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As of April 2010, Upstate History Alliance is Museumwise!

Our commitment to serving our mission remains true ~ by providing resources, training and expertise to New York's heritage organizations and museums, Museumwise strengthens their capacity to better serve their communities and meet their institutional missions. Our new name better reflects our rich history of sharing expertise and resources with museum and heritage organizations throughout New York State.

The board and staff of the Upstate History Alliance spent 6-months endeavoring on an Identity Alignment process which grew directly from our 2009-2011 Strategic Planning process. In choosing to engage in this project, we focused upon our mission statement and agreed that the goal of this process was to present a brand that accurately reflects the breadth and scope of the organization. We engaged the services of Paperkite Creative Communications to guide us in defining a new name and graphics package. We thankfully acknowledge Paperkite’s generous donation of 50% of the project cost. 

The capstone of this project will be a completely redesigned website which will allow our members better access to our vast array resources and easier interaction with one another. The new website will launch in May 2010.
In accordance to our specification that this plan be reviewed on an annual basis during our last meeting of the year, the board of the Upstate History Alliance agreed to formally add the Identity Alignment project to the plan. 
Henceforth the plan approved by the board under the name Upstate History Alliance will be re-titled Museumwise. 
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Museumwise
Strategic Plan 2009-2011: A Plan for Success

“The key to maintaining or increasing resources during economic downturns may revolve around two strategies. The strongest organizations have built community awareness and effective partnerships that help them weather economic storms and ensure that the community has a stake in the organization’s long-term success.  Secondly, stronger organizations learn to be resourceful and take advantage of special opportunities that can bring short-term successes.”     (History News, Spring 2003) 
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Background

In the spring of 2008, the board members and staff of the Upstate History Alliance (UHA) initiated the process of constructing a new strategic plan, as the 2003-2008 plan was coming to its conclusion.  This undertaking began with the formation of a Strategic Planning task force, consisting of executive director Catherine Gilbert, board chair  Marianne Bez , board treasurer Andy Kitzmann, and board members Ruth Ellen Berninger and Mari Shopsis. Later in the process, this group was expanded to include Christine Campeau, Dana Krueger and Kenneth Shefsiek. Ruth Ellen Berninger ceased participation with the conclusion of her term on the board in December 2008. This task force operated in cooperation with the full board, the members of which participated in many phases of the process.

The board and staff were assisted at key points by independent consultants. At the outset, Liane Hirabayashi worked with the board to identify expectations, outline the steps in the planning process and establish a work plan and calendar. In the fall, Bruce Moseley facilitated the board’s planning retreat.

The first stage in the process was undertaken during the summer of 2008, when the task force members as well as other board members conducted research on a range of topics that would inform the strategic decisions.  Marianne Bez investigated aspects of the economic and social environment of New York that might impact the financial health of UHA and its constituents; that explored the place of museums in the New York economy and leisure activities; and that suggested trends that may affect museum audiences.  Erin Crissman reviewed the history of UHA’s programmatic activities, including an assessment of audience, costs and evaluations.  Kim Richards conducted benchmarking research of programs offered by comparable service organizations, and further benchmarking of online course offerings was conducted by Michele Phillips.  Mari Shopsis worked with staff to design and implement a survey of members and external stakeholders to reveal perceptions of UHA, to assess past use of services and programs, and to suggest possible programs and services for the future.  

Intern Jessica Aver prepared an overview of usage and promotion of our traveling exhibits.  Executive Director, Catherine Gilbert, conducted conversations with former UHA director, Linda Norris, and a former Board President, Katie Boardman, to develop an understanding of the organization’s past. Ruth Ellen Berninger worked with staff member Stephanie Lehner to develop an organizational profile and timeline of UHA’s history.  Treasurer, Andy Kitzmann, and Catherine Gilbert produced a three-year forward looking budget to anticipate funding declines and identify areas of concern. The full board participated in a SWOT analysis which was compiled and distilled by the executive director. The results of this research and analyses were shared with the board via a dedicated online workplace, through multiple task force meetings, and verbal and written reports.   

