542 Recommended Exponded Mearket Position: Problem Solving

eroblem-solving approaches have recently been used In history museums. One gxample is
the Discovery Center program at the Ronald Reagan Presidential Library. This is an
immersive, educational experience designed to inspire the next generation of student
leaders. it allows students to face the responsibilities and chalienges faced by the Executive
Branch, military, and media. While visiting the Discovery Center, students have the
opportunity to role-play in a realistic, interactive environment. The program is created for

students in grades 5 and above {or age 10 and older).

The historical scenario centers on the military action taken on the island of Grenada in
October of 1983. Students become advisors to the President, top level military officials,
members of the White House Press Corps, or even President Reagan. Along with a
combination of pre-visit curriculum materials and post-visit activities, students practice and

improve their critical thinking and decision-making skils.

This room Is a scaled replica of the Oval Office during the Reagan administration. Students
assigned to this module become presidential advisors. Students chosen to be military
officers are transported 1o 3 situation room aboard an aircraft carrier. Students are tasked
with planning "Operation Urgent Fury.” Student news reporters find themselves working in
a replica of the White House Press Room. They engage in uncovering the details of the
highly classified mission. Discussion focuses on international relations, the effects of
enilitary involvement in other countries, milltary strategy, freedoms of speech, and how the

press can influence public opinion.

Exhibit 28: Student Role-Ploying ot the Bonold Reogan Presidentivd Library and Museum

Source: Ventura County Star,
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5.4.3 Becommended Expanded Morket Position: STEM Education

Past planning for the new Guam Museum {Guam and Chamorro Foucational Facility)
recommended that it not only Focus on cultural history, but also on the sciences. Expanding
the museum’s scope would be beneficial. The U.S. Bureau of Labor Statistics estimates that
80% of the new jobs in the twenty-first century will require the kinds of STEM (science,
technology, enginesring and mathematics) skills that are possessed by only 20% of the

current workforce.

Museums are particularly important for nurturing and sustaining an interest in science,
especially for those in underserved populations. A 2009 study by the National Research
Council confirmed that exposure to informal science education enables students to grasp
cancepts faster and more easily. in its strategic planning, the Carnegie Science Center
places its recently created Chevron Center for STEM Education and Career Development 2t
the intersection of students, parents, community, formal education, and workforce

development.

NASA has developed an implementation framework for its educational efforts, which can
also be applied 1o other STEM initiatives. This framework is illustrated below, and
progresses upwards in intensity and usefulness. The traditional role of educational
providers in these steps is also shown. This pyramid aiso symbolically represents the
number of museums presently involved at each level. For example, all museums strive to
inspire visitors, while fewer actively engage participants, even fewer provide extensive
education programs, and very few directly help participants with STEM-related careers.

With the heighted current need for more in-depth STEM education, especially for children,
many museums have strongly pushed their efforts upward. Some of these museums have
formed partnerships with public school systems and colleges 1o provide STEM-related
programs, especially to underserved populations. This level of commitment has even led to
individual museums redefining the mission statement to specifically include science

education and workforce development.

Exhibit 29: NASA Educotion Implementotion Framework

Source: Natipnal Aeronautics and Space Administration (NASAJ.
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Kav Target Marketing Channels

Marketing channels are the ways products and services get o the end-user. For 8 museum
these typically include:

8 Exhibit areas

B Onsite programs
= Special fours

w Student field trips
& Sghool culreach
= Workshops

5 fvents

Recormmended Morketing Channel: Membership and Schoot involvement

i
258

COSI Columbus has high membership revenues in relation to its resident market. s basic
farnily memberships include free year-long admission 1o the museum, free or discounied
reciprocal admission to 300+ other science centers, rember express check-in, invitations to
member previews & events, as well as discounts on workshops, camps, special exhibits,
merchandise, and food items, The museum’s premium family membership adds urlimited
admission to its adventure exhibit, one free add-on guest per visit, free or discounted
admission to nearly 200 children’s museums, and exclusive access to Litile Kidspace on
select weekdays. The supporting family membership adds unlimited extreme screen movias

and VIP access 1o member previews and events.

The Sci-Port museum in Louisiana has a high level of local participation as a percentage of
its available resident market. One reason for this situation is the extra effort it makes with
nearby schools. The museum offers school administrators the opportunity to provide a
museurn membership for all of the students In a classroom with the museuny's Schoo! Pass
Partner program. For a one-time fee of $12 per enrolled student, the students can visit as
often as they want with their class during the school year (August through May). As a
School Pass Partner, teachers can request special, customized programs specifically
designed to meet their teaching goals. These customized programs meet grade javel
expectations, common core standards, and curricuium reguirements developed with
teacher input by the museum’s education coordinators and siaff.

The new Guam Museum (Guam and Chamorro Educational Facility) should offer
combination experiences for its temporary exhibit gaitery and theaters. This has been
particularly popular for school groups and can help generate frequent repeat visits. For
example, the Science Spectrum offers the opportunity for school field trips to experience a
combination of activities on the same subject. That subject changes annually. In early 2014,
the museum offered a temporary exhibit on penguins, a dome theater documentary abou
penguins, a hands-on experiment, and learning about preserving penguin habitats. The
price per student was $6,50 for just the temporary exhibit and documentary presentation,
or $9 for the terporary exhibit, documentary presentation, and the rest of the museum.
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5.5.2 Recammended Morketing Channel: Teachier Training

The new Guam Museum (Guam and Chamorro Educational Facility) should offer mulii-day
teacher training sessions. This marketing channel would broaden the new museum’s
interpretive efforts and provide a needed community service.

An existing example is the Colonial Willliamsburg’s Teacher Institute. it is an intensive, sbe
day workshop that immerses participants in early American history "on tocation” in
Williamsburg, the restored capital of 18" century Virginia, The institute's programs are
designed for elementary, middle, and high school social studies teachers.

Participants engage In a number of interdisciplinary activities with colonial American
history as the focus. Participants observe museum technigues that are aimed to actively
engage their students, Interactive opportunities include working with museum staff and
interpreters, analyzing primary sources, and taking part in historic simulations.

There are daily sessions set aside for participants to meet with a master teacher that
reinforces teaching strategies presented during the day and offer lessons and strategies
that have successfully been used elsewhere with students. Together with stafi, participants

prepare new instructional materials for use in their own classrooms.

The program began in 1990 with 44 fifth-grade teschers from two schoot districts. Today,
nearly 7,800 teachers from all 50 states and three foreign countries have participated since

the inception of the Teacher institute

Exhibit 30: Teacher Troining institute Session ot Coloniol Williomsburg

e

Source: Colonial Williamsburg Foundation.
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58  Opportusities for Cooperative 8erieting

There are many cooperative marketing opportunities for the new Guar Museum {Guam
and Chamorro Educational Facility). The most important of these are joint marketing and
promotional efforts with the Guam Visitors Bureau. As noted earlier in this report, this
bureau's mission is to efficiently and effectively promote and develop Guam as 3
destination for all visitors, Since one of the goals of the new museum is to help better
establish Guam as a global cultural tourism destination, both organizations wouid be better
served by effectively working together, The new museum should be prominently displayed
in visitor guides to Guam and in future advertising campaigns for Guam tounsm.

The new museum should also extensively work in gartnership with Guam travel and tourist
agencies, especially those involved in organizing package tours, The right fitis very
important regarding what these tourisis seek and what the new museums can offer.

562 Recommended Cooperative Marketing Partner: Smithsoalan institution

Annual attendance at some Smithsonian Affiliate museums have increased by as much as
37% after receiving the benefits of this designation. In addition to artifact loans,
Smithsonian Affiliations helps member organizations identify appropriate resources within
the Smithsonian to accompany exhibit Joans, education and performing aris programs,
sxpert speakers, teacher workshops, and technical assistance. The Smithsontan Affihations
srogram also offers career development workshops for museum professions. A
Smithsonian Affiliate may use the tag line "in association with the Srithsonian Institution”
and may use the Smithsoman Affiliations logo according to established guidelines,

A publicly-operated museum interested in obtaining Smithsonian collections can appiy to
become a Smithsonian Affiliate, The Smithsonian considers proposals from institutions
whose missions are parallel to the Smithsonian's and who demonsirate a strong
commitment to serving their communities. The Affiliation agreement is intended to
establish 3 long-term partnership between the Smithsonian and the affiliating organization,
There is no time limitation on the partnership; it can last as long as both parties find it
mutually beneficial. As long as the partnership is in place, the affiliating organization agrees
to pay an annual fee of $3,000 in order 10 cover administrative cosis for the program.

Exhibit 31 Website Image Promoting Springficld Museum of Art’s Smithsonion Affifiotion

Srithsonian nstiution
Affiliations Program

Source: Springfield Museurn of Art.
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Recopnvended Cooperative farketing Portner: PES Guam

i
=
B

As mentioned earlier in this report, PBS Guam has been merged into the Department of
Chamorro Affairs. This division will direct the future operation of the theater building at the
new Guam Museum {Guam and Chamorro Educational Facility). Current plans are to use
this space as a demonstration theater for visitors and as an inleractive audiovisual
production center. This will also have marketing value for both organizations.

The demonstration theater at the new museum should be enhanced by adding a video
projection screen above a presenter’s table. This would allow multimedia content to he
part of interactive educational programs that can be televised by PBS Guam,

An example is shown below at an existing museum elsewhere, where students g
teachers from across the country experienced an interactive live surgery program. Schools
cannected remotely by videoconference, or participated on-site as a member of the
demonstration theater’s live audience. This 80-minute program has been one of the
museumn’s most popular educational offerings for students and teachers.

