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“Once a decision on what to outsource has been made, being smart requires a cultural match.”(Koulopoulos and Roloff, 2006) p.vii
AGGREGATION, DIS-AGGREGATION AND RE-AGGREGATION; The continuum of museum work performed by all those who are not salaried employees.  
INTRODUCTION: 
Ah! The world of work has changed and we all know it.  In all organizational sectors, commercial and not-for-profit, foreign and domestic, there is talk about globalization, outsourcing, smartsourcing, flat worlds, and off-shoring.  Politicians talk about the wisdom of trade barriers and lack thereof affecting job loss and job creation.  

Museums are a part of the real world, affected by the norms of business and not-for-profit methodology.  Yet museums are, when taken in the aggregate, also tradition bound.  Many in the museum sector consider their special core competency to preserve the products of past achievement, tradition and habitat.  The concept of preservation slides into our organizational strategies.  We often delay installation of the most progressive administrative strategies as a matter of choice.  Much of our profession tend to believe administration itself is a little distasteful and while necessary not our “real” work. 

But change we do.  Administrative trends, while more slow-moving in our case, affect our ways of doing business.  In the last century, museums have inaugurated some of the techniques that were introduced into the businesses that surrounded them.  These have included: systems of accountability, performance-based measures, sophisticated fiscal and investment policies, and creation of ancillary income producing businesses, trade and treaty negotiations with foreign and sovereign powers, changing legal definitions of possession and ownership -- and the subject of this book – consultant services including outsourcing. 

The types and job descriptions of museum salaried staff are different than they were a century ago.  Overall there are more people engaged in museum work outside the salaried structure then ever before.  This is not limited to contract work but includes consultants, free lancers, and others who appear on the payroll for a time limited period (such as seasonal workers.) The move away from a more stable internal workforce has not be organized.  It has generally been episodic, unplanned, and expedient and based on individual institutional choice.  The aggregate trend however is that museums run with a combination of salaried and non-salaried personnel in a more fluid mix then every before. In the main, museums no longer aspire to be full-service organizations with every one internally supervise.
The consequence of this change is that there is now a parallel world of museum work outside the museum itself.   Those of us who work both inside and outside of the museum institution need to take a collective breath and see how we can better understand this new landscape so that we can acknowledge the advantages and difficulties and work more smoothly with each other. That is the very essence of this book.  
TERMS OF REFERENCE

The words that are used to describe workers who are not on the payroll are various.  They are called independent professionals, consultants, contractors, vendors, term employees, interim, and acting, among others. Some of these terms are synonyms, some overlap each other and some are distinct.  The term “Interim” for example denotes a hybrid category in which a hired consultant is put on the payroll for a time limited period in order to supervise others.  The determination to put a contractor on salary is sometimes done as a legal convenience (state law) that belies the fact that the person in question does not intend to remain a member of staff when the assignment is over.  Seasonal employees, long a staple for historic houses, might fit within these categories as well. 

Some authors choose to make careful definitional distinctions between terms.  For example here is one that defines outsourcing:

“Outsourcing is the act of transferring some of an organization’s recurring internal activities and decision rights to an outside provider, as set forth in a contract. Because the activities are recurring and a contract is used, out-sourcing goes beyond the use of consultants.  As a matter of practice, not only are the activities transferred, but the factors of production and decision rights often are, too.”(Greaver and NetLibrary Inc., 1999)
This chapter is an introduction about non-salaried work and its relationship to the administrative body of the museum.  In that regard I have not been precise about the distinctions between the various categories.  I wish to discuss a class of people rather then parsing the exact meaning of individual nomenclature.  I have chosen to use some descriptors interchangeably (and perhaps erroneously) because readability demands it.  The important distinction I make is that many workers are not on the museum staff in the usual sense.  They have a skill for hire and their relationship to the organization while heart-felt is not the same as those who think of themselves as part of the payroll. This distinction and its attendant psychological difference is part of the amalgam of issues that need attention. 

