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PROJECT TITLE

Maritime Museum Facility Development Study and Initialization,
Empire Mi.

PROJECT GOALS

1.

Determine how the Livery building can best be used as a
facility for the Northwest Michigan Maritime Museum. This
includes preliminary architectural drawings and site plans
for the restoration, code compliance and adaptive use of the
building.

Determine how the Museum can improve its overall operations
to better facilitate its growth and facility development at
the Horen Livery.

Determine how the museum and Horen Livery facility can best
integrate with the Village of Empire, it’s Master Plan and
waterfront recreation areas.

Initialize preliminary work on site to preserve structure
and enhance external appearance. Also, to establish a
project or "point of presence" office within the building.

PROJECT DESCRIPTION

Work performed under this project includes:

*

%*

Field verification/documentation of existing structure.

Nomination of building to State and/or National Register of
Historic Places.

Basic design of any revision to the structural systems to
meet loading anticipated for Museum use.

Documentation of the activities required for "restoration"
of the building’s exterior to a condition representative of
the original construction.

Documentation of repairs necessary to provide a "working
point of presence" office within the one story addition.

Conceptual design for; building site and vicinity layout,
building layout, exterior design, building envelope,
mechanical systems, structural systems, and presentation
drawings.



Professional consultation to provide planning expertise to
the Empire Planning Commission, Storm Hill Developers and
Museum staff.

Museum exhibit planning and design consultation to assist in
development of conceptual exhibit plan at the livery.

Professional assessment of Museum facility development
plans and current operations.

Professional photographic documentation of structure.

Professional building contractor, carpentry, plumbing,
electrical, and physical systems consulting and work.

Additionally, Museum Staff, Members and volunteers from the area
will assist in the cleaning, stabilization, construction and
landscaping of the site.

PROJECT RATIONAL

*

The Village of Empire desires that the building be
preserved. The plan provides for adaptive use of a historic
structure as opposed to demolition and new construction.

The Livery structure will be nominated to the State and/or
National Register of Historic Places. Proposed plans will
attempt to renovate the structure so that it will continue
to authentically represent and interpret the livery stables
that have long vanished from the area’s cultural landscape.

Professionals in the field of architecture, engineering and
historic preservation have indicated that the adaptation of
the livery structure for museum use would be highly
appropriate.

The Village of Empire and Sleeping Bear Dunes National
Lakeshore have indicated support for the relocation of the
Northwest Michigan Maritime Museum within the Village.

Proposed plans would create a desirable link between
Empire’s downtown retail district and public water front
access/recreation areas. Planning efforts will be focused
on Empire’s important environmental, cultural and
economically significant Coastal Management areas.

Development of the Museum facility will contribute to the
economic vitalization of Empire and surrounding communities.

The Village of Empire has an authentic and contemporarily



expressed maritime image, proposed plans would greatly
enhance this image.

Proposed plans would compliment the efforts of the Village
of Empire and other nearby communities, the Empire Heritage
Museum and the Sleeping Bear Dunes National Lakeshore, to
preserve and interpret the uniqueness of the area for local
and visiting populations. Additionally, joint efforts and
alliances can be developed for individual and mutual
benefit.

The Livery is centrally located along the boundaries of the
Manitou Underwater Preserve. This location will allow for
the development of a Preserve interpretive and visitor
center, a highly desired opportunity in the development of
Michigan’s Preserve system.

While the Livery property is close to both Lake Michigan and
South Bar Lake, it does not abut the water. This provides a
substantial purchase savings. Additionally, the present
owner of the building desires Museum adaptive use and
nomination of the structure to State and Federal Historic
Registers.

Proposed plans will allow for the re-establishment of a
permanent facility for the Northwest Michigan Maritime
Museum. This will fulfill a critical need and insure that
the museum’s present historical artifact collections receive
proper care. Additionally, programs and activities
negatively impacted or discontinued as a result of the loss
of an adequate museum facility can be resumed.

Northwest Michigan is under a great deal of development
pressure. Leelanau County is the third fastest growing
County in the Great Lakes. As such, maritime resources and
preservation issues need to be identified and managed. The
Northwest Michigan Maritime Museum is the only organization
who’s mission is designed to attempt to meet all of needs
surrounding maritime preservation in Northwest Michigan.

Coastal management funds will provide "seed money"in the
true sense of the word. Requested funds will initialize the
project with strong momentum and professional planning.
These attributes will provide for greater growth potential,
professional involvement and development of enhanced
public/private sector alliances.



DESCRIPTION OF WORK ACCOMPLISHED DURING PROJECT PERIOD
Documentation of existing structure

Work in this area commenced with the removal of material and
debris not associated with the structure. With this accomplished
all areas of the livery were available for inspection. Material
that may be linked with the original livery operation or
subsequent adaptive uses was left with the structure for further
analysis.

The process of photo documentation was then undertaken. 35mm
color and black & white and 4"x5" black and white were utilized.
Photographs appropriate for the National Register Documentation
were professionally processed to archival standards. Photographs
were taken by professionals and by museum staff with professional
supervision. One hundred and twelve images were recorded.
Additional work focusing on specific documentation needs will be
be necessary prior to the removal of any historic fabric from the
structure.

Measured drawings documenting the existing structure were
completed by Robert Yavon, project architect. These drawings
illustrate the design and structural systems of the present
structure. These were utilized by the State Historic
Preservation Office and the consulting engineer upon there
completion. They will continue to prove valuable as further work
on the structure is implemented. (reduced copy included in
appendix A)

Further work was undertaken to identify existing utility
services, property boundaries, zoning, fire protection and
potential contamination sites or sources,

REVIEW OF BUILDING PROGRAM , REGULATIONS AND GUIDELINES

Work in this area was initialized with the Museum boards
strategic planning program, integrated with the American
Association of Museums Museum Assessment Program. This process
helped to define the museum’s potential requirements of the
livery as a host facility. Information concerning
exhibit/artifact size, weight and configuration, spacial and
other requirements for staff, programing and special activities,
storage, security etc. was defined and passed on to the
architect and engineer. Federal 106 compliance requirements were
identified and integrated into this phase of work.

Applicable building codes were identified in this phase to assist
in feasibility evaluations and preparing concept drawings. Codes
applying to the structure were defined as "public assembly".
These codes, principally designed to protect public safety



concerns, are complex and demanding.