The current high comrmunity participation rate for this particular museum is mainly due 10
the large number of students participating in televised programs from its on-site video
production studio. There should be a similar opportunity for the new Guam Museum
{Guam and Chamorro Educational Facility) by adding video and teleconferencing

capabilities 1o #s demonstration theater.

Exhibit 32: Demonstrotion Theater af (O Columbus

Source: COS Columbus.
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8T Promotonal Goportunitles

The new Guam Museum (Guam and Chamorro Educational Facility) should use 3 variety of
promotional toolks that have been successful at other museums. These include:

= Advertising (such as brochures, print ads, display advertising, television, radio,
billboards, display posters, directories, and web ads).

= Swies Promotion {such as discounts, cougons, rebates, and contesis).
® Direct Morketing {such as direct mail, targeted email marketing, and newsletters).

= Public Refations [such as community relations, media relations, press kiis, press releases,
events, trade shows, sponsorships, interviews, photographs, speeches, and public service

announcemenis).
% Jnternet (such as TripAdvisor, other travel websites, Google+, Yelp, and podcasts).

& Socid Media {such as Facebook, Twitter, Instagram, Pinterest, and biogs).

571 tromotional Opportunity: Annust Report with Video Presentation

In the Handbook for Small Science Centers, published in 2006, Sci-Port pointed out that:

"To guickly and succinctly acquaint grantors, donors, and the interested public with the
progress their support mokes possible, we take great care in producing and printing an
annual report, Without this report, our constituents would he relying heavily on our Form
880 Information Tox Return filed annually with the Internol Revenue Service or fragmented
pieces of information they obtain from the medio. Neither source shares o full view of our
results and the impact of our programs on the peaple we served during the year.

- Qur annual report presents the outcomes af the year more in pictures than words to involve
the reader in a comprehensive and enjoyable visugl journey of the impact our educationo!

activities had on the lives of young people ond families.”

in addition to preparing an annual report, the President & CEO of the Milwaukee Public
Museum personally gives a video presentation of the year’s accomplishments and

challenges ahead.

Video

Exhibit 32 Titie imuge of Milwoukes Puble Museum Annucl Repart
- e o T o A g T AT e e P, T

Source: Milwaukee Public Museum.
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522 Fromotionot Opportunity: Preview Canter

Before opening, some new attractions offer a small-scale preview center. The goatisto
introduce the concept 1o visitors and potential donors while the larger main facility is being
developed. Within the smaller space, guality of presentation is emphasized using
participatory muliimedia technology tools. Preview centers have been containgd in
temporary dedicated structures or within existing building space. These have also been
presented in trailers.

The National September 11 Memorial & Museum is the not-for-profit corporation crested
to oversee the design, raise the funds, and program and operate the 9/11 Memorial at the
World Trade Center site. lts Preview Site was an exhibition and refail environment

developed to educate the public about the progress of the memorial and museum while
these were being built, This preview center was conceived, realized, and opened in under

two months,

Selected artifacts from the upcoming museum’s permanent collection were presented,
Visitors to the Preview Site also had the opporiunity to be a part of history by sharing their
9/11 stories. An on-site recording booth allowed the public to contribute to the upcoming
museum’s planned introductory exhibition that would include a soundscape of people
rernembering, in multiple languages, where they were on September 11, 2001, and how
they learned of the attacks. The Preview Site helped collect these remembrances through
3-minute recorded stories.

Highlights from the upcoming museum’s digital collection were available through kiosks at
the Preview Site. This collection included photographs and written tributes provided by
families and friends.

Oppeortunities to support the creation of the Memorial and Museum were available at the
Preview Site through donations and the sale of 9/11 books, DVDs, and merchandise, with
alt net proceeds dedicated to the development of the memorial and museum. The Preview
Site and its for-sale merchandise introduced the visusl identity for the new National

September 11 Memonal & Museum.

Exhibit 34: interior Yiews of the 8/11 Memuoriaf Preview Site

Source: National September 11 Memorigl & Museumn.
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58 TVhaeline for the Marketing Plan

The marketing plan for the new Guam Museum {(Guarm and Chamorro Educational Facility}
should include the following topics:

= Marketing messages, strategies, and methods

e Approaches for market segments

e Developmenis expected to effect visitation

Rationale for planned messages, strategies, methods, approaches

Specific plans for employing outside agencies and media uses

Sales plan that includes travel industry relationships

i3

=

A suggested Yimeline for the initial marketing effort is presented below. it begins 12 months
before the committed opening date. Since the opening date is still not definitely known,
these tasks will likely need to be compressed into a quicker timeframe. If that occurs, the
amount of labor and budget needed to accomplish these tasks remain the same within this

compressed timeframe.

It is recommended that the Guam Visitors Bureau (GVB) administer pre-opening marketing
efforts for the new Guam Museum (Guam and Chamorro Educational Facility) because GVB
has the existing marketing budget and staff to accomplish this effort. Afterall newly hired
museurn marketing personnel are in place and 2 dedicated operational marketing budget
for the new facility is available, the Department of Chamorro Affairs should be responsible

for marketing,

Exchitsit 35 Recommended initiof Morketing Timeline

] @y W
;q q§ § ol I A B W B B @
53 A vy RS P g I ) B It -4 B
21 .2l o el Bl B B B Bl 8] 9 «
ml ni el &) B 0.0 2 o) Lo 9
Ael Ll 2 ow ol wmi ol owl @l o oW
i b ok Al CF £y gl o Zf 5] 4n) S £ =l
of fu] o i Iy 4o Al el Gl et dwi) e O
@ 2 ©f 5] C = [ L. c =] & [l
1 Ef E] 8] 8] of @] 2] oy o] @ © g
ol el ol B} B B} E} &) & B} £} & 2
Task wtf ek otf onf 00] ] wp ] @] o) ] -] O

Logo

Select creative agency

Select PR agency

Press updates

Newsletter distributed o o o -

Trade / travel advertising

Strategic media aliances

Select media agency

On-site media tours

Distribute media kits i

Media on-site special event o

Consumer advertising e

Promaotions i

GRAND CPENING

Source; Leisure Business Advisors LLC,
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5.8 Key Retall and E-Commerce Opportunities

According to the 2009 financial survey conducted by the American Alliance of Museums,
almost 90% of rauseums offer an on-site store or gift shop. The median size was about 700
square feet. Visitors typically spend almost $1.60 each for merchandise, representing more

than 5% of a typical museum’s gross operating income.

Museum shops also typically partner with artisans and manufacturers to identify, design,
and produce specific merchandise iterss related to museum mission and goals. Tourists and
local residents generally have different expectations and impacts. Tourisis tend 1o spend
more than resident visitors. They are also more likely to purchase gifts for others since they

are fikely to be single-time visitors,

An increasing number of museums have set up multiple shops and merchandise kiosks
rather than having a single large museum store, Dispersed around the museum, these
kiosks encourage visitors to take breaks from the exhibit galleries and spend time and
money browsing merchandise. An example is the National Museum of the American Indian.
The gift shop located on the second floor rainly offers mementos and inexpensive tourlst
items, while the museum shop located near the museum entrance offers goods of the
highest quality and artisanship. These include textiles, jewelry, baskets, and ceramics.

This approach should be used at the new Guam Museum (Guam and Chamorro Educational
Facility). tn addition to the museurm store, a merchandise kiosk should be placed within the
waiting area for the orientation presentation that begins the main exhibit experience, The
entrance lobby could also have retail areas, one of which could sell books and other
educational materials produced by the Depariment of Chamorro Affairs.

Exhibit 36: Ml City Museom Store

Source: Minnesota Historical Society.
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583 Recomvmended Types of Merchondise at the Musgwm Store

Ah-Tah-Thi-Ki is 2 museum of Seminole culture and history located near Miari, Florida. it is
owned and operated by the Seminole Tribe of Florida. The percentage of total sales for
each merchandise category is shown below. Clothing and Jewelry generslly have higher
retail prices. Publications include not only books, but also other printed material such as
postcards, prints, and notecards. Decorative ems include some that are not handerafied
by Semincle artisans. Food has been a relatively new category and is limited to packaged
food iters made by tribal members, The top categories are clothing {22%), jewelry {21%},

publishing {19%), and decorative items (15%).

This merchandising experience should be used as initial guidance for the new Guam
Museum (Guam and Chamorro Educational Facility). As noted eatlier in this section, tourist
attractions in the Pacific region typically advertise famous products considered attractive to
Japanese visitors, and they want to learn the origin or background of these items.

Planned museum merchandising approaches were recently discussed at a March 2014
conference in Guarm, and these are in line with those used at the Ah-Tah-Thi-Ki museum
and elsewhere. The new museum plans o offer items made by local artists and artisans,
especially those that speak to Guam's visitors, Department of Chamervo Affairs President
Joseph Artero- Cameron commented that there will be diverse opportunities for local
creators and merchants to sell both affordable and high-end cultural products. These
include artwork, jewelry, books, puzzles, coconut products, and chocolate. items developed
for the museum store should generally be an extension of Guam, with an emphasis on

authenticity.

