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DUTIES OF THE COMMITTEE

Section 8.(1) of the Public Accounts Committee Act 1951 reads as

followss

8.(1) Subject to sub-section (2), the duties of the Committee

are:

(a)

(aa)

(ab)

(b)

(e)

(d)

to examine the accounts of the receipts and
expenditure of the Commonwealth including the
financial statements transmitted to the Auditor-
General under sub-section (4) of section 50 of the
Audit Act 1901;

to examine the financial affairs of authorities of
the Commonwealth to which this Act applies and of
intergovernmental bodies to which this Act applies;

to examine all reports of the Auditor-General
(including reports of the results of efficiency
audits) copies of which have been laid before the
Houses of the Parliament;

to report to both Houses of the Parliament, with such
comment as it thinks fit, any items or matters in
those accounts, statements and reports, or any
circumstances connected with them, to which the
Committee is of the opinion that the attention of the
Parliament should be directed;

to report to both Houses of the Parliament any
alteration which the Committee thinks desirable in
the form of the public accounts or in the method of
keeping them, or in the mode of receipt, control,
issue or payment of public moneys; and

to inquire into any question in connexion with the
public accounts which is referred to it by either
House of the Parliement, and to report to that House
upon that question,

and include such other duties as are assigned to the Committee by
Joint Standing Orders approved by both Houses of the Parlisment.

(v)



PREFACE

This Report on the curatorial and conservation functions of the
Australian War Memorial arose out of the unfavourable comments of
the Auditor-General in his Report of 30 March 1981. His repert
was fully substentiated in the Inquiry.

Whilst focusing on the state of the War Memorial’s collection the
Committee examined other aspects of the National Collection. The
state of the National Collection can only be described as being
at a crisis stage. Years of neglect and a lack of recognition of
the worth and value of the national heritage as expressed by the
collection has led to this position.

The nature and scope of the crisis is exposed in this Report. It
acknowledges that only limited resources can be allocated but
points out the need for a more equitable and coordinated
allocation, improved management in and expansion of these
resources. The Committee sees a need for a review from a
national viewpoint as to how much the National Collection is
valued and what price the Nation is prepared to pay to retain it.

Late in the preparation of this Report further comments were
received from the Public Service Board arising from a study of
the transcript of evidence. Whilst being somewhat concerned at
the terdiness of these additional comments the Committee is
pleased to note that & number of matters recommended in the
Report have already been implemented. Where appropriate, the
conclusions and recommendations in the Report have been extended
to reflect the subsequent developments referred to by the Public
Service Board. (Appendix 8)

However, these do not materially affect the main thrust of the
Committee's Conclusions and Recommendstions given the importance
and value of the National Collection of which the War Memorial's
collection forms a significant proportion.

For and on behalf of the Committee,

David M. Connolly, MP
Chairman

M.J. Talberg
Secretary
11 March 1982
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CHAPTER 1

INTRODUCTION AND SUMMARY OF CONCLUSIONS

Introdyction

1.1 The Public Accounts Committee's inquiry into the
conservation and curatorial function of the Australian Wer
Memorial is its first in such a field and is a foray into
mostly uncharted territory. Few studies of such topics have
been conducted from the Australiasn government viewpoint, the
most recent and notable being the Pigott Report on Museums in
Australia 1975.' It is not an exaggeration to say that
community and Parliamentary awareness of the problems of
preservation of the National Collection is practicelly
nan-existent.

1.2 The Committee found that the problems at the
Australian War Memorial uncovered by the Auditor-General were
not unique within the National Collection and whilst
concentrating in greater detail on the Memorial's problems
allowed the Inquiry to expand to embrace the problems of other
major caretakers of the National collection such as the
National Library, National Gallery and Australian Archives.

Summary of Conclusions and Recommendations

1.3 The conclusions and recommendations made in this
Report are brought together and listed here for convenient
reference. The Committee found that:

.« Chapter 3

l. The institutions within the Nationel Collection, in
particular the WNational Gallery, National Library,
Australian Archives and the Australian War Memorial do
fill a "museum" role when measured against the
International Council of Museums (ICOM) criterion,

2. There is a need for the institutions within the National
Collection, especially the War Memorial, to take a more
active role on campuses of tertiary institutions to
persuade curatorial students of their worth as prospective
employers.

3. There is a "crisis in conservation" and this Report sets
out to create an awareness of conservation and the
consequences of neglecting it.

1 Museums in Australia 1975, Report of the Committee of
Inquiry on Museums and National Collection A.G.P.S.
Canberra 1975.



. Chapter 4

4. There is a need for the War Memorial to formulate a formal
corporate plan and establish ongoing corporate planning
within its Management function.

5. The title "Australian War Memorial" should be retained.

. Chapter 5

6. The extension of conservation facilities at the National

Library are supported.

7. All institutions within the National Collection should
prepare a formal general statement of policy including a
formal corporate plan.

8. Urgept‘ action is needed within the Australian Public
Service gu educate staff and institute procedures in
preventative conservation of documents.

9. Special attention to the "conservation crisis" appears
warrsnted at Australian Archives, especially in regard to
conservation staffing and storage resources.

10. Early action is needed to organise and house the
c:l%ection of the Australian Museum, presently in a poor
state.

11. Early action is recommended in regard to the special needs
of the Ethnographic collection, especially in regard to
allowance for Aboriginal participation, especially in
conservation.

12. The National Gallery is the most favourably placed and
endowed institution within the National Collection.

13, Other institutions should study and adopt aspects of the
National Gallery's operations, especially in regard to
Inventory Control.

14, The;e is a need for the Department of Home Affairs and
EnV{tnnment to play a greater role in overseeing the
National Collection and coordinating the institutions
within it.

15. The Committee recommends the Department of Home Affairs
eand Environment examine the equity of the sharing of
resources between the institutions.

» Chapter 7

16. The Australian War Memorial should be accorded special
consideration in regard to staff ceilings.
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17. An increase in staff ceilings is recommended.

18. The existing salary structure for conservators and
curators is inadequate. A new structure based on long
term personnel planning is required.

19. The present system of setting salaries for conservators
and curators by "going rates" is negative and counter
productive.

28. An even handed approach between the institutions in staff
ceiling is warranted.

2l. A restructuring of the curator and conservator
classifications to equate with research scientist
classifications is recommended.

22. A more structured and formaslised approach to staff
training, development and research activities in the
Australian War Memorial is needed.

. Chapter 8

23. A Code of Ethies should be adopted by conservators as a
means of ensuring maintenance of the highest standards of
treatment for all objects conservators handle.

24, A program of management of conservation is urgently needed
at the Australian War Memorial.

25. A "database" of conservation should be established to
assist in reduction of the conservation backlog. The
Department of Home Affairs and Environment should
coordinate introduction of this tool.

26. A Yorking Party should be instituted to study the
feasibility of a centralised conservation and/or research
laboratory to meet the needs of the Nationel Collection
and to provide a centre of excellence for reference by any
conservation laboratory in Australia.

« Chapter 9

27. The introduction of an ADP documentation and inventory
control system at the Australian War Memoriael is essential
and should be expedited.

28. The Australian War Memorial should liasise and consult with
the National Gallery to assist implementation of an ADP
control system.

29. The Australian War Memorial should appoint a Registrar to
be responsible for custody, movement, location and
sécurity of the collection.
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30.

31.

32.

33.

34,

35.

36

37.

38.

Chapter 10

A review of the finance allocation between all
institutions within the Natiomal Collection is
recommended.

A review of the revenue producing operations of the
Memorial is warranted.

An independent assessment of the security system at the
Aussralian War Memorial building and its Mitchell Annex is
needed.

A review in the staffing level of attendants at the
Australian War Memorial is needed with a view to
increasing the staffing numbers.

A regular programme of internal audit should be
immediately instituted at the Australian War Memorial,

The Department of Home Affairs and Environment should
ensure all internal audit resources are equitably
distributed and allocated throughout the National
Collection.

Proposals to modify, extend and alter the Australian War
Memorial with a view to improving visitor facilities are
endorsed.

The concept of "disaster planning” for the collection
should be examined. The Department of Home Affairs and
Environment should coordinate research into this activity
for the National Collection.

The Committee considers the suggestion of a national
heroes' cemetery as part of the Australian War Memorial is
worthy of further examination.

CHAPTER 2

BACKGROUND AND CONDUCT OF THE INQUIRY

Auditor-General's Report

2.1 The Auditor-Beneral reported in March 198l (see
Appendix 1) on & number of weaknesses and inadequacies
disclosed during a comprehensive audit of the curatorial and
conservation functions of the Australian War Memorial during
1979-80. The object of the audit was to evaluate whether
management objectives and policies relating to these functions
were being achieved in respect of legal compliance, financial
regularity and cost effectiveness in the use of resources.

2.2 Broadly, the Auditor-General found

. lack of formal writtemn objectives in regard to
curatorship, loans and .conservation;

. inadequate control, security, stocktaking and
assessment of the collection;

. gaps in catalogues and registers and no maintenance
or restoration programs;

. inadequacies in the Loans policies.

2.3 The Australian. War Memorial wes asked to provide a
submission in response to the Auditor-General's Report.' The
submission outlined the significant size and scope of the
collection of approximately 4 million items with a value of
over $100 million. In general the criticisms of the Auditor-
General were conceded and the Memorial set out action that had
alreedy been taken in response. The thrust of the Memorial's
response was to blame lack of staff for its inability to take
action to overcome these problems. In the area of conserv-
ation alone there is an estimated backlog of 450 man years.

2.4 To gain perspective, the views of other bodies with
similar problems were sought. Comments were received from the
National Library of Australia, the National Gallery and
Australian Archives. In general each institution faced a
similer conservation backlog, however there were some notable
variations in general approach eand in the resources each
institution had at its disposel.

1 Joint Committee of Public Accounts, Auditor-General's
Report March 1981, Australian Wer Memorisl - Curatorial
and Conservation Functions, Minutes of Evidence, AGPS,
Canberra 1982, pp. 3-33.



2.5 The Public Service Board in its submission was
optimistic about the likely availability of suitable staff and
pointed out whilst the Public Service employment over the last
five years had decreased by 5.7%, the Memorial's staffing had
incressed by over 30%.

2.6 The Department of Home Affairs and Environment bears
oyerall responsibility for the Memorial and the other institu-
tions mentioned. Support was expressed for the Memorial's
staffing proposals and requests for additional resources.

2.7 The Committee saw the Memorial's conception of its
role and its image to be a significant factor in shaping its
approach to its problems and attracting resources. In a

se?ond submission the Memorial argued for the retention of its
joint Museum/Memorial role (unique in the world) and saw its
functions as fulfilling a three part role of

. Commemoration,
+ Museum, and
. Research.

In essence, "it commemorates by being a nuseum", '

PAC Publie Inquiry
2.8 The Committee visited the following institutions:-

(i) 2 December 1981 ~ Australian War Memorial, Campbell
- Australian War Memorial Storage
Facility, Duntroon
- Australian Wer Memorial Mitchell
Annex, Conservation Laboratories and
Stores, Mitchell

(ii) 3 December 1981 - Conservation Laboratory, Australian
Archives, Fyshwick
- National Library of Australia,
Parkes
-~ Australian Naetional Gallery, Parkes

2.9 A public hearing was held on 4 December 1981 with
Australian War Memorial representatives as witnesses.
Statements from other interested parties such as the Institute
of Strategic Studies, Australian National University, the
Ins@itution for Conservation of Cultural Material, the
National Library and the Canberra College of Advanced
Education were taken. O0fficiasl observers from the Public
Service Board, Departments of Finance, Home Affairs and
Environment and the Auditor-General attended.

1 Minutes of Evidence, op. cit., p. 53.

CHAPTER 3

DEFINITION OF TERMS - MUSEUMS, CURATORS, CONSERVATORS

Huseums,

3.1 The word museum derives from the Greek word
"nuseion". This was any place which by its general atmosphere
was a "place of the Muses", Objects offered to the Muses as

aids to contemplation and inspiration became objects for
study. It has been argued’ that these aspects of relaxation,
inspirstion, study sand research are still the essence of
museum organisation today and all museum development should be
based on them.

3.2 The best known contemporary deginition is that of the
International Council of Museums (ICOM)“:

A museum is 8 non profit making, permenent institution,
in the services of society and of its development, and
open to the public which, acquires, conserves, reaches,
communicates and exhibits for purposes of study, education
and enjoyment, material evidence of man and his
environment."

3.3 The aims for a museum can then be summarised as

preservation

acquisition

research and scholarship
education

display

. marketing

Curators and the Curatorial Function

3.4 Curators are normally manegers within museums. Their
work content embraces administration, accounting, collection
management, acquisition and cataloguing, exhibitions and
display techniques, public relations and research.

3.5 Curators are usually graduates with a major in a
relevant discipline who obtain more specialised experience by
research or formal study. Many curators have Doctor of
Philosophy (PhD) degrees. Only in recent times has academic
training in museology and museography been available in
Australis. In 1971 at the conference of the Museums
Association of Austraslia it was decided that a museum studies
course should be available in Australia.

1 H.R. Singleton, Keynote Address, Australian UNESCO
Seminar, August 1973, A.G.P.S. Canberre 1975.
2 Quoted in Museums in Australis 1975, op. cit., p. 6.




3.6 The University of Sydney offers a Diploma in Museum
Studies requiring one year of full time study. The course
embraces the history and purpose of museums, their role,
organisation and administration, management, accounting,
buildings and equipment, collection management, acquisitions
and cateloguing, computer techniques, exhibition and diaplay
techniques, public relations and visitor research. Vacation
training at museums is included in the course. About fifteen
gradustes per year are produced. There are plans to introduce
a Masters degree for part time students in 1983,

3.7 The only other course offered is at the Prahran
College of Advanced Education. Again a Diploma of Museum
Studies is offered of one year (full time) or two years (part
time) duration. The course commenced three years ago and
produces ten to twelve graduates per year. The aims of the
course and course content parallel that of the Sydney
University course.

3.8 These courses equip graduates to become a “"Curator 1"
in the Australian Public Service. Both institutions report
that usually about 75-85% of graduates find jobs locally,
while many curators are recruited from overseas.

3.9 The salary and structure for curators in the Public
Service as at 9 November 1981 was:

Curator 1 $19,549 - 20,559 - 21,571 - 22,584 - 23,594
Curator 2 $25,278 ~ 26,289 - 27,301 - 28,312 - 29,323

3.10 A new salary rate and structure for curators in the
Public Service was promulgated in early 1982, but effective
from 22 October 1981:

Curatorial

Assistent 1 $14,090 - 14,840 - 15,590 - 16,340 - 17,090
Curatorial

Assistant 2'  $17,870 - 18,720 - 19,570 - 20,420

Curator 1 $21,600 -~ 22,740 - 23,880 ~ 25,020 - 26,160
Curator 2 $28,080 - 29,350 - 30,620 - 31,890 - 33,160
Curator 32 $38,400

3.11 Several institutions reported thaet the nature of g

collection was an important factor in the recruitment of
Curators. The Committee believes this may have recruitment
implications for each institution and the onus is on each
institution to "sell itself" more to students to overcome any
prejudices, misconceptions or misunderstanding about their
collections. The Committee recommends this action especially
to the Australian War Memorial where connections with wap
could be a negative factor in recruitment.