The full board was brought together for a day-long retreat at Great Camp Sagamore in September 2008.  In addition to discussing the findings of the research gathered, the board engaged in conversation to construct revised mission and vision statements.  Additionally, the board articulated a group of “values” that define UHA’s relationships with our stakeholders.  Catherine Gilbert incorporated this research, analysis and discussion into a draft outline of the strategic plan, which was submitted to the task force members for refinement and completion.  

A final draft was submitted to the board in February 2009 for review. The plan was approved by the board on March 9, 2009. 

Introduction

The instability in the current economy affects UHA, the museums and heritage organizations we serve, and the communities served by our constituents.  Now more than ever it is imperative for UHA to be the conduit for the sharing of ideas and innovative strategies that will make it possible for constituents to survive and even thrive within these conditions.  UHA’s leadership will ensure that New York’s museums have access to the most cutting edge and successful practices.  It will help our constituents become the most vital and relevant forces in their communities that they can be.  Greater integration of museums and heritage organizations into their communities will in turn foster institutional sustainability.  UHA embraces this principle for our audience of museums and their communities, and for UHA as an organization that strives to serve them.  The board and staff of UHA are in universal agreement that we must continue to provide solutions, ideas and leadership that will guide museums within New York in the fulfillment of their missions and assist them in strengthening their vitality in, and of, their communities.

In spite of the challenges that the current economic environment has presented, UHA is in the process of broadening our reach.  Over the past five years, our collaborative relationships have increased. UHA has retained strong partnerships with the New York State Council for the Arts and the Museum Association of New York, and formed new alliances with Heritage New York, the New York Council for the Humanities, the American Association for State and Local History, the New York State Historical Association, the Council of Community Services of New York State, and Greater Hudson Heritage Network. Our membership has increased, particularly through online course registrations and conference participation, and our reach has expanded into more counties in New York State.  In 2008, our membership increased to 276 in 53 counties, an increase over the 255 members in 50 counties in 2007.  We also have substantially increased our service to the museum community through the Technical Assistance Grants.  In the past year we disbursed 130 TA grants to museums in 43 counties across New York State, significantly more than the 92 grants allocated in 2007.  

While History Museums and Historic Sites continue to be the cornerstone of our constituency, we have diversified our audience with the inclusion of members and program participants representing Art Museums, Children’s Museums, College and University Museums, General Museums as well as Independent Museum Professionals.   This diversification corresponds to an increase in the interdisciplinary nature of our programming and allows for the inclusion of new and varied perspectives into the dialogue that UHA fosters amongst all types of museums in New York.

In short, the board and staff of the Upstate History Alliance are excited about the future.  We plan to face the challenges that have developed and seek opportunities to reach further. UHA plans to strengthen our current offerings, while also developing new services that will help our members and colleagues meet their ongoing challenges and respond to new ones.  We aim to foster improved communications amongst museums, by broadening both the means of dialogue and the participation of more institutions and individuals in those conversations.  We believe that UHA’s future sustainability is dependent upon our relevance and value.  To this end, it has been agreed that this plan will be reviewed and revised annually at the December board meeting. It has always been in our nature to push the envelope – scanning the horizon for new and better ways to serve the field.  Now more than ever, that very creativity will not only ensure this organization’s future but also the health of the New York museums which we serve. 

Upstate History Alliance Mission, Vision Statement, and Values

Mission

By providing resources, training and expertise to New York’s heritage organizations and museums, the Upstate History Alliance strengthens their capacity to better serve their communities and meet their institutional missions.

Vision Statement

It is our vision to be a model service organization, the accomplishments of which are reflected in the success of our constituents.   

Values 

The staff, board members and volunteers of the Upstate History Alliance work in partnership with other organizations and entities to achieve our mission. These core values guide how we define our relationships with each other and our stakeholders.

· Accessible

Constantly striving to be welcoming and inclusive to individuals, organizations, and communities who seek or require our services. 

· Interdisciplinary 

Providing services and programs applicable to a diverse audience of museums, heritage organizations and historic sites; and nurturing varied perspectives amongst museums in New York.