Exhilsit 37: Museum Store Soies by Cotegory ot Ab-Tah-Thi-ii Seminole indion Museun

Biiscellanaous Beseles 1.9719% .
AscEnanagus TP Promotional

H

2.1 4% B .
*\‘a ﬁasi@sg ;.%af% j’f 1445 * Chathing
ol 306% - % gﬁf@ J ! Sattery: 0.05% " lewely
Medie; Y ‘ o - Clothing: " Puldishing
Toye & 11 "' 21, 80% lshiag
s ; “ Dgrorathe
GaTies: . _ _
16% *Tovs & Games
: ¢ Medie
“ Dioils
* Mscellaneius
Fosd
Decorstive; & “ Paskets
4.7 7% .
jewelry 21,140, Beads
Publishing: * Promodiong
19.31% Pestbary

Source: Semminole Tribe of Florida. 2013 data.
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Aduseurnn E-Commerce

ﬁ; Business wnd Sustainability Plan for the Rew Guam Museum (Guom end Chamorro Educational Facility)

E-comimerce is 2 museum retail activity with strong future growth potential. Online stores
are always open and are available to potential customers worldwide. These can often be
operated at a reduced cost compared to brick and mortar stores.

Large well-financed museums typically create their own online store. A popular exemple is
the Metropolitan Museum of Art {http://store. metmuseum.org/}, shown below. Another
example is the National Museum of the American Indian {http://www.amai si.edu/store/).

Smaller museums often use an outside retailing service to set up the online museum store.
A direct link from the museum website provides a seamless process for online users. The
Museum of the Cherokee Indian website {http://www.cherokeemuseum.org/), for
example, has a link on the top of its home page that takes the user to the outside service
{(htip://cherokeemuseurm. mivamerchant.net/mmS5/merchant.mvc).

Online museum stores can also be directly accessed by other websites that specifically
cater to customers looking for quality merchandise. An example is the Musee.com website
{http://musee.com/index php), which helps shoppers find unigue products at online
museurr shops. This website also helps museum shops find online shoppers,

Exhibit 38: Screen imege of Onfine Store for the Metropoiitan Museuns of Are,

Source: Website for the Metropotitan Museum.
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6 | implementation Approach

This section presents the recommended implementation approach for the new Guam
Museum {Guam and Chamorro Educational Facility). Topics include practical sirategies
hased on the experience of comparable facilities, and the recommended role of 2

fundraising organization.

g.1 Practicst Strategles Based on the Expeticncs of Comparahie Fecilities

Many practical museum strategies based on best practices are recommended in other
sections of this report. Those in previous sections include:

= (ater to children and teenagers

® Showcase innovation

" Promote problem solving
® Provide Science, Technology, Engineering & Math {STEM) informal education

= Maximize museum membership and schoo! involvement

® Offer teacher training

* Consider cooperative marketing with the Smithsonian Instiution
% Establish a close partnership with PBS Guam

® Prepare ongoing annual reports with video presentations

The next section of this report describes best practices in these operational areas:
5 Employment and hiring
= Community coniributions and involvement

= Education
® Procurement and contracting
* Benefit versus cost of operations outsourcing

The Tollowing pages of this section provide additional recommendations for the new
museum’s implementation approach.

8401 Create Construction Update Web Pages

One of the most successful approaches for commuicating with the public is the lnternet.
Beyond basic descriptive information, the website for the new museum can also provide
details of the project while it is under construction. Progress can be shown in photographs,
live web cams, video segments, audio statements by the director and the architect, and
donor acknowledgments. Press releases can be posted online, and email newsletters can

provide monthly progress updates.
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Begin Using the Temporary Exidbit Gallery on Upening Doy

ﬁ " Susiness and Sustainobility Plan for the New Guarm Buseum (Guarm and Chamorro Educational Facility)

" successful museums elsewhere offer a temporary exhibit gallery because it provides a

constant change of content and particularly appeals to members. Over time, this has
become a popular area at museums worldwide.

The first floot of the new Guam Museum {Guam and Chamorro Educational Facility) will
have 3,100 square feet of space for changing exhibits. This area showld be used on opening
day zlong with the permanent exhibits elsewhere in the museum. I+ should mainly focus on
cultural and historical topics. in addition, this space should also showcase current
technofogy with participatory educational experiences. An example is described below.

Cose Study: “Take Apart Studic” Temporary Exhibit at the Putnom Museun.

This exhibit is an example of one that could be quickly developed. it aHows visitors to
explore items using real tools, They could dismantle an item, discover its inner workings
and devise a new plan. These included the inner workings of clocks, phones, and printers. A
workbench complete with the tools and safety equipmentwas provided. After dismantling
an itern, participants could use the uncovered gears, wires and mechanics fo create

something of their own invention.

This exhibit highlighted the growing “makers” movement happening worldwide, “Makers”
take everyday objects, found items and common components and repurpose them. Makers
solve problems with unigue solutions and create inventions through experimentation,
discovery and problem solving, Exhibit parts were donated by the Waste Commission of
Scott County, which alse served as a sponsor. Other sponsors were 51 Ambrose University,

QC Co-Lab and Tennant Trucking.

Exhibit 39: View of Putnom Musewm’s “Toke Apart Studie” Temporory Exhibit

Source: Putnam Museum.
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&.2 Bole of 2 Fundraising Organization for the New Mussum

The New Guam Museum (Guam and Chamorro Educational Faciiity} will have one or more
fundraising organizations financially supporting it. As mentioned earlier in this report, the
Guam Museum Foundation is 3 non-profit organization that was incorporated in 2006 as 2
support sroup for the new Guam Museum (Guam and Chamorro Educational Facility). The
foundation’s primary purpose is to serve as 2 private fundraising arm of the Department of
Chamorro Affairs’ Division of Guam Museum, While the department does not control the
Foundation, the resources and fundraising activities of the Foundation ave almost entirely
for the direct benefit of DCA's Guam Mussum division.

This foundation has operated the Latte of Freadom / Hall of Governors Facility. Itis
recommended that the foundation not perform this function in the future 50 that it can
provide more internal resources towards private fundraising for the hew Guam Museum

{Guam and Chamorro Educational Facility).
Museums elsewhere have been successful in fundraising efforts by taking these steps:

# Anslyze the position of the museum in the marketplace,

e Concentrate on donor sources whose interests are parallel to the museuny’s.

s Measure the giving potential of each potential donor group.

Develap a fundraising plan for each donor group based on its fundraising potential.
® Design a continuous solicitation program for each doner group.

Generate offerings and benefits that appeal to prospective donors.

B

B

&.2.3 Use o Fundrolsing Conswltant

The Depariment of Chamorro Affairs should use an outside professional consultant to assist
its fundraising efforts for the new museurn. This approach has been successful 2t other
museums, For example, the Putnam Museum in lowa recently completed a $1.5 million
capital campaign to renovate existing exhibit space for a new participatory exhibit area.

in s FYZ2009-10 tax return, the Putnam Museum reported that it had retained Benevon
because it "consults on susiainable fundraising frora individual donors.” During that fiscal
year, the museum reported approximately $681,000 in gross receipts from this activity and
that it paid the fundraiser $20,000. This was part of the total 52.3 million raised in
contributions and grants during that perlod, substantially more than the $1.4 million raised
during the previous fiscal vear. According to that Seattle firm's website, Benevon was
founded in 1996 by Terry Axelrod, a professional fundraiser and social worker, She
designed the Benevon Model for Sustainable Funding after working for more than twenty-

five years in the nonsrofit sector.

COSt Columbus is another museum that faced past financial difficulties and has used 3
fundraising advisor. That museum’s FY2012-12 tax return reports that it retained the
Benefactor Group for "fundraising consultation” and that it paid approximately 581,000 for
this service. According to its website, Laura MacDonald established Benefactor Group in
1999 1o serve the needs of nonprofit organizations. it is based in Columbus, Ohig, and
serves clients locally and internationally.
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Conduct an Endawment Compalgn
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An endowment campaign seeks to raise funds for a museum’s long-term financial stability,
although these funds can be used for short-term needs if needed. Endowment campaigns
mainly financially support programs and services rather than physical buildings.

The fundraising organization should undertake an endowment campaign for the new Guam
Museum {Guam and Chamorro Educational Facility}. This effort typically begins with a
funding study of the community and potential financial supporters. The foundation should
understand the donor base within the museum’s sphere of influence, who the major givers
are, what other organizations they support, how much they give to other organizations,
how much other organizations are raising from donors, and which donors can bring in other
donors.

This funding study would include research on current philanthropic support in the ineal
area. This initial research is followed by confidential interviews with key members of
community, major supporters, and potential individual and corporate donors. These

interviews should focus on how well donors and potential donors undersiand the
museum’s mission and its programs, how they view the museum as a community asset, and

whether they would be willing to make a major financial contribution.

After the funding study has been completed, the next step would be a plan that identifies
fundraising goals, leaders, donor targets by type, and estimates of how much the museum
could raise from each donor. This plan would zlso include a timeline, budget, staff, and

support issues.

&2F Aggressively Pursue Portnership Gronts ond Corporate Imvolverment

Grant funding is an important potential revenue source that should be especially
emphasized at the new Guam Museum (Guam and Chamorro Educational Facility}. These

grants can be obtained from both government and private sources.

For example, Sci-Port receives more than $700,000 annually from grants, the State of
Louisiana, and local communities. Examples of Sei-Port’s past grants can provide useful
guidance. The AEP Foundation awarded the museum a 578,300 grant to develop a series of
programs and exhibits to be used throughout the local community, the siate of Louisiana,
and by members of a museum association. The Community Foundation of Shreveport—
Bossier funded one of its traveling exhibitions by granting it $77,300 from the Rubye Moss
Ratcliff Fund. The Omega Diagnostics Foundation awarded a 514,700 grant to the museum
for an afierschool program. Other grant sources include the American Agsociation of
Museums, fnstitute of Museum and Library Services, Shreveport-Bossier Convention and
Tourist Bureay, International Paper Foundation, 51, Louis Science Center Foundation, and

the Times Gannelt Foundation.