Part of my inattention to exact definitions, I would argue, is that some people offer similar work through different categories.  Some are consultants for example, some are contractors, and some are short-term employees. The decision about what categories to use often has to do with funding sources, internal personnel policy, contracting conventions and the law of the land. Institutional decisions about what category to use sometimes is determined by the length of the work needed.  Some by union regulations.  Etc. So it is possible that within one institutions there are different individuals offering the same services in different categories and if some individuals get paid from different categorical sources for different clients -- meaningful distinctions might be difficult to make.  

THIS BOOK

The chapters within this book will examine why and when museums hire outside their staff and how to best go about it.  Authors will consider the problems and advantages of working with contractors from a museum perspective and other authors will examine the same issues from the contractor’s point of view. Our audience is, hopefully, both the administrators of museums and consultant themselves.  Our authors are employed by museums and those outside the payroll.  We have chosen writers from companies who offer services to museums, those individual independent free-lancers who work alone or with a few affiliated people as well as those who are employed within museums. In the aggregate we are hopeful the book opens the dialogue for working productively together.  
One might make the case that this is a generic outsourcing book using museum examples. Reading it may be useful to other not-for-profit and even for-profit managers because many aspects of outsourcing are identical.   

Having read business outsourcing literature in order to prepare myself to write this chapter, I would suggest that there is relevant published material that museum leadership will find helpful. To that end, I have added a few bibliographic notations to this chapter. 
A HISTORY AS I SEE IT, SETTING THE STAGE:
That there has been an increase in the use of non-salaried personnel in museums can be in no doubt.  The question is why is the trend growing?  Where did it start?  What is its future? 
The use of consultants and other independent contract categories is not new within the museum field.  In fact, museums have always employed non-salaried workers mostly through contract relationships.  What has changed is the variety of positions considered appropriate for such alternate employment strategies.  
The museum field has always felt possessive about who should or should not be considered “museum professionals”.  The debate has centered about what is and what is not unique to museum work.  It was felt that the unique or essential positions should be salaried creating a unified whole while those that provided skills that were felt to be outside the “family” were considered “vendors” and appropriate for contracts. Shippers, transporters of objects from one location to another, were the vendor most often cited as being furthest from specialized museum work.

During the past decades (and depending on the size and affluence of the museum) the definition of acceptable contractors has been broadened.  Categories that involved those services that were specialized but in another field for which the museum had ongoing need seemed logical to contract for.  Payroll services or equipment repair are an example.

Those whose skills were transferable across fields of work seemed appropriate to outsource. The work they provided, while essential to the museum, was not exclusive to it. These outsiders offered expert services for which the museum has only occasional need. Lawyers fit into that category.  So often do special event coordinators and fundraising experts.  Yet these are determinations which are decided based on the amount of ongoing work.  So for example some museums have salaried lawyers while others do not. 

Museums have also always hired people into salaried positions who also brought transferable skills from other industries.  These included bookkeepers, financial managers, and education officers. So the distinction is quite blurred and the determination to hire internally or contract externally are made based on individual institutional criteria.

What is striking is that some skills which were found within the salaried positions of the past are today almost never found within a museum organizational salaried roster.  These include housekeeping, security and food service providers.  In the past, some museum-specific tasks such as conservators and restorators were on salary in the larger museums. Smaller museums hired these people on contract.  Today there are fewer museums who can afford the expense of having their own exclusive conservation department then before. 

Museums now have options because there is now a more porous boundary between companies and individuals who offer the very same services that museums formerly thought were internal to the workings of the institution. And individuals now alternate between working for a museum and working for an independent company.  

The museums must weigh not only the economic advantage but also the psychological one.  For example some feel it is better to hire a retired military officer to become the internal museum security force rather than hiring a museum security company.  The distinction, if any, has to do with strangers knowing company secrets.  Further it could be argued that a museum does not want to pay for expertise accrued on your “nickel” becoming useful to others subsequently.  Yet one of the substantial benefits in hiring an outside firm was that they bring their accumulated expertise from elsewhere.  It is very much a two way street.