Applying these codes to a building designed over eighty years ago
as a horse barn presented many challenges. The project architect
diligently applied these code requirements, including recent
handy-cap access regulations, to the design input phase.

It was determined that existing Empire Village zoning would not
clearly permit museum use of the property and structure. An
application for variance was prepared and submitted. Following a
hearing and presentation, the Village Council Planning Commission
voted to allow museum use of the C-R zoned (commercial
residential) property.

CONCEPTUAL DESIGN
Building, site and vicinity layout

The first work undertaken was building site and vicinity layout.
Complications in this area centered on parking lot water/snow
run-off regulations and traffic concerns. Plans for ample
parking were achieved without extensive negative impacts to the
buildings historic appearance or setting. On property parking is
designed for fifteen autos and four buses. The lot is screened
by vegetation and has a one way flow to minimize congestion. A
green area to accommodate run-off and drainage is provided.
Septic is to be located below the open grass area on the north
side of the building. The pedestrian entrance will follow the
historical precedence on the east end. Actual survey work will
need to be undertaken to positively define the existing road
right-of-way prior to any construction. (See appendix B)

Exterior design

Considerable thought was given to the exterior design of the
building. Since major compromises in the historical appearance
of the interior were going to be required, every effort was made
to insure high integrity of external historic appearance. An
emergency exit on the southwest corner of the building, roof and
soffit vents were the only compromises envisioned. The external
appearance of the livery during its period of significance can be
95% achieved. It was determined that the need to identify the
structure as a maritime museum would take precedence over some
specific historic concerns centering on signs and external
displays, at least during the museum’s initial occupancy.



S8tructural upgrade concept

The greatest frustrations experienced during the project period
were those centering on retention of interior historic fabric.

As a museum the livery structure must provide for a high level of
environmental control, safety, security, and spacial
accommodation. Adapting this structure into a museum is possible
despite the high demands. However, adapting it into a museum
while retaining the historic interior appearance is difficult if
not impossible. Without detailing all of the discussions on this
topic to date, it can be said that the specific needs of the
museum have taken precedence in the interior design phase.
Historic integrity has been maintained wherever possible, but not
at the expense of the museums basic operational needs. These
compromises must be made as there is no conceivable, practical
use of the building that would accommodate its historical
interior design.

The plans developed do allow the building to retain its basic
historic floor plan. Specific elements of the historic fabric
will be illustrated in "window" areas. For some this may be much
like only being able to "peak" at a wrapped gift. It is
important to note that in this sense while only a portion of the
historic elements of the interior can be viewed, virtually the
entirety lies beneath the "wrapper" of insulation and drywall,
well documented and preserved.

The impacts of code requirements can be seen in space allocated
for fire and smoke proof exit stairs, elevators, rest room
facilities, ramps etc. Additionally, the floor rating necessary
for code compliance would negate use of existing second level
flooring in any configuration. As most of the existing floor has
deteriorated beyond the limits for even its historic use, its
replacement must be rationalized (see appendix C)

Final review and recommendations from the State Historic
Preservation office will provide input for the finalization of
the interior conceptual design and color presentation drawings.
A complete summary of rational and description of plans will be
at that time.

Mechanical systems

Integrating mechanical systems into a building never designed to
accommodate them has also taken a toll on interior historic
integrity. It is fortunate that no physical additions were
deemed necessary to accommodate h.v.a.c. systems. Duct work can
be concealed in the ceiling of the first floor. The size of the
second floor will require a partially exposed system (see
appendix B)



MUSBEUM ASSESSMENT/STRATEGIC PLANNING

The museum Board of Trustees established a special strategic
planning committee to fulfill the requirements of the American
Association of Museums Museum Assessment Program or" Map".
Participation in this program was deemed beneficial to proposed
plans for facility development at the Horen Livery. The program
is designed to provide museums with a mechanism to manage more
effectively in a constantly changing environment. The structure
of the self assessment process, guided self study and peer
review, encourages museums to re-evaluate long-held assumptions
and benefit from new ideas and perspectives. The process was
initiated in August of 1992, with on site visits from the
assessor September 24th and 25th. (The final review
recommendations can be found in appendix D)

PROFESSIONAL EXHIBIT PLANNING AND DESIGN

Input was provided by museum staff, the MAP Assessor, and Wm.
Herd. Mr. Herd has conceptualized and designed exhibits for the
Nation Park Service. 1In addition to implementing Mr. Herd’s
report into the conceptual design process, direct meetings with
the project architect were conducted. Plans for the featured
shipwreck exhibit required close coordination between exhibit
planners, the architect and engineer. 1In order for the livery
structure to accommodate the planned exhibit, major structural
modifications would be required. These adaptations were
successfully defined and incorporated in the conceptual plans.
(The plans in appendix C illustrate the spacial requirements for
planned exhibits. Appendix E depicts the featured shipwreck
exhibit at the facility.)

STAKEHOLDER PLANNING SEMINAR

Work in this area was not implemented as originally planned.
Present needs for coordination were met by individual contact.
No problematic situations were encountered requiring this
approach. Additionally, the projects being behind projected
development schedules lessened the current need for this form of
planning.

NATIONAL REGISTER NOMINATION

The Horen livery was deemed eligible for the national register
following a review of work proposed under this project by the
State Historic Preservation Office. The review was in
conjunction with the Federal 106 process, necessitated by Federal
funds being utilized on a potentially historic structure. (see
appendix F.)



Information to support the nomination came from many diverse
sources. So much information was gathered that it could not all
be included in the National Register format. As such, a separate
written history of the livery will be released by the museum and
distributed without cost to the Empire library, historical museum
and Village council. It is felt that National Register status
will be achieved. The benefits of this status will assist
greatly in the attainment of project goals.

(National Register Nomination is included in appendix F.)

S8TAFF, VOLUNTEER AND CONTRACTOR SERVICES.

The Museum Staff conducted the majority of on and off site work
associated with this project. Because of insurance underwriters
concerns over risks associated with the museums affiliation with
the Manitou underwater preserve, insurance could not be readily
acquired for the livery. This regrettably prevented the use of
volunteer labor at the livery during the project period. Efforts
to resolve the situation were time consuming, but did result in
the museums being able to finally access an affordable policy.
Volunteers did participate in the creation of signage for the
project, exhibits, presentations and historical research.