Local corporations often financially support museums and derive benefits from this
Support. A company may sponsor a special event or ask its employees to volunteer at the
museum. A corporation can also make in-kind gifts to the museum. In return for this
financial support, the museur typically offers discounted memberships to the

corporation’s employess.
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7 | Best Practices for Sustainabili

This section presents selected best practices for museums that help financial sustainability.
Topics include employment, hiring, volunteers, community involvement, informal
education inftiatives, procurement, contracting, and outsourcing.

Ermptovinent and Hiring

FEZ

Fair staff management procedures are both a practical necessity and an ethical obligation
for museums. Fairness begins with a clear commitment to eguality of opportunity, which
should be expressed in a written egual opportunities policy. This policy should cover
recruitment, promotion, day-to-day supervision, management, pay, benefits, and training

opportunities.

According to the International Council of Museums (ICOM] code of professional ethics,
members of the museum profession, although entitled 1o a measure of personal
independence, must realize that no private business or professional interest can be wholly
separated from their employing institution. They should not undertake other paid
smployment or accept outside commissions that are in conflict with, or may be viewed as

being in conflict with the interests of the museum.

Museumn Employment Besources

The following websites allow museums to post job listings:

» American Alliance of Museums (http://www.aam-us.org/resources/careers)

® American Association for State and Loca) History {http//iobs.aasih.org/lobs)

= Museurn Employment Resource Center (http://museum-employment.corm)

= National Council on Public History {hitp://ncph.org/cms/careers-trainingfiobs).

Yolirntesrs

L
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Most museums recrult volunteers, especially small and medium-sized facilities. Volunteers
typically operate Information desks, serve as docents for group tours, work in gift shops,
support curators, and assist with public affairs, According to the American Alliance of
Museums, museums typically have seven volunteers for every full-time staff person.
Smaller museums generally have a higher ratio of volunteers to full-time personnel.

According to the ICOM code of professional ethics, the governing body should have a
written policy on volunteer work that promotes a positive relationship between volunteers
and members of the museum profession. It is important to have established processes for
recruiting, training, retaining, and evalusting volunteers, There should be a volunteer
orientation manual with an organizational chart that shows the chain of command,
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7.2 Comrrenity Contributions and volvament

In addition to being a major tourist attraction, the new Guam Museum {Guam and
Chamorro Educational Facility) should also serve its community and encourage local
involvement. The following recommendations are based on initiatives taken by comparable

museums elsewhere.

Fd.k - Offer Muftiple Community Frents

The new Guam Museum (Guam and Chamorro Educational Facility) will have a
multipurpose room, indoor theater, and outdoor stage. These provide flexible physical
space that should be used for many educational community events, These could inchude:

» Heritage Programs: For example, the Atlanta History Center has offered a vearly musical
heritage program with corporate and philanthropic partners.

# Career Fair: This event is open to all area schools with the purpose of exposing students
to various careers [ocally. An example is shown below.

# National Inventors’ Month: Participation in the annual month-long event celebrating
mvention and creativity.

¢ NanoDays: Local involvement in the snnual nationwide festival of educational programs
about nanoscale science and engineering and its potential impact on the future.

% Career Guidance Day: Provided for Jocal area secondary school guidance counselors, this
event provides guidance counselors with specific examples and strategies for careers in
the iocal area,

Exhibit 40: Community-Oriented Events ot Morbles Kid Museum

KIDS CAREER

HARBLES KIS MUEEUS
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Collobarate with the Indigencus Chomaorra (ommurity
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The new Guam Museum (Guam and Chamorro Educational Facility) should work with the
indigenous Chamorro community to correct misinformation about Chamorro cultural
heritage, add Chamorro names for collection items, and develop protocols for handiing
culturally sensitive items, The new museum should also work with Chamorro ariists {o
create art that communicates the nature and relative arrangements of places and physical
features, Chamorro culture, and diverse ways of seeing and knowing. This community
coltaboration should be based on traditional practices.

F 2.3 Estabiish ¢ Locol Business Community Advisory Commitiee

The new museum should not directly compete with local businesses. Instead, it should
establish a local business community advisory committee that would work in tandem with
the museum in ways that will be mutually beneficial. This collaboration could inciude joint
promotions, special events, and five performances. The new museum is expected to be an
anchor development within the Hagdtfia capital and cultural district, which is currently
being restored and redeveloped. its presence should therefore enhance surrounding

businesses,

it is also expected to become a destination attraction that will give reason for tourists 1o
stay longer on Guam, thereby contributing more to the local economy. There are currently
no cultural attractions in Guam and the Commonwealth of the Northern Mariana islands

that are comparable to the new museum.

r2.4 Serve Underrepresented Grougs

in order to increase its visibility within the community, the new museur should offer
reduced-price family access memberships to families based on financial need. This
approach has been successful elsewhere. For example, the reduced membership price for
needy families at COS! Columbus is 75% less than its standard price. This program is a way
to increase museum access by children who otherwise would not be able to visit. Te be
eligible, families typically need to show they are on Medicaid, food stamps or the WIC

Women, Infants and Children} nutrition program.

The AT&T Foundation awarded Sci-Port a $34,000 grant for an after-school program for at-
risk students. High school sophomores met on Monday and Wednesday afterncons 1o
engage in a multidisciplinary curriculum consisting of hands-on projects.

The Science Center of lowa's Girls in Science Initiative includes informal learing
opportunities for girls to meet successful women and learn about careers in a variety of
fields. Putnam Museum began an annual "Introduce a Girl to Enginsering” Day program in
conjunction with John Deere. Fifty 8th grade girls from local area schools join 30 {mostly
female) Deere engineers for a hands-on exploration in their field. It currently serves 125
girls annually. Sciencenter strives to build goodwill in its community by offering free
membership to families eligible for free or reduced lunches.
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5 Offer Cormmunity Competitions

Competitions have traditionally been an effective way to galvanize interest in education,
and the new Guam Museum (Guam and Chamorro Educational Facility) should offer these
on a regular basis. The new museum could also provide preparatory professional
development sessions for elementary and middle-school teachers so that they can better
guide their students through the competitions and canpect these competitions 10 lessons

taught in their classrooms.

in addition, museum staff should also assist with event logistics and planning for qualifying
events. FIRST {For Inspiration and Recognition of Science and Technology) organizes a
variaty of competitions. One of these is the FIRST Tech Challenge. it is designed for students
in grades 7 to12 and allows them to compete head to head using a sporis model.

Teams are responsible for designing, building, and programming their robots to compete in
an alliance format against other teams. The robot kit is reusable from year-to-year and is
programmed using a variety of programming languages. Teams, including coaches, mentots
and volunteers, are required to develop strategy and build robots based on sound
engineering principles. Awards are given for the competition as well as for community
outreach, design, and other reabworld accomplishments. Putham Museum in parinership
with the Quad City Science and Engineering Council {QCESC) hosts an annual FIRST Tech

Challenge Regional Qualifier competition.

Exhibit 43: FIRST Tech Cholienge Competition ot Hilf Air Force Base Aerospace Museum

Source: Weber State University.
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In addition to being a tourist attraction, the new Guam Museum (Guarm and Chamorro
Educational Facility) will also provide informal education experiences to visitors. it should
have strong links with local schools and be a resource for fifelong learning.

Brovide o Clossroom: Environment

L

ﬁ; Business ohd Sustainabiiity Plon for the New Guom Museum (Guom end Chamorr Educational Facitity]  +

Currently, @ multi-purpose room is provided on the first level of the new Guam Museum
{Guam and Chamorro Educational Facility). That room should also be used as a classroom
for school groups. it should include mobile whiteboards In order to make children at home
in their own environment. Comparable museums offer a variety of programs within on-site
classrooms.

The best comparable guidance comes from Bishop Museum, which offers many on-sie
educational programs in culture and science. All of these programs are aligned with state
educational standards. These programs range in length from 25 minutes 1o one hour. There
are no additional fees for these educational programs but the museum generally has & limit
of no more than two programs per school group. Currently, that museum is not offering
off-site outreach programs in school classrooms.

Bishop Museur charges $5 per student during the school year and $8 per student during
the summer months and holiday breaks. Part of this fee is used to cover the costs heeded
to provide the on-site educational programs, since its pricing approach includes educational
programs. This "one price includes all" approach for schoolchildren reinforces the idea that
interpretive programs are an integral part of a student’s visit te the museum.

An example of a relevant educational program offered at Bishop Museum is its "The Future
is in the Past® prograrm. Through the lens of Pacific voyaging, students explore the works of
their ancestors and discover that STEM (science, technelogy, engineering and mathematics)
is nothing new to theilr culiure.

Ancther example is the Science Center of lowa. its discovery labs are avatable during the
school year. These 45 to 60 minute sessions give groups of up to 30 students a hands-on
investigative science experience with museum staff members. Sci-Port offers lab programs
in robotics, mathematics, physical sciences, and earth science. In its 60-minute robotics lab
session, participants learn programming and robotics while conducting missions to test
their robot’s speed. its alternative energies lab program teaches problem-solving and team-
building skills by programming robots to complete tasks such as powering a wind turbine

and closing a dam.