The administrator has to decide not only who can do the work better but if the contract company could be trusted with the internal knowledge of the institution.  In short would the contractor understand, embrace and be loyal to the culture and value of the internal organization?

“Museum-only” positions:
The “secret” of museum work may be that the part of the organization chart based on “museum-only” skills may be virtually non-existent and the decision about who is or should be on salary may revolve about other factors such as need to be on-site, ease of interaction, and organizational tradition.

There are very few or maybe no positions within a museum that is so specialized it is not found in any other institution and thus by extension can also be outsourced. While museums have core competencies, their personnel’s training and inclination prepare them to work in more than one field.  Even those who are thought of as museum specialists -- curators, conservators, restorators, collection managers, registrars, museum educators, and exhibition designers, to name a few --often come from or go to adjacent fields.  Thus curators can and often transfer academic appointments in universities, educators come from or go to schools, and exhibition designers can move to the commercial trade show field if they wish. 

When I entered the field in the 1960’s there were unexpressed but deeply held views about acceptable and unacceptable migrations.  Curators, for example, could not expect to return to museum work if they left for the more lucrative but “crasser” work of the auction houses.  On the other hand, if they accepted a university position their credentials would be enhanced making them more desirable should they choose to return.  Today, there is no longer such a barrier to using the “revolving door” between commercial enterprises (design studios and art galleries for example) and the not-for-profit community.  

In short there are very few members of staff whose expertise is so specialized that they can only be employed by museums.  Thus for museum personnel choosing to work only inside a museum may have more to do with the specific collection, content, kudos, and culture of a specific museum.  The determination by the institution to have some types of jobs, but not others, on the payroll may have more to do with internal culture and ease of interaction than the declaration of core competency.

FINANCIAL INCENTIVE

An appropriate and often overarching reason for outsourcing is that it saves money.  Savings can be understand in a variety of ways. Some expensive expertise is needed only intermittently and having them on call is far less expensive then having them on salary. 
A consideration often used by corporations is that specialized services are potentially more efficient because of their concentrated expertise and are thereby more cost effective.  That is the rationale for having payroll check printing services and contracts for building systems maintenance. 
Consistent coverage plays into the decision as well so hiring security service guarantees that all absenteeism will be covered. 
CORPORATE MOTIVATIONS TO OUTSOUCE AND HOW THEY APPLY TO MUSEUMS.

Yet while finances are often the first reason cited for hiring contractors, the underlying reasons are many and varied. The following are reasons cited for choosing to outsource based on ------ by --- (Greaver and NetLibrary Inc., 1999) page.4.  
Because museums are under less external pressure to change and change quickly than is the for-profit corporations, some of the motivations used by corporations while being potentially beneficial to museums are used only rarely by them to justify a change in the organizational structure.  Other motivations seem more palatable and are used more regularly by museums. I have separated the motivations that I think museums might not think applicable and those that seem to be easier to consider.  I understand that there are exceptions to everything. 

List 1 (corporate motivation for outsourcing often used by museums)

Organizationally Driven Reasons

· Enhance effectiveness by focusing on what you do best.

Improvement-Driven Reasons

· Improve operating performance.

· Improve management and control.

· Improve risk management.

Financially Driven Reasons:

· Reduce investments in assets and free up those resources for other purposes.
Revenue–Driven Reasons:

· Commercially exploit the existing internal skills.

Cost-Driven Reasons:

· Reduce costs through superior provider performance and the provider’s lower cost structure.

· Turn fixed costs into variable costs.

Employee-Driven Reasons:

· Increase commitment and energy to noncore areas.

List 2 (corporate motivations for outsourcing used rarely by museums)

Organizationally Driven Reasons:
· Increase flexibility to meet changing conditions and demand.

· Transform the organization.

· Increase customer satisfaction.

Improvement-Driven Reasons:
· Acquire innovative ideas.