1 New level added December 1981,
2 At present applies in Austalian National Ballery only.
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Conservators and the Conservation Fupction

i f all items of
3.12 Conservation the preservation o
historic or artistic ;alue poses the greatest challengi.to
Australian museums, in particular .thuse of the Australian
Government. Conservation can be defined as:

. management of collections in terms of storage and
user control;

. treatment of damaged or degraded materials by
chemical and physical means;
physical protection of new materials.

i igi i er of factors:
The conservation "crisis" has arisen from e numb

late recognition of the problem - conservation is a
new profession;

B consequent lack of professional conservators;

. the nature of many of the objects within local

i i intings, war
llections such as fragile bark painti ;
iglics or paintings made by makeshift materials;

i for careful and
. lack of recognition of the need. f )
suitable storage under local conditions or suitable
display conditions;

. lack of public knowledge and awareness of the
problem.
3413 Conservation is a painsteking, labour intensive, high

ivi iri iali i treordinary manual
t activity requiring specialists with ex
25211: tastz and an ability to understand anq comp?ehend ?he
Object’being conserved and even thi BﬂPiSt’sflgt?nslzgzéthi::
conservator must posgess an absolute fear o oin
i to ten years to

i able to the material. It cqn.take up
;Eﬁizsi an acceptable level of proficiency. Such people are
scarce.

i ined under an

. ditionally conservators have been traine k
zp;tenti:::hip sys{em, attached to an esteblished
practitioner. Many existing local conservators have been

in Australia, which
ited from overseas. The only course in
;f:gutoiers the whole of South East Asis is at the'c:n:egzi
College of Advanced Education. This course has existe
four years. Currently an associate diploma (two years) and

1 Public_Accounts Committee File 1981/4, Part B(2), Record

of visit to Australian National Gallery by Committee.




Masters degree (two years) are offered (Appendix 2) and a
three year Bachelor degree will be introduced pending approvel
by the Department of Education. Establishment of this course
was as a result of the recommendations of the Piggot Inquiry
in 1975 which argued:

"A professional course is proposed because tasks in
conservation are oftem so complex es to be beyond the
competence of technicians applying standardised measures.
It is essential that the conservators be viewed as
professionals. In salary and status they should be
equated with curators".!

3.15 About ten to twelve graduates per year are produced
by the course of which eight on average are Australians. The
need to restrict the pupil/teacher ratio and resource
limitations at the CCAE preclude any increase in output. As
well there are a limited number of vacencies at the lowest
conservator level, and employment of more graduates would be
difficult. The current conservator shortage exists at the
higher levels. It will teke up to six years to overhaul this
problem. To increase the output would require greater
resources at the CCAE including recruitment of overseas
lecturers. Consequently there is no feasible way in which the
local supply of graduates can be increased.

3.16 The Committee noted slight veriations in the
assessments of the standard of the logelly trained
conservators. in general, the institutions® indiceted a

general level of satisfaction with the quality of the
graduates. The National Gallery expressed the view that the
course taught absclutely basic’ work and were reluctant to
allow them to do more than very basic jobs under the
supervision of & skilled supervisor. All institutions
participated in training students by providing practical
experience through vacation employment.

3.17 About 60% of conservators work in the Public Service.
The salsry structure at 9 November 1981 was:

Assistant Conservator $12,000 ~ 13,663 (in 6 increments)

Congervator Grade 1 $15,335 ~ 16,653 {(in 5 increments)
Conservator Grade 2 $18,705 - 21,665 (in 5 increments)
Conservator Grade 3 $24,490 ~ 25,298 - 26,104,

A new salary structure effective from 22 October 1981 but only
promulgated in early 1982 jis:

1 Museums in Australia 1975, op, cit., p. 67.

2 Minutes of Evidence, op. cit., p. 186.

3 Public Accounts Committee File 1981/4 Part B(2) - Recaord
of visits to the institutions and submissions from
institutions.
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Assistant Conservator $13,180 - 15,010
Congervator Grade 1 $16,740 -~ 18,180
Congervator Grade 2' $20,380 - 23,430
Congervator Grade 3 $26,400 - 27,240 - 28,089
Science 4! $29,160 - 30,110 - 31,060

Difficulties in recruitment associated with this structure are
discussed in Chapter 7. The Public Service Board believes
this salary structure to be competitive both 1locally and
overseas.?

3.18 The genersl consensus of all government iamstitutions
in regard to the use of contract conservators was that the
costs involved were prohibitive. Dedication and a profound
knowledge of a collection were considered essential attributes
of the conservator and only in exceptional cases was the use
of contraect conservators considered feasible. The Committee
accepted this viewpoint.

Conclusions and Recommendations

« Definition of Museum

3.19 The Committee considers the ICOM definition of a
museum to be a useful, though ideal, yardstick against which
to measure an institution as a "museum". 0On examination of
the functions of the Austrelien War Memorial and the other
three institutions dominating the National Collection, namely
the Netional Gallery, Nationel Library and Australian
Archives, the Committee concludes that these institutions can
be described as to be currently filling a museum role.

« Curators and Curatorial Function

3.20 The Committee recommends that institutions especially
the Memorial, take s more active role on campuses of tertiary
institutions in "selling themselves" to curatoriel students as
prospective employers.

. Conservators and the Conservation Function

3.2 In summary, the Committee wishes to create an
awareness of conservation of the National Collection and the
serious consequences of its neglect. The Committee again

stresses the problem of the current "crisis in conservation".

1 Applies in Australian War Memorial only at present.
2 Hinutes of Evidence, op. cit., p. 73 and Appendix 8.
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CHAPTER 4

THE AUSTRALIAN WAR MEMORIAL - BACKGROUND

Legislative Basis

4.1 The Australian War Memorial was established by the
Australian War Memorial Act 1925. Its constitution was
changed in the Australian War Memorial Act 1962 and a Board of
Trustees empowered to manage the memorial. In 1980 a further
Act! was proclaimed with the following consequences:

. The primary purpose of the Memoriel i.e. to preserve
the memory of Australian Servicemen and women who
have died on or as a result of active service, was
unchanged;

. the Memorial and its Board of Trustees were unified
into a corporate body, controlled by a Council
consisting of between eight and ten members as well
as the Chiefs of Staff of the three Services;

. the Director was to be appointed by the Governor-
General and have the powers of a Departmental
Permanent Head;

. the Council was to have total autonomy over funds and
staff;

. the Memorial was to have complete ownership of the
collections

. the educational and historicel role was to be
expended.

Functions and Objectives

4.2 The Memoriel is a statutory body (as are the National
Library of Australia and Australian National Gallery) under
the control of the Minister for Home Affairs and Environment.
The Auditor-General in his Report was critical of the Memorial
for its lsck of stated objectives. Several institutions and
academics expressed the opinion informally to the Committee
that the image of the Memorial as a '"memorial" may be
detrimental to its recruitment and management plans.

4.3 The Memoriasl, initially in response to the
Auditor-General's criticisms, pointed to the policies and
objectives stated in the Act (Appendix 3) and restated in
their original submission.2? When asked if the Memorial had

1 Australian War Memorial Act 1980, No. 104 of 1980.
2 Minutes of Evidence, op. cit. pp. 3-33.
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a formal corporate plan, the Memorial conceded that there was
no single document "which sets out a combined and concise
strategy",! for certain areas there are specific plans, for
example in conservation, as well as a staff development plan.

The Memorial indicated that a consolidation into a readily
accessible single document of the major policies and
objectives as laid down in Council records was in preparation.

4.4 In a second submission,? the Memorial again argued
that its role could only be understood in relation to the
functions set out in its legislation. Three basic

inter-related functions of commemoration, a museum role and
research would always underpin the Memorial's future, only the
spproach to meet the changing needs of each generation need
vary.

4.5 The Committee agrees that there is a general thrust
discernible about the objectives, functions and plans of the
Hemorial from these sources, but believes that there still is
a need for a formal well defined corporate plan to be
formulated. This plan must embrace these functions but more
importantly set out in deteil how the Memorisl intends to
carry out its role. From this document all contingent and
supplementary resources and staffing plans must develop.

4.6 The Memorial sets its priorities in regard to its
concrete3 objectives as being firstly conservation, then
education of visitors, and finally documentation of the
collection. Achieving these objectives is dependent on
resources. These issues are further discussed in Chapter 4.

Memorial or Museum?

4.7 The name end image of an institution may have some
significance in its ability to sttract staff and establish its
reputation in the world of museology, especislly in overseas
circles. The Memorial concedes that the title Memoriasl has
been a burden in this regard. Attempts in the past to
initiate a change have foundered under pressure from groups
such as service associations.

4.8 The Committee accepts the view however that the
arguments for retaining the title of Memorial outweigh these
objections. It is a unique institution which is both a museum

and. a memorial. The collection within the museum section is

meant to serve as a memorial to those who served and died. It
commemorates by advancement and diffusion of knowledge. The
Committee believes the onus is therefore on the Council and

1 Minutes of Evidence, op. cit., p. 61.
2 Ibid., pp. 34-50.
3 Ibid., pp. 64, 65.
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staff to make known the worth and reputation of the Memorial
as a centre of excellence in the museum world so that the
title of the institution becomes an issue of little
importance.

Conclusions and Recommendations

. Functions and Objectives

4.9 The Committee concludes there is & need for the
MYemorial to formulate & formal corporate plan as a matter of
priority and estsblish ongoing corporate planning within its
management function. The Committee argues that not only are
individual objectives required for each area of the Memorial
but the coordination between and inter relationships between
these objectives must be understood and clearly spelt out in a
corporate plan.

4.10 The Committee believes this plan must follow several
basic principles:
. It must have the support of both the Council and
Director, in essence it must be their plan.
. It be considered & developing process and not a
single effort.
. The Council and Director must participate in this
process.
. This plan must involve an environmental analysis to

identify the main contingencies that may arise and
the options available to meet them.

. It must identify the priority areas within and
between major functionsa.

. Memorial or Museum

4.11 The Committee supports retention of the title
"Australian War Memorial®.
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CHAPTER 5
THE NATIONAL COLLECTION -~ OTHER MAJGR INSTITUTIONS

5.1 The National Collection consists of a wide variety of
objects spread throughout many Departments (Appendix 4). Some
are afficial, many are incidental to the mein functions of
Departments.

5.2 The bulk of the National Collection and the official
collections reside in the following:=-

. The Australian Wer Memorial
. The National Gallery

. The National Library

. Australian Archives

The Museum of Australia is in its infant stages and yet to
develop its collection or establish a permanent home. The
National Ethnographic Collection resides in the Institute of
Anatomy.

5.3 The most significant and recent report on the
National Collection has been the Report of the Inquiry on
Huseums and National Collections (including the Report of the
Plann%ng Committee on the Gallery of Aboriginal Australia) of

1975. Its major recommendations relevant to this Inquiry
vere:
. "Responsibility for all the Australien Government's own

museums should be placed under one Ministeriel
portfolio.,.."

. "As the deterioration of valuable collections in
Australian museums great and smell has reached the
proportion of a crisis, conservetion should have high
priority when eadditional funds are provided by the
Australian Government. We recommend the creation of a
Culturel Materials Conservation Insitute....”

. "Establishing a post greduate course to train professional
conservators at & degree-granting institution, a system of
training technical staff for musuems on an apprenticeship
basig...."

. "a Museum of Australia be established in Cenberras and that
the board of trustees be charged by Act of Parliasment with
the collecting, preserving, study and display of materials
related to the history of maen in Australia “and the
interaction between man and the Australian environment."

1 Museums in Australies 1975, op. cit., pages 3-4.
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. In regard to creation of a variety of specialist museums,
"no. more than three themes merit special museums" -
maritime, eviation and Australian Biography.

. For the Ethnographic Collection, construction of a
"Gallery of Aboriginal Australia' was proposed, with
immediate requirements being

- appropriate storage for the National Ethnographic
Collection;

. an adequate purchasing fund; and

- implementation of a program of training Aborigines in
museology and conservation.

5.4 Since that Report, from the Committee's view,
Erﬁgr?ss has been slow. A number of initiatives have been
aken ' s

. Responsibility for the Australien Government museums was
placed under the control of the Minister for Home Affairs
and Environment.

. The conservation course has been instituted at the
Canberra College of Advanced Education.

. The Museum of Australia Act was passed in 1980.

. An Interim Council has been established with the powers of

a permanent council to plan the establishment of the
museum.

. Studies are in progress on other recommendations.

5.5 The remainder of this Chapter is & brief description
of the functions and collections of the institutions other
than the War Memorial, which dominate the National Cellection.
The Committee has not by any means made an exhaustive or
complete study of their operations and problems, but in the
courgse of its Inquiry has identified features which it feels
should be made known. This is especially so where praoblems
are very similar to that of the Memorial's.

National Library of Australia

5.§ . The functions of the National Library are "to
Waxnta1n and develop & national collection of library material
including a comprehensiye collection relating to Australia and
the Australien people”. This collection includes a large

1 Minu?es of ;vidence, op. cit., p. 139, and Public Accounts
Committee File 1981/4, op., cit., submission by Department
of Home Affairs and Environment.

2 National Librery Act 1960.
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variety of items other tham books such as paintings, meps,
photographs, films, newspapers, historical objects and
memorabilie. The collection concerns itself mostly with the
historicel nature of objects rather then the aesthetic.

5.7 In terms of man hours the Library shares g similar
backlog of conservation work to that of the Memorial. The
Librery employs no curstors. It has a conservation staff of
five led by a Class 3 Conservator. The existing conservation
facilities preclude staff expansion. These were in the
Committee's opinion most unsetisfactory appearing mekeshift,
cramped and crowded - a direct contrast to the Hemoriel's
Mitchell Annex. Extensions, incorporating a new laboratory,
were recently deferred for two years and completion is now
expected by 1985/86. The conservation staff approach projects
on & team basis in order to meet trestment deadlines. This
approach makes it difficult to sustain other work programs on
a systemstic basis.

5.8 The Library also believes a general policy document
on the Library's approach to conservation is necessary and
plans to prepare such & document in 1982. This will relate
the needs of individual collections to a set of managemen
objectives for the long term preservation of the collections.

Australian Archives

5.9 Australian Archives functions as an ‘'"archival
authority, responsible for the survey, evaluation, disposal,
custody, conservation and preservation of Commonwealth
Government records and archives and for the regulation and
servicing of official and public access to them." Unlike the
other institutions, Archives is not a statutory body. The
Committee understands that this is not possible due to the
nature of the records Archives maintains.

5.10 Archives do not deal with a vast veriety of material.
The basic concern is with paper and to 8 lesser degree film,
tapes and paintings are conserved. Again, & huge backlog of
conservation is faced. Estimates were given to the Committee

of a backlog of 160 shelf miles of paper in Archives and 200
shelf miles in Departments. Many conservation problems are
attributed to poor Departmental storage and Registry
procedures. Great scope exists for preventative conservation

Minutes of Evidence, op. cit., p. 190,

Public Accounts Committee File 1981/4, op. cit.
Submission from National Library of Australia. .
Commonwealth Government Directory, 1981, A.G.P.S Canberra.
Public Accounts Committee File 1981/4, op. cit., Record of
visit to Australian Archives Laboratory, Fyshwick by
Committee.
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in Departments and the Committee endorses all action that can
be taken in this regard.

5.11 The conservation fecilities of Archives, a temporary
arrangement pending construction of & new National Building,
appeared adequate to the Committee but again the staffing
level of conservators was very low. Four conservators serve
the whole organisation. Archives also face a major storage
problem. A National Building is urgently required to house
the backlog and increasing stock of documents. The
consequences will be to plsce the load back to Departments,
thereby consuming expensive office space.

The Museum of Australia

5.12 The Museum of Australia whilst existing at present
only s8s a Secretariat under an Interim Council does have a
Collection. This is a group of vehicles, furniture and
memorabilis of varying historicel significance housed in a non
air conditioned and cramped warehouse in Fyshwick. Very
little conservation has been done, although some preservation
of certain items such as steam engines has been privately
organised by an historical society. A besic register of the
collection exists but no cetaloguing or photography is done.
Many items need repair or re-location, especially horse drawn
vehicles which require special treatment to prevent
deterioration. Other items which may eventuelly form part of
the Museum of Australia’'s Collection are spread throughout
several Government Departments and Statutory Authorities.