· Innovative

Employing creative means to better serve our constituents and offering inventive solutions to challenges in the field.

· Collaborative

Forging fruitful partnerships with agencies, institutions, organizations and individuals who will help us meet our mission.

Organization Profile

Founded in 1971 the Upstate History Alliance (then known as the Regional Historical Agencies Conference) was organized to “coordinate and foster communication among historical agencies.” This museum service institution gained its certificate of incorporation and educational charter from the New York State Board of Regents in 1973 as the Regional Conference for Historical Agencies (RCHA).  In that same year, we became a membership organization and held our first annual meeting with the purpose of establishing an effective information and services network for historical agencies in central and northern New York State. This annual conference continues and has flourished into an ongoing cooperative conference with the Museum Association of New York (MANY). 

In partnership with the New York State Council for the Arts (NYSCA), in 1996 RCHA (which had changed its name to the Regional Council of Historical Agencies) launched the Technical Assistance Grants program – a re-grants program.  RCHA further expanded its services to the field in 1998 by establishing the Museum Institute at Sagamore in partnership with the New York State Council on the Arts.  This intensive four-day professional development retreat was held and continues to be held at Great Camp Sagamore in the Adirondacks.  These two programs remain core programmatic activities. 

RCHA marked the turn of the millennium with a new name, petitioning the Board of Regents for a change to the Upstate History Alliance. UHA’s service area continued to grow to include but not be limited to the 32 counties of upstate New York. Throughout its history, UHA’s purpose has been to help organizations meet professional standards and to provide support to these institutions in maintaining and strengthening their relevance within their communities. To this end, UHA launched its online membership listserv and agreed to serve as the Regional Archivist for the South Central Region of the Documentary Heritage Program (DHP) in 2001.   Over the past two decades, UHA created traveling exhibits including several with the support of DHP funds such as: “Archives Matter” and “Respect for Diversity - Valuing Our Museums, Libraries, and the Communities They Create.”

In response to the Heritage Health Index report, UHA developed and launched its first online course in 2005, “Collections Management 101” (CM-101), which was revised and updated in the winter of 2008.  This course continues to be widely subscribed.  In 2008, UHA began offering a series of online four-week mini-courses to delve deeper into specific themes examined in CM-101. These include: “Basic Preservation, Care & Handling of Paper Based Materials,” “Climate Control for Small Institutions,” “Conservation & Preservation of Photographs and Albums” and “Introduction to Reformatting.” These courses are designed to be directly related to the management of the participant’s museum's collections.  

In a continuing effort to connect with New York’s museum field, UHA, in partnership with NYSCA, developed professional community building programs including a gathering of the state’s tribal and Native American museums in 2003, which was followed by further meetings in 2004 and 2005.  This success was followed by the establishment of the annual meeting of Children’s Museums of New York State in 2006, which again met in 2007 and 2008. UHA also partnered with Heritage New York beginning in 2007 as Capacity Building Coordinators. In this role, UHA administered a Capacity Building Re-grants Program and coordinated an Interpretive Planning training project. This partnership was renewed in 2008 with the expansion of the Heritage New York contract to include Tour Development and Interpretive Training at Underground Railroad Heritage Trail sites.  The Heritage New York partnership will conclude in 2010. The experience gained through that partnership will serve as a model for developing new collaborations in the future.

In 2007 the board of the Upstate History Alliance transformed the part-time director’s position to full-time. This staff increase has facilitated growth and greater impact of our programs, and we look forward to continuing this institutional structure into the coming years.  

UHA’s drive to be a conduit of information and ideas to New York’s museum and heritage community has deep roots which continue to flourish today. In the summer of 2008, representatives of UHA and MANY and other affiliated agencies began a process of re-visioning the Annual Conference with the goal of attracting a wider array of museum disciplines into our ongoing conversations to explore issues and innovations in the field. We will continue to evaluate and revise this conference, as well as our other core programs, as both internal and external developments and trends impact the work of UHA in its service to the museum community.