Based on similar museums, the new Guam Museum (Guam and Chamorro Educational
Facility) should offer a variety of regular on-site educational programs that are aligned 0
the Common Core State Standards. These educational standards have been adopted by

Guam.
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Offer Workshops
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The new Guam Museum (Guam and Chamorro Educational Facility) should offer workshops
on  variety of subjects, and target some of these to under-served groups. For example, the
Science Center of lowa provides specialized worksheps for its Girls in Science Initiative. That
museum also offers monthly classes designed specifically for young children age three to

five and their families.

During the first year of its education-oriented tusnaround strategy, COSI Columbus offered
workshops for children as young as 18 months when stimulation can aid brain
development. It also provided a Science of Parenting course based on research findings at
that time. Putnam Museum offers a popular workshop that meets the first Sunday of each
month during the school year, where students in second to sixth grades experience hands-

on activities that covering 2 variety of engaging topics.

738 Offer Overnight Progroms and Multi-Day Camps

Natural history museums, such as Chicago’s Field Museum, have witnessed a surge in
interest in their family night programs. Qvernight programs at museums in generval have
hecome increasingly popular, and the new museum should offer these programs. These
single night educational experiences allow children to spend the night at the museum.

The new museum could also offer camp experiences in order to broaden its educational
programs. For example, the U.S. Space & Rocket Center offers o Robotics Camp for children

in grades 4 to 6 and a Robotics Academy for those in grades 7 10 9. Both are five-night
DroOgrams.

Recently, Putnam Museum began offering an annual Engineering Kids Day Camp. The
Science Center of fowa has day camp programs in meteorology, physics, technology, ani

chemistry.

FEE Frovide Workforce Training

The Cradie of Aviation Museum has many workforce development initiatives. These include
a its Job Shadow off-site program. This is & work experience where participants learn about
a job by walking through the workday as a shadow to an employee in an occupational area
of interest. The goal is that this informal learning experience will lead to more meaningful
internships.

Currently the museum has established over 30 industry pariners who are willing to assist in
providing these job shadow opportunities. Among them are Curtiss Wright, National Grid

and Northrop Grumman,
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V.4 Frocurernent and Contracting

The new Guam Museurn {Guam and Chamorro Educational Facility) must use procedures
prescribed by the Guam Procurement Act. When a specific procurement involves the
expenditure of federal assistance or contract funds, or other federal funds as defined by
Section 20 of the Organic Act of Guam, this act requires that all persons within the
Gavernment of Guam shall comply with such federal law and reguigtions that are
applicable. The museurm should therefore adopt a procurement policy thet will allow Tt to

qualify for funding from federal sources.

The federal government has established procurement reguirements that have affected
museum funding elsewhere, For example, the US Department of Housing and Urban
Development (HUD) audited its funding for the New Orleans African-American Museum in
2005 and required that part of that funding be repaid due to mismanagement. The audit
report concluded that the museum did not have adeguate controls over procurament.

Based on existing procurerment requirements, the following approaches are recommended:

s Full and Open Competition — The museum’s procurement transactions should be
conducted in a manner providing full and open competition.

u Efficient ond Economic Purchases - The museum should review proposed procurements
to avoid purchase of unnecessary or duplicative ems.

s jntergovernmental Procurement Agreements - If this approach is possible, the new
museum should enter into intergovernmental agreements for procurement of common
goods and services in order to foster greater economy and efficiency.

& Awards to Responsible Contractors - The museum should make awards only to
responsible contractors possessing the ability to perform successfully under the terms
and conditions of a proposed procurgment.

= Erhicol Standords of Conduct - The museum should have written standards of conduct
regarding potential conflicts of interest.

s Written Standords of Conduct ~ The museum should maintain a written code of conduct
governing the performance of their employees engaged in the award and adminisiration
of contracts.

= YWritten Procurement Sefection Procedures - The museurmn should have written selection
procedures for procurement transactions.

= pre-Quolificotion Criteria - The museum should ensure that all lists of prequalified
persons, firms, or products that are used in acquiring goods and services are current and
include enough qualified sources to ensure full and open competition.

5 {ontract Administration System — The museum should maintain a contract
administration system that ensures that contractors perfori in accordance with the
terms, conditions, and specifications of their contracis or purchase orders,

& Written Record of Procurement History - The museum should maintain records detailing
the history of procurement.
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7.5 Ferett Versus Cost of Jpsrations Ouisotrcing

Outsourcing offers epportunities to enhance operating efficiency but also has challenges.
Therefore, outsourced functions should be carefully managed at the new Guam Museum

{Guam and Chamorro Educational Facility}.

753 Recommended Qutsourcing of Entive Museum Operotions

The City of Corpus Christi in Texas has outsourced the entire operation of its Corpus Christi
Seience and History Museum to a single outside operator. This company already owned
other entertainment venues near the museum. 1t promotes the museum along with these
other properiies in that area.

This company, Corpus Christi Museum Joint Venture, isrun by a local family. it initially
operated the museum for a two-year period under a profit-sharing agreement. The
company must maintain the museum's certification and accreditation. 1t also must have
professional museum staff members who can manage and care for exhibits.

75 Recornmended Qutsourcing of Visitor Services

An alternative approach would involve the Depariment of Chamorro Affalrs retaining core
fumctions such as collection, conservation, interpretation, education, and exhibition design.
it would then outsource ticketing, admissions, security, and other visitor services functions.

The imperial War Museum in London is currently outsourcing its visitor services and
security functions to an outside company. The musewm’s public notice for these services
stated that the contract covered the appointment of 2 single experienced and competent
contractor to deliver high quality visitor and security related services. These services
included interacting with visitors to ensure that the staff enhances the visikor experience
when visiting the museum. This is important because visitor services staff are the
rauseum’s visible face to the visitor. The contract required that the core staff have good
interpersonal skills, be good decision-makers, and have general knowledge of the galleries
to ensure that they would be able 1o properly direct visitors. These services also covered
the provision, delivery and management of security services to each building and the
auidoor area,

The coniract reguired the appeinted contractor to provide visiior services staff and security
guards on 3 24-hour /seven-day-a-week basls for the entire calendar vear, with particular
emphasis on providing sufficient staff during the museum’s opening hours. The contractor
was also reguired to manage their staff in association with the musewm’s core
management. The contract was for an initial term of three years with the option 1o be
extended for two additional two year pericds.

Based on the success of this approach at the Imperial War Museum, the nearby National
Gallery pursued & simifar outsourcing approach for Its visitor services and security. 1ts public
notice for these services was published in February 2015
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FE3 Suteource Noa-Core fduseuny Functians

The {nternational Associgtion of Museum Facility Administrators conducted 2 survey of iis
members copcerning ouisourcing speciic services, The top services oulsourced were:

* Eguipment Maintenance 87%
& Grounds Maintenance 74%
® Exierior Building Maintenance 71%
8 Custodial Services / Housekeeping  50%
- ® Security 37%

Museums have also outsourced administrative activities such as:

Advertising and Public Relations

Surveys and Market Research

2 Membership Services

® Accounting and Payroll

= Emplovee Recruitment and Human Resources
Grant Writing

::3

As noted earlier in this report, museums often owtsource retal] operations and such an
approach has been financially successful elsewhare, For example, the museum store for the
Abraham Lincoln Presidential Library and Museum is operated by an outside
cencessionaire. Per capia retail sales there have exceeded typical benchmarks for
comparable museums. A local company also provides catering serviced for special svents.

FE 4 Sevelog Museun’'s Outsourcing Procedures

The following approaches are recommended based on best practices at existing museums
elsewhere:

& Declde which services can and cannet be outsourced.

® Clearly define the scope of what Is cutsourced.

= Estabiish clear roles and responsibitities for the suppliers

= Fstablish benchmarks and procedures for evaluating performance.

# Maintain regular supplier contact

= Establish a parinering relationship with the supplier.

= Retain responsibility for setting standards, policy and procedures,

= fiake the supplier responsible for defivery.

® Retain the right to conduct audits at the supplier’s premises.

% Al for comtinuous improvement

" Hoid'mga?ar meeiings to monitor achievements

» Encourage the supplier to propose changes based on their expertise

8 Have a contingency escape plan covering the sutsourcing contract, ownership
& Maintain the right to invite tenders for new work.

= Continue to benchmark the service and consider alternative approaches.
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8 | Financial Analysis

This section provides the financial analysis for the new Guam Museum {Guam and
Chamorro Educational Facility). Topics include financial assumptions, financial performance
of comparable museums, operating pro forma for breakeven operation, and cash flow

analysis.

&.1 Financlal Assumptions

Key assumptions are discussed below and on the following pages that affect future financial
performance. These include admission pricing, educational fees, and membership rates.

This financial analysis assumes that the new museum is directly operated by the
government. Should the museum be operated by an external organization through a
Request for Proposals (REP) process, this analysis is provided as suggested guidance.

& 51 Admission Price

The 2013 updated feasibility study recommended thet general admission prices be similar
to those charged by the Bishop Museum in Hawaii, which is a comparable atiraction. Thisis
a reasonabie approach for pricing. Current prices there are shown below. These prices are
in line with those currently charge by popular Guam attractions. For example, the standard
admission price for adults at Underwater World is currently $23. As noted earlier in this
report, Guam attractions typically offer substantial discounts through promotional partners
and tour operators. This pricing approach has been assumed in this financial analysis, and is

reflected in estimated future per capita spending amounts.

Exhiibit 42: Standurd Admission Prices for Bishop Museun

Junicr

Category Adult  Senlor ¥ fvouths ¥ Chig ¥
Individual:
General Admission $19.895 51895 51495 free
Resident / Military ¥ $12.95 51095 $8.95 Free
Guest of Resident / Military ¥  $16.95 51395 $11.95 Free
Group:
Non-Resident $16.95 $13.95 $12.95 -
Residen $9.95% $7.95 $6.95 e
¥ pge 65 and over.
¥ pges 410 12,

¥ pge 3 and under.
% Wawail State 1D, Hawail driver's license or active military identification is reguired.

