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Shifting Standards: Case Studies from the Field

Panel Discussion

Mike Brown

Head of Campus Sustainability
Portland Museum of Art

Vanessa Applebaum

Director of Conservation
Toledo Museum of Art

|

|

Amber Kerr Adam Levine
Head Conservator and Senior Edward Drummond and

Paintings Conservator Florence Scott Libbey

Smit hsonian American Ar tpreMdbs DO Sand CEO
Lunder Conservation Center Toledo Museum of Art

Jill Sterrett Anne Krayhbill

Arts and Cultural Heritage CEO, Art Bridges
Advisor Moderator
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WHY UPDATE

HKK: ATt ZN] EXKZKAEnKnljZKztntzgK3zInNlAN3
old building and systems in changing environments
Heating & Cooling
Humidification & Dehumidification
Building Envelope
ACompetition for scarce operational resources
ANO other single piece of equipment upgrade could
match impact

Donors are becoming increasingly aware of our carbon
Impact and seeking organizations that align with their

N values
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Case Study: Art Bridges Partner Loan

A Quantifying the tradeoffs
A Climate profile outside accepted range
A Dialogue resulted in a new way of measuring risk

A Integration of conservation risk with mission impact
(reach, value)

A Decision making at senior level for full balance

TMA works on loan through Art Bridges:
Top-Frederic Remington, @Al ndi
Bottomi Jasper Fr ancStasuccaVopsiegt, AiPenn




How TMA Evaluated Risk

Risk = Chance of Damage x Value Lost

If Repairable:

Risk = (Chance x Value Lost x (1 - Value Recaptured)) + Cost of Conservation

A

10



Risk Calculus: A Case Study

Risk = Chance of Damage x Value Lost

If repairable:

Risk = (Chance x Value Lost x (1 - Value Recaptured)) + Cost of Conservation

Artwork Value
Remington $7,000,000 Value Degradation 20%
Hassam $2,000,000 Chance of Degradation 20%
Cropsey $1,000,000 Value Recaptured 90%
Bierstadt $4,000,000 Cost of Conservation (per object average) $15,000
Total $14,000,000 Downside Risk $116,000
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How TMA Evaluated Risk

Risk = Chance of Damage x Value Lost

If Repairable:

Risk = (Chance x Value Lost x (1 - Value Recaptured)) + Cost of Conservation

Allows Us to Compare:

A Risk of Lending vs Risk of Status Quo
A Risk per Unit of Ol mpactd

A
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Case Study: Art Bridges Partner Loan

A Quantifying the tradeoffs
A Climate profile outside accepted range
A Dialogue resulted in a new way of measuring risk

A Integration of conservation risk with mission impact
(reach, value)

A Decision making at senior level for full balance

TMA works on loan through Art Bridges:
Top-Frederic Remington, @Al ndi
Bottomi Jasper Fr ancStasuccaVopsiegt, AiPenn
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Mandated Chang

—

D 15% reduction on California®s

already rigorous building requirements

SF Environment

-~ Humanities

Rather than trying to meet a textbook target, institutions would be well served
by devel oping strategies designed f
effectiveness, preservation, cost and environmental impact.

Laura Word, Senior Program Officer




a& Consensual

A2011 Polled current museum climate and lighting conditions
A2012 Hosted Sustainability Roundtable at SFMOMA

A2012 American Institute for Conservation (AIC) summit on climate conditions

A2013 AAMD ratification of AIC
recommendation
A2014 Internal socialization

A2014 NEH invitation to speak at
American Alliance of Museums

RELATIVE HUMIDITY SEASONAL SETPOINTS
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New ways of sharing a collection
College and university partnerships

Medical ethics student from Cal State East Bay
considering representations of health in art

A California State East Bay

A San Francisco Art Institute (SFAI)
A California College for the Arts (CCA)
A Mills College

A San Francisco State University

A Columbia University

A UC Berkeley

A Stanford University

A UC Davis

A University of San Francisco



Building resources oWhat is needed to
Implement change?