Donated professional and contractor services were not easily
forthcoming. Consultation by an architect, historic
preservationist, carpenter, wood products specialist, and fire
suppression system engineer were gained. Two professional
photographers also contributed their services.



PROJECT BUDGET
Coastal Management Program funds

Documentation of existing structure:

- photos

- measured drawings

- coordination with surveyor, village,
utilities, etc. on existing site conditions.

Review of building program, regulations and gquidelines:
- Museum goals and direction

building code compliance

- zoning compliance

Museum design input

historic register guidelines

Conceptual design:

- building site and vicinity layout
- building layout

- exterior design

- building envelope concept

- mechanical systems concept

- structural upgrade concept

- presentation drawings

Total...l..0....O.....l......‘.....'.l..lC...'.l......$10,425.00
Administrative and related expenses.......ccvcceeee....52,000.00

Total Coastal Program expenditure€....c.cccceccecsccasses.$12,4025



Matching in-kind

Professional Museum/facility assessment
Professional exhibit planning and design
Professional services

Architectural services
Mechanical/structural engineering services
NW. Mi. Maritime Museum

Historic register nominations
program enhancement, documentation

10

$5,000.00
$1,400.00

$600.00
$3,000.00
$1,000.00
$3,840.00

$3,840.00

Total matching in-kind ........ccicvecrrencencnceeacse $14,840.00

TOTAL PROJECT COS8T.:ccescesoscccsensscsscscscsossssccscnssss$18,265.00
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American
Association

of

Museums

Dear Colleague:

Not long agec your museum requested application materials
for the Institutional Assessment (MAP I). MAP encourages a
museum to reach its full potential. MAP provides a museum with
a mechanism to manage more effectively in a constantly changing
environment. The structure of the self-assessment process,
guided self-study and peer review, encourages museums to

re-evaluate long-held assumptlons and benefit from new ideas
and perspectives.

The benefits of participating in the Institutional
Assessment (MAP I) include:
* re-affirmation of the museum's statement of purpose,
allowing for a common understanding of its
existence by tructees, staff, volunteers and the
public.
* clear direction for trustees and staff on how to build
on strengths and address weaknesses through the
initiation or re-evaluation of institutional plans

assurance that resources are used effectively and

efficiently in the fulfillment of the institution's

purpose

* improved levels of performance

* a fuller understanding of professional museum
standards

* demonstrated credibility to funding agencies and the

public by clearly communicating purpose, mission and

goals, as well as institutional needs

* enhanced team spirit among trustees, staff and
volunteers

The museum professional who visits your institution will
be selected specifically to suit your needs and the report of
recommendations based on the on-site survey will be
indispensable to the future of your museum.

Sincerely,

Stz Faejauc—
Susan Grazidno
Coordinatcr

Museum Assessment Programs



\} NORTHWEST

Michigan Maritime Museum
P.O. Box 388 - 11712 Lake Street - Empire, MI 49630 - 616-326-5152

Dear Museum Trustees and MAP Committee Members,

We hope all of you are having an enjoyable summer. The Museum
Staff (such as it is) and Manitou Underwater Preserve Committee
have been very busy this summer administering some very
complicated field projects.

As was discussed at the last Museum Board meeting, the Museum
Assessment Program or "MAP" will be the first focus of the new
board. The MAP Assessor will be arriving September 25th, and
there is much to be done in preparation for this event. MAP is
on a fixed time line and cannot be altered to compensate for our
limited amount of available time. As a result we would like to
propose a series of work sessions to prepare for this important
process and keep the MAP schedule intact. Not all of these would
be formal board meetings and therefore attendance would not be
mandatory. However, the greatest benefits for all interests
would be served by reqular attendance if possible.

A proposed agenda is included (on reverse) along with a copy of
the MAP pre-visit agreement form etc. which will need to be
completed following the first work session. 1Included also is a
brochure from the institution where our Assessor, Mr. Burt Logan,
is employed as director.

Our first session is scheduled for Wednesday, Sept. 2nd, 7:30 pm
at the Clipper Galley in Empire. Coffee etc. and deserts will be
available. The MAP Planning Committee may chose from various
options as to where they would like to continue to meet following
this first get-together. Please phone the Museum Office to
indicate your ability to attend.

We look forward to your participation in "charting the Museum's
new course” and deriving the maximum benefits from the Museum
Assessment Program.

Sincerely,

Jed Jawor§k1, Director



MUSEUM ASSESSMENT PROGRAM

Northwest Michigan Maritime Museum
Empire, Michigan

Burt Logan
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INTRODUCTION

The Northwest Michigan Maritime Museum (NMMM) is located in
the village of Empire, a small community in the southwest corner
of Leelanau County. NMMM serves approximately 30,000 year-round
residents in Leelanau and neighboring Benzie County. The
Leelanau Peninsula, bounded by Lake Michigan on the west, the
Manitou Passage on the northwest, and Grand Traverse Bay to the
east, has long been an area of robust maritime activity, both
commercial and more recently recreational.

Glen Haven and the Manitou Islands were once busy
communities supplying lumber for construction and fuel for wood-
burning ships that sailed the Great Lakes in the mid- and late
1800s. The South Manitou Island Lighthouse was built in 1871 to
guide ships through the Manitou Passage and into the island’s
harbor when fierce lake storms broke. Despite such safeguards,
many ships still ran aground. The lifesaving stations at Glen
Haven and South Manitou are reminders of earlier times, when
rescue crews launched small oar-powered wooden boats into giant
waves to save shipwreck survivors.

This report is based upon a visit to NMMM on September 25,
1992. During the visit I met with: Jed Jaworski, Museum
Director; Kirk Lorenz, Vice President, Society for the Preser-
vation of the CITY OF MILWAUKEE; Jerry Pilcher; William Head,
NMMM Board Member and President of the Society for the Preser-
vation of the CITY OF MILWAUKEE; James Gilbert, Mayor of the
Village of Elberta; David Taghon, Director of the Empire Heritage
Museum; and Robert Yvon, architect for the museum. Also, ma-
terials supplied to me and to the Museum Assessment Program (MAP)
prior to the visit were used in compiling this report. The
purpose of the MAP Consultation is to provide a critical review
of the museum and all facets of its operations, administration,
and governance.