Ethnographic Collection

5.13 The National Ethnographic Collection destined to form
the basis of the Gallery of Aboriginal Art, an integral part
of the Museum of Australia, remains where the 1975 Inquiry
into Museums and National Collection' found it -~ in the
basement of the Institute of Anatomy. This important
collection resides in a non air-conditioned environment, the
10,000 items stacked and piled within the limited space. Very
little conservation is done. This wnique collection, of
unestimable value, is wasting away whilst it awaits a
permanent home.

5.14 In regard to the conservation of this collection, it
throws up new challenges. It will be necessary, for example,
to train Aborigines in conservation techniques as well as
employing them at all levels within the Gallery.

Australian Nationa) Gallery

5.15 The Gallery's functions ere to develop and maintain a
national collection of works of art and exhibits, or make

1 Museums in Australia 1975, op. cit., pert 2, page 1.
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available for exhibition by others, works of art from the
collection.'

5.16 As the Gallery itself will not open until October
1982, it enjoys the advantage of flexibility of approaches to
the conservation and curatorial functions that the other
institutions do not share. For example, within the new
building, excellent conservation facilities have been
incorporated. The existing job structure for Curators and the
Head Conservator has been expanded to allow appointment at a
higher 1level than exists elsewhere. The Gallery, as it
approaches its officisl opening is very much in the public eye
and enjoys a good "image" which assists recruitment of staff.
In regard to conservation, the Gallery does not face a severe
backlog and the loed will be contrelled by purchase of works
of Art only in the correct condition.? The Gallery has been
successful in attracting suitable conservation staff and three
out of five positions are filled to date.

5.17 The Gallery also has an effective cataloguing and
accessioning system and inventory control is ADP managed.
These aspects are managed by a Registrar of Collections. A
stringent Loan Policy is also enforced. Items of value
greater than $100,000 are escorted when on loan. Conservation
work is programmed to ensure restoration of works most in need
and the aim is to restore these works by opening day in late
1982.

Relationships between the Institutions within the National
Collection

5.18 The Committee probed to ascertain what relationships,
cooperation and joint effort existed between the Institutions
to resolve their mutual problems. The Committee observed that
whilst many problems of conservation, curatoriel functions and
inventory management of collections were common to all
institutions, there were different approaches, some more
successful than others. The Committee was anxious that there
be interchange between the institutions of these approaches
and innovations for the benefit of the overall collection.

5.19 Severel instances of cooperation at the "bench level"
in conservation were cited. The Committee also noted the
usefulness of the Institute for the Conservation of Cultural
Material (ICCM) as a forum of interchange of knowledge between
congservators.

5.20 The Committee noted the interplay and contacts
engendered by membership of bodies such as the International
Council of Museums, Commonwealth Association of:- Museunms,

1 Augtralian Netional Gallery Act 1975.

2 Public Accounts Committee File 1981/4, op. cit. Record of
visit to Australian National Gallery.

3 Minutes of Evidence, op. ecit., p. 114-117.
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Museums Association of Australia and the Council of Australian
Museum Directors.

5.21 It was also reported to the Committee! that the
executive heads of the Library, Gallery, the War Memorial and
the Museum of Australia had been conducting informal meetings
and were on the point of establishing a somewhat more formal
grouping. The Committee supports this move.

Conclysions and Recommendationsg

. National Library of Australia

5.22 The Committee supports plans for extension of the
Conservation facilities at the National Library and recommends
implementation of these plans as gquickly as resources allow.

5.23 The Committee endorses preparation of general policy
documents for all institutions and recommends a "corporate
plan" approach to the Library.

. Australian Archives
5.24 The Committee recommends to all Departmental Heads

thet urgent action be taken in regard to the production,
handling and storage of documents and papers to ensure

. staff are fully aware of the need for preventative
conservation;

. paper of appropriate quality is used for documents
(Archives can recommend appropriate sources);

. long-life inks are used;

. appropriate storage conditions and facilities are

allowed for in the handling and care of documents.

5,25 The Committee recommends an immediate examination of
the current conservation crisis at Australian Archives and
action to increase conservation staff and storage resources.
The consequences of not doing so, it appears to the Committee,
may result in greater future expense.

+ The Museum of Australia

5.26 The Committee recommends that early action be taken
by the Department of Home Affairs and Environment to re-house
and store the existing collection in an organised and
effective manner, to fully catalogue the collection and
determine the conservation backlog. It suggests that the

1 Public Accounts Committee File 1981/4, op. cit. Record of
vigit to National Library by the Committee.
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experience of other institutions in regard to conservation,
curatorial functions and inventory control be examined
carefully, in the hope that existing inadequacies, identified
in relation to other institutions will be avoided.

. Ethnographic Collection

5.27 The Committee recommends that the Department of Home
Affairs in cooperation with State and Commonwealth museums and
academic institutions examine the unique problem of Australian
ethnographic conservation at the earliest possible time. It
also suggests that Aboriginals must be equipped to hold not
only positions within the conservation sphere but at all
levels of the museum organization.

» Australian National Gallery

5.28 The Committee concludes that the National Gallery in
many aspects is the most favourably placed and endowed
institution within the National Collection. This is in stark
contrast to the other institutions, especially in regard to
the conservation and curatorial functions.

5.29 The Committee commends to the other institutions that
certain aspects of the Gallery's operations may be worthy of
study for possible adaptation to their own institutions. This
particularly applies to Inventory Control of collections.

. Relationship between the Institutions within the National
Collection

5.30 The Committee acknowledges that an inter-relationship
exists between the institutions of the National Collection but
concludes a greater relationship of a more formal nature
co-ordinated by the Department of Home Affairs and Environment
is necessary. This should ensure a more equitable
distribution of resources, greater sharing of expertise and
encourage more joint approaches and effort in regard to
resolution of mutual problems such as staffing and salary
structures, common conservation problenms, sharing and rotation
of staff.

5,31 The Committee recommends that the Department of Home

Affairs and Environment examine the equity of the sharing of
resources between the institutions.
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CHAPTER 6
THE AUSTRALIAN WAR MEMORIAL'S BURDEN

6.1 The specific criticisms of the Auditor-General
(Appendix 1) have not been denied by the Australian War
Memorial. These deficiencies relate to:

. Curatorial functions

. Congervation functions

. Inventory Mansgement and Control
. Loans

The Auditor-General indicaeted also that there were few written
management objectives in these areas.

6.2 The Ayditor-Genersl's report appears to the Committee
symptomatic of a greater malaise which has existed within the
Memorial for some time. As the current Director said in
evidence.

"I have had forty-four years in public service and I have
been around quite a lot. I think of every institution I
have been in this has been the most run down and
neglected".?

6.3 The consequences of thisg neglect are the
deterioration and loss of exhibits and the huge backlog of
conservation said to total 450 man years of effort. This
problem relates to the enormous variety of items within the
collection and the poor state of the material when it was
received into the Memorial. There was also a lack of
awareness of the nature and mechanisms of deterioration of
aobjects over time. Only within the last decade has there been
an awakening te this "unwitting neglect".?

6.4 In more concrete terms for example, this neglect has
resulted in:

. Loss of twenty per cent of the military heraldry,
uniforms and weapons collection (8,000 items).

. Dumping of seventeen out of eighteen World War I
planes (worth aepproximately $100,000 each in current
terms),

. Deterioration of exhibits, particularly uniforms but

also ipcluding exterior exhibits such as the Japanese
submarine.

1 Minutes of Evidence, op. eit., pp. 62-63.
2 1lbid., p. 56.
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. Presumed loss of four paintings by Dopald Friend and
two by A.H. Fullwood (the uncertainty reflects the
inadequate documentation and cataloguing procedures
in the past).

. A large quantity of missing books (agasin, because of
sheer diversity of the material in the Library
collection and inadequate documentation procedures,
exact estimates are not available).

. Deterioration of the Roll of Honour, one of the most
important commemorative features (and one of prime
interest to many visitors) to illegibility in meny
sections,

6.5 In addition to inherited problems, the Memorial must
meet its other responsibilities within the Australian War
Memorial Act. The 1980 Act has broadened these functions
(Appendix 3). As well as maintenance and development of the
memorial and its collection the Memorial is required to
exhibit its historical material, conduct, arrange for and
assist in research, and disseminate information on military
history and the collection, Other powers within the Act
relate to the Memorial's ability to:

. purchase, hire or receive as a gift historical
material;

. lend material;

. collect and make available information, replicas etc.
relating to Australian military history;

. assist educational institutions, Defence Force

Museums and provide facilities to stimulate interest
in military history.

6.6 The indications are that such demands are being made
increasingly on the Memorial. This has been reflected in:

. the steadily rising number of visitors tao the
Memorial (over 800,000 in 1981 - apparently second
nationally only to the Sydney Opera House)j;

. a steadily growing collection as a result of
donatians by individuals and Service bodies and
establishments;

. a significant jump in the enquiries directed to the
Memorial 1library (a fourfold increase in the last
three years) in particular:

. by the Department of Veteran's Affairs in
determining pension claims and appeals,

. by individuals due to the growing interest in
family histories,
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. by the media, in productien of films such as
"Gallipoli",

+ by academic researchers and historians. The
Committee heard evidence ! from Dr R. 0'Neill of
the Institute of Strategic Studies and Official
Historian for the Korean War of his dependence and
demands on the War Memorial in preparation of
these important histories. The official histories
of the Vietnam War, the Malayan Emergency,
Zimbabwe peacekeeping force and other areas are
yet to be tackled.

. the growing demend for educational services (over
l?,GGD pupils visited the Memorisl in the 1979/80
financial year as schools are recognising the
educational value of the exhibits).

6.7 The Committee also notes other tasks facing the
memorial such as development of its publishing program, its
contribution to the Australien Bicentenary Anniversary in
1?88, its proposed oral history program, sound recording
library and facilities. The task facing the Memorial is
awesome. The following Chepters examine the reasons for the
"unwitting neglect" and some solutions for improvement.

1 Minutes of Evidence, op. eit., pp. 169-173,
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CHAPTER 7

STAFFING
Staff Ceilings
7.1 In their submissions to the Committee and during the

Inguiry, the Memorial has ascribed its problems to a lack of
resources, in particulsr staff shortages. For many years in
its Annual Reports, the Memorial has ‘been consistently making
this problem known.t The first attempt2 to quantify work was
made in 1950 when a submission to increase the number of
positions from eighty to 130 positions was lodged. Four extra
positions were granted.

7.2 Twenty-five years later, in 1975, a reviews of the
total establishment and classification structure was
undertaken. An establishment of 190 was recommended. This
report drew on, as a reference, the organisation structure
which had been approved for the National Gallery at that time.
Since 1975, the actual staffing has increased from 84 to 114
(as at 30 September 198l), the approved ceiling. This
increase, the Public Service Board points out,4 compares with
a decrease of 5.7% in the Australian Public Service employment
over the same period. As a comparison, the current ceiling as
at 30 June 1982 of the National Gallery is 173. The
Australian Museum, Sydney and the Western Australian Museum
with smaller collections and lower visitor turnover both have
staff of the order of 200. The Memorial, in December 1981 had
an establishment of 141 and in its then most recent
submission (Appendix 5) to the Public Service Board believed
that a staff level of 146 at 30 June 1982 was justified. This
staff estimate has been endorsed by the Minister for Home
Affairs and Environment.

7.3 The Memorial in its forward staff estimate for June
1983 proposes a level of 180. The Memorial's Proposed Staff
Program 1982/83 shows areas the Memorial considers essential
for development (Appendix 5). These areas are in:

. documentary and audio-visual records
. conservation
. education

1 Minutes of Evidence, op. ecit. p. 9. Australian War
Memorial Submission.

Public Accounts Committee File 1981/4, Part B(3) - Extract
from Parker/Oraheim report 1975.

Ibid., Parker/Draheim Report 1975.

Public Accounts Committee File 1981/4, Psrt B(2) - P.S.B
Submission 18 November 1981 and Minutes of Evidence, op.
cit., p. 69.

AV
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. finance end accounts
. attendants
7.4 The Memorial argues! that for various reasons, but

chiefly a lack of understanding of the role and needs of the
Memorial by previous Boards of Trustees, it has not been able
to keep up with the normal progressions ‘which other
Departments may have had. Whilst the Memorial may have
experienced a large percentage increase in the past six years,
when compared with other large Government Departments, it has
not fared well in terms of absolute staff numbers.

7.5 The Public Service Board points out2 that the
Government within the context of its own objectives and
priorities determines the staff ceiling to apply to each
organisation and

"....it is the prerogative of the Permanent Head (in the
case of the AWM, the Director, with guidance from the
Board of Trustees and Minister as necessery) tp a{loca@e
ceiling units to each activity in the organlsatxyn in
accordance with his assessment of its priority relative to
other activities."

"....when organisations point to manifestly impoqtqnt
tasks which are alleged to be suffering because of ceiling
restraints, it is appropriate to seek informe{ion on th?
steps they have taken to review priorities critically...."

7.6 The Memorial denies that such flexibility and options
are availsble:3

"To say that it is up to the management to alloca?e
another eight or nine conservators within our 114 staff is
nonsense. We cannot do it."

and
"Until we get an increese in the ceilings we can wake no
inroads whatsoever and to say we can within the options ?F
114, use more conservators and fewer attendants .... is
something I cannot accept."

also
"The options of course are to close the building for a day

1 Minutes of Evidence, op. cit., p. 70.

2 Public Accounts Committee file 1981/4, Part B(2) - PSB

Submission 18 November 1981.
3 Minutes of Evidence, op. cit., p. 122,
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a week or something and sack all the attendesnts or
cleaners and bring in more conservators. But I think the
Australian public could really not accept that",

Or as Dr R. 0'Neill puts it in regard to production of
0fficial War Histories:!

"We now have a situation in which some money hes been
voted by the Government but as 1 understand it from the
Director we rum into the problem of staff ceilings as far
as appointing historians is concerned. So Dr McKernan and
I are going to run a crash program for the War Memorial
cleaners to do the Vietnam History."

The supplementary comments provided by the Board (Appendix 8)
indicate that as a result of an appeal by the Memorial to the
Ministerial Appeals Committee the 30 June 1982 staff ceiling
for the War Memorial has been increased by 10 to 124. Also
consideration is to be given to relative needs of the Memorial
and the National Gallery by the Board when developing its
advice to the Government on 30 June 1983 provisional ceilings.

Staffing the Conservation and Curatorial Positions

Current Situation

7.7 In Appendix 5 the Memorial sets out the establishment
and staffing levels current et 21 December 1981,

7.8 In the conservetion area, where the backlog is most
daunting, the Memorial has significant gaps in its structure.
The current establishment approved by the Public Service Board
is seventeen permanent staff. Eight are currently employed.
Four of the six important laboratory leader positions are
vacant. Overall control is exercised by a Science 4, There
are no Class 3 Conservator positions in the structure.

7.9 As a result, the Mitchell Annex, a most impressive
and costly facility, is being used at only a fraction of its
capacity. The Memorial claims that with the establishment
fully staffed it may be possible to make some inroads into a
planned program of conservation.?

7.10 In the curatoriel area, gaps are not so large.
(refer Appendix 5). Shortages exist in the specialties of
military heraldry and technology end artworks. 1In both these
areas there is a sorry history of losses® and lack of
accountability of the collection.4 1In the area of documentary

Minutes of Evidence, gp cit., p. 172.
ibid., p. 63.

