V&A had proposed a target of 2.3 million visitors for each year covered by the Funding Agreement.  In its response, DCMS had recommended that the target should show some modest growth and had suggested targets of 2.43 million in 2003-04, 2.45 million in 2004-05 and 2.5 million in 2005-06.  Ian Blatchford thought, however, that the Museum should argue that the target should be as proposed originally by the V&A.  He felt that it was unlikely that visitor numbers would continue to rise in the same way that they had done since the introduction of free admission and the opening of the British Galleries.  DCMS had commented that the improvements that would be made to the Museum as part of its FuturePlan would attract more visitors but it had been pointed out to the Department that the impact of the planned projects would not be comparable to the opening of the £30 million British Galleries.  In addition, factors such as the current uncertainty in tourism and the possibility of introducing bag searches could have an impact on the number of visitors. 

12.
In discussion, it was noted that DCMS did not have a specific target from the Treasury relating to visit numbers.  DCMS was aware, however, that the Public Accounts Committee had recently focussed on visit numbers at the V&A and the National Audit Office thought that it was insufficiently robust at setting targets.  It was felt that the Museum could use this opportunity to highlight to DCMS the difficulty it had in increasing visitor numbers in the light of declining funding in real terms.  The Board agreed that Management should argue that the target in the Funding Agreement for the total number of visitors should be lower than DCMS had proposed.

SECURITY

13.
Gwyn Miles reported that discussions had taken place recently on the Museum’s security and emergency procedures both internally and with the police.  It was thought that, while the threat from terrorism to the V&A as an institution was considered to be relatively low, the Museum was in a high profile area of London which made it a potentially attractive target.  The advice was to carry on ‘business as normal’ but with the recommendation to be more vigilant.  The V&A was in the process of reviewing its emergency procedures and was simplifying its Emergency Response Plan.  Areas for safe havens had been identified and evacuation procedures had been drawn up.  Consideration had been given to what would happen in the event of an emergency inside or directly outside the Museum building as well as at one of its sister museums.  The Museum was comfortable with its procedures and was aware that in the event of a major incident the emergency services would take control. 

14.
In discussion, it was noted that the V&A’s current security alert level was ‘black special’ which meant that random bag searches were conducted at staff entrances and occasional searches at public entrances and vehicles were searched on entering and leaving the site.  The Museum could introduce compulsory bag searches but it had taken the decision not to do so for the moment as it was not thought to be a high profile target.  The Museum had decided not to move its significant objects to safe storage for the time being as moving them would expose them to a greater risk than leaving them in situ.  It was suggested that as a deterrent, a table should be set up at the V&A’s entrances with a sign indicating that a system of random bag searches was in place. 

FINANCIAL REPORT

15. Ian Blatchford gave Trustees a Powerpoint presentation on the budget for 2003-04 and noted that the Finance Committee had suggested that the Trustees be given an outline of the strategic issues raised in the course of preparing the budget.  He pointed out that the uneven grant settlement for the next three years made it difficult for financial planning, particularly for salary levels.  The finances for 2003-04 would be constricted by the Museum’s poor grant settlement, rising staff costs and fewer exceptional income flows.  In addition, the Museum would need clearer exhibition spend and extra income streams.  If the Museum took no action, the growth in the Museum’s staff costs would more than absorb any increases in funding during 2003-04 and there would be no funding available from Grant-in-Aid for the FuturePlan.  Against this background, the Finance Committee had agreed the following key approaches to the budget: 

· On the FuturePlan, the basic budget level should be set at £1.4 million for 2003-04 and if possible, £1 million for 2004-05 and 2005-06.

· On operations, costs could not rise by inflation and savings of £1 million needed to be achieved.

The remainder of this part of the item is recorded in a Confidential Annex.

16. Ian Blatchford outlined the key elements in the 2003-04 budget as follows: 

· Breakeven with an underwriting of £500,000 from Trust Funds. 

· An increased covenant of £1.5 million from VAE to reflect higher trading than in an average year due to shop sales associated with Art Deco. 

· Higher income from patrons, a new corporate membership scheme and a challenging sponsorship target of £400,000.

· On costs, compared to the 2002-03 budget, there was:

· No increase on acquisitions expenditure.

· An increased provision for Visitor Services and Facilities.

· A provision for office moves.

· A 50% budget increase for the OnLine Museum.

On work in progress, the budget for Learning and Interpretation was still to be finalised in order to match its resources with the implications of the next three-year Funding Agreement.  In addition, the Finance Committee was keen that, in future, the Museum should analyse spending not only by the different budget centres but should also make comparisons between the relative balances, for example, the amount of money spent on curatorial activity compared to administration.  The Committee had also suggested that it would be useful to undertake a lateral spending analysis, for example, on printing stationery and photography etc.  Trustees were shown an outline of the costs of the FuturePlan and it was noted that the projected spend for 2003-04 had been set at £7.85 million. 