NMMM requested the MAP Consultation for several reasons.
NMMM does not have an appropriate facility to house its
collection, to install exhibits, to conduct programs, and to
provide for administration; the museum sought assistance in
determining a future course of action. NMMM’s primary goal is to
prepare a realistic, achievable long-range plan for organi-
zational and facility development. 1In addition, the pre-visit
MAP Questionnaire expressed concerns regarding: new facility
development; board structure, trustee selection and rotation;
establishment of a volunteer program; increase in the number of
staff and in staff compensation; growth in earned income,
expansion of fund raising, and overall increases in the operating
budget; acquisition of suitable space for all museum functions;
caring for and exhibiting the collection and obtaining a proper
and stable environment for collections; developing new permanent
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exhibits; developing an expanded educational program; enlarging
its audience through marketing; and building a stronger
membership. These concerns will receive special consideration
and discussion below.

As a legally incorporated museum, operating as a public
trust, NMMM is in a somewhat precarious situation and faces many
challenges. It does not have a facility to operate out of,
making it extremely difficult to provide engaging exhibits and
programs, or to care for the collection. A previously active
membership program has declined, and the near total absence of
effective volunteer leadership is alarming. Financial concerns
include a shortage of both capital and operating dollars. None
of the concerns are insurmountable; however, considerable plan-
ning, time, and effort will be required to point the museum in a
new, healthier direction.

Since its inception in 1981, the bulk of the resources of
NMMM have been divided among three distinct projects: the
preservation of the carferry CITY OF MILWAUKEE, the establishment
of an underwater preserve in the Manitou Passage, and the
establishment and operation of a conventional maritime museum. A
brief understanding of the genesis, along with the successes and
failures, of each project is essential to an understanding of
NMMM today.

CARFERRY CITY OF MILWAUKEE

The involvement of NMMM with the CITY OF MILWAUKEE dates to
1983. 1In that year NMMM and the city of Frankfort, Michigan
formed a non-profit organization, the Society for the

Preservation of the CITY OF MILWAUKEE (SPCM), which acquired
title to the ship.

Built in 1930 by the Manitowoc (Wisconsin) Shipbuilding
Company, the CITY OF MILWAUKEE was commissioned by the Grand
Trunk Milwaukee Car Ferry Company, and was the last carferry
built between her launching and the end of the Great Depression.

Equipped with four tracks, she could accommodate 30 railroad
cars. Many authorities contend that the CITY OF MILWAUKEE
represents the aesthetic peak of carferry design. Placed in
operation on Lake Michigan in January, 1931, the CITY OF
MILWAUKEE joined in a tradition of carferry service which began
in 1892. The vessel continued in service until declining cross-
lake railroad traffic forced her to be abandoned in the late
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1970’s. Today, the CITY OF MILWAUKEE is one of a few su;viving
examples of a unique vessel type which revolutionized rail ship-
ments on the Great Lakes.

Since its acquisition by SPCM, the voyage of the CITY OF
MILWAUKEE has been as stormy as some of the crossings it
weathered on Lake Michigan. Initial efforts by SPCM to moor the
ship permanently in Frankfort were halted in October, 1984 when
the city was unable to pay approximately $40,000 in site
improvements at the docking area. Still hoping to see the vessel
preserved, NMMM increased its involvement with SPCM and began
working with Benzie County to secure permanent dockage. The
village of Elberta was selected over 10 other sites as the most
advantageous location. The ship was towed across Betsie Bay from
Frankfort to Elberta, where she rests at anchor today. This new
docking site is adjacent to 28 acres of land owned by the
Michigan Department of Transportation (MDOT). It is the hope of
SPCM that the CITY OF MILWAUKEE will be included in nascent
efforts to convert the entire site into an active, historic
railhead.

In fall of 1989 the Boards of NMMM and SPCM met jointly to
discuss the future of the CITY OF MILWAUKEE. Unable to agree on
a course of action, NMMM stepped back and allowed SPCM to move
ahead on its own. Since then, SPCM has been attempting to secure
local government support for the development of. the carferry and
the entire site. These efforts have not been as successful as
anticipated.

The degree to which the debate over the future of the
carferry has polarized the local community is best illustrated by
the fact that as recently as September, 1992, the Elberta village
board had to rescind a standing order prohibiting city officials
from boarding the carferry in order for the Village mayor to
participate in this consultation. There are indications the
current village administration may be more willing to seek
preservation of the ship as a tourist destination to bolster the
village’s economy.

On balance the ship retains a sizeable portion of its
historic fabric. It is a significant cultural resource, as
attested by its designation as a National Historic Landmark. It
is not inconceivable the ship could play a major role in the
growth of the county’s tourism economy.

Above deck the carferry is in good condition, although
maintenance is needed. The deck has not been painted in 17
years, due in part to an inability to keep herring gulls and
other birds out of the area. The twin stacks have been sealed
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and painted and the lifeboats have been shrink wrapped with a
waterproof membrane. Cables are regularly inspected and greased.
The crews quarters, galley, passenger salon, and observation room
are nearly complete with original furniture and other items.

Below deck, the flicker is in sound condition, as are the
two holds, which allow the viewer to observe the structural
framing of the hull. Asbestos contamination is a concern. Above
deck asbestos has been removed. However, leakage of water down
one of the stacks has exposed asbestos in one of the Scotch fired
boilers which powered the triple expansion steam engine. This
contamination may affect future plans for the ship, a fact which
SPCM already recognizes.

MANITOU UNDERWATER PRESERVE

Public interest and concern over shipwrecks off the coasts
of Benzie and Leelanau Counties existed prior to incorporation of
NMMM in 1981. Much of this concern was centered on the removal
of wrecks and historical artifacts from the bottomlands of the
Manitou Islands area. NMMM and the Sleeping Bear Dunes National

Lakeshore launched a joint project to 1dent1fy and protect these
resources.

The concept of a Manitou State Bottomland Preserve was in
place by 1983. Since 1835 over 50 ships have been lost in the
Manitou Passage. In addition, there are 25 sunken docks and
scores of other submerged historic and geological sites.

NMMM assembled studies of shipwrecks in the area, providing
a data base for planning and development of the preserve. A
committee of NMMM, made up of divers, charter boat operators,
historians, and representatlves from the Sleeping Bear Dunes
National Lakeshore and area communities, was formed to pursue
actual preserve designation.

By 1988 the Manitou Underwater Preserve had been created "“to
provide a management plan and implement programs and policies
which will document, interpret, and preserve the submerged
resources w1th1n the confines of the Manitou Underwater
Preserve. The Preserve consists of 282 square miles of fresh
water Wthh surrounds over 100 locations containing shipwrecks,
historic sites, and unique geologic features.