Core Issues and Organizational Strategic Directions

New York State, and especially the regions served by UHA, face troubling times. 

However, research indicates that mission-focused non-profit organizations can survive and even thrive in these conditions. In spite of the declines in the financial markets and governmental budgets, New York’s economy is substantial, dynamic and broad. The Empire State’s productivity edge and technological infrastructure enhance the state’s prospects for a timely economic recovery. 

Although the present problems in the economy are impacting governmental support, foundation and private giving will continue, and it will concentrate on organizations with proven success and durability. UHA’s strong record of service to the field and decades of high-quality programs position it well as a recipient for new sources of private funding. 

In the next three years, UHA will continue to strengthen its programs, seek new ways to better serve its constituents, and work on developing income and marketing capacity. We must position the organization to accomplish these initiatives by strengthening our existing collaborations and current funding relationships, identifying new partners and revenues, and continuing to provide leadership as we move to a new phase of service to the field. To ensure the relevance of this plan, we have agreed to review and revise this plan annually.
In 2009 through 2011, to achieve the goals and objectives identified later in the plan, UHA will focus on the following institutional goals: 

a. “Be the Bridge” to Professional Standards UHA will connect our constituents to best practices, fresh ideas and locally relevant resources for museums and historical organizations in N.Y.S

b. Relevance UHA will foster both institutional stability and encourage community engagement amongst the museums and heritage organizations we serve.

c. Leadership UHA will strive to further develop our status as a trusted resource for New York State museums and heritage organizations through enhanced accessibility, strong collaborations, and innovative approaches

d. Resource Development UHA will strive to ensure organizational fiscal stability and sustainability while continuing to fulfill our mission.

	Goal A: “Be the Bridge” to Professional Standards 

UHA will connect our constituents to best practices, fresh ideas and locally relevant resources for museums and historical organizations in N.Y.S.

	
	Time frame
	Staff

	Objective A.1: Ensure awareness of, and compliance with, best practices in the museum field



	A.1.1 To identify needs in the field via periodic surveys and ongoing communications with members and advisors (NYSCA, State Ed, MANY, DHP, etc.) 


	On-going
	Executive 

Director 

Board 

input 

	A.1.2   To distribute a monthly email message to constituents featuring interviews and/or case studies highlighting member organizations and individuals whose work represents best practices deserving of recognition.


	Monthly
	UHA  

Intern

   

	A.1.3 To engage our constituents in discussion about new publications on standards and best practices to our members, with a focus on implications for N.Y.S. i.e. AASLH Standards Project.


	On-going 
	Executive 

Director

	Objective A.2: Facilitate networking across disciplines, geography and diverse demographics to share ideas and solutions to issues challenging the field.

	A.2.1 To excite discussion, on the listserv and through web 2.0 tools, from member organizations i.e. How are you being affected by decreases in school district budgets and what are you doing about it?


	Monthly
	Executive 

Director

	A.2.2 To build upon value of UHA listserv as an idea-sharing venue by posing occasional focused questions to members.


	Bi-monthly
	Executive 

Director 

Board input

	A.2.3 To emphasize interdisciplinary and geographically diverse presentations at the annual conference


	Annually
	Program 

Coordinator

	A.2.4 To identify new ways to engage emerging professionals through social networking systems.  


	2010
	Intern

Board input

	A.2.5 To create UHA staff/board blog to report on these experiences and share key takeaway ideas.


	2009-2010
	Executive 

Director

Web 

Development

Taskforce


	Objective A.3: Evaluate current educational programs and the possibility of improving/expanding our offerings.



	A.3.1 To evaluate our current course offerings based on theme, content, and relevance to best practices.


	2009
	Program

Coordinator

Course 

Teachers

Online

Learning

Taskforce

	A.3.2 To create a series of courses, or to upgrade the content of current courses, as they relate to themes of strategic planning, feasibility study, marketing and development planning, conservation and other areas identified in our evaluation.


	2010
	Program 

Coordinator

Online

Learning

Taskforce

	A.3.3 To explore the feasibility of self-directed online courses that have minimal or no live teaching components.