Documented in Chapter 6.

Minutes of Evidence, op. cit., pp. 157-160.

B VN
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and audio-visual records mention has slready been made of the
increasing demands on this area. After a recent review! of
the Library Section, a proposal was formulated to geek
additional staff. A need was seen to create. curatorisl
positions instead of the existing Librarian structure.. The
role of e librarian is not considered broed enough, given ;the
importance and scope of the collections and the -need to care
for, exhibit and promote them.

Problems of Recruitment - Salary Structure and Levels .

7.11 Existing staffing structures and salary levels, the
War Memorial ergued, hinder the recruitment and advancement of
congervators and curators. All other pational institutions,
ie. the Library, Gallery and Archives supported this view, as
did the Institute for Conservation of Cultural Material.

7.12 Sgecific criticisms directed at the exisfing
structures? were:- .

. for conservators, the structure was not itself: a true
"career" structure. In government institutiong the
Grade 3 level was considered an administrative
position, thus reducing the effective levels to two.
The length of time it tskes to gain sufficient
experience in an area of conservation can be up to
ten years and many conservators tend to reach the
Grade 2 levels with no future prospects. In fact
there are ne Grade 3 positions at all in the
Memorialj; .

. the salary level for conservators is not sufficient
to attract staff from overseas and retain them. It
will be necessary to continue to recruit overseas
graduates wuntil enough local graduates with
sufficient experience are produced;

. conservators tend to suffer in "status" in relation
to curators and other professionals and the disparate
salary levels promote this;

. there is a risk of losing valuable and experienced
conservators to msinstream administration areas of
the public service or to private enterprise;

. to make inroads into a conservation backlog, a stable
conservation group is appropriate and staffing
structures should be designed to encourage this;

1 Public Accounts Committee File 1981/4,‘Part B(3) - A.W.M.
memorandum of 23 December 1981, Attachment F.
2 Refer paras. 3.9, 3.10 and 3.17 of this Report.

32

. many of these difficulties are also evident in the
curatorial functions as a result of the limited
curator structure.

7.13 In response, the Public Service Board (P.5.B.) saw
the problem as being basically "a chronic shortage of high
calibre professionals in these fields."! The P.5.B. argued
that salaries were competitive and when the Commonwealth acted
as pacesetters, State museums tended to complain. Higher
salaries were not needed to attract staff from overseas as
most staff were attracted from the States into the
Commonwealth rather than from overseas.? The P.5.B. however
conceded that "by comparison with curators, the conservators
fare rather badly at the present time", and "We do note some
changes overseas where conservators are receiving greater
recognition and higher salaries...". The supplementary
comments (Appendix 8) received by the Committee just prior to
the compilation of this report did not convince the Committee
that sufficient positive action had been put in train.

7.14 The Committee notes the efforts of the Nationel
Gallery in recruitment of staff. The Gallery has access to a
number of Senior Curator positions et Second Division (Level
1) salaries - one for the head of the Conservation Section
entitled Senior Curator. The Gallery argues that this
classification is justified as the role of this officer will
go beyond merely heading the conservation facilities and
include provision of help in promoting conservation courses
and advice to galleries throughout Australia.* In contrast,
the Head of conservation at the Memorial was classified at
Conservator 3, recently upgraded to a Science 4 with a
difference of over $4,000 between the two positions.

7.15 The Committee questioned:
. Why there was & need for the difference in
classifications?
. Why hed this "revised structure" not been granted to

the other institutions?

. If salary rates are "competitive" as the P.5.B.
claims why was it necessary to upgrade the salary to
attract overseas staff?

The Committee rejects the argument that one collection is more
"valuable" or worthy than the other and believes that each
deserves equal care and consideration.

1 Public Accounts Committee file 1981/4, Part B(2) -
Submission from P.5.B. of 18 November 1981.

Minutes of Evidence, op. cit., p. 78.

Ibid., p. 84

Public Accounts Committee file 1981/4, op. cit., visit to
National Gallery by Committee.
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7.16 In response, the P.S5.8. replied' that

. The Gallery is not staffed under the Public Service
Act, although & statutory relationship with the Board
in relation to terms and conditions of employment is
defined by Section 33 of the Australian National
Gallery Act 1975.

. The classification structure for curators approved by
the Board for the Gallery in 1978 was intended to
cover strictly curatorial work.

. The Board has formally objected to the Chairman of
the Gallery Council over the inapplicability of the
Curator designation to conservation work.

The Board would have in principle no difficulty in
approving Curator 3 positions within the Memorial or
elsewhere provided the relevant criteria are
satisfied, ie that it is necessary to demonstrate
thet the incumbent has achieved world stsnding in his
or her field of curatorship, and curatorial work must
be of 8 level to justify the eppointment.

. The Board states that the Memorial has not yet met
these criteria and points out that a Second Division
position has recently been granted to the Memorial,
namely, Assistant Director (Collectionsa).

The Board is also examining the case for introducing
g new level of Conservator Grade 4 into the existing
Conservator career structure.

7.17 The Committee was impressed by arguments for a
revised staffing structure elong the lines of the research
scientist grades in the CSIRO. This allows advancement and
reward on merit within a particular grade as the individual
does not have to change his job to gesin promotion. This
approach appears most applicable in areas where acadenic,
research and service overlap and would encourage scholarship
and greater specialisation. These latter factors, it would
seem to the Committee, would enhance even more, an
Institution’s ability to attract staff.

Staff Training and Development

7.18 The Committee sought to elicit from the Memorial what
action it took to retain existing staff, eg. training, travel,
research. The Memorisl advised that there were no formal
training programs as the limited number of senior staff

1 Public Accounts Committee file 1981/4, op. cit.,
Supplementary Submission of 25 January 1982 by Public
Service Board.
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precluded this, and most training was done by visits t t
- s her
institutions. Travel was limited b the t 4 ce (in
current year about $33,000). 4 revel vote (in the

7.19 The Committee believes resear i

r ch and scholarship to b
i: e.seenttl.alt sipect of the Memorial's activities. FirStly ii
§ importan n regard to the Memorial's image
gxscusaed 1n' Chepter 4). Secondly it is easen:gal (tao gggttj:
he attrac.h.on, retention and development of high quality
fs_i:ef‘f'. Thirdly from their academic viewpoint alone, the need
or research, especially in conservation, was stressed during

the Inquiry by Dr C. Pearson of
Rdvances tietio)! of the Canberra College of

“There is a big need in Australia to do research; we have
a lot' of conservation problems that are particularly
peculiar to Australian collections. Because of the
environment over here we cannot use techniques that are
used in Europe..."

7.20 The Memorial considers research ¢t i
. X o be one of its
three main functions. Its current research activities are:-

. Operation of a research grants scheme -~ thi
sqpportls the research of outsiders such asli:iﬁ::r:;
historians and to perform this supportive role
museum staff "have to be good research wotker;
themselves or else their judgement is not trusted".2?

. Individuel research activities by staff members
(there are no staff specifically working on research)
which ‘anludes in house reports, publication in
academic journals, attendances and presentations at
seminars, consultation work etc.

The Committee notes that the Board's Su

. pplementary Comments
(dApend.ix 8) have included reference to National press
a vert:.ae.ments which were published on 23 January 1982 celling
for applicants for a senior position responsible for writing

the offici s i
Emergencyc.lal history of the Vietnam War and the Malaysian

Conclysions and Recammendations

. Staff Ceilings

7.21 The Committee is sympathetic to the roblem o

ceilings felcing the Memoriael. The Committee a';.so ackno:l:tg;:g
the realities facing the Public Service Board in its role
allof:ated by Government in staff control. However the
Commlttee.has considered the array of major problems facing
the Memorial, its history and the demands of the future and

1 Minutes of Evidence, op. cit. p. 176.
2 Ibid., p. 112. ’ pe 176
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concludes that it is a unique case which warrants special
consideration in regard to ceiling allocation. Without this,
the Committee questions how the functions of the Memorisl,
recently broadened by Government, can be met, The Committee
notes the Departmental and Ministerial support. The
importance of the Memoriel to Australians, borne out by the
demands made on it, is equal if not greater to that of other
institutions.

7.22 The Committee recommends an increase in staff
ceilings and commends to the Public Service Board the need for
further action in this regard.

. Problems of Recruitment

7.23 The Committee concludes that the existing salary
structure for conservators and curators is inedequate. The
Committee recommends that the Public Service Board conduct a
study to develop a new structure based on long term personnel
planning which is positive and tailored to meet the needs of
the Government institutions in the future in regard to the
conservation crisis. The Committee does not consider that an
ad hoc approach to a career structure, based on subjective
assessment such as outlined in the Board's "Senior Curator
criteria", appropriate to achieving this result.

7.24 The Committee concludes that the present system of
setting salaries by "going rates" in these classifications is
negative and counter productive.

7.25 The Committee believes that a more even handed
approach to all institutions within the Government National
Collection is called for and sees no need for discrimination
in regard to staffing structures between institutions.

. Salary Structure and Levels

7.26 The Committee recommends a restructuring of the
curator and conservator classification in the Australian
Public Service to equate with research scientist
classifications.

» Staff Training and Development

7.27 The Committee has concluded thet the Memorial's staff
training, development and research activities are mostly of an
ad hoe nature and recommends the Memorial adopt a more
structured and formalised approach in these areas. This is
especially essential if the organisation and staff structures
are to be based on research scientist lines and the Memorial
is to perform its Museum role. The Committee sees these
factors as being yet another argument for the strengthening of
staff resources.
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CHAPTER 8
OTHER CONSERVATION ISSUES

York Stendards

8.1 The Auditor-General criticised the Memorial for the
lack of development of end/or adoption of technical standards
in conservation. The Memorial disagreed and argued that

technical standards and procedures within the conservation
area could not be set out in detail as each object had its own
problems.

8.2 In 2 submission' to the Committee, the National
Librery identified & number of problems related to developing
standards:

. the complexity of the operations required for
treating objects;

. the "newness" of the profession in Australiaj

. inadequacies in staff numbers in Commonwealth

institutions. Development of standard procedures was
dependent on data collection and recording procedures
and staff resources are inadequate to do this.

The vieys of the Institute for Conservation of Cultural
Material® were similar.

Management of Conservation Workload

8.3 The Auditor-General noted the lack of maintenance or
restoration programs for relics and artworks at the Memorial.
The Memorial replied that lack of staff prevented programming.
The Committee believes that regardless of the staffing
situation an attempt must be made by the Memorial to manage
its program. In this way existing staff resources can be
optimised.

8.4 The Committee commends to the Memorial, the
programming actiyities of the conservation group of the
National Library. An attempt has been made to apportion
resources against the demands of the individual sections
within the Library. This program is currently planned in
terms of a two year work program, with quarterly reporting to
senior management. The Library is alsc considering a program

1 Public Accounts Committee File 1981/4, op. cit.
2 ibid. Submission from I.C.C.M.
3 Ibid. Submission from National Library of Australia.
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developed by the U.S. Library of Congress (Appendix 6) based
on a "points scheme" for forward planning, allocation and
assessment of conservation work priorities.

Conservation Database

8.5 The Committee saw as one important means for
alleviation of the conservation workload the introduction of &
"datebase". This would be a conservation treatment file, into
which all institutions could contribute and gain access.

8.6 The National Library has elready instituted a
preliminary examination of this concept and the Committee
suggests that such a program deserves the maximum support and
cooperation from all institutions within the Netional
Collection. This database could not only service government
institutions but State and private museums as well.

Centralisation of Conservators

8.7 The distorted allocation of conservation resources
and the overlapping of conservation skills that the Committee
observed during the Inquiry led it to consider the feasibility
of the centralisation of the Government's conservation
resources. The institutions however argued strongly against
this concept. It is argued thats

"...since long-term 'patient care' is an important
component of this sort of issue it would not do to
centralise conservators in one place, because as well as
having an immediate remedial responsibility, the
conservator also has a long term and continuing
responsébility to the collections with which he or she

works."
8.8 It was also argued that it may be better to opt for a
centralised research institute made up of scientists rather
then practical conservators. The Institution for the

Conservation of Cultural Material® also supported the idea of
coordination in research areas and suggested formation of a
national advisory council to advise government on such
matters. There may be a role for other bodies to play in
conservation techniques and research such as for example, the
CSIRD or Department of Defence Research Laboratories.

8.9 The Committee recognises that a conservator must
develop an affinity for the collection on which he works. The
Committee notes however that conservators do move from

1 Public Accounts Committee File 1981/4, op. cit.,
submission from National Library of Australia.
Minutes of Evidence, op. cit., p. 115.

Ibid., p. 191.

wN
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collection to collection and that general}y the guelity of
caonservation work required does not vary. The Committee yoes
not completely discount the concept of a centrelised
conservation and research facility as the conservation crisis
facing the Naetional Collection mey necessitate drastic
measures.

Conclusions end Recommendations

. Work Standards

8.10 The Committee concludes that the solution to this
problem is not to attempt to set standards for each and every
object a conservator handles. The Committee agrees that this
task is not feasible. The Committee believes responsibility
must be placed on the conservator himself who should adhere to
the highest and most exacting standard of treatment. The
Committee has noted the introduction of a Code of Ethics and
Standards of Practice by the American Institute for
Conservation,” and recommends to local conservaters and the
professional institutions that a similar code of practice be
adopted to guide local conservators.

. Management of Conservation Workload

8.11 The Committee concludes that a program of manpgement
for conservation must be implemented by the Australian War
Memorial as a matter of priority.

. Conservation Database

8.12 The Committee concludes that a conservation
Ydatabase" is an essential tool for overcoming the
conservation backlog. As the concept is of relevance to the
entire National Collection, the Committee recommends that the
Department of Home Affairs and Environment maintain a
coordinating role in the introduction of this teol.

. Centralisation of Conservators

8.13 The Committee recommends that a Working Party be
established to investigate the option of a centralised
conservation and/or research laboratory to meet the needs of
the National Collection and to provide a centre of excellence
for reference by any conservation laboratory in Australia.
Membership should comprise all the Australisn Government
institutions, State institutioms, CSIRO and other relevant
government scientific bodies.

1 Minutes of Evidence, op. cit., p. 178.
2  Museum_News, March/April 1980, p. 29.
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CHAPTER 9
INVENTORY AND DOCUMENTATION CONTROL

9.1 The Auditor-General criticised the deficiencies of
the Memorial in regard to inventory and documentation control.
The consequences of these inadequacies have already been
described in Chapter 6. Specific criticisms related to:

. accessioning

. photographic recording/cataloguing

. gaps in relics accessioning registers

. lack of regular inspections or stocktakes
. deficiencies in the Loans policy

9.2 The Memorial conceded that contreol over documentation
and the collection wss currently unsatisfactory.! For
example, the collection has never been subjected to an annual
stocktake. As the collection is progressively moved to
Mitchell (due to be completed by March 1982), accessioning and
documentation is being carried out. The Memorial believes its
loan policy is under control. However a backlog of requests
running te_eighteen months has built up, attributed to staff
shortages.

9.3 There is an obvious need for a computer based
cataloguing, accessioning and inventory control system. A
series of studies have been undertaken at the Memorial since
1978 end installation of a system is yet to occur. Several
studies were conducted by officers from the Science Museum in
Melbourne, and the National Library but whilst specific
collection control problems of the Memorial were identified,
little in concrete terms resulted. In December 1980, the
Canberre College of Advanced Education (CCAE) was commissioned
to do a further study? at e cost of $25,000. Firm
recommendations® were made for:

. 8 computer based accessioning procedure to be
instituted;
. the appointment of a Registrar and recording tesm to

establish a computerized data base;

. a Registrar to be appointed at a level equal to that
of a professionally qualified Curater; and

. specific ADP equipment be purchased {(the same
equipment as the Australian National Gallery uses)

HMinutes of Evidence, op. cit., pp. 117, 128, 130, 163.
ibid., p. 162.

ibid., p. 163.