A nine-member Committee was appointed to oversee and manage
the Manitou Underwater Preserve. According to the Committee’s
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constitution, the Committee is part of NMMM and serves at the
pleasure of the museum’s Board of Directors. The Committee
develops programs related to the shipwrecks of the Manitou
Passage and obtains funding for same.

After the program plans and budget are in place, the Board
of NMMM then approves the project. The Manitou Preserve
Committee has worked consistently to achieve many of these goals.
Both public and private funds have been identified and obtained
along the way. The past effectiveness of the Manitou Preserve
Committee is one of the shining stars of NMMM. It has drawn
extremely high praise from the state of Michigan and has been
declared a model for other states and regions to follow.

NORTHWEST MICHIGAN MARITIME MUSEUM

In 1981 the Ann Arbor Railroad announced that it would cease
both carferry service on Lake Michigan and rail service into
Frankfort. The most immediate and lasting result of this
decision was a significant decline in the local economy, brought
about by the loss of hundreds of railroad jobs (a situation which
still haunts local economic development efforts). Another less
visible result was the threatened loss of 91gn1f1cant portions of
the maritime heritage of Northwest Michigan.

In an effort to halt the loss of this local maritime
heritage, NMMM was incorporated in 1981. During the past 12
years NMMM has sought to preserve and interpret the maritime
heritage of the region. The history of NMMM and its many

traditional museum functions will be dlscussed in the following
sections.

I will review the Northwest Michigan Maritime Museum with
particular attention to the categories outlined by the Museum
Assessment Program in the "Professional Concerns Checklist" and
the specific topics listed by the Board of Directors. 1In the
course of the report, I will discuss the CITY OF MILWAUKEE, the
Manitou Underwater Preserve, and the museum proper concurrently,
rather than treating each as a separate entity.
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PURPOSE AND PLANNING

A clear sense of purpose and systematic planning are
hallmarks of successful museums. The absence of either can be a
cause for concern; the absence of both usually indicates a museum
in trouble. By knowing where it wants to be at the end of a
given period of time and by plotting a course toward that goal, a
museum is better able to shape and direct its own destiny,
thereby avoiding knee-jerk reactions to events as they unfold.

A clear and troubling chasm exists between the purposes of
NMMM as set forth in its legal documents and the practical
purposes and planning of the organization. As with any museum,
there are many different individual views of what NMMM should be
and how it should proceed. Unfortunately, a unified consensus
among the Board and leadership of the museum is missing.

NMMM has enacted appropriate legal documents which establish
the lawful existence of the museum and outline its orderly
operation. Aside from the standard legal language in the
constitution and bylaws, NMMM does not have a thoughtfully
developed, clearly articulated description of what it wants to
be, and it has not crafted plans outlining the attainment of its
goals.

The constitution, adopted November, 1981, states the purpose
of NMMM to be:

A. To share and preserve Northwest Michigan’s colorful
maritime past so that the public may have a greater
awareness of an area that is rich in maritime history
and folklore.

B. To develop, promote, and share present and future
marine related educational activities in the Great
Lakes region.

The Constitution further states the museum will:
", . . maintain and operate a historical museum for the
collection, preservation, and suitable display of
materials, artifacts, and data of historical or
educational value and significance. They shall be
available for public inspection, instruction and use,
subject to museum regulation and policy. . . .
Education is of primary concern: the production of
educational films and documentaries, photographs, slide
presentations, programs, guest speakers, a museum
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newsletter, tours and field trips will facilitate this.
The Northwest Michigan Maritime Museum will also work
to manage and protect Northwest Michigan’s historical
shipwrecks and underwater resources."

Following on the imperative to manage and protect local
shipwrecks, the Constitution of the Manitou Underwater Preserve
Committee states its mission will be:

To provide a management plan and implement programs and
policies which will document, interpret, and preserve
the submerged resources within the confines of the
Manitou Underwater Preserve.

In addition, NMMM has applied for and obtained 501(c)(3)
designaticn from the Internal Revenue Service. This has
established the museum as a gualified non-profit, financial
support of which may be tax deductible.

It is evident that careful thought went into drafting and
approving the mission of NMMM and the Manitou Underwater Preserve
Committee. These mission statements offer broad guidance and
direction, leaving specific interpretation and implementation to
the museum Board and staff. Both mission statements could be
model statements for other maritime museums.

With the exception of the Underwater Preserve, NMMM is
haunted by a lack of effective organizational planning. During
the past decade plans have been developed for the CITY OF
MILWAUKEE, and they have been modified in response to changes in
the political and community environment. Likewise, NMMM has gone
through the planning process for a permanent museum building.
Regrettably, NMMM has not been able to make its plans yield

fruit. It is not just enough to develop plans; the plans must be
effective.

NMMM seems to have fallen victim to a condition that can
engulf non-profits in general, and museums in particular--the
"doing good" syndrome. Few people would question the worthiness
of saving and restoring the CITY OF MILWAUKEE, or protecting the
shipwreck sites in the Manitou Underwater Preserve, or collecting
and preserving the maritime heritage of Northwest Michigan in a
maritime museum. All are worthy goals and are vitally important

to ensuring that the maritime heritage of Northwest Michigan is
not lost.

However, one can question if NMMM is best fulfilling its
mission at present by attempting to satisfy three major
objectives at marginal levels. As will be shown in subsequent
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sections of this report, it is the opinion of this reviewer that
NMMM is overly committed. Given its current level of governance,
paid and volunteer staff, and financial and physical resources,
NMMM lacks the resources needed to play a simultaneously active
leadership role in the preservation of the CITY OF MILWAUKEE, the
management of shipwrecks sites in the Manitou Passage, and the
operation of a conventional maritime museum. There simply are
not enough resources at present to fulfill these three demanding
objectives, nor is there evidence of sufficient planning which
will bring about the needed resources.

It seems to this reviewer that NMMM needs to reevaluate its
mission (in light of the demands of the museum, the CITY OF
MILWAUKEE, and the Manitou Underwater Preserve) and establish
priorities consistent with its resources.