Source: Bernice Pauahi Bishop Museum,
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&1z Felpeation Fee Policy

The best comparable guidance also comes from the Bishop Museum, which effers many o
site educational programs in culture and science. All of these programs are aligned with
state educational standards. These programs range in length from 23 minutes to one hour.
There are no additions] fees for these educational programs but the museurn generally has
3 limit of no more than two programs per school group. Currently, that museum Is not
offering off-site outreach programs in school classrooms.

Bishop Museum charges 55 per student during the school year and $8 per student during
the summer months and holiday breaks. Part of this fee is used to cover the costs needed
io provide the on-site educational programs. it is recommended that the new museum
follow Bishop Museum’s pricing approach, which includes educational prograrms In Iis
student pricing. This “one price includes all" apgroach for schoolchildren reinforces the ides
that interpretive programs are an integral part of 5 student's visit to the museum.

An example of a relevant educational program offered at Bishop Museum s its "The Future
is in the Past" program. Through the lens of Patific voyaging, students explore the works of
their ancestors and discover that $.T.E.M (science, technology, engineering and
mathematics) is nothing new 1o their culture.

Based on simiar museums, the new Guam Museurm (Guam and Chamorro Educational
Facility) should offer a variety of regular on-site educational programs that are aligned to
the Common Core State Standards. Guam currently has adopted these educational

standards.

8.1.3 fdembership Rotes

Current membership rates at the Bishop Museum are shown on the next page. General
admission fees can be applied towards any membership level within seven days with an
accompanying receipt, All membership levels have these benefiis for a 12 month period:
Unlimited free admission to Bishop Museum and J. Watumull Planetarium year-round
s Free admission 1o Amy B.H. Greenwell Ethnobotanical Garden

B [pvitations to special member previews and other Museum programs

= Free/discounted admission io special programs and events

# Subscription to the museum’s journal

& 20% discount on Bishop Museum Press books

s 10% discount on most merchandise in the museum’s gift shops

s 10% discount o historic print regroductions from the library and archives.

Batron and premier membership levels have additional benefits, which are listed on the
next page. The overall goal is to provide more appealing benefits to higher priced
membership Jevels. Many of these involve personal and exclusive privileges.

gg.g Business and Sustainobflity Plan for the New Guom Museur (Guom and Champsro Educationa! Foeility}
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Exhibie 43; Bichop Museum Membership Rotes

sudeid R35

For one high schoad or coliegs stodent (undey age 25 with valid student TD

Seior §45

For one adult §5 or 0ver ikt oue guest or spouse

Friend £50

For one adult

DhsslTeinily $85

For two adults and up to 21x illdeen or grandchildren upder 18

Tatrom $120

Banefactor $250

A3 Membership benafits tisted above for two adults, up to sy children ot

grandehitdren under age 18, plus:

« Twe Tree guests per visit when socompanied by a member

« Free o discounfed sdmission to more than 308 neturad ldstory and scienoe
ssenye wortdwide (ASTC Passport Program)

« Invmration o eftend Muscnm Affer Dark, ae anoual sftar hours event
sxclusively ©r members and thelr guests

< An additional 20% discount (205 toial! on most maschandice i the
Mussennrk ght shops and Cofl Palama

All Pairon begefits, phe
» Ioviations 1o attend VIP Rebind the Scenes Tours led by hMusenin supests
+ Thity st passes o the Museum - great for oub of-lown gifests (a 540 mie}
« Spacial editing Bishop Museum note caxd

« 11 faciley soptal discount o Bishop busenm {up 1o & S400 value)

Vistopayy $5040

A Begefactor bevefits, plus.

» lpvHation for fwoto the sonnad Prestders® Sevepfian

« Twes additional goest pagsers {fouy total—a S80 valued

« A Hishop Museumn Press book for your personad Hbrary

husewm Explorer
#4000

Al ¥Vislonary berefits, plus:
o Invitation for two to the el Chafrman’s Reception
» Irreitations to iend inimate Beploress” gathertngs highlighting timely

hMusewn topis
« Free admrision for o totel of four guests per visit—when accomparnid by

% membey

» & special membershie card

Frasarvation Conncl]

52,500

A3 Musewm Bxplorer benehts, plus:

« Reseryed seating for seloct Musent sverds (Traditions of the Pacific. The
Skey Tonight, #tcd

« By An Bremine Wik Delotn Broww, highiighiing freasures from the
Library & Archives

« T additional gnest passes (eight toval--a $150 velhus}

Charkas Reed
Bishop Sodlery
$5,000

Al Praservation Councl] benefss, ping

« {nyation to shend ui axclisive birthday vdebration honoring Masenim
fvunder Charles Reed Hishop

« Hucinsive opportanities toview the Museunrt coflertions af aelect evente

o Oppottamey to reserve one pifvate docent.grided touy of Hawains Hall
i up 1o ien pecple

o Qe gifi Pavvon level membership for the recipient of your choke

Paunahi Circle
SHLO0G

AT Charles Deed Bishop Soclety benefits, plus:

« Pepsonal updates from the Musensms Presidam

« Private oollections tonr for op o elght people

« Brclusive invitation to atend o private everd with the Musenmd President

and Chatrman of the Bosrd

Source: Bernice Pauahi Bishop Museum.

L
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Flaanciab Performance of Comparable Museums

Selected existing comparable museums are examined below. The Museum of the Cherckee
indian is located in North Carolina, and is described in 3 detailed case study in Section 4.4 of
this repori. lis mission i to preserve the history, culture and heritage of the Cherokee
ndtans. Total building space is approximately 30,000 square feet, which is similat in size 1o
the new Guam Museum {Guam and Chamorro Educational Facility}. The Bishop Museum is
in Hawaii, and has been referenced many times in this report, 1t is home to the world's
fargest collection of Polynesian culiural artifacts, The Bullock Texas State History Museum is

2 history museum that strives o be financially sustainable.

Key business ratios are also shown below. These include the number of annual sitendees
per sguare foot of building space, per capita earned ncome, and earned Income a5 a
percentage of operating expenses, These ratios for estimated future breakeven operation
of the new Guam Museum {Guam and Chamorro Educational Facility) fall within the range

already achieved by the comparable museums,

Exhibit 44: Finonciof Performance of Selected Comporable Museums

Bernice Pouahi  luseum of ihe Bufioek Tewas Stote
Bishop MuseLur ‘Cherokee Indian History Museum
Par Par Per
Anriaal Per Square Annuat Per Square Al Per Square
Factor Amount  Capla Foot Amount  Cagita Fool Amourt,  Capha Foot
Reported Annual Attendance 350,060 s 30 160,000 e 33 445,000 25
Total Bullding Space {sauare feet) 117,000 ¥ - - 36,000 - 175,000 —
Achult Admission Fee 520 - $11 e - 312 JO .
Earned Income:
Admissions, Programs, and Fvents $1,898,831 $5.43 518 674,260 56,74 g2z 57,280,856 $5.13 513
et Sales of Inventory $534,543 $1.53 35 $368,635 $3.69 812 $594,742 52.24 56
Memberships, Rentals, and Other ¥ §1,277142 8365 311 $94.645 5085 53 $Ls61368 5373 8
Total Bamned income $3,710,816 33080 532 83,137,541 $11.38  sa3m $4,936,065 $11.09  S28
Percentage of Operating Expenses : 39% ‘e 101% o = 82%
Revenues:
Earned incoma $3, 710,816  $10.60 537 91,137,541 $11.38 538 54,936,965 51109 528
Invesiments 57,554,799 52159 365 $389,466  $3.99 513 $1,148,002  $2.38 57
Other Revenyes ¥ §1,501,954  $428  §13 $28,214 5028 $3 6 S000 50

$12,767,569 $36.48 5108 $1,565,221 51565 552 56,084,967 51367 535

Operating Expenses ¥/ $5,485,728 $27.10  $81  $5,123520 $31.24  §37  $6,006817 $1250  $34
B, 2012 Y2014 -

Total Revenues

Financial Information Year Fy2014

Y includes floor space used for exhibits, public area, laboraiories, offices, and Hbrary.

¥ Includes parking fees and research coniracts.
¥ ncludes fundraising evenis, sales of assets, and miscellaneous revenue.
“ Excludes actupancy, interest, deprecigtion, depletion, and amortization costs.

Source: Museum management and Internef Revenue Service {IRS). Financial information is for the jatest vear ovailobie.
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8% Operating Pro Forma for Breakeven Operation

The operating pro forma for the new Guam Museum (Guam and Chamorro Educational
Facility} is presented below for breakeven operation. i is recommended that the new
museum be budgeted for this level of future operation until higher performance has
actually been achieved. At that time, expanded operations would be justified and higher
expenses could be budgeted. The first fiscal year of operation is assumed to end in 2016.

Breakeven annuzl attendance is based on simitarly-sized comparable museums. Visitor per
capita spending amounts are also based on the experience of comparable museurmns
adjusted for expected future inflation of 2% annually. The sales of inventory fine litem
includes gift shop sales, online sales, and retail sales from special exhibits. The net amounts
are for gross sales less discounts and cost of goods seld. "Earned income”™ is typically
defined as income earned by providing goods or services. Government grants, private
contributions and sponsorships typically do not qualify as earned income sources. Earned
income as a percentage of total revenues is also based on comparable experience, The
remaining revenues would therefore need to come from sponsorships, private
contributions, investment income, and government grants. By the end of the first five years
of operation, the new museum may be financially self-sufficient and not need government

grants or private contributions.