Tbid., pp. 10 and 151.

Public Accounts Committee File 1981/4, Part B{(3) A.W.M.

memorandum of 23 December 1981 Attachment B.

AN BN
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The report was received by the Council in May 1981.
9.4 The Committee found subsequent events disturbing.‘ !

. Firm bids for staff and finance were submitted to the
Public Service Board and Department of Finance.

. The Public Service Board responded that bhe
requirement need be seen in a broader context and a
"strategic plan" of the Memorial's ADP requirements
was needed. The Department of Finance whilst
agreeing to the proposal could not supply funds until
the Board's procedures were fulfilled.

. The Memorial could not prepare a strategic plen
until qualified staff were obtained.

9.5 The Committee has considered the C.C.A.E. Study and
concludes that very 1little effort should be required to
develop the necessary proposals. The Public Service Board has
since indiceted that it has been able to second an experienced
Computer Systems Officer Grade 5 to the Memorial for several
months to assist in the preparation of an ADP strategic plan
for submission to the Board as required by procedures recently
introduced by the Government (Appendix 8).

9.6 The Committee commends the computerised control
systems of the National Gallery? to the Memorial. In 1979 a
computerised catalogue system was introduced into the Gallery
and the Gallery expects to complete the backlog of cataloguing
(an estimated 70,000 works of art) in three years.
Respansibility for the computer catalogue rests with a
Registrar of Collections.

9.7 The Gallery believes responsibility for the custody,
movement, location and security of works of art must rest with
the Registrar. Curators are then responsible for the safety,
use and development of the system, with one control system
only in operation.

Conclusions and Recommendations

9.8 The Committee considers provision of the ADP system
to be one of high priority and commends the direct and quick
action by the Public Service Board and Memorisl to resolve
this problem.

9.9 The Committee suggests that the Memorial liaise and
congsult with the Gallery to assist implementation of an ADP
control system.

1 Minutes of Evidence, op. cit., pp. 152-157.
2 Public Accounts Committee File 1981/4, Part B(2),
submission from Australian National Gallery.
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9.10 The Committee endorses the proposal to appoint a
Registrar at the Memorial and believes the Registrar should be
solely responsible for custody, movement, location and
security of the collection. The Committee notes that the
Board has approved the provision of a position at the Class 8
level to perform the function of Registrar of Collections.
This position is expected to head up a small section
responsible for the development and administration of a
comprehensive registration system. (Appendix 8).
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CHAPTER 10
OTHER AUSTRALIAN WAR MEMORIAL ISSUES

Finances

10.1 The revenues of the Memorial derive from
parliamentary appropriation (for salaries, administration,
plant and equipment) and "commercial operations" under the
Australian War Memorial Fund. The Fund, $181,243 in 1979/80,
is used for activities such as research, grants, displays and
acquisitions for which insufficient money is available under
the appropriation. The Memorial believes that whilst fund
raising exercises will be needed in the future for specific
requirements, the Memorial must remain largely dependent upon
appropriations.’'

10.2 The Memorial believes its share of the public purse
to be inadequate and cites instances where lack of funds has
hindered development.2 Difficulties in obtaining urgent
fipance to restore the Roll of Honour were cited.

10.3 The Committee is unable to evaluate the issue of the
equity of fund allocation, but to offset some of these
“inequities", notes that the Memorial hss fared well in the
provision of the $2 million conservation and storage facility
at Mitchell and the $2.5 million dollar plan for upgrading
facilities at the Memorial.

10.4 The Committee believes there is scope for improving
revenues of the Memorial by introduction of a more realistic
charging scale for provision of its services to commercial
groups. The Committee notes that action has been taken to
review the revenue producing operations and endorses this
review.

10.5 The issue of admission charges as a source of revenue
was considered as an appropriate means of raising funds, and
an attractive one in view of the growing number of visitors.
The Memorial strongly opposed this proposition

... because of its status as the Memorial to the great
service of these Australians, it would be quite
inappropriate to charge admission to Australians who wish
to commemorate by entering its doors".*

10.6 The Committee has noted the opposition from the
management of the Australian War Memorial and other groups to

1 es of Evidence, op. ecit., p. 57.
2 .

3 134/135.

4 58,
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the introduction of charges for admission, even to the
museum section of the Austrelian War Memorisl. However, while
the Committee makes no firm recommendations on this issue we
are concerned that if the Memorial does not fully utilise its
revenue raising potential its current position as the “poor
relation” within the National Collection may be exacerbated.

10.7 The Committee further noted that en admission charge
is to be raised by the National Gallery and there is & strong
possibility of admission charges for the Australian Museum.
This is in accord with s current world wide trend to charge
for admission to such institutions.

10.8 If admission charges are not raised by the Australian
War Memorial there will be an obvious need for special grants
to the Memoriel to ensure that it maintains a relative
position within the National Collection appropriate to its
value and importance to the Austrslian Community in general.

Security

10.9 The Auditor-General indicated in his Report on
curatorial functions of artworks and relies that there was
inadequate control and security over saccessioning. The
Committee considered a number of aspects of security at the
Memorial and a number of deficiencies were identified.

10.10 The consequences of these deficiencies were reflected
in:

. a number of instances of theft!

. increasing vandalism

. lack of control of many items in the collection after

accessioning.

The Memorial believes that the Mitchell Storage facility
security is adequate. The Committee suggests an independent
evaluation by a security advisor may be of value, in view of
the worth and nature of the items stored there. Many items
such s small arms, are attractive.

10.11 The Memorial cites a shortage of Attendants as one
important factor inhibiting its_ ability to strengthen
security. The Memorial estimates® it needs a minimum of

thirty-eight attendents if each of the twenty galleries, two
entrances and the bookshop are to be secure. In contrast,
other institutions throughout Australia employ significantly
greater numbers of attendants. The National Gsllery of
Victoria with a display area and visitor turnover less than
the Memorial, employs eighty.

1 Minutes of Evidence, op. ecit., p. 125,

2 ibid., p. 126.

3 Public Accounts Committee File 1981/4, Part 8(3),
additional date supplied by Australian War Memorial.
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Internal Audit

10.12 The Committee was disturbed to find that the Memorial
did not have an internal auditor and there had been no‘regular
program of internal auditing. The Committee's wviews on
internal audit were expressed in the 184th report:

"... the potential magnitude of waste and losses if
internal controls are defective or deficient, makes
effective internal auditing an indispensable
requirement”,?

The Committee notes however that the National Library has its
own audit section. The Memorisl has become dependent on the
Department of Home Affairs and Environment to provide an
internal audit arrangement.

10.13 The Department of Home Affairs and Environment
advised? the Committee that its resources were small (th?ee
auditors only) and stretched over a number of‘bndles with
which it had agreements. This included the Memorial.

10.14 The Department believes that an experienced audit
team is more effective than a specialist team. The specialist
team could lose its objectivity and expertise. The Department
arqued that expert help could be seconded when needed.

Needs of Visitors

10.15 During the Inquiry, including a visit to the
Memorial, the Committee noted the increasing demands made on
the Memorial ({in addition to those already canvassed) as a
result of the large number of visitors, currently over 800,000
per year.

10.16 The building, now forty years old, was nlut built.to
cope with so many visitors. The Committee noted inadequacies
in display techniques, the lack of a foyer for reception end
facilities for education, the rudimentary theat‘re.tte and
cramped sales area. The superb facilities fpr visitors at
other institutions inspected by the Committee were an
indicstion as to what could be achieved.

10.17 The Committee observed that one display area, bad..ly
needing further facilities, was the display of hlstqmc
aircraft. Many aireraft within the Memorial's collection,
cannot be displayed publicly.

1 Australia, Parliament, Joint Committee of Publiq Accountg,
184th Report, Internal Audit in the Australian Public
Service ~ A Discussion Paper, Parliamentary Paper 1/1981,
anberra 1981 . 1.

2 Euhlic Accou:;tz Committee file 1981/4, Part B(Z). -
Supplementary submission from Department of Home Affeairs
and Environment.
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10.18 The deficiencies were identified in some detail:in.a
study by Mr R. Wade, an internationally recugnieed consultant
in 1979, (Appendix 7).

' P et

Disaster Plenning s . B [T ¥4
10.19 This issue wes drawn to the aftemtan’JeF ,the

Committee by the National Library.l A major catastrophe could
wreak untold damage to the irreplaceable. .items s within, the
National Collection.

10.20 The berary is currently develupxng a d1sester p;an
for its collection. An assessment -of relative : wonth and
appropriate storage requirements is. being made by each
specialist Librarian. . et

War Graves

T
10.21 During the Inquiry?, the suggestion was made that VC
winners and other national heroes be buried-in the. vicinity of
the Memorial. This would enhance the Lmege of. the'Inst;;ut

as a "War Memorial. . . .

Conclusions and Recommendations

. Fipances

10.22 The Committee recommends a review .of the finance
allocation between all Instltutluns withxn the Natipnal
Collection, by the Department of Flnance, to. ensure, funds are
equitably distributed. FITI REEE TS
10.23 The Committee concludes that a review of the revenue
producing operations of the Memorial is warranted.

. Security
10.24 The Committee recommends an independent assessment of
the security system at the Memorial and its Mitchell Annex by

a consultant or specialist advisor.

18.25 The Committee concludes that a review of the number

of aettendants and security staff is warranted and recommends

an adjustment in ceilings to allow for an increase.
. Internal Audit

10.26 The Committee endorses the internal audit provisions
for the Memorial and recommends a regular programme be

1 Minutes of Evidence, op. cit., p. 189 - also Public

Accounts Committee file 1981/4, op. cit., Visit to
National Library of Australia by the Committee.
2 Minutes. of Evidence, op. cit., pp. 100-102.
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inatituted as a matter of top priority. The Committee is
diaturbed at the delays to date in implementing such a system.

10.27 The Committee recommends that the Department of Home
Affairs and Environment ensure that internal audit resources
are equitably distributed and allocated throughout the
National Collection.

« Needs of Visitors

10.28 The Committee concludes that modifications,
extensions and alterations will be needed to the Memorial if
it is to develop as a Museum and a Memorisl, and service the
needs of the many vistors for whom it is such an attrection.
The Committee endorses the current proposals to improve the
facilities and correct the deficiencies mentioned above.

. Disaster Planning

10.29 The Committee endorses disaster planning for the
National Collection and recommends each institution examine
their needs in this regard. The Committee further recommends
that this metter would be suiteable for the coordinating role
of the Department of Home Affairs and Environment.

« War Graves

10.30 The: Committee considers the suggestion of a national
heroes cemetery as part of the Australian War Memorial worthy
of further examination and recommends that a study be carried
out jointly by the Australian War Memorial and the Department
of Home Affairs and Environment.
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APPENDIX 1

Extract from the Auditor-General's Report
March 1981

29. BOARD OF TRUSTEES OF THE AUSTRALIAN WAR
MEMORIAL
AUSTRALIAN WAR MEMORIAL FUND

The Australiun War Mc.monul Fund, oon:ululcd under the Australian War Memorial
Act 1925 and inued by the Australian War 5 I Act 1962, reflects trans-
actions relating mainly to exhibits, publications und officiul war history. Administra-
tion of the Fund before 1 July 1980 was vested in the Board of Trustees of the Aus-
tralian War Memorial, From | July 1980 the Ausiralian War Memorial Act 1980
came into operation and the Fund was continued and vested in the Memorial, The
Fund does not rellect expenditure relating to sulirics, administrative cxpenses and
capital works and services which are paid from Parlismentary appropriations.

The uccounts and records of the linancial transactions of the Board ol Trustees for
the yeur ended 30 June 1980, maintained by the Board pursuant to section 20 of the
Au.\lmllun War Memorial Act 1962, lmvo. been audited and reports on the sudit and

have been furnished to the Minister as required by the Australian
War Memorial Act 1980 and pursuunt to the Audit At 1901,

The audit report on the financiul statements refersed to moneys being invested dur-

ing the year in bank endorsed bills of without the approval of the Treasurer
quircd by the ltan War M. ial Act 1962,

The annual report of the Memorial, which includes copies of the financial state-
ments for the year ended 30 June 1980 und the sudit report thereon, was presented to
the Parliament on 4 December 1980,

Curatorial and Conscrvation Functions

The audit report on the nccounls and rccords of the financial lrunsucllons referred
10 4 number of weak andl i tosed during u 4 audit of
the curatorial and conservation functions of the Memorial carried out by my Office
during 1979-80.
Audit objective

The principal objective of the audit was 10 evaluate whether management objec-
tives and policies relting to the curatorial and conservation functions were being

achieved with due regard to legal compliance, financial regularity and cost cliec-
tivencss in the usc of resources,

Curatorial— Artworks and relics
The following unsatisfactory uspects in the curatorial function were noted:
Accessioning
* The audit disclosed there were no formal writien management objectives in re-
spect of the curatorship of artworks and relics,
* There was inadequate control and security over materials awaiting accessioning.
. My Office expressed the opinion that, havmg n.g.xrd 1o the nature of the collcc-
tion, artworks and relics received for should be ph h
the photograph held as part of the catalogue information.
* A number of artworks collected in the past had not been accessioned and there
werc large gaps in the past serics of relics accessioning registers.
in response to representations from my Office concerning these deficiencics and
inadequacies the Memorial advised:
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« It considers the specifically declared bjectives of the 1i;
War Memorial.are as sct out in the Australian War Memorlal Act 1980 de-
cisions of the former Bourd orTrustu:s und its committees constituted the state-
ment of objectives of the M ial and it is anti d the Council of the Aus-
tralian War Memorial will continue to carry out the functions of amanagenient
and broad policy direction as was carricd out by the former Board of Trustees.
Arrangements are being made to improve control and security over materials
awaiting accessioning.

The Register of Unaccessioned Arlworks was not being used as all newly
acquired material had been accessioned immediately on arrival; a register of
unaceessivned relics will be established: as recommended but it is policy. 10 ac-
cession malerial as soon as it is received; a review of the accommodation of the
Relivs Section bunb undertaken.is expected to uccept the need for a sceure area

for the storag ioned material and m iin transit,

» The Art Scetion plans 1o ph h atl s but stull numbers do not permit
the backlog to be overtaken mlmcdmlcly Thc volumc of pholography required
for ati the Relics Seetion i material o be ¢ d would be well b-
yond staff capacity,

* No dircet diaf action ing fost jon registers is possible but

material is re. sionéd as it comes to light,

Inventory control

Location Registers for artworks were Tound 10 be inasceurate and’ out of date, The
procedures for recording and monitoring the location of artworks und relics were con-
sidered to beinadequate and there were o furmal |7mu.dun,s Lo-regulite tic move-
ment of relics. No oﬁ'cml stocktake of artworks or relics wus cvident. In addition there

wits no evid 5 Lions for s comservation of coflections
instore.

in resp 10 Audit rep i ing these i 'y matlers, the
Memorial advised:

© Action had been tuken recently to up-date the Locations Register for artworks,

* Location and stocktaking procedures for relics will be reviewed as part of an over-
all review of policy #nd procedures,

* When artworks and relics not on dlsplny are locu(cd in a permanent. store, ur-
rangements will be made to the ony busis as
part of 4 rolling program,

¢ There is currently no regular program of condition assessment of artworks und
rchcs in store although the collection is regularly surveyed for other purposes and

conservation ion are noted.

oIt is icipated that dith will form part of the proposed
stocktaking program.

Loans

The Board of Trustecs had promulgated a Louns Policy on the lending of artworks
and relics whereby cligibility for and conditions upplying to loans were clearly defined.