The lack of a clearly defined plan suggests NMMM should
consider retaining the services of someone with experience in
long-range planning, preferably in the not-for-profit sector.
Trying to develop a plan without gquidance from someone familiar
with long-range planning could result in a fragmented effort,
yielding 1little if any progress, and perhaps creating more damage
than good. Often local colleges or companies may have a
specialist who can assist with the process. Regardless of how
NMMM chooses to develop the plan, the process should not be
undertaken until improvements occur in the museum’s governance.

Recommendations:

1. The leadership of NMMM must decide if NMMM is going to
continue being involved with the CITY OF MILWAUKEE, the Manitou
Underwater Preserve, and the maritime museum, or 1f efforts will
be focused on one or two of the three. The decision will not be
easy and no outsider can tell NMMM whether to continue pushing
ahead for all three or to consolidate its efforts.

2. NMMM must commit itself fully to the decision reached in
recommendation 1 above. At a minimum, the decision must be fully
supported by the entire Board of Trustees. More preferably, the
decision should have broad consensus beyond the Board. Unless
there is a genuine commitment to the decision, it appears little
progress can occur.

3. NMMM should consider using a planning expert to help put
together plans for the organization, and to facilitate the
discussions on how much and at what level NMMM is going to
undertake.
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GOVERNANCE

Governance, the point of origin for every museum, is made of
two parts: statutory requirements and volunteer leadership. As
an institution, a museum must be established in accordance with
applicable laws. The governing authority of a museum must be
informed about and be sensitive to the purpose of the museum and
must take an active interest and role in guiding the development
and growth of the institution.

The statutory portion of NMMM’s governance needs little
attention. NMMM is legally incorporated, and is chartered by the
State of Michigan as a non-profit organization, organized and
operated for educational purposes. The Internal Revenue Service
has determined that the museum conforms to paragraph 501(c)(3) of
the Internal Revenue Code. In all other regards, the Consti-
tution of the museum appears to be in good order.

The Bylaws were approved in March, 1988. They provide for
the full operation of the museum, outlining the duties,
responsibilities, and rights of members, the Board of Directors,
and officers. There is a discrepancy between governing documents
regarding the number of directors. The Constitution requires a
nine person Board of Directors, while the Bylaws call for only
six. Not being versed in Michigan law, this discrepancy may be
legal; however, it seems that to avoid confusion the two
documents should be in agreement. Otherwise, all sections of the
Bylaws seem to be sufficient to permit the orderly and efficient
operation of the museum.

Unfortunately, as was seen with the Purpose and Planning of
the museum, the Governance which one reads on paper quickly
disappears when one begins to evaluate the actual operations of
the organization.

At present the museum suffers from ineffective volunteer
leadership. 1In fact, one can feel very safe in saying there is a
leadership vacuum. There was almost no evidence of true trustee
involvement or commitment to the museum. Several examples of
this surfaced during this consultation. At the time of this
consolation in September, 1992, there were no elected officers on
the Board. Vacancies in the offices of President, Vice
President, Secretary, and Treasurer which had occurred earlier in
1992, had not been filled in accordance with the Bylaws. Rather
than elect officers at a regular Board meeting, the Board was
waiting until the October Annual Meeting to act on the vacancies.

This is disturbing for several reasons. First, given the
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overall condition of NMMM, one cannot help but ask if no one was
willing to serve in these offices? 1If this as so, even in small
part, the individual Board members should reexamine their
commitment to the museum. Second, Directors have a legal
obligation to comply with the Bylaws. It is highly doubtful that
legal action would occur simply because of the unfilled
vacancies. However, proceedings against the museum and the Board
because of an accident or other adverse situation on museum
property could fall squarely on the Board and bring into question
its actions.

The position of Board member is one of considerable
responsibility, much work, and very little public thanks. Yet,
it is also rich in the potential for accomplishments and personal
satisfaction. An effective, thriving, not-for-profit
organization cannot exist without a committed and involved Board.
The Board is essential to: help guide the future of the
organization; shape and enact policy; serve as public ambassadors
and representatives of the museum; assist with acquiring
resources and raising funds; and serving as stewards of a public
trust. This holds true for any not-for-profit, but doubly so for
a small museum such as NMMM. A staff of one or two cannot begin
to attend to all the needs of the museum without full Board
support. :

There is very little evidence that any of this is happening
at NMMM at present. Until the Board accepts the challenge of its
full responsibility and begins acting accordingly, there can be
little meaningful growth or progress for NMMM.

The Board should also examine its size. It seems that a
board of six persons is too small for a museum which is seeking
to serve two counties, especially if the Board creates an active
committee system. An enlarged Board of nine, eleven, or even
thirteen should be considered, in light of the museum’s mission
and its current resources.

The Board does not have an effective Committee system. An
Underwater Preserve Committee was in place at the time of the
consultation, however, its chairmanship was being rotated from
meeting to meeting. It is hard to see how any sustained
leadership effort could be developed by the committee using this
rotation.

The only other committee at the time of the consultation was
the MAP Committee. It had met several times prior to the
consultation. Unfortunately, its active membership consisted of
only three or four persons, and did not include a larger
contingent of directors and special friends of the museum as the
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director had envisioned. Thus, the museum was without any true
volunteer leadership.

NMMM also needs to evaluate its method of recruiting
trustees. The system that has been used most recently is to
identify community leaders, contact them by letter outlining the
invitation to serve on the Board, and follow up with a telephone
call. Given the current state of affairs on the Board, it is
logical to assume this process is not working.

In order to recruit an effective Board, one or two members
of the Nominating Committee should meet with a prospective
candidate in a private setting. Committee members must
accomplish three objectives. First, they must lay out a future
of the museum that is exciting and challenging -- one which will
be brighter if the prospective candidate accepts the invitation.
This vision of the future must also be grounded in the successes
of the museum to date. Secondly, the Committee members must
convince the prospect that his/her service on the Board is
essential to achieve the future goals of the museum,. Lastly, the
team must tactfully lobby for a "yes," knowing when to counter
superficial objections, and when to accept a "no."

The recruitment of strong trustees is essential to the
future of NMMM. The current leadership should make sure it has
some solid, realistic, and obtainable plans for NMMM before
approaching potential trustees to fill existing vacancies.

Recommendations:

1. Trustees, individually and collectively, should reexamine
their commitment to NMMM. 1In order for the museum to grow and
develop, trustees must make NMMM a personal priority. If a
trustee cannot make the museum a priority, he/she should resign,
thereby allowing someone who can make the museum a priority to be
elected.