Exhibiy 45: Operating Pro Forme for Breakeven Qperation of the New Guam Mussum

Year 1 Year 2 Year 3 Year 4 Year b

Factor Y2010 FY20G17 FY2018 F¥2019 Y2020

Annuat Aftendance 29,000 92,060 295,008 98,000 100,000
Visitor Per Capita Spending:

Adraissions, Prograims, and Events 36.67 $6.80 $6.94 §7.08 $7.22

MNet Sales of invertory $3.85 53,72 §3.79 $3.87 $3.95

Memberships, Rentails, ang Other 54,93 50.85 53.97 50,99 $1.01

Total Visitor $Spending _ $11.25 511.47 $11.70 $11.94 $12.18

Operating Revenues:
Farned Income from Visitars $1,001,250 $1,055,240 $1,111,500 51,170,120 51,218,000

Sponserships, Contributions, Grants ¥ $371 766 $345 237 33165986 3286936 5268 197
$1,373,016 $1,400,477 $1,428,486 51,457,056 51,486,187

Total

Earned Income Percentage 73% 75% 78% 50% 82%
Operating Expenses:

Satarfes, Wages, and Services $933,651  3852,8324 5871371 $990,788 $1,010,614
Qther 5439 365 $448,553  5457,115 5466258 5475583
Total $1,373,816 51,490,477 51,428,486 $1,457,056 $1,486,197

Y plse inctudes miscelianeous revenue.

Source: Leisure Busingss Advisors LLC,
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F4  Cash Flow Ansbysis

The cash flow analysis for the new Guam Museum [Guam and Chamorre Educational
Facility) is shown below. The future breakeven level amounis are from the operating pro
forma presented on the preceding page. The potential Jevel amounts are from the 2013
updated feasibility study that was prepared by Knowledge Based Consulting Group. LBA
used the feasibility study as a key reference source because it is the only document that
previously projected financial performance for the new museum. The goal of a feasibility
study is to gauge the potential of a new museum, and this 2013 feasibility study concluded
that the new museurmn has significant potential, The purpose of this business and
sustainahility plan 15 to be a practical document for operation of the new museum. By its
nature, such a plan will generally be more conservative than a feasibility study, and our
hreakeven projections foilows this typical appreach.

It is recommended that the new museumn be budgeted for the breakeven level of future
operation until higher performance has actually been achieved, At that time, expanded
operations would be justified and higher expenses could be budgeted, Although some
existing museums are profitable, the great majority need significant private contributions
or government funding to operate. LBA has used the actual experience of comparable
musewns in its breakeven financial projections, such as the Bishop Museum,

This comparison shows thatl potential operating performance could be significantly higher
than the breakeven level, There is potential for additional earned revenue opporiunities.
These opportunities, which have been discussed previously in this report, inciude expanded

retall and e-commerce operations,

Exhibit 46: Cash Flow Anelysis for the Mew Guons Museum

Factor Year 1 Yaar 2 Year 3 Year 4 Yoar 5
Annual Attendonce:
Potential Level ¥ 215,600 195,000 195,008 195,000 195,000
Brealeven Love! 89,000 92,080 5,000 88,000 100,004
Fercent 431% 47% A% 50% 51%
Revenues:

Potential Levet ¥ $3,814,191 $3,504,572 53,666,463 $3,739,792 $3,814,538
Breakeven Level 51,373,018 31,400,477 51,428,486 $1,457,056 $1,485,187
Parcent 36% 38% 39% 38% 35%

Expenses
Potential Lavet ¥ 82,760,264 $2,815,448 $2,871,757 $2,928,193 $2,987,776

Breakeven Level 51,373,016 $1,400,477 51,428,486 S$1,457,056 51,486,197

Pereent 50% 50% 50% 50% 50%

Operating Surpius / Deficit:
Potential Level ¥/ 51,053,247  $779,124 794,706 $B10,599 5826812

Breakeven Level 50 50 $0 $0 $0
Y from 2013 updated feasibllity study.

Source: Knowledge Based Consufting Group,; ond Leisure Business Advisors 1L
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9 | CGperational Approach

This section presents the recommended operational approach concerning staffing for the
new Guar Museum {Guam and Chamorro Educational Facility). Topics include the
suggested organizational chart for major positions and Job descriptions.

Many of the recommendations in this section are based on the results of the 2014 Nitiona!
Comparative Museum Salary Survey conducted by the American Alliance of Museums

(AAM), Data provided in that report was contributed by 962 museums in response ioa
comprehensive survey, Almost half of the museums in the sample (46%) were identified as

history museums.

This section assumes that the new museum is directly operated by the government. Should
the museum be operated by an external organization through a Request for Proposals (RFP}

process, this information is provided as suggested guidance.

2.1  Crganizstionad Chart for Maior Positions

The recommended organizational chart for major positions is shown below. Job
descriptions for these positions are generally grouped by department and provided on the

following pages.

Exhibit 47; Recommended Orgonizeationet Chart for Major Positions

[2CA
Prasivient

;

e
Wice Prasident

4

S
Hosas Boord | Museum
Aciinisivater

i i
Collections Admminisirative Operstions
Manager Officer fanager

] i i
ke : i :
Curator - Curator - firchivist ::;:;:f aaf:f:;im
Coflecti Exdd
o hits  Admunisitator

Education
Spechalist

Source: Leisure Business Advisors LLC.
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9.7 Geein Musewm Administrator

The new mussum’s top position would be the Guam Museum Adminisirator. This individual
administers the Division of the Guam Museum under the Depariment of Chamorro Affalrs,
and works under the general guidance and direction of the President, Board of Trusiees of
the Department of Chamorro Affairs, and Guam Museum Board of Advisors as mandated In
Public Law 25-69. This position is titled "Director / CEO / President” in the AAM survey, This
individual typically provides institutional leadership, works with the hoard, plans, organizes
and directs museurn actividies. Specific responsibifities may include:

® Realization of the musewm’s mission.

= Lonceptual leadership through specialized knowledge of the museum’s mandate.

8 Recommendation of policies and plans to the beard.

# Implementation of policies and pians.

® Planning, organizing, and staffing.

' Directing and coordinating day-to-day operations through the staff.

# Financial mansgement and funding.

8 Liaison with all relevant levels of government, the academic community, and the private

sector in the interests of the museum,.
# Serve as the overall administrator and Halson for the new Guam Museum (Guam and

Chamorro Educationa] Facility).

¥ Oversee all management and administrative functions of the collections, adminisirative,
and public programs depariments.

a Oversee the direction of the planning and implementation of the Strategic Plan for the
new Guarg Museum.

= Develop and enforce general policies and procedures for the new Guam Museum.

= Guide the direction and scope of all revenue generating sources.

8.3 8ajor Job Descriptions for the Collections Department

This department combines the "Collections" and "Exhibitions " job categories in the AAM
survey.

&3k Coffections Manager

The head of this depariment would be the Collections Manager. 1t is officially titled
"Museurm Curator {Collections}" in the FY2016 budget request and "Curator A / Chief
Curator" in the AAM survey. This individual typically Is responsible for curatorial affairs and
exhibitions. Specific responsibifities may include:

= Collection development and management, according to museum standards.

2 interpretation of all collections according to museum standards.

# Preparing plans, policies, and procedures relevant to the collections.

o 7
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v Design and implementation of 2 collection research / library program. General and
object-specific research and the publication of that research in a form accessible to

visitors and other users of the museum.
s Providing consultation in the creation of permanent and temporary exhibitions.
= Providing consultation in the creation of public programming.
» Cooperative and joint ventures of research projects and exhibitions.
= Supervision of collections functions and staff.
a Selection of software programs and hardware 1o meet collection management and

musaum standards.
= Determines the conservation needs of the collections and oversees contracts for

professional conservation services.
s Prepares the annual reguest for operating and capital needs for the collections.

= Researching potential grant sources in collections areas.

232 Curator - Colfections
This position would report to the Collections Manager. 1t is officially titled "Museurn
Curator {Natural History)" in the FY2016 budget request and "Registrar A" In the AAM
survey. This individual is typically responsible for the registration of collections, the
development and maintenance of record systems, administratlon of loan transactions
involving the collections. Speciic responsibilities may include:
= (Care of the Guam Collection.
a Digitization of the Guam Collection.
% Public access to Guam Collection.
s Acguisition and deaccessioning of Guam Collection material in 3l media except archives.
233 Ceratar - Exfribits

This position would also report 1o the Collections Manager. 1t is officially titled "Exhibitor"
in the FY2016 budget request and "Chief of Dxhibitions" in the AAM survey, This position
typically is responsible for planning, design, production, and operation of exhibits. Specific
responsibilities may include:

s Planning and producing of exhibitions that meet the museum’s exhibitions objectives.

¥ Preparing plans, policies, and procedures affecting exhibitions.

¥ Convening and chairing the standing exbibition cormumittee. Appointing exhibition
personnel to exhibition task forces and other project teams.

s Planning and implementation of audiovisual and interactive components of exhibits and
public programiming.

e Production and budgeting of exhibitions including proposals, design costing,
consiruction, scheduling, maintenance, and repairs,

= Circulation of traveling exbibitions and achievement of revenue targets associated with
these exhibitions.
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= Evaluation of exhibiis in collaboration with the public programs department.