The following observations were made to the Memorial on the Loans Policy:
* There was no statement of objectives,
* There was no ceiling set on the aumber of items to be leat at any one time.,
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« Therc was no provision in the Loans Policy to prevent or restrict the lending of
items susceptible to environmental damage or of high artistic value,

The audit ulso indicated that the provisions of the Loans Policy were not inall cases

applicd in practive.

In response to representations from my Office, the Memorial advised:.

« At the time of. the survey the workload in the Art Section on [oan matters was
unusually heavy.

® The development of procedures und policies for the control of the Art Section will
be undertaken as part of an overal} seview of policics and procedures.

« A Loans Register is now in usc in the Relics Section,

* Actionis proceeding on the documentation of loans,

« Alllong term loans were approved by the former Board of Trustees.

* The question of eligibility for louns is currently decided by the Director under
guidelines from the Council. General guidelines will be developed as part of the
overall review of policy and procedures.,

. Arlworks and relics on loan wili be sub]ccl in futurc to more I'rcqucnl inspection
thist their and are

Conservation- -Artworks and relles

The following unsatisfactory aspects in the conservation function of the Memorial

were nuted during the audit:

. Thcre wcp no spccll'xcally lared jectives nor hud
o7 . been d ped or udopted,

* There were no mail i for relics und urtworks,

 There were no regular inspections of the collections in store or on display for pur-
poses of maintenance and restoration,

In resp to Audit ions the M jal advised:

* The overall management objectives of the Conscrvation Scction are enshrined in
the Austalian War Memorial Act 1980, Technical standards and proceduses
within the conservation arca cannot be standardised in detuil as cach object has
its own pmhlcms and the extent of conscrvauon work depends on the object’s des-
tination. ¥ ing requests l'or conser-
vation services have been set up and mini j for
material on loan will be developed as staff become available,

© It has not been possible for conscrvation work at the War Memorial to be pro-
grammed due to lack of staff.
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APPENDIX 2

CANBERRA COLLEGE OF
CANBERRA COLLEGE OF ADVANCED EDUCATION ADVANCED EDUCATION -

p.0. Box 1 BELCONNEN ACT AUSTRALIA 2616  CONSERVATION COURSES
(Telephone 52 2111)

School of Applied Science

Materials Conservation Courses

DM EEERUNS A LA UL

The Materials Conservation Courses at the CCAE are currently
under review and it is hoped that new Courses will be available in 1982.

1. Associate Diploma_in Materials_Conservation

This is currently a 2 year Programme specialising in the
conservation and restoration of library, archive and ethnographic
collections. This will be retained but essentially as the first two
years (four semesters) of the proposed Bachelor's Course (detailed below).
1t is intended that any student currently enrolled in the Associate
Diploma or who already holds the Award will be able to transfer to the
Bachelor's Degree Programme receiving status for the Associate Diploma
units.

The entrance requirements are the same as the Bachelor's Degree
see below.

2, Bachelor of Applied Science in Materials Conservation

The proposed Bachelor's Degree Course of 3 years' duration will
be the main Materials Conservation Programme. The first half of the Course
(three semesters) will offer an overview of the history, technology and
properties of materials and conservation practice. The second half of
}he]gourse allows specialisation in one or a combination of the following

jelds:

(1) Conservation Science - including physics, chemistry,
materials science, analysis and basic conservation
processes.

(i1) Paintings - including those on canvas, wood, textiles
metals and other media.

(i1} Paper - including maps, prints, water-colours, books. . -

(iv) Objects - includes the wide range of organic and
inorganic materials (textiles, leather, wood, fur,
feathers, bone ivory, ceramics, glass, stone, metal}
comprising ethnographic, historical, technological,
and natural science collections.
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A programme of study in these four areas of specialisation has been.
developed from those units offered in Materials Conservation and other
units available from the School of Applied Science and other Schools
within the College.

For entrance to the Bachelor's Degree and Associate Diploma
Courses, students should either:

(i) Have a good secondary education, including. an
acceptable level of achievement in Chemistry and
English at Year 12 Jevel, or the equivalent. In
addition, a reasonable level of secondary school
mathematics is required, however, no student will
be denied admission to the Courses solely on the
grounds of inadequate mathematical attainment.

OR
{i§) Have experience, status and standing in employment
in conservation as might be deemed by the College
to be equivalent to a sound secondary education.
Applications will be short listed and those successful will be invited for
an interview at the College. Evidence of manual dexterity will be required

and students unable to provide this evidence will be tested before being
admitted into the Course.

There will be a student enrolment quota of 10 a year.

3. Master of Applied Science in Materials Conservation

This 1is currently a 2 year Programme by Course work plus a six
month internship, offering a1l the major specialised fields of conservation.
This will be changed to a 2 year Programme in which the student will carry
out a major piece of original research or project work which may, but does
not have to, contain some formal Course work (to a maximum of 4 units).
A thesis will be required at the end of the Programme.

For entrance to the Master's Degree Programme, students should
have either:

(i) A first degree in Materials Conservation, or equivalent,
plus at Teast two years experience in conservation.

R

(ii) A first degree in a relevant field such as fine arts,
anthropology, archaeology or science, plus basic
knowledge in Chemistry ?equiva]ent to 6 credit points
of tertiary Chemistry including a major component of
Organic Chemistry), plus at least five years experience
in conservation.
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Applications will be short listed and those successful will be invited
for an interview at the College. Evidence of experience and ability
in conservation will be required.

There will be a student enrolment quota of 4 a year.

(sgd) Colin Pearson
Dr C. Pearson

Principal Lecturer
Materials Conservation

57



APPENDIX

EXTRACT FROM THE AUSTRALIAN WAR MEMORIAL ACT 1980

Australian War Memorial  No. 104, 1980

Functions of Memorial
5, (1) The functions of the Memorial are—
(2) to maintain and develop th t memorial referred to in sub-

]
section 6 (1) of the Australian War Memorial Act 1962 as a national
memorial of Australians who have died—
(i) on or as a sesult of active service; or
(i) as a result of any war or warlike operations in which Australians
have been on active service;
to develop and maintain, as an integral part of the national memorial
referred to in paragraph (a),a national collection of historical material;
to exhibit, or to make for exhibition by others, hi: 1
material from the memorial collection or historical material that is
otherwise in the possession of the Memorial;
to conduct, arrange for and assist in research into matters pertaining to
Australian military history; and
(¢) to disseminate information relating to—
(i) Australian military history;
(i) the national memorial referred to in paragraph (2);
(ifi) the memorial collection; and
(iv) the Memorial and its functions,
(2) The Memorial shall use cvery endeavour to make the most advantageous
use of the memorial collection in the national interest.

®,
(
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Powers of Memorial

6. (1) Subject to this Act, the Memorial has power to do all things necessary
or convenient to be done for or in connection. with the performance of its
functions.

(2) Without limiting the generality of sub-section (1), the powers of the
Memorial include power—
(a) to purchase or take on hire, or to accept as a gift or on deposit or loan,
historical material;
to lend or hire out or otherwise deal with (otherwise than by way of
disposal) historical material;
to accept. gifts, devises, bequests or assignments made to the Memorial,
whether on trust or otherwise, and whether unconditionally or subject
to a condition and, if a gift, devise, bequest or assignment is accepted
by the Memorial on trust or subject to a condition, to act as trustee or
to comply with the condition,, as the case may be;
to collect, and make available (whether in writing or in any other form
and whether by sale or otherwise), information relating to Australian
military history;
(¢) to make available (whether by sale or otherwise) reproductions,
replicas or, other representations' (whether in writing or in any other
form) of historical material;

(b;
©

L =g

[¢)

=
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Australian War Memorial ~ No. 104, 1980

(f) to make available (whether in writing or in any other form and whether
by sale or otherwise) information relating to the Memorial and its
functions;

() to provide facilities to stimulate interest in Australian military history;

(h) to assist educational institutions in matters relating to Australian
military history;

(§) to train members of the staff of the Memorial, and such other persons
as the Council approves, in developing, caring for and undertaking
research in relation to the memorial collection;

(k) to assist, on request, in the creation and maintenance of military
museums in Defence Force establishments;

(m) to occupy, use and control any land or building owned or held under
lease by the Commonwealth and made available to the Memorial under
section 7;

(n) to erect buildings;

(o) to purchase or take on hire, or to accept as a gift or on deposit or
loan, and to dispose of or otherwise deal with, furnishings, equipment
and other goods;

to act as trustee of moneys or other property vested in the Memorial
on trust; and

(@) to act on behalf of the Commonwealth or of an authority of the Com-

Ith in the admini

in the ation of a trust relating to- historical
material or related matters,

(3) The Memorial shall not dispose of historical material except in accord-
ance with section 8.

=

¢

(4) Notwithstanding anything contained in this Act, any money or other
property held by the Memorial upon trust or accepted by the Memorial subject
to a condition shail not be dealt with except in d with the obligati
of the Memorial as trustee of the trust or as the person who has accepted the
money or other property subject to the condition, as the case may be.

Land and historical ial for

7. (1) The Minister may make available to the Memorial for the purposes of
the Memorial such land owned or held under lease by the Commonwealth as is
specified by the Minister by notice in the Gazette and any building, structure
or other improvements on that land.

(2) Subject to this Act, the Minister may, on behalf of the Commonwealth,
make arrangements, in writing, with the Memorial for—
(a) the transfer of the ownership of historical material from the Common-
wealth to the Memorial for the purpose of the inclusion of the material
in the memorial collection;

(b) the deposit in the custody of the Memorial of historical material owned
by the Commonwealth; and
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APPENDIX 4

Extract from Report of the Committee of Inquiry
on Museums and National Collection; "Museums in
Australia 197/5". AGPS Canberra

Attachment to Chapter 8

A P P

AUSTRALIAN ARCHIVES

Holdings total some 500 000 shelf fect of records, including 200 000 feet of files,
manuscripts, registers, curds, books, mups, pluss, models, fflms, puintings, photo~
graphs, recordings, microfilms and tapes.

AUSTRALIAN BROADCASTING COMMISSION

Approximutely 750 jlems which include wireless reccivers dating buek to the c;u“ly
1920%s, a peda! i i curly h (eylinder und disc); mic-
rophones; recarderss valves and other sundry ilems. Much of the coliection of cusly
equipment is linked with the development of the ABC.

AUSTRALIAN POSTAL AND TELI{COMMUNICATIONS COMMISSIONS
Ceniral Office: Material covers eurly pluns und d gs, telegraph equip
h luk Y eyquif ! an extensive coifection of’ A i
stamps, postal stationery und reluted material, foreign stamps and historical design
materiul reluted 1o Australian stamps.
State Colle Are prehensive and contain d and eq relating
to eurly communications developments such as the Overlund Telegraph Line (1872),
the Tasmania-Mainlund telegraph cable (1859), the overland carriage of mail, the
i duction of the telep 10 Australin, und the gencral technologicul progress of
the postal and telccommunications services to Australia.

AUSTRALIAN WAR MEMORIAL
12 000 art works: 40 000 relics: 64 di 60 000 m: hs, 10000 maps;

240 000 photographs; | 220 000 metres of line film and lurge ‘collections of periodicals,
newspapers, sheet music, sound recordings and press cuttings.

BUREAU OF MINERAL RESOURCES

Rock collecii 200 000 speci rossil collecti 200 000 speci includi

a type collection of 13 €00 speci 1l of minerals, gems and other pieces of
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mining, historical, and ed 1 ift 25 000 specil models,
display disgrams, .md'othcr visuai aids to gcoloucul education,

CSIRO

Division of Ei liun Nationul Insect Collection: 7000 primary types,
almost ail o Australmn spegcies; Colcoplcr.n. 7000 species; Diptera, 100 000 specimens;
Lepid 500 00 80% of the known specics, and 3000
primury types.

Division of Building Reseurcl: 3000 cultures of wood inhabiting fungi and bacteria,
10 000 specimens in the fungal herbariun; and the wood anutomy collection.
Division of Wildlife Rescarch: Collections of birds—19 000 specimens, including 8000
from Papuu New Guinea: mammals—10 000 including 1000 from Papua New Guinca;
1000 dricd plants; several hundred reptiles, amphibis and ireshwater lish,

Division of Plant Industry: The Herbarium Australiense holds ubout 280 000 specimens
including 700 type specimens.

Division of Mineralogy: 10000 mi logical samples of iderabl |
importunce,

Division of Tropical Ag e A collection of botanical speci from south-cast
Queensland is held l'or I'l.M..Ith purposes,

Division of Horticultural Research: Collections of 1 mousts of plant-snd-soil
inhabiting nematodes,

Marine Bioch ry Unit: Collection of living uni marine algae,

Division of Animal Health: Collections of mmobxologxcal matenal. preserved ticks,

Division of Forest Research: An Herburium exlensive coll

of
Eucalyptus botanicul material, together with herbarium materiul of other tree specics.

DEPARTMENT OF AGRICULTURE

Forestry and Timber Bureaw: Many examples of'early wooden objects: static displays of
an old-time. sawmill, a lopging whim from Western Australia, and a wooden log
carriage from the Murray River.

DEPARTMENT OF THE CAPITAL TERRITORY

Cunberra Botunic Gardens: 80 000 plants including 5000 specics of Australian plaats;
65 000 herbarium specimens.

Horse Era Musenm: 11 vestored carriages, 7 restored commercinl vehicles, 41 harness
and suddlery items. In addition there ure eight miscellaneous nems suggc,stcd for
outdoor display, 6 restored and 10 tored vehicles and hund f

items.

DEPARTMENT OF DEFENCE

Air Office: 40 complete aircraft, 6 aircraft frames, 10 aircraft engines, 10 aircraft
propellors. aircraft and Nying log books, uniforms, fying clothing, badges and
insigniu, photographs, weapons und RAAF memorubilia.

Navy Ojffice: Holdings in excess of 13 000 flems, relics, and trophies. (No detailed
inventory is available.)

Army Office: Approximately 30 armourcd vehicles, 1400 small urms, 100 Bags, as well
as large collections of various militaria, budges, uniforms, photogruphs. (A complete
inventory is not available.)
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DEPARTMENT OF HEALTH

Small collections of records and medical equipmentare held at each of the Quarantine
Stations in Melbourne, Adelaide, Sydncy, and in the Northern Territory Division of
the Department.

Institute of. Holds collections of jcal and eth hi ial. The
i ‘and logical collection has seven p parts wnhatoul of4312
d items and approxi utely 1000 1 | ilems, This my

the originul MucKenzic Ten maujor collecti and muny smaller ones

conldlmm, m all over 20 000 items of MlenLMdn und Aboriginul origin lorm the
ion, A great deal of this material is uncatalogued.

School of Public Health aml Tropical Medicine, Sydaey:

An important collection of inscets und related forms of medical importance.

DEPARTMENT OF MANUFACTURING INDUSTRY
Collections of smalf urms, swords, buyoncls, a production line similur to thut operated
in 1912 plus original machine tools in workmg order, ammunition stores and books on

are held at prod (Most of the collections are not
catalogued.)

DEPARTMENT OF THE MEDIA
Film Australia has a film library; the Australian Information Service has a
photographic library.

DEPARTMENT OF SCIENCE
Holds a picce of moon rock from the Apollo 17 Mission.
Antarile Dlwsmn, Smull wllu.uou: ol books, logs of ANARE expeditions, ficld
and films and photographs of expeditions.

lian G Analytical Lab fes: A ion ol lards which are
used solely for reference purposes during analysis of forensic drugs, chemicals,
pestivides und water samples.
Patents Office: Ssmples of hardware currently on saleand illustrating inventions which
were commercially successful; a sumple of u pocket caleulator for use by pilots of light
aircraft, invented by Lord Casey and Professor D. H, Myers.