2. The language of the Bylaws and the Constitution regarding the
number of trustees should be amended so that both documents are
consistent. Careful thought should also be given to increasing
the number of trustees on the Board.

3. Dedicated trustees who are willing to work directly on behalf
of the museum must be identified and recruited. It is essential
that most of the trustees be in a position to contribute
financially to the growth of the museum, or influence others who
can provide meaningful support.
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4. The strengthening of the Board must become the museum’s top
priority. Until the Board accepts its leadership, planning, and
fiduciary responsibilities, little meaningful growth can occur.

STAFF AND VOLUNTEERS

A professionally trained staff is essential to the long-
term success of any museum. The staff prov1des the necessary
knowledge and expertise to ensure the museum is operated in
accordance with professionally accepted standards. Museums which
are serious about their future must also be serious about hiring
and retaining a professional staff.

NMMM does not presently have the personnel needed to
implement the ambitious range of activities envisioned by the
organization. Qualified, trained staff is not available, staff
compensation and benefits are woefully inadequate, and a once
thriving volunteer program has become moribund. Each of these
issues must be addressed in order for NMMM to see real growth.

If the museum is to succeed and become an active force in
preserving and interpreting the maritime heritage of Northwest
Michigan, its planning, governance, finances, eXhlbltS,
collections management, and overall operations must become more
sophisticated. The current level of staff training may not be
adequate for the demands of a modern museum.

Jed Jaworski serves as director of NMMM. A native of the
area, Jaworski has strong maritime credentials. For several
years he sailed with the Grand Trunk Railroad, following
graduation from high school. He is a certified diver and has
extensive knowledge of the maritime heritage of Northwest
Michigan.

In 1981, Jaworski, along with two colleagues, incorporated
the NMMM as a repository for local maritime history. At the
time, NMMM was the only maritime museum in Northwest Michigan.
Jaworski was the museum’s first resident director, supervising
Michigan Youth Corps workers and County workers. He began
receiving a salary in 1988, although today he is paid only "when
the money is available." His salary comes mainly from the
administrative line items of grants received by the museum.

Jaworski has not had the opportunity to receive formal
museum training, although he has actively pursued disciplinary
knowledge through membership in professional organizations. His
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accumulated knowledge notwithstanding, the future direction of
the museum would be significantly enhanced by his obtaining
professional training.

The need for professional training and some of the benefits
which can accrue from it are often subtle. Almost everyone
recognizes that professional training equips the recipient with
essential job skills. Admittedly, some of these can be learned
on the job and through self-directed study. However, the
intangible value of formal training is the message it conveys.
Professional training imparts an imprimatur which says to the
membership, to the community, to donors, and to colleagues that
the institution is indeed serious about its future. The
favorable results which stem from the investment in such training
often separate the thriving organizations from those that are
struggling.

There are various levels of training which NMMM can pursue,
ranging from seminars lasting a day to degree programs. It may
. not be possiblie to move immediately to the degree level.
However, at a minimum, NMMM should investigate short-term
seminars on appropriate topics.

For a struggling organization, the issue of salary and
benefits can be problematic and inwardly spiraling. The lack of
paid staff, even one part time administrator, sends a signal that
the mission of the museum is not important. Timely results can
be demanded from a compensated employee; it is more difficult to
do the same with a volunteer employee.

An absence of funding prevents NMMM from paying a compet-
itive salary. This in turn decreases the amount of time and the
level of expertise available to attend to the museum’s needs.
The answer to the issue should not be that the director can earn
a living through other pursuits and handle the needs of NMMM as
time permits. Until NMMM gets at least one part time employee
who receives meaningful compensation, it will be extremely
difficult for NMMM to record substantial growth.

Volunteers have played an important role in NMMM’s
development. The institution was incorporated through volunteer
initiative, and virtually all the progress of the past 11 years
was a direct result of volunteer efforts.

While volunteers continue to make contributions in all areas
of NMMM’s operations, most volunteers are currently involved with
the underwater preserve, An active group of 20 volunteers tend
to all needs of the preserve from operating boats, to supervising
the sites.
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The volunteer support of the underwater preserve is
exemplary for the size and resources of NMMM. There is a clear
sense of commitment to the mission and purpose of the preserve.
Unfortunately, this level of dedicated volunteerism is not as
evident in other areas of the museum.

The absence of effective volunteer leadership has already
been discussed. RAccording to Jaworski, the volunteer list has
about 140 names. Forty are considered to be active, and most of
these are affiliated with the underwater preserve. NMMM must
find a way to transfer the enthusiasm and involvement with its
preserve program to other areas of the museum.

Recommendations:

1. NMMM should examine its level of staffing and either reduce
the scope of its programs to correspond with existing staffing,
or increase the size of staff to handle the programs. Any
expansion in staff will require an increase in funding.

2. NMMM should commit itself to increasing the professional
expertise of its staff. Para-professional expertise has served
the museum well; however, growth and development of NMMM will
necessitate a higher level of professional knowledge.

3. NMMM should reinvigorate its volunteer program. Volunteers
will continue to play an important role for the museum. Growth
in the quality and quantity of volunteers hours should become a
priority.

FINANCES

No museum is without challenges, and no challenge faced by
any museum is isolated. Personnel, governance, exhibits,
collections, funding, and every other component of a museum’s
operation are intertwined to such a degree that pressures on any
area spread to and impact upon adjacent areas. Nonetheless, the
pressure of insufficient funding influences the course and
success of a museum more than any other factor.

To write that NMMM is in dire financial straits is an
understatement. These is no evidence of thoughtfully constructed
financial plans, no diversified revenue base, no operating bud-
get, no insurance -- in short no money. All of these absences
are disturbing and point to eventual dissolution of the museum



Northwest Michigan Maritime Museum
Museum Assessment Program
Page 15

unless present trends are reversed. NMMM should move quickly to
develop realistic financial plans and to begin their imple-
mentation.

NMMM has been existing for some time without an operating
base. The director’s only compensation has come from the normal
administrative expense lines for discharging the museum’s grants.
The director does not receive a regular salary.

The Board had not adopted an operating budget for the
current fiscal year at the time of this visit. The only
financial information reviewed by the Board pertained to the
grants for operating the Underwater Preserve.

The need to diversify NMMM’s base of operating support is an
immediate priority. Efforts should be made to increase the
levels of admissions, individual memberships, and gift shop sales
to a sufficient level to support minimum professional operations.
Corporate funding, governmental appropriations, and elevated
individual support should also be considered. NMMM should begin
pursuing each source with vigor.