· Improve credibility and image by associating with superior providers. 

Financially-Driven Reasons:

· Generate cash by transferring assets to the provider.
Revenue–Driven Reasons:

· Gain market access and business opportunities through the provider’s network.

· Accelerate expansion by tapping into the provider’s developed capacity, processes, and systems. 

· Expand sales and production capacity during periods when such expansion could not be financed.

Employee-Driven Reasons:

· Give employees a stronger career path.

SUPERVISION

There are laws of states and nations that govern supervisory functions.  There are also protective employment laws whose history dates back to the labor movement and protection of jobs.  In most cases direct supervision of salaried personnel must be done by personal on the payroll.  That being the case, activities that are deemed within the museum’s staffing structure (however designed) must have supervisors who are also on the payroll.

The corollary is also true.  Contract companies must bring their own supervisors to the museum. There are hybrid situations that mitigate the either or scenario.  Museums often have the chief of security (and his/her deputy) on staff while the rest of the service is a contract.  That allows the chief to understand the culture better and tailor applications while also liaising with the company to make sure service has the appropriate quality control.  These on-site security officers become expert in contract administration and diplomacy rather than direct supervision. 

In situations like security officers and food service staff, the operating personnel work side by side with employees and they must integrate their ways of doing work with each other. 

A huge issue, therefore, is the issue of supervision of contractors and the building of teams in which the allegiance needs to be forged within a group who have multiple supervisors.  

Additionally contractors who work for multiple organizations must sort out their allegiances. While this is an important and complex matter the solution must be hand-crafted and not given to formulaic responses. 

Creating exhibitions through teams, for example, is an area where much of the issue of allegiance and understanding institutional culture plays out.  In a team of curators, collections managers, designers, educators, fabricators and installers there are many combinations of supervisory or contractual relationships present.  It is not common any longer to have all of the members of a single team on the same payroll.  Nor is it common to have them all outsourced (though that happens with fledgling institutions that have no experienced staff within.)  

Opinions vary on how best to mix these teams.  The usual team configuration finds the institution controlling all or some of the content and collections care while outsourcing design, fabrication and installation.    
SMALL MUSEUMS

The small and large museums have always had different patterns of employment. It was common in the 1960’s for medium and large size museums to be full service institutions employing all the needed skills within the payroll.  They had exhibition, fabrication and installation departments that often included mount-makers.  They had conservation departments and payroll officers.  The staff was large and varied.  They matched the corporate ethos of the 50’s and 60’s where larger and larger spans of control were considered signifiers of power and excellence.

At the same time the majority of American museums were tiny having all volunteer staff and none of these specialists on staff.  These smaller institutions located the skill they needed from inside their own community and these were often people who worked in a variety of industries.  Volunteers ran the shop, created and installed the exhibitions, and kept track of the money.  One might say that the small museums have always outsourced and were the front-runners for the trend toward smaller and more flexible staffs today. 
MUSEUMS AS INCOME PRODUCING CONSULTANTS
There are occurrences where the Museum creates its own commercial enterprise and employee the same kind of skill in that work than they do in their own museum.  While the skill required is the same, the nature of the employment contract, compensation and motivation are different. 

Archeologists, for example, play important parts in the mandated impact studies of government and commercial development.  Their expertise is essential in allowing development to go forward and the contract awarded to archeologists to do this work is lucrative.  A field of study formerly limited to the academic and not-for-profit work has a rival in the more commercial sector which generally pays better.  
Museums such as the Philadelphia Academy of Science and the Museum of London, among others, offer services to the commercial sector to do environmental investigations for sale.  This work generates income but leave their staff salaried within the institution.  These museums have created hybrid models of governance within the museum itself. In each case the section offering services is a museum wholly-owned subsidiary that was formed on the for-profit model.  The Museum, in effect, has created its own competitive consultant model.  

In a related model, the Science Museum of Minnesota oversees an exhibition creation department which competes with private for-profit exhibition design houses.  