DEPARTMENT OF TRANSPORT
Collccuons of historic records and relics relating to marine navigation, marine
) civil avi il and rouds and roud transport.

JOINT HOUSE DEPARTMENT

Forty-one portrait paintings of members of the Royal Fumily, the Governors-General,
and Prime Ministers; 27 portraits of the Presidents of the Senate and the Speakers of
the House of Representatives; 17 portraits of Australian explorers, poets, etc., 19
other portraits, 11 general paintings; 15 busts, 33 pottery items; and 49 miscellaneous
articles including the table, inkstand and pen used by Quecn Victoria when signing the
Commonwealth Constitution Act.

NATIONAL GALLERY

Over 700 Austr prints, drawings, crafts and picces of sculpture; 80
jtems of ethnic art; 110 international art works; a lending collection of 270 items, and
48 miscellancous items.

NATIONAL LIBRARY
1439 976 vo! s 72 662 periodical and serials; 1550 running metres of’
manuscripts; 1008 oral hxstory mpes, 17 887 music scores, 84 000 sound recordings;
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25 150 paintings, drawings and prints; 139 160 photographs; 5300 000 metres of
moving picture Alm;” 60 000 motion picture stills; 283 172 maps; 500 000 uerial
photographs; 91 411 reels of microfilm; 509 200 microfiche; 228 950 microprint picces
and cards; and 3 100 000 duta records.

ROYAL AUSTRALIAN MINT
The total collection includes a comprehensive collection of gold coins struck in
Australis; Australian £ s d coins from 1910; examples of all Royal Australian Mint
strikings each year of Australian coins plus Australian decimaul strikings from the
Mints in Melbourne, Perth und London; representative coins from other countrics
including U.K. and New Zeulund.
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APPENDIX 5

Australian War Memorial -

Proposed Staffing Program 1982/83

The Forward Staff Estimates for June 1982 and June 1983
reflect the overall program of development being undertaken by
the Council to enable it to have sufficient staff to fulfil its
functions under the Australian War Memorial Act 1980,

Particular areas where it is essential that development
occur within the next two years are:

Documentary and Audio-visual Records:

A recent review (see Appendix E) has recommended an
entire restructuring of this area including the introduction of
a Curator-based structure to replace the existing Librarian
based structure.

Conservation:

Continuing efforts will be made to recruit Conservation
staff to a total of 17, the figure approved by Public Service
Board as justified for the operation of the seven laboratories.
Emphasis on attracting the most highly qualified and experienced
Conservators.

Education:

For the past four years the War Memorial has had only
two Education Officers. In late 1980 two principals from
Canberra schools recommended the immediate engagement of a third
member and that a fourth should be provided during 1982. On the
basis of the known demand five Education staff and one ancillary
staff member will be required by June 1983.

Finance and Accounts:

Provision has been made for three additional staff in
this area - to be recruited during 1982/83 to operate the
bookshop.

Attendants:

The Public Service Board is currently undertaking a
full review of the activities of Attendants in major Commonwealth
institutions in Canberra. It is confidently expected that a
figure closer to that assessed by the War Memorial (38) will be
agreed by the Public Service Board by June 1983.
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AUSTRALIAN WAR MEMORIAL - PROPOSED STAFFING PROGRAM 1982/83

APPENDIX 6

l' Extract from a Submission from National Library of
9 Australia (Travel Report of Mr lan Cook, Principal
é Conservator)
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Report No. 2364
Appendix 1

Forward Staff
180

Estimate for
June 1983

SURVEY TECHNIQUES/DEVELOPING WORK PRIORITIES

34 Survey techniques and methods for determining treatment priorities
have not been adequately developed in the institutions visited.

35 The British Library has a small permanent survey team which carries out
a continuous program for evaluating the condition of the collections.
The British Library team uses a shelf to shelf approach for examining
material, and there seems to be no attempt to develop priorites for
treatment. If an item requires conservation then it is sent to the
relevant conservation unit for attention. The HMSO Bindery which
carries out the bulk of the British Library's Conservation work has
a staff of 120. About two million pounds are spent each year by the
British Library on HMSO Bindery conservation work. In addition to the
HMSO Bindery, there is another bindery at Kew which carries out more
routine work. There are also two specialist conservation departments
working on oriental and medieval manuscripts. British Library operations
are very far removed from. the nature, type and extent of the preservation
problems which face the National Library.

Current Ceilin
1]
3
4
3
6
6
5
5
3
4
6
1
(2)*
6

24
3
7
4
8

146

Forward Staff Estimate
Minister

(dune 1982} Endorsed

b;

mem ww

Total
8&4C

*
= < Wy ~Ome~To~o©

131

N 1wy - EXE Vet b Gt g

Recruitment
[4
22

36 Survey work in Canada is not well advanced aithough a general survey
of the Conservation of Special Collections in Canadian Libraries was
produced by Joyce Banks in 1977. Each special collection within the
National Library of Canada has a 1iaison officer who deals directly
with the various conservation units, Treatment priorities are developed
during consultations between liaison officers and conservation staff.
In some respects this is a similar approach to that used by the British
Library. In general the system works, however, there are some thirty five
conservation staff available to support the approach.

8
3
2
2
5
4
18
8
3
3
2y

P Mmoo

Curvent Staff Current
109

A

3

4

3

7

]
22
17

5

5

1
(2)*

~OONDTONSo

142 (+2%)

37 The Library of Congress has recently developed a 'points scheme' for
forward planning, allocation and assessment of conservation work priorities.
The scheme is currently being applied to the organisation of the rare book
conservation program. Special Collection heads are asked to identify
material/projects requiring attention by conservation personnel. Work
selection may be carried out with. the aid of conservation specialists.
Work estimates are then developed for each project by conservation staff.
A points score is allocated to each project on the basis that each hour
of estimated conservation processing is equivalent to one point.

Senior Library Management then allocates the total points available to
each specialist area for a 12 month period. Project selection for each
collection can then be made in terms of job priorities and the total
available work allocation. The scheme is a very interesting one because
it offers a systematic means for distribution of conservation resources
and a rational means for developing work priorities. This technique

may prove useful for work flow control at the National Library.

The approach is currently being examined for possible application in 1982
for the Library's Book Conservation Program. A report for Council on
this program will be produced in 1982.
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Current

Statutory position)
Recruitment and Training

Gffice of
History and Publications

official History
It is anticipated they will be within the néxt few months.

* Education Staff are currently not counted against AWM ceiling.

Executive (not including Director -
Hilitary Heraldry and Technology
Documentary and Audio Visual Records
Conservation

History and Publications Branch (and

Art
Management Services Section

Finance and Accounts

Personnel,

Registry
Office and General Services

Public Programs Section
Typing

Exhibitions
Cleaners/Nightwatchmen

Property and Security

Horkshops

Secretariat
Assistant Directors
Steno-secretaries
Collections_Branch
Documentation
Public Relations
Education
Photography
Attendants
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APPENDIX 7

Extract from Submission
an UEE enen a!!

information supplied by
the Australian War
Memorial

SUMMARY OF THE BASIC DEFICIENCIES OF THE PRESENT
INSTITUTION

The AWM falls well short of the minimum requirements
set out in the previous section. For example the
present musewn has no provision at all for items 3, 4,
5, 6, 8 and 10 and the provisions under items 1, 2, 7
and 9 could hardly be called satisfactory.

The Exhibition Galleries

Most of the gallerijes are of a good size and proportion
for the display of the various categories of exhibits.
However, the aeroplane gallery is far too small for the
present exhibits let alone the 3 or 4 further (and
important) aircraft that should be shown.

Superficial Finishes are of no great importance - the
ga%[eries are capable of taking new and more appropriate
surfaces.

The Ceilings are a mish-mash of various blocked-in roof
1ights, ceiling beams and the like but the ceilings

are high enough to accept suspended ceilings and in certain
areas even mezzanine floors.

Floors are a mixture of various finishes - from a maintenance
point of view (and also quietness) a continuous soft surface
would be better.

Lighting is outdated and ad hoc ~ it would eventually need a
ungerd and adaptable track system with special attention
paid to lighting levels. (for reasons of conservation).

Environmental Controls - The Department of Construction
Report bDec, 1978 page 74 shows that improvements are
necessary for the sake of exhibits.

Summary: The galleries are, on the whole, suitable for
their purpose with the provisos mentioned above.

The modernizing of the galleries is, in my
opinion, less important (in priority terms)
than finding solutions for the defects of the
AWM listed below.

Circulation

There is no obvious. or basic circulation pattern either
outside or inside the museum -

(a) OQutside - d h the ent from either
side and are oblxged to walk along the xoad (see diagram
opposite)
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(b} At the entrance -~ There is confusion (diagram on
next page]. The visitor is confronted with 4 8
different ways into the museum and once inside
there is nothing to help him find his way through
the galleries.

(c) For such a large museum the entrance is cramped 9
and there is no assembly/concourse area (page 6
for requirements of a museum concourse).

(d) There is a lack of vertical circulation in the
middle and north end of the building which
accentuates the problems of (b) above.

{(e) Evening functions It is, at present, inconvenient
for the Memorial to be used for evening functions,
e.g. exhibition openings, lectures, etc., because
of the complicated circulation and the difficulty
of providing a limited security ring.

(diagram opposite page 7)

Temporary Exhibitions

At present these have to be mounted in the permanent
exhibition galleries. This is highly unsatisfactory for
the curators and the visitors and effectively obscures
important permanent exhibits - apart from taking whole
galleries out of commission during the installation of
the exhibition. :

10

Introductory Gallery

The AWM has no introductory gallery - a museum as complex
as this needs some means to give the visitor information
about the many themes and subjects in the museum and to
enable him to plan what he can see in the time he has
available.

Aircraft
Certain important aeroplanes cannot at present be displayed.

Other Exhibit Deficiencies

The 1975 amendment to the AWM Act requires the display of
categories of material not yet on view - viz. merchant
seamen, philanthropic organisations and war correspondents.
Other important items cannot at present be shown, e.g.
General Morshead's caravan.

Lecture Theatre
The present set up is simply space taken from the exhibition

galleries. It has no proper projection arrangements, nor is
it conveniently placed in the building (see 2(e) above).
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Educational Facilities

The AWM is completely lacking in this provision ~ no
classrooms, prep. rooms or adjoining offices for staff.

Libraxry and Archives

Storage is antiquated and inadequate for the growth of
material and the needs of efficient retrieval.

Administration Areas

These have developed in an ad hoc fashion in spaces that
had been obviously envisaged as exhibition galleries.

The present area, whilst it could benefit from replanning
and rationalisation, appears (on the basis of my own
preliminary observations) to be some 20% or 30% too
small to accommodate the new staff arrivals.
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APPENDIX 8§

Joint Committee of Public Accounts - Inquiry into the Curatorial and
Conservation Functions of the Australian War Memorial (AIM)

SUPPLEMENTARY COMMENTS BY PUBLIC SERVICE BOARD

This statement contains comments on the abovementioned matter additional
to those contained in the submission to the Committee made by the Board
on 18 November 1981. In particular, it incorporates responses to certain
!lnaterial placed before the Committee in its public hearing on 4 December

Strategic Plan for Automatic Data Processing (ADP}

2. It will be recalled that the management of the AWM indicated to the
Comittee the difficulty it was experiencing 1in undertaking the
preparation of an ADP strategic plan for the AWM for submission to the
Board, as required by procedures recently introduced by the Government.
In the light of this difficulty, the Board's Office has been able to
second an experienced Computer Systems Officer Grade 5 to the AWM for
several months to assist in this work (Transcript pages 153, 155-156).

Salary Rates

3. In its earlier submission, the Board advised the Committee of the
then current salary rates appropriate to relevant staff categories.
Since then there has been a general movement in salaries for those
categories, and a revised table is given at Attachment A, The salaries
shown supersede those contained in the Board's memorandum of 25 January
1982.

Conservators

4, Much of the- discussion at. the public hearing centred on problems
being encountered in the conservation field. Because of the prominence
given to these problems, a brief paper titled 'The Conservation Function'
has been prepared (see Attachment B). This paper addresses some of the
nore significant issues raised, particularly the classification structure
for Conservators. It also touches on some general management questions
such as the determination of corporate priorities and the deployment of
Timited staff resources. Recent press advertisements for Conservators in
State museums are at Attachment C.

Registration

5. As a result of its consideration of a proposal submitted to it by
the AWM, the Board has approved the provision of a position at the
Class 8 level to perform the function of Registrar of Collections. It is
expected that this position will head up a small section which will be
responsible for the development and administration of a comprehensive
registration systen. 73



Permanency for Curators

6. At page 141 of the transcript reference is made to the fact that
Curators in the AWM are engaged on contract. The Board's representative
at the hearing indicated that the Board had issued documentation for the
creation of permanent positions of Curator. This documentation was in
fact sent to the AWM on 22 Gctober 1981. ’

War Historfes

7. In response to a proposal submitted by the AWM, the Board recently
agreed to the advertisement of a senfor position, the occupant of which
will be responsible for writing the official history of the Vietnam War
and_the Malayan Emergency. Advertisements (see Attachment D) calling for
applications appeared in the national press on 23 January 1982.

Staff Ceilings

8. Representatives of the AWM in thefr evidence before the Committee
strongly asserted their beTief that the AWM needs an expanded staff
ceiling to undertake the totality of its operations.

9. The Board understands the aspirations of the AUM representatives in
this matter. It has to be borne in mind, however, that staff ceilings
are set by the Government, and that the Government does this in the

context of sharing out the 1limited resources available across the

Cormonwealth sector as a whole, within the framework of the Government's
expenditure restraint policies. The assessment which each organisation
subject to staff ceiling makes of its own requirements for staff
resources, and the Board's appreciation of such assessment, is considered
by the Government against the competing demands of other public sector
activities for the 1imited resources available.

10.  Further to the establishment of provisfonal staff ceilings for 30
dune 1982 pursuant to the Review of Commonwealth Functions, the
Government established a Ministerial Appeals Committee which Ministers
could approach to seek review of the provisional 30 June 1982 staff
ceilings for organisations in their portfolios. The processes of the
Comittee included consideration of reports prepared by the Public
Service Board in consultation with the organisations for which Ministers
were seeking ceiling reviews, and including expressions of view by those
organisations.

11.  The AWM's 30 June 1982 provisfonal staff cefling was reviewed
through the Minfsterial Appeals Committee process. As a result the
Government decided to increase the AWM's 30' June 1982 full-time staff
ceiting by 10 to 124, to enable the AWM to allocate additional staff to
those areas where it considers the need is greatest.

12.  In the course of the public hearing, reference was made by
representatives of the AWM to the fact that the AWM had a significantly
Tower approved staff ceiling than the Australian National Gallery (ANG).
The Board observes that a simple comparison of staffing levels between
the two institutions at a particular time may not necessarily prove
much. A proper assessment of relative needs for staff resources should
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have regard to all relevant factors, including for example the particular
functions and methods of operation of each as well as their different
backgrounds, stages of development and irmediate objectives. The AM's
case for resources vis-a-vis the ANG would also need to be assessed in
the current context that the Gallery is committed to reaching full
operational status by opening day later in 1982 and consequently requires
an intensified build-up of staff.