¥ Coordination of technical supplies and creative producers.

3 Evaluation of all system, product, and service proposals for exhibitions.

# Supervision and performance of exhibition staff,

s Converting curatorial and educational staff ideas into permanent, temporary, and
traveling exhibitions through renderings, plans, designs, specifications, drawings, models,
kighting, and layout of exhibition materialks,

& Supervising and participating in fabrication and installation of exhibits, setting schedules
and budgets, meeting opening and maintenance deadlines, and keeping within budget.

5 Dealing with outside contractors and providers of services for exhibition production.

s Waorking with staff 1o integrate and Implement technical systems and media operations,
and 1o update all warranty requiremenis.

¥ Drafting, selecting, and monitoring exhibitions design and fabrication contracts.

= Completing all aspects of both on and off site exhibition development, installation and
related materials, including statements, labels and gallery sheets.

= Maintain related paperwork including contracts, shipping, insurance, ioan forms, and
collection records,

B Care of items in the permanent cotlection and on loan for temporary exdiibits.

# Consulting / assisting with education and exhibition programs.

® Serve as spokesperson Tor exhibitions. Prepare press releases and promotional materials,
including announcements, calls for entry, gaillery sheels, essays, and catalogues.

' Waork with staff o prepare the exhibition schedule of approved shows.

# Supervise and prepare the storage of ali exhibit materials and equipment. Work with the
Education Specialist to develop adjunct activities for alf exhibitions,

W Assist with training documents for tours of exhibiions.

8 Provide gallery talks on a regular basis upon request.

# Malntain the collection. Monitor environmental conditions. Prepare an annual review of
collection to detect conservation problems, and condition report each plece,

® Process all loan requests. This inchudes all correspondence related to booking of touring
shows from the collection. Complete registration work in a timely fashion.

= Develop traveling shows. Maintain and update exhibit dats base, shide archive and
general center grohives,

= Write, prepare, and distribute press releases on every exhibition and arrange for
pheotographs and interviews, Prepare the call for entries brochures for all competitions.

# Publicize the collection, Including listing shows.

# Help prepare an annuzl budget for the exhibitions program and collection.

= Assist the Guarm Museum Administrator and Public Information Officer with locating
grant sources to fund exhibitions and the collection and assist with the preparation of
those grants.

# Help prepare all exhibition related reporis for grants.
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F.3.4 Arekiviet

The Archivist position would report to the Coliections Managey, and has the same name in
the AAM survey. This individual typically has physical and intellectual responsibility for
archival collections. Tasks include writing, maintaining sutomated databases, and providing
research and reference use of collections materials. Specific responsibilities may include:
» Research and documentation of the museum archives.

¥ Care of the archival collection in all media.

® Preparing plans, policies, and procedures relevant 1o the museum archives.

s Digitization of archival text and images.

= Public access to archival resources.

# Pyblic inguiries and reguests for archival information.

# Participation in the creation of archival exhibitions and public programs.

= Preparing catalogs or other publications resulting from archival research in all media.

& Acguisition and deaccessioning of archival material in all media.

» Linking of museum archives with national or international networks or databases.

= Pevelopment, management, and operation of the museum resource fibrary.

» Research and documentation of the museum archives.

= Care of the archival collection in all media.

9.4 Major ot Descriptions for the Administration Department

This department combines the "Administration” and "External Affairs” job categories In the
AAM survey. It includes information technology (iT} functions.

8.4.3 Administrative Officer

The head of the department would be the Administrative Officer, which is titled "Vice
President / Deputy / Associate Director” in the AAM survey. This individual typically is
responsible for several areas of administration, including finance, personnel, information
technology, buildings, security, and retaif operations. Specific responsibilities may include:

® Financial management, including budgeting, accounting, purchasing, human resources,
salary and benefits, and contracts.

% Qperation of the Guam Museum physical plant and its security.

External and internal auditing.

# Revenue generating activities such as the museum store and rentals.

Oversight of administrative functions that are outsourced to service providers.

L]
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242 Svstems Support Acmiirmgireess

This position administers the Information Technology (IT) systems st the museum, including
the exhibit areas. It is officially titled "IT/Web Master” in the FY2016 budget request and
"Manager of information Services & Technology” in the AAM survey. This individual
typically is responsible for information, technology and network management and provides
direct systems support. Specific responsibilities may include:

=

Create, monitor, and update the official website for the new Guar Museum (Guam and
Chamorre Educational Facility).

Maintain and update website content and statistics.

Coordinate and convert information with program staff for display on the website.

tmplement website policies and priorities.

Prepare deparimental budget and project reports.

Explore fundraising and marketing opportunities for support of website development.
Train and educate staff on creating and presenting information in formats easily
converiible to the website.

Promete deparimental swarenass of website resources.

Evaluate and make recommendations for software, hardware, and related equipment
purchases.

Keep abreast of relevant professional literature, attend professional conferences, and
serve on external committees.

Develop, implement, and manage technology "help-desk” to improve customer service
by providing a single point of contact for all museum technology support issues.

Manage all aspects of routine support and disaster / contingency support of critical and
non-critical Museum systems and data to ensure stability and to maximize sysiem

uptime.
Provide reports and statistics on support issues and through data analysis.
Recommend and implement ongoing improvements to information Technology systems

2nd training.
Develop and manage museum-wide technology education initiatives to improve
computer literacy for the museum’s genersl staff.

Train the museum’s technology professionals.

Effectively communicate support issues, programs, and status {o user commundly.
Develop and manage the budget for all hardware, software, and desktop support.
Provide technical leadership by creating "hands-on" technical solutions for individual

project componenis,
Provide support to the Suam Museum Administrator for departmental project planning.

Administer fong term information Technology maintenance schedule of building and
facility repaiys.
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&5 falor ok Descriptions for the Publle Programs Departiment
This department combines the "Education” and "Visitor Services & Research / Evaluation
joh categories n the AAM survey.
8.5.% Cperotions Mangger
The head of this department would be the Operations Manager. This position is officially
named the "Volunteer/Docent Coordinator {Program Coordinator V)" in the FY2016 budget
reguest and "Fducator A / Director of Education” in the AAM survey. This individual
typically manages the educational function of the museum, and is responsible for general
program development. Specific responsibilities may include:
= Management of the Public Programs department, which includes the development and
management of audiovisual programming, activities, materials, and events that atiract
and serve a whole range of audiences, including schools,
® Oversee educational and public outreach programs, such as tours, workshops, lectures,
and classes.
s Prepare plans, policies, and procedures affecting public programs.
s Work with educational institutions to prepare lesson plans related to the museum’s
public programs.
= |jaison with the school system to increase awareness of the museum as an educational
rESOUrce.
» Liaison with Education Spedialist, Public Information Officer, exhibitors, special events
coordinators, technical program suppliers, and artists.
= Achieve revenue and attendance targets established in the marketing plan for ail areas of
the new Guam Museum (Guam and Chamerre Educational Facility}.
» Supervise performance of staff within the public programs department.
s Analyze a variety of information sources, and noting patterns and trends. Present the
results in an appropriate format.
= tilize effective and efficient methods for the management of public programs 1o ensure
authenticity and accessibility,
852 Public information Gfficer

The position reports to the Program Coordinator, and manages docents, volunteers, and
special events. it is officially titled "Management Analyst IV (Program Development)” in the
FY2016 budget request and "Qutreach Coordinator” in the AAM survey. This individual is
typically responsible for special events, rental functions, and community relations. Specific

responsibilities may include: .

® Planning and providing tours of the museum for groups of all ages, for both permanent
collection and temporary exhibits.

& Collaboration with teachers on educational use of the museum, including live
dermonstrations in the galeries.
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a Planning and implementing the valunteer/docent program. Recruitment, training, and
supervision of volunteers and docents in collaboration with other departments.
Placement, scheduling, and booking of volunteer/docent assistance. Creation and
delivery of a recognition program for volunteers with the support of the board and
management.

5 Design and delivery of a lecture series, musical or theatrical perfarmances, film series,
festivals, and other special events to complement exhibitions and other programs.
fecruitment and coordination of speakers, instruciors, and facilitators.

= Developing and implementing outreach programming aimed at bringing
underrepresented groups into the museum as visitors, and extending museym services
into the community.

® Promoting and operating a program to rent the museum’s facilities for functions such as
meetings, conferences, parties, and receptions.

z Handle inquiries and bookings of the rented facilities, and coordinate security and
cleaning staff for events,

® Serve as a laison with community groups, other community services, caterers, furniture
rental companies, tour operators, corporations, and other target client groups.

853 Educotion Specialise

The tducation Specialist manages the educativnal programs, and is officially iitled
"Interpretive Planner” in the FY2016 budget request and "Educator B” in the AAM survey.

Specific responsibilities may include:

s Planning, managing, and delivering learning programs within the museum and online,

# Managing and developing partnerships with schools to offer curriculum-based programs
related to the museum’s collection within the museum, in schools, and online,

# Setting standards for 2il educational programiming.

= Serving as a Halson with schools, comrmunity groups, and other target sudiences to
arrange educstional programs and field trips with guided tours and demounstrations.

s Providing advice on the design of future exbibitions and other public programming that
will help enhance educational impact,

Programiming avudio guides to the galleries if necessary.

# Striving to achieve schooi attendance and revenue targeis.

¥ Preparing publications and media-based producis for schools.

» Approving future educational programs for the musaum.

v Developing and implementing adult education programs related to the museum’s

collections.
= Planning and providing school field trip tours of the museum’s galleries for both the
permanent collection and temporary exhibitions.
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