Thus the consultant world goes in two directions.  Service providers to museums and a growing trend of museums as service providers to others in direct competition. 

JOB LIFE STYLE OPPORTUNITIES

For the individual, deciding to work within a museum or become an independent provider has a number of considerations.  The first considerations relate to any job.  Where is work available for which the individual is suited?  Does the job in question relate to other lifestyle considerations such as location, pay, competing opportunities, or choice of preferred work environment?  And finally will the work enhance or detract from one’s reputation?  
JOB LOSS

When a museum (or any organization) decides to reduce their workforce in favor of contractors from elsewhere, the internal candidates sometime lose their jobs.  In the current corporate climate, whole sectors of our workforce have been moved “off-shore” leaving pockets of unemployment that is a current political hot potato.  In the museum business this kind of re-allocation of work has been slow enough for individuals to decide to work elsewhere (in the parallel contracting industry for example) or for themselves.

Today there are some parts of our profession that is only (or almost only) practiced in the for-profit sector.  There are young people today trained in their museum specialty that may never be put on the payroll of any museum even though they remain in the field their entire work life.

I would suggest that today consultation work falls along two major fault lines. Those that produce products and services and those that coach.  

The majority of providers are specialists who produce tangible products – a grant application, an educational unit, an exhibition.  These are the bulk of the contract providers and the availability of services and its variety has exploded. This sector is often represented by companies who specialize in the work provided – exhibition designers, evaluators, fundraisers, food service operators, museum shop consultants, special event caterers, etc.  However some individuals work alone or in loosely affiliated groups as well.
PRODUCT AND SERVICES PRODUCERS
The product producer has expertise in their product.  The client needs them for a specific outcome and for a specific amount of time.  Product producers work either alone or in companies.  The determination of which usually depends on life style choices rather than the product itself. 
The most common product producers are exhibition designers, but collection care folks, grant writers, fundraisers, etc.

Then there are consultants whose work only occasionally involves museums but who are almost always working on contracts.  Architects, head-hunters, security advisors, ADA compliance officers, etc. have whole professional lives while intersecting with the museum world only sporadically. 

Finally it goes without saying that this outline of consultants and their tasks while usefully simplistic is inaccurate.  Coaches also create product, specialists in some service (head-hunters for example,) sometimes specialize specifically in museum work, and product developers hired for their specific expertise are asked by their client to do other things. This makes consultants stretch, learn new skills and grow into new expertise.  In fact for many consultants that is the most intriguing parts of their work. Finally it is sometimes that case that consultants accept a salaried job within the organization they have consulted with and return to the payroll.  The life of consultant is a malleable one.  

COACHES

It was uncommon to find a senior consultant or coach twenty years ago and senior people simply retired when they felt they no longer wished to work full time.  They took their expertise with them.  Now it is considered not only acceptable but desirable to have vigorous senior executives available as coaches and supporters of younger salaried directors especially when doing something that the coach has done many times and the current director has never or rarely done.  Moving the museum, building a new building, reorganizing the staff, deaccessioning some of the collections, and refocusing one’s board fit within those kinds of coaching categories. 

The other line of consultation work is a person who becomes a coach and advisor to the museum institution.  The coach/advisor tends to be at the end of their career with a distinguished resume of experience.  They have “been there done that” and keep company with those for those who are less experienced.  The advantages of these folks are that they have “been around” and bring experiences to the table that is useful.

They also help facilitate meetings leaving all the staff to “play in.”  The facilitation aspect of their job is crucial because they both know the institution (especially if they are on retainer) and yet are not of the institution and can leave the outcome to the insiders without compunctions. 

Many of these coaches have been senior in the field they are now helping others with and carry a reputation of “expert” which is useful to reassure boards, funders, and the press that the project is in good hands. Coaches tend to work alone or in small groups.  It is their reputation that is being hired and that cannot be farmed out.