13.  That said, the Board appreciates that the question of the relative
needs of the two institutions for staff resources is of relevance to the
consideration of their staff ceilings, and will be giving attention to
this aspect In developing 1ts advice to the Government regarding
establishnent of provisfonal ceflings for 30 June 1983.
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ATTACHMENT A

COMPARISON OF SALARY STRUCTURES

Curators

Present Staffing 8 full-time

Structure and Salary Rates (effective 22,10.81)
Curatorial Assistant 1 $14090-14840~15590~16340~17090
Curatorial Assistant 2:L $17870-1.8720-19570-20420
Curator 1 $21600~22740-23880~-25020-26160
Curator 2 $28080-29350-30620-31890-33160
curator 32 $38400

1. New level added December 1981
2. At present applies in ANG only

Conservators

Present Staffing 9 full-time and 4 part-time
Structure and Salary Rates (effective 22.10.81 )1

Assistant Conservator $13180-13550-13910~14280-14640-15010
Conservator 1 $16740-17100-17460~-17820-18180
Conservator 2 $20380-21140-21910-22670-23430
Conservator 3 $26400-27240-28080

Science 42 $29160-30110-31060

1. Not yet promulgated
2. At present applies in AWM only

Registration

Establishment:

Registrar of Collectionsl $25150-26150
Curatorial Assistant (part-time)

2 x Clerical Assistant Grade &

1. Not filled - new position January 1982

Note: Further staffing to be determined in conjunction
with the ADP Strategic Plan
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Salary Comparison
Clerical Administrative (effective 22.10.81)

Clerk Class 1 $11750~12160~12570-12980~13390~13800
Clerk Class 2/3 $14250-14700—15150-15600-16050
Clerk Class &4 $16600-17100-17600-18100

Clerk Class $18650-19150-19650-20150

Clerk Class $20750~-21400-22050

Clerk Class $22750-23400-24050

Clerk Class $25150-26150

Clerk Class 9 $27250-28250

Clerk Class 10 $29350-30450

Clerk Class 11 $31650-32950

=~ oW

Second Division

Level 1 $38000
Level 2 $u1700
78

T T .

ATTACHMENT B

THE _CONSERVATION FUNCTION IN THE AUSTRALIAN WAR MEMORIAL (AUM)

In this brief paper several problems assocfated with the conservation
function in the AWM are addressed from the perspective of the Public
Service Board's Office.

Nature of Problems

2. It is clear that the basic conservation problem in the AWM is the
Targe backlog of conservation work which has accumulated over the years,
largely pre-dating the establishment of the AWM as a statutory authority
with its own staff ceiling. The size of this backlog has been estimated
by the AWM at 450 man years. The management of the AWM identifies as an
associated problem the difficulty in augmenting its staff of qualified
conservators, and has expressed the view that staff ceiling Timitations
and inadequate salaries are two major elements in this problem. It is
also claimed that a more Tiberal salary structure is necessary to curb
the Toss or potential loss of experienced conservators to other museums
or to non-conservation work {(eg management).

Causes

3. So far as the backlog of conservation work 1is concerned, the
evidence submitted to the Committee by the AWM suggests that it was
brought about by factors such as:

. the poor physical state of many items at the time of acquisition by
the AlM;

. unsuitable storage and inadequate conservation facilities,
particularly before the Mitchell repository was built;
. the neglect - compared with modern conservation standards ~ of the

collection for many years (a factor being that the conservation
profession is substantially a development of the last 10-15 years);

. inadequate nunbers of skilled conservators.

The problem of inadequacy of the existing conservator resources in
the AWM needs to be viewed in the context of a world-wide shortage of
skilled and experienced people in the conservator profession. The issue
can then be seen 1in perspective as fundamentally a comunity-wide
manpower problem; this in turn influences the direction in which
appropriate solutions should be sought.

5. Against this backdrop, factors Tikely to influence the relative
success of a particular museum {in attracting competent conservators
include:

. the reputation of the institution and its collection (for the
better professionals this aspect is 1ikely to be crucial);
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. the stage of development of the institution (a developing
institution, or one in which application of modern conservation
technfques is relatively undeveloped, may have 1ittle attraction
for an experienced and established conservator};

. the location of the institution (in terms of its geography relative
to the centres of population, the ‘'mainstream’ of cultural
activities and developments, its desirability as a working and
1iving environment, etc);

. the type of work (conserving 'prestige’ items for example may have
a stronger general appeal than 'bread and butter' conservation
viork);

. the standard of laboratory facilities, etc;

. pay and conditions (including prospects for advancement within the
profession);

. other factors (the Committee heard evidence suggesting that the
title ;Henoria'l' could detract from the image of the AWM as a major
museun).

This far from complete 1ist cautions against the acceptance of simplistic
icause-effect' explanations for the difficulties experienced by a museum
in obtaining what it believes as is its proper 'share' of the conservator
workforce. In particular, where comon pay rates and conditions of
employment apply in several museums, the greater difficulty one museum
nay experience in attracting or holding staff will almost certainly be
caused by some non-pay factor or factors.

Priorities

6. At page 122 of the transcript the Director of the AWM clearly
implies that it is the Memorial's present. staff ceiling, rather than
inadequate salaries, which constitutes the major Timitation on the number
of conservators employed.

7. Reference has been made in the submission to which this paper forms
an attachment, to the subject of staff ceilings, and the application of
the staff ceiling mechanism to the AWM. For the purpose of the present
discussion, it is useful to note that, whilst the approved staff ceiling
places a Tlimitation on the aggregate personnel resources of an
organisation, it Teaves the management of the organisation substantially
free to determine how that ceiling will be distributed across the various
functions and activities undertaken by the organisation.

8. The freedom to distribute and redistribute ceiling units within an
organisation is of course not an absolute freedom. This is because, at
ary time, the existing mix of staff will 1in some measure Timit the
changes that can in practical terms be made. Nevertheless, given the
fact that staff wastage (eg resignations, retirements) is occurring
continually, it dis possible for management to ensure by Judicious
recruitment that over time the allocation of the staff ceiling among
activities substantially accords with its priorities.
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9. Against this background, it 1is noted that the AWM currently
allocates eight (8) of its aggregate ceiling of 114 to conservators. (As
ir]dicated elsewhere, the ceiling has recently been increased to 124). In
view of the clear statement by the AWM management that conservation is
its first priority, the Committee might reasonably ask why some figure
higher than eight could not have been allocated to this activity at the
expense of lower priority activities.

Salary/Classification Issues

10. In the context of a recent salary review, action is in train to
adjust the salary rates for Conservators as follows:

Assistant Conservator
Conservator 1
Conservator 2
Conservator 3

13180~ 13550~ 13910~ 14280- 14640~ 15030
16740-17100-17460-17820-18180
20380~21140-21910-22670-23430
26400-27240-28080

The Chief of Conservation at the AWM is paid at the Science 4 rate, which
is $29160-31060.

11.  The Board believes that these rates are competitive within the
Australian market, and this view is supported by copies of recent press
advertisements placed by State museums (see Attachment C in submission to
which this paper forms Attachment B). The rates also appear to compare
reasonably with salaries paid overseas, particularly in the United
Kingdom and Canada.

12. During the Committee's public hearing a number of criticisms was
voiced concerning the salary rates (and classification structure) for
conservators. For the most part, however, these criticisms were not
directed to the lower classifications (ie the rates paid to newly
graduated conservators) so much as to the upper limit imposed by the
Conservator 2 salary on conservators who do not have supervisory
responsibilities (the Conservator 3 is an in-charge classification). The
nature of the criticisms may be conveniently summarised as follows:

in a situation of scarcity of conservators, the rates are too low
to attract experienced conservators from abroad, and some
experienced conservators are essential in any museum;

. the existing classifications are insufficiently high to retain the
services of experienced conservator, (ie they will move to other
museums);

. the existing classifications are inequitable when compared with

Clerical/Administrative rates, and there 1is a danger that
conservators will be attracted from their specialty to the
management field in order to maintain satisfactory career
progress; this will be a loss to conservation, and may be a
dubious gain to management.

As a means of overcoming these perceived inadequacies, it was suggested
that the upper limits of the conservator salary rates be substantially
extended, and that a merit advancement system be introduced toc ensure
that a guaranteed career path would be kept open for all conservators.
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13. By way of response, comment as follows is made on each of the
issues raised above:

. the contention that conservators cannot be attracted from overseas
at the present salaries is not supported by evidence given to the
Committee that the AWM has been able to secure conservators from
both the United Kingdom and the United States. (It fs also
relevant to note that, according to the Board's records, no
placement of advertisements overseas by the AWM has occurred since
July 1980);

. the movement of conservators from one museum to another within
reason must surely be seen as good for their professional
developrent, and hence good for the health of the profession and
the institutions involved. Certainly proper career structures
shouTd exist among Commonwealth museums but any suggestion that. the
Conmonviealth should develop a classification structure which would
effectively discourage conservators from seeking career advancement
in other institutions would be difficult to defend.

. comparisons  drawn between the conservator and clerical/
administrative fields need to be considered in a proper framework.
The question of the equity of conservator's salary levels has to be
considered in the context of the value which other employers, and
indeed the community at Targe, place upon the skills required for
the performance of the work. The primary test adopted by the Board
and by industrial tribunals in determining salary levels is the
comparison with rates paid in the community for comparable work.
As indicated previously, salaries paid to conservators employed by
the Cormonwealth compare favourably with those paid by other
erployers for 1ike work;

. the suggestion that a merit advancement system be introduced is
interpreted as implying that there should be an arrangement under
which the individual conservator could be classified at the level
at which he or she is capable of working, rather than being tied to
the classification of a particular position. As a matter of
principle, there is no avoiding the continued use of a
position-based establishment system within which positions are
classified at various levels according to the work that is required
to be performed. It is recognised, however, that by the nature of
conservation work the experience and skills of the conservators
concerned need to be considered in determining the mix of positfons
to be provided from time to time. In the case of the AWM, the
Board has in the past endeavoured to be sensitive to the skill
Tevels of the actual conservators employed 1in approving
establishment, and will continue to do so in the future,

14, As previously indicated to the Committee, the Board already has the
classification structure for conservators under review, and this: review
is paying particular attention to the top end of the scale. In
considering the need for changes the Board will, in accordance with its
normal practice, take into account such aspects as the structural
requirements indicated by the work, the matter of work value and, in the
final analysis, the maintenance of reasonable salary comparability with
conservators employed in the community generally, and the need to secure
a reasonable share of the numbers of conservators available in a
situation of scarcity.
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Manpover Aspects

15.  Although the current revision of the classification structure for
conservators can be expected to yfeld results which will make a
contribution towards the improvement of vecruitment and retention of
staff in this category, it {s important that acknowledgement be made of
the limited solutfons that classification and salary adjustments can
provide  for problems which are not fundamentally in  the
classificatfon/salary arena. As has already been stated, the fundamental
problem with regard to conservators is the absolute shortage of trained
staff in this field. The problem therefore will be solved in any final
sense only as more conservators are trained and enter the job market.
The availability of adequate numbers of experfenced conservators for
senior positions must ultimately be a function of the time it takes
conservators to gain adequate knowledge and skills.

16.  The Committee heard evidence on the training of conservators at the
Canberra College of Advanced Education. At present there are some 50
students at various stages of their studies, most of whom upon graduation
will be available to satisfy the needs of Australfan museums and kindred
bodies ({some are overseas students and will return to their homelands).
The. AWM 1is one of several Commonwealth bodies assisting the College by
providing vacation training for students. It is therefore well placed to
'Intzre:t students in its work and to secure a reasonable share of new
graduates.
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ATTACHMENT C

RECENT PRESS ADVERTISEMENTS PLACED BY STATE BODIES FOR

NOTE:

CONSERVATORS
All advertisements appeared in the Weekend Australian
newspaper.
Date: 7-8 November 1981
Body: Queensland Art Gallery
Position: Conservator of Paintings
Duties: 'Be responsible to the Director for the

conservation and restoration of the
Collection of Paintings. The Conservation
Section currently includes a Conservator -
Works on Paper. Also responsible for
developing a program for the conservation
and restoration of the Gallery's Collection,
for maintenance of conservation records and
for advice on purchase of equipment.'

Salary Range: $14,678 to $24,209 per annum. Appointment
to a particular level will depend upon
qualifications and experience.

Dates 14-15 November 1981

Body: State Library of Victoria

Position: Conservator, Class NG-3 or NG-4

Duties: Responsible to the Resources Development

Librarian for the State Library's conservation,
binding and microfilming programmes; other
duties as directed.

Salary Renge: NG-3 $19,652-$21,543
NG-L $22,756-$23,765

NOTE: A person with relevant experience and demonstrated
ability and achievements related to conservation
of library material may be eligible for appointment
to the NG-4 level.

Date: 5-6 December 1981

Body: Queensland Art Gallery

Position: Conservator (Works on Paper)

Duties: Restoration and conservation of all works

on paper in the Collection of the Queensland
Art Gallery. Research into organisation
and methods and apparatus to overcome factors
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Salary

Date:
Body:

contributing to the decline of works

on paper. Advise on environmental

control for storage or display of works

on paper and conditions for transporting
works., Compilation of and maintenance

for future retrieval of case histories

of restoration/conservation procedures

for works on paper in the Gallery's
Collection including photographic records
(ie initial photographs,during process

and on completion). Supervision and
training of technical staff including
practical work and record keeping.
Supervision of preparation of frames and
mounts for drawings, prints and reproduction
and repair of frames. Development and
preparation of media, solvents, in the
conservation laboratory,recommending and
ordering equipment and materials. Answer
specialist and general enquiries and
advise institutions and members of the
public on the care and restoration of works
on paper. Preparation of research papers
and articles on conservation. Other duties
as required.

Range: $14,678 to $20,348 per annum

23-24 January 1982

National Gallery of Victoria, Ministry
for the Arts

Position: Art Conservation Officer - Class NG-3;

Duties:

Salary

NOTE:

NG~4

Under a Deputy Director to be responsible
for the conservation and restoration of
all works on paper in the State Collection
of works of art and such other works as
may be the responsibility of the Council
of Trustees of the National Gallery; other
duties as directed.

Range: Class "NG-3" - $19,652-$21,543
Class "NG-ht - $22,756-$23,765

A person with relevant experience and demonstrated
ability and achievements related to art or
conservation may be eligible for appointment to
Class "NG-4" level.
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TEXT OF ADVERTISEMENT APPEARING IN NATIONAL PRESS
ON 23 JANUARY 1982

AUSTRALIAN WAR MEMORIAL
OFFICIAL HISTORIAN

Australian Involvement in Malayan Emergency
and Vietnam War

An official historian is to be engaged to produce a series of
books on Australian involvement in the Malayan Emergency and the
Vietnam War. The project represents the largest and most
prestigious official history since the publication of Australia
in the War of 1939-45. It is expected that there will be at
least 5 volumes produced covering operations, strategy and
diplomacy, and the home front.

The official historian, under Council's general direction, will
assume responsibility for:

. designing the most appropriate plan or scheme of books;

. liaising with the Government authorities and various
archives concerning access to official and private records;

. ingaging and supervising the work of a supporting research
eam;

. appointing writers for individual volumes and providing
guidance and assistance to ensure a consistent high standard;

. administering the official history program;
. writing one or more volumes.

The person sought will be a senior historian with a strong research
and publication record. He or she would have the vision and the
maturity needed to deal with issues of emotional and political
sensitivity. As the leader of the project the person would also
be expected to demonstrate management skills of a high order.

The official historian will have an office provided by the
Australian War Memorial and will be responsible through the Director
to Council,An Editorial Advisory Committee will be established to
offer guidance and support.

The Australian War Memorial is prepared to negotiate an attractive
salary suitable for a person with the qualities and experience
outlined above. It is expected that the project could not be
completed in less than 7 years.

Persons wishing to apply for this position should write to the
Director, Australian War Memorial, PO Box 245, CANBERRA CITY 2601,
by 5 February 1982. Applicants should set out full details of
qualifications, previous publications and relevant research
experience.
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