At the time of this consultation, all NMMM members were in
arrears for annual dues. The Board had directed that all lapsed
members be carried in good standing. As a result, the membership
program has become stagnant.

Jaworski stated that former members numbered approximately
240. BAnother 180 persons belong to SPCM, while an additional 140
are active preserve volunteers. It is recognized there may be
overlap among these two ancillary groups and NMMM. Discounting
common membership of at least 60 persons, still leaves 500
potential members. At $10 for an individual membership and $25
for a sustaining membership, NMMM is forfeiting between $5,000
and $6,000 annually. (Before contacting these potential members,
NMMM should ensure it has definite plans in place, as will be
discussed later.) '

Prior to being forced to vacate its previous building in
Frankfort, NMMM was charging $1.50 for admission. Because the
museum has been unable to relocate into an appropriate building,
it is totally devoid of funds at present. Until it resolves the

location of its building, NMMM will be unable to collect
admissions fees.

The same situation apples to gift shop revenue. Without a

suitable building to house the gift shop, no revenue can be
realized.
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In April, 1990, the Board had a special fund drive to raise
approximately $2,000. This was used to pay past due utility fees
and gift shop invoices. One of the most telling signs of fi-
nancial trouble is when an institution must have special fund
raising events or campaigns to pay operating costs. In general,
donors respond much more favorably to special appeals if their
gifts are going toward special projects, or to capital or
endowment drives.

Before striking out after these sources (and at the risk of
being redundant), NMMM must prepare thorough plans for its future
development and be ready to show evidence of initial success
implementing the plans. Until individuals, corporations, and
local government perceive NMMM to be a successful organization
warranting the investment of corporate profits or tax payer
dollars, the museum will have little to show for its efforts.

An appropriation from Leelanau County may be the most likely
source of new funding for NMMM. Jaworski indicated that the
village of Empire may be persuaded to help with the acquisition
of a building for NMMM, but he felt the chances of village
operating support were extremely low. In order to secure funding
from Leelanau County or any municipality, NMMM faces the added
hurdle of altering its status quo .image and convincing elected
officials that assistance to the museum can benefit the entire
county. .

If Leelanau County can be convinced in principal to aid
NMMM, it may be easier for the County to pay specific expenses,
instead of issuing a cash appropriation. For example, the County
may be able to extend insurance coverage to NMMM or pay utility
bills and heating bills. One of the most beneficial arrangements

could be for the County to pay for a part-time or full-time staff
position.

Regardless of the form or level of County support, certain
assurances may be required. For example, county officials would
probably be reluctant to provide any staffing for NMMM if they
thought the need for staffing would continue to increase in the
future. An alternative may be to limit, by contract, County
support to a full-time professional position and a part-time
administrative assistant. If the programs of NMMM then grow to
the level of requiring more staff, NMMM would be solely
responsible for raising the additional operating funds.

Likewise, County support could be limited to a specified
number of years. At the end of the period the contract could be
renegotiated, or NMMM could be required to be self sufficient.
Representation by a county official on NMMM’s Board of Directors
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could also encourage Leelanau County to be more open to assisting
the museum.

Cultivating corporate support could present even more of a
challenge. Leelanau County is largely rural with virtually no
major industries which could provide significant funding. 1In
order to obtain funding, NMMM will have to find non-traditional
corporate links to the County.

For example, there may be persons with corporate ties to
other parts of Michigan or the region who vacation in Leelanau
County. Similarly, there may be outlets in Leelanau County for
major companies. Supermarkets, department store chains, and
convenience stores are types of local businesses which may be
willing to work with NMMM to obtain support form their corporate
headquarters.

Sustaining individual memberships and an annual campaign are
two other sources of potential operating dollars. Enhanced
individual support, at varying levels above basic membership, can
be tied to premium benefits or events. A bonus gift, special
gatherings at the museum, listing in the museum, or other unique
offerings and privileges can encourage members to give at
increased levels. The only caveat is to make sure the sustaining
membership benefits do not cost more than they bring in.

Another approach that can be equally succegsful is to
encourage additional giving from individuals without any
corresponding benefit, other than the satisfaction of assisting
the museum. Annual giving campaigns (a general appeal to all
members for additional funds), as well as sustaining membership
programs, can effectively tap a member’s desire to assist the
institution simply by emphasizing how additional gifts will help
the museum.

Currently, NMMM is attempting to secure funding to purchase
the Horen Livery which will serve as museum headquarters and
gallery space. NMMM is to be congratulated for its initiative in
seeking a new building. However, several changes are required in
order for this effort to be successful.

The purchase and renovation of the building, along with the
installation of exhibits, is estimated to cost at least $300,000.
With no cash reserves and no ready source of funds for the

project, NMMM is looking to local government and to private
donors to provide the cash.

At least three assumptions can be made regardlng a fund
raising effort of this magnitude. First, several major gifts
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will be needed to reach the goal. Typically, 80% to 90% of the
campaign goal is achieve by 10% to 20% of the gifts. NMMM should
not count on raising the necessary money through a general canvas
of the membership and the community.

Secondly, persons who can make significant gifts to fund
raising campaigns usually support those projects which already
have a sound track record, are financially solvent for current
operations, adhere to professionally accepted standards, and can
present a challenging vision of the future.

Lastly, donors of means, and most donors in general, view
major philanthropic support as an investment. As with any
traditional investment, they want to be assured that their
investment will produce a beneficial return, whether for an idea
they support, for the enhancement of the region’s quality of
life, for economic growth to the community, or for other tangible
or intangible reasons.

A realistic, objective assessment of a gift to NMMM at the
current time would be classified as a risk, rather than as a
sound investment. The board must bear in mind that most donors
will look at the absence of an active membership, the absence of
a genuine operating budget, the absence of liability insurance,
the absence of a solid plan for the future, and other similar
deficiencies as a risky investment. Donors seldom give to a
project solely on the basis of need. 1Indeed, thHere are thousands
of needy not-for-profits across the country into which donors can
put their support. Nine times out of ten, donors respond much
more favorably and more benevolently to the quality of an idea,
than to the need.

Does this mean NMMM’s plans to secure major funding are
impossible to achieve? Absolutely not!! However, the major
recommendations outlined in this rep