IRISH MUSEUM OF MODERN ART
Sustaining Progress Action Plan – Progress Report April 2004
The Irish Museum of Modern Art is pleased to report that all of the main Specific Actions set out in its Sustaining Progress Action Plan as due to be achieved by April 2004 have been achieved. In summary they are:

Efficient Use of Resources                  -  Work programme for group established            
Performance Management                 -   Consult with staff representatives. Design and           
Systems                                                     implement a performance management process 

                                                                   for senior management
Team and Cross Functional               -   Plans for team and cross functional working
Working                                                    to be drawn up
Atypical Working Arrangements      -   Review work patterns to see if further part-time 

                                                                   working would be more effective in certain
                                                                   areas

Partnership                                          -   Review work of Partnership Committee and           
                                                                   Sub Committees

Efficient Use of Resources

The expenditure review group has identified a number of specific areas where more efficient use of resources should be possible. These will be addressed over the period of the Action Plan and progress reviewed on a six-monthly basis.

The following initiatives will be undertaken over the coming year:
· A substantial investment is being made to upgrade the Museum’s internet and email server. This involves a migration to Exchange Server and the installation of broadband facilities. This upgrade will greatly increase IMMA’s ability to handle images electronically.  
· Research is currently underway to source a new contractor to bring together a “printing room” based around the G4 computer. When operational, this will greatly increase the Museum’s in-house design and printing capability, with subsequent savings on outsourcing. Exhibition guides, flyers, comment cards and other print material can be either designed in house and printed elsewhere or both designed and printed in house.
· the re-designing of the Museum’s website, including a change in domain name to imma.ie, is currently underway. The aim of the new layout is to make the site easier to locate and navigate, thereby increasing its use as a marketing tool. It will also provide further resources electronically, such as bookings for talks and lectures, seminars and other events.
· a root and branch review of all invitation lists, mailing lists and other databases to eliminate duplication and remove names which are no longer relevant. This will bring about a substantial saving on postage. The possible use of email invitations, with the potential for still greater savings, is also being considered. 

· more strategic planning of exhibition openings to combine these events, where possible. This will only be possible with a limited number of exhibitions, where the opening of a smaller-scale display coincides with that of a more high-profile show. Nonetheless, this will create substantial savings on postage, hospitality and staffing costs. Three such combined openings are scheduled for 2005.

Further areas, to be addressed in 2005, include:

· planning and centralising overseas travel bookings to promote efficiency and reduce costs arising from last-minute bookings

· reviewing hospitality costs and sharing best practice across the organisation

· more efficient use of time at meetings through more rigorous setting of an agreed way forward, which is then adhered to throughout the organisation

· addressing a number of longer-term strategic issues, such as storage, which are an ongoing drain on financial and human resources

Performance Management System
A Performance Management System has been devised and consultations with staff representatives have taken place. These are continuing on a limited number of outstanding issues, mainly concerning job descriptions. The first stage in its implementation – with senior management – has been agreed and is largely complete.  

Guidelines for the procedures involved have been produced and are being circulated to all staff prior to its implementation.

The system is based on an individual performance plan, which is consistent with (a) the overall policies and strategy of the Museum (b) the job description of the staff member concerned (c) medium-term objectives of the job holder and (d) budgetary and other constraints. All agreed outputs must be achievable, relevant, time-bound, measurable and worthwhile.

The first step in the process involves a discussion between manager and job holder as to the knowledge, skills and competencies required for satisfactory job performance over a predetermined period. The key objectives to be achieved by the job holder are then discussed and agreed. The outcomes from both these sets of discussions are recorded on standardised forms. At the end of the period in question a further meeting takes place at which progress against key objectives is discussed and a competency rating assigned to each. This is, again, recorded on a standardised form. 

For guidelines and forms see Appendix A.
Following the completion of the initial phase with senior management, the Performance Management System will be extended to other staff.

Team and Cross Functional Working

The very nature of IMMA’s work means that team and cross functional working forms an integral part of its day-to-day activities. The formulation of the Museum’s programme, the putting in place of individual exhibitions, the operation of the Education and Community and National Programmes and the general management and administration of the organisation all involve a high level of interdepartmental cooperation.

The Partnership process has added substantially to this cross functional working and has also greatly increased cooperation between staff at different levels in the Museum on specific projects. For example:
· the Quality Customer Care Sub Committee comprises staff from Public Affairs, Front of House, Security/Mediators and Administration
· the Internal Communications Sub Committee comprises staff from Collection, Exhibitions, Education and Community, Security/Mediators and Public Affairs.

· the IT and eGovernment Sub Committee comprises staff from Administration, Sponsorship/Friends, Collection and Public Affairs.
· the Health and Safety Sub Committee comprises staff from Operations, Security/Mediators and Front of House
A cross-functional working group will shortly be established to assist with a major International Curators’ Seminar being held in November 2004.

Atypical Working Arrangements

As outlined in the Action Plan, some atypical working arrangements have been in place at the Museum for some time.  A number of staff are currently working part-time.

Requests for sanction to work on a part-time basis are reviewed by the Human Resource Committee, where decisions are taken based on a number of criteria, including the impact of such an arrangement on the work of the Museum, length of service and general contribution of the staff member in question and any relevant personal or family considerations.

The balance between the overall level of requests from staff for atypical working arrangements and the operational needs of the Museum are kept constantly under review by the HR Committee.

Partnership

Particular projects being undertaken under the aegis of the Partnership Committee are carried forward mainly through the work of the Partnership Sub Committees. The work of the Partnership Committee and Sub Committees has been discussed a recent Partnership meeting and it was agreed that no substantial change in direction is required. Most of the committees are engaged in following up on initiatives begun under the first phase of Sustaining Progress:
· the Quality Customer Care Sub Committee has recently put in place a system for dealing with comments/complaints received via IMMA’s Comment Cards. Progress in this area will be reported on in the 2003 Annual Report. It is also planning to engage with issues of access and disability in the next phase of its work.
· the Internal Communications Sub Committee has produced the first draft of its report on communications within the organisation. This will now go to Management and the committee will then start work on the implementation phase.  
· the IT and eGovernment  Sub Committee’s work will centre largely on the initiatives outlined above under Efficient Use of Resources.
· The Health and Safety Sub Committee will be addressing the updating of the Health and Safety Manual and questions of best practice in relation to access.
This report has been agreed by IMMA’s Partnership Committee.
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