17.
The Board’s discussion is recorded in a Confidential Annex. The Board endorsed the budget for 2003-04.

CHAIRMAN'S REPORT
18. Meeting of the Wellington Museum Internal Working Party on 13 March.  The Chairman reported that it seemed unlikely that there would be any hand-over of the House and Museum to another body until the end of the 2003/04 financial year.  The Director reported that he had met with Lord Douro on 12 March and that the following points had been agreed: 

i. All items from the Ambassador Service would be returned to Apsley House so that a full audit could be carried out.

ii. The V&A and Lord Douro’s legal advisors would discuss ownership of the Bonnemaison Paintings and if that did not resolve the issue, then Counsel’s opinion would be sought jointly.

19.
Dinner with Trustees and Director of the Tate.  The Chairman reminded Trustees that the dinner would take place on the evening of 19 March at Tate Britain.  The topics for discussion would include:

i. V&A/Tate loan partnerships and overlaps;

ii. Renaissance in the Regions;

iii. Government funding: why do museums do badly?

iv. Fine/decorative arts: how relevant are the distinctions?

20.
Process for Public Appointments.  The Chairman reported that DCMS was proposing to run pilot exercises on a delegated process for public appointments, and had invited the V&A to consider taking part in the scheme.  She had written to Alex Stewart, DCMS Head of Museums, Galleries, Libraries and Heritage Group, that day about the timetable and framework for the process.

DIRECTOR’S REPORT

21. 
The Board noted the Director’s Report circulated for the meeting and the following additional points:

i. The Director had attended the DCMS seminar for NDPB Accounting Officers.  He had detected significant changes in language used by officials and ministers regarding the purpose of museums which, in his opinion, did not accord with the V&A’s charitable status.  The Director suggested that this issue could be discussed at the V&A/Tate Trustees dinner on 19 March.

ii. Lord Sainsbury had met with Tessa Blackstone, the Minister for the Arts, to air his views about the Theatre Museum.  Having believed that it should be independent and ought to be in a different location; he now realised that it would not move and accepted that its future lay as part of the V&A.  He thought that a prominent person from the performing arts should be recruited to chair the Theatre Museum Committee when Sir Terence retired. 

iii. Visitor numbers at South Kensington and the Museum of Childhood at Bethnal Green in January and February were down compared to 2002. 

iv. The Adventures of Hamza exhibition had been well received and had had good press coverage. 

v. A bid for Strategic Commissioning funds had been put together in an impressive manner given the tight deadline.

vi. The Director had had a meeting with Neil Chalmers, Director of the Natural History Museum, and Lindsay Sharp, Director of the Science Museum.  The Science Museum planned to move as much of its storage as possible to Wroughton.

vii. The Director and Deborah Swallow had visited Blythe House with Neil McGregor, Director of the British Museum, and Andrew Burnett, Keeper of Collections at the British Museum.  The Director had suggested making a joint approach to the DCMS Modernisation Fund for storage. 

viii. The Director had met with Sarah Hunter, the advisor on museums from the Prime Minister’s Policy Unit. 

ix. Adverse comments continued on Milburns/Restaurant Associates. 

REPORTS FROM COMMITTEES

Peter Rogers left the meeting during this item.

22. Buildings Strategy.  The Board noted that:

i.
The Committee had met on 10 March. 

iii. On FuturePlan:

· A lot of work was going on at the moment, particularly in the Main Entrance and the new Temporary Exhibition shop.

· Among those projects that been funded as far as a feasibility study but required further funding to proceed, the process of selecting designers was underway for the Medieval & Renaissance Galleries, the Islamic Gallery and the Learning Centre.

· John Ronayne had been selected as the designer for the Sacred Silver & Stained Glass Galleries. 

23.
Development.  The Board noted the Development Report, circulated for the meeting, and the following additional points: 
i. Thought was being given to establishing a level below that of the International Council.

ii. £100,000 had been pledged anonymously for the display of domestic metalwork.

iii. Eva Jiricna had designed a prototype for the new donation boxes which, when installed, would be prominent and attractive.

24.
Finance.  The Board noted that:

i. The Committee had met on 25 February.

ii. It was suggested that a ‘cultural’ post mortem of exhibitions should be presented to the Board.

iii. It had been hoped that the landlord would buy the V&A out at the end of the lease at the Battersea store but this now looked unlikely. 

iv. The Museum would be well advised to review its fund management arrangements with Chiswells and in particular consider the tracker fund issue.

ANY OTHER BUSINESS

25.  
On the occasion of Jonathan Scott’s final Board meeting, the Chairman, on behalf of the Board, thanked him for everything he had done for the V&A.  During his appointment the Museum had seen many changes: the decision to commission the Spiral, the opening of the British Galleries, the restoration of the Hereford Screen and several major and critical purchases, including the Macclesfield Silver, the Chequers Charger, the Dacre Beasts and the Becket Casket.  He had been totally committed as a Trustee and had served not only as Deputy Chairman but as chairman of the Finance Committee, during difficult times, and as a member of the Audit, Collections and Wellington Museum Committees.  His great contribution to the Museum had been his passion for, and great knowledge of, the history, quality and importance of the objects it collected, and a determination that they should be well displayed.  A presentation was made.

John Rider 

April 2003
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