	2010
	Program 

Coordinator

Online 

Learning 

Taskforce

	A.3.4 To secure grants and hire consultants to develop new courses consistent with the findings in A3.1.


	2009-2010
	Executive

Director

Resource 

Development 

Committee

	Objective A.4: Continue to provide cost-effective, accessible, and relevant professional development opportunities for our constituents.



	A.4.1 To develop site rotation schedule for annual conference to streamline conference planning time and budget.


	2009
	Executive 

Director 

Program 

Coordinator

	A.4.2 To explore “webinar” and video-conference formats as a means of providing quick and timely professional development on specific topics.


	2009-2010
	Program 

Coordinator 

Online

Learning

Taskforce

	A.4.3 To continue to engage in regional in-person workshop and conference opportunities
	Ongoing
	Executive 

Director 

Program 

Coordinator

	Objective A.5: Position UHA as a key access point to the NYS museum and history communities



	A.5.1 To become involved with AASLH and AAM professional standards projects.


	2009
	Executive

Director

Board 

support

	A.5.2 To support staff participation in other professional conferences and forums.


	Ongoing
	Executive 

Director


	Goal B:  Relevance 

UHA will foster both institutional stability and encourage community engagement amongst the museums and heritage organizations we serve.

	Objective B.1: Encourage our constituents to become an integral part of their community.



	B.1.1 To tailor a portion of our programming to provide museums with techniques to assert their institutions into critical dialogues and activities important to their communities.


	Ongoing
	Executive

Director

Program 

Coordinator

Board 

input

	B.1.2 UHA will implement courses and other professional programming to help their members to encourage their local communities to explore and value their history.  


	Ongoing
	Program

Coordinator

	Objective B.2: Foster membership by improving benefits and expanding participation.



	B.3.1 To conduct an assessment of our constituency – evaluating our programs, benefits, costs and identifying additional needs among our constituents. 


	2010 
	Executive

Director

Program

Coordinator

Membership

Development

Taskforce

	B.3.2 To identify under-represented regions of New York to target for membership promotion.
	2009
	Summer 

Intern 

project

	B.3.3 To revise our membership program based on assessment and to create a mechanism for regular reassessment.


	2010-2011
	Executive

Director

Program 

Coordinator

Membership

Development

Taskforce 

	B.3.4 To create incentives to attract new members or increase current levels.


	2010-2011
	Executive

Director

Program

Coordinator

Summer 

Intern

Membership

Development 

Taskforce


	B.3.5 To increase membership through in-person and online marketing.


	Ongoing 
	Executive

Director

Program 

Coordinator

Web 

Development 

Taskforce

	Objective B.4: Develop and implement a consistent marketing plan.



	B.4.1 To identify and secure funding to hire an outside marketing professional with the express purpose of creating a UHA brand and marketing plan.


	2009
	Executive 

Director

Resource 

Development

Committee 

	Objective B.5: Ensure UHA remains relevant to our constituents by modeling best practices in governance and reflecting our community’s diversity within our board


	B.5.1 To evaluate and update the Board Orientation Guide on an annual basis.


	Ongoing
	Board 

Development

& Ethics

Committee

	B.5.2 To integrate changes in state and federal legislation regarding accountability, transparency, and ethical standards in a timely manner.


	Ongoing
	Executive 

Director

Board 

Development

& Ethics 

Committee

	B.5.3 To evaluate and update as necessary all governing documents on an ongoing basis.


	Ongoing
	Executive 

Director

Executive

Committee 

	B.5.4 To strive to balance the make-up of the board of trustees to insure diverse representation of board members from varied organizations in every region of the state in which we serve.  


	Ongoing
	Executive 

Director

Board 

Development

& Ethics 

Committee

	Objective B: Addendum UHA will endeavor on an Identity Alignment process, derived from our mission statement; we wish to present a brand that accurately reflects the breadth and scope of the organization

	B.a.1 Project planning and communication
	June – Dec 2009
	Executive Director, Identity Committee, Executive Committee, Full Board

	B.a.2 Process of Name Change
	Jan-April 2010
	

	B.a.3 Development of a Marketing Package
	March – May 2010
	


	Goal C: Leadership

UHA will strive to develop our status as a trusted resource for New York State museums and heritage organizations through enhanced accessibility, strong collaborations, and innovative approaches.   