The issues for individuals choosing their own line of employment between the for-profit and the not-for-profit sectors who do the same and even competitive work revolve around life-style issues.  Job satisfaction, pay, mobility, part-time opportunities, status, working conditions, benefits, telecommuting opportunities (portability) etc.  

"Quite at odds with current employment trends, employment preferences and career expectations among archaeologists still clearly favor more traditional academic and museum jobs. Not only is there a general preference for museum employment, there are also relatively high levels of job satisfaction among both men and women in museum positions, despite their generally lower salaries. Job satisfaction among academics, however, is not as high as would be expected from the stated preferences of most respondents for employment in academic settings. This is especially true of women in academia. In contrast, people employed in the public and private sectors are generally quite satisfied with their careers in archaeology and their levels of financial compensation.(Zeder, 1997)
Part of the mobility of the workforce is determined by the need at a particular time for some of these elements more than others.  This varies with age and experience, job availability and the general economic climate.  With so many variables at play, it is no wonder that the same person with increasing skills will choose different avenues of employment over their career.  

“The Free Agent model is not new.  It prevailed prior to the Industrial Revolution and pervades modern-day sports.  Today it is becoming increasingly clear that to survive in business you need to depend on your own skills and expertise for your identity and security rather than on a company.  Those who cannot make the change will be left out.” (GouldWeiner et al., 1997) p. xvii

RISE OF THE INDEPENDENT CONTRACTOR

The rise of the individual independent contractor working for themselves or in a loose association of related but not bound persons has grown enormously.  These are the people sometimes referred to as free agents who have profoundly influenced the personnel policy and work environment of large institutions. (Gould et al., 1997)
Twenty or so years ago, there was a belief that most consultants were only people who had lost their jobs and were in transition to their next position.  Being a consultant served as a convenient cover story and maybe brought in a bit of money while the individual was searching for their next post. It was unusual for museum professionals to voluntarily become consultants.  Yet that was not universally true.  There were temporary curators who having made a reputation on a specialized subject matter field, organized particular exhibitions in one museum after another.  Today there are many people who successfully work for themselves.
Much of the decision to become a free agent is a lifestyle choice.  It seems desirable to control one’s life, allocation of time and indeed location of office.  The world of the telecommuter is mostly but not always a free agent.  Increasingly corporations have figured out that to retain the services of highly gifted people, they must make provisions for part or all of their services to be provided by technology from a location chosen by the provider of services.  

“Companies are realizing that in order to meet Free Agents’ expectations, they must change the way they run their business, manage their human resources, and define their relations with the workforce.” P. xvii.

While this is not a book about telecommuting, the ramifications of technology are so intertwined with the consultant’s new reality that it cannot be left out.  The bottom line is that the notion of working physically together is no longer based on being employed by the same employer.  Similarly the notion of working for a space specific institution like a museum no longer requires all its employees to be on-site for any or part of their work.  This variable is profoundly changing the way individuals and organizations look at work and administrative organizations. 

TELECOMMUTING AND OTHER TECHNOLOGIES:

In many cases, these services have been the most influenced by technology because much of the service they offer can be generated elsewhere and proximity is not constantly necessary.  

In this new world, it might also be true that being on the payroll has nothing to do with the location of one’s work so that face-to-face interaction may be a matter of work but no longer related to whether one is salaried or not.  

BEING LONELY AND LOOSE ASSOCIATIONS:

Like free agents and independent consultants everywhere, the life in the home office sometimes gets lonely.  So the alternative of loose associations and virtual companies have arisen and they in turn have begun to change the very nature of work and the workplace. 
There are those interested in network theory who believes that the world of work is becoming even more disparate then the books premise it.  That we are evolving into a management structure that will place people actually and metaphorically side-by-side based on lose and time limited associations only to break apart and reform in other ways and with different clients as a matter of course.   The title of this chapter -- AGGREGATION, DIS-AGGREGATION AND RE-AGGREGATION – is an allusion to what is coming next when we haven’t gotten used to consultants yet!
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