	Objective C.1: Create a dynamic online presence that is consistent and in keeping with trends in online learning resources.



	C.1.1 To evaluate current website, conducting benchmarking of model websites, to identify the improvements needed to ensure our site is the “go to” destination for museum service.


	2009
	Executive

Director

Web

Development 

Taskforce

	C.1.2 To further identify and secure funding to undertake the development of a new website.


	2009
	Executive 

Director

Resource 

Development 

Taskforce

	C.1.3 To revise our website so it functions as an active exchange of resources, connecting with and serving museums across disciplines and geography.  The new site will integrate our core values and become an indispensable resource for our constituents. 


	2009-2010
	Executive 

Director

	Objective C.2: Seek out strong community partners who share our vision. 



	C.2.1 To engage staff from targeted institutions within regions served to identify specific services and programs that may be undertaken in partnership with UHA.


	2010
	Executive

Director

Board

Input

	C.2.2 To find new ways to collaborate with existing service organizations with the intention of strengthening all partners and their constituents.


	Ongoing
	Executive 

Director

Board 

Input

Program 

Coordinator

	C.2.3 To scan the horizon constantly for other collaborative opportunities with diverse organizations.


	Ongoing 
	Executive

Director

Board

Input

	Objective C.3: Seek opportunities to offer additional resources and engage our audience.



	C.3.1 To explore Web 2.0 applications in which to expand our message and increase our virtual visibility. 


	2010
	Program

Coordinator

Web 

Development 

Committee 


	Goal D: Resource Development

UHA will strive to ensure organizational fiscal stability and sustainability while continuing to fulfill our mission.

	Objective D.1: Strengthen fiscal vitality.   

	D1.1 To continue to implement a multi-year budget and to critically evaluate the budget for fiscal threats.  


	Ongoing
	Executive

Director

Finance

Committee

	D.1.2 To identify and recruit board members with proven abilities for both developing fiscal capacity and for those who may bring non-traditional skill sets to the board profile.


	Ongoing
	Board 

Development

& Ethics 

Committee



	D.1.3 To research and evaluate new investment strategies, including the feasibility of establishing an endowment or other long-term investment strategy.


	2009
	Finance

Committee

	Objective D.2: Critically evaluate and make recommendations for adjustments to all areas of earned income and fundraising to support current and future programs and services.



	D.2.1 To identify new opportunities for multi-year funding that enables UHA to meet its mission and provides reimbursement of salary and other operational expenses.


	2009-2010
	Executive

Director

Resource

Development

Committee

	D.2.2 To conduct a break-even analysis on all aspects of our programs and make adjustments that do not alter the quality of the experience but will reduce the deficit.


	2009-2010
	Executive

Director

Finance 

Committee

	D.2.3 To evaluate programs, services, funding, and partnerships based on both fiscal return and successful attainment of mission.


	Ongoing
	Executive Director

Program 

Coordinator

	D.2.4 To make a priority the supplementation of current government sponsored funding with non-governmental, self-generated sources and fundraising.


	2009-2010
	Resource 

Development

Committee

	Objective D3: Promote organizational success through dedication to personnel. 



	D.3.1 To complete revisions and updates to UHA’s Personnel Policy. 


	2009
	Executive

Director

Finance 

Committee

	D.3.2 To identify the workforce needed to support UHA’s continuing growth. 


	2009-2010
	Executive 

Director

Finance 

Committee


	D.3.3 To evaluate fiscal return of personnel expenses to ensure we do not exceed our institutional capacity. 

	Ongoing
	Finance

Committee



	D.3.4 To provide staff with professional development opportunities.


	Ongoing
	Executive Director

Finance Committee

	D.3.5 To provide staff with competitive salaries and benefits.


	Ongoing
	Finance

Committee
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