Educating staff Building Understanding
and management relationships our
AKi-Culture Pilot within environmental
g’agtg;i?]rgbmy ANational Collect strategies
Program (NCP) ATouring facilities /
s (202 Environmental HVACS the building
20z » Monitoring Group envelope & system
Climate Management Conservation Council strategies
SElElEs (@022) Roffice of Facilities Aveeting with lighting
'&'ll?rlsil:]i'ﬁzsv?/istfmeerg . Management and specialists denergy
Resources (OFMR i i
Registrar (2025) ( ) savings with LEDs

https://english.cultureelerfgoed.nl/docume
nts/2014/01/01/assessing -museun-
collections
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JOURNEY

A staff buy in

AKey Leadership staff and notification to the Board of Trustees
A Collect and analyze data about current conditions

and facilities
ARegistrars have been collecting climate data in the galleries and
art storage for over 25 years, likely longer

Decide where we would update the parameters

Systems in all three buildings are intertwined, however CSP
Building was the least stable and the one to focus on

A Select objects to monitor
A Update loan agreements and inform lenders

A Monitor data and collections

AContinuation of weekly Registrar data collection and emails with
Sustainability and Leadership staff, with the addition of
documentation by Facilities with Meraki sensors



STAFF BUY -IN

Conversations occurred organically but were initiated from
recent AAMD conferences attended by the Director

A Director, Deputy Director, Chief Curator, Director of
Collections, Director of Campus Sustainability in March
2023.

A»] b T Ke #grpEp Kaj] 0 Ago 32X nKznKzZggKgzXoZgEXKI |
prep/art handlers, building/facilities, security staff. By
November 2023 having our first 1:1 with coaches

Already had established good pathways for open and honest
interdepartmental communication. Without this foundation
Implementation would have been more challenging.




Rethinking Risk at TMA

A Advancing risk management as a practical
and understandable framework

A Aligning risk practices with our institutional
mission, vision, and values

21




How the Field is Shifting

A Climate : wider parameters, proofed fluctuations

A Light : light budgets, scientific analysis, value
assessment

A Loans* : conditions by sensitivity and history,
wider parameters, couriers only as appropriate

A Manage risk, not eliminate at any cost

*Informed by recent sector research on loan specifications and decision-making, such as Taylor & Spangler-Bickell, 2025.
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Psychology of Risk

AARHow it feelso vs. A W

A A decision-making framework can shift
psychological burdens from individuals
to an institutional model

A

23



Implementing change 0
What does it mean to be sustainable?

A Establishing new guidelines for environmental monitoring
prevention

A Evidence-based decision-making
A Seasonal change and broadening temp & RH

A Life Cycle Assessment (LCA) of collections dare they meant to last forever?

A Understanding the collection needs through risk assessment &
management

A ldentifying challenges and reducing risk

A Avoid establishing broad protocols based on perceived risk
A Opening communications and being transparent

A Establishing training & dialogues across departments

A Advocating for change and building alliances for sustainability

OTherebds an unspok
assumption in preventive conservation
that our role is to make things last as

|l ong as possibleé(i
in charge of interpreting, explaining, and
managing the life expectancy and
| ongevity of ob

Jane Henderson,
Professor of Conservation,
Cardiff Univ.




Risk Assessment (The ABCs) &
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The ABC Method

A risk management
approach to the
preservation of
cultural heritage

10 Ag

u https://www.iccrom.org

/publication/abc -method-

risk-management-

approach-preservation -

cultural -heritage
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management
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Quarterly NEBC Summary Report

Executive Summary

Portland Museurm of Ant
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$13,262

Current Quarter Savings

128,010

Current Quarter Generation (kWh)

Lifetime Summary

$25,884

Current Quarter Credits

$12,622

Current Quarter Payments

$1,326

Current Quarter Feas

1.88M Cumulative Payments and Savings {Lifetime)
Total Generation (kWh)
Wl vepnents [T Savings
£400,000
Total Credits $300,000
$ £200.000
Total Payments
£100,000
$1 77-7K <O
Total Savings 202310 2024-03 2024-08 2025-01 2025-06 2025-11
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ldentifying the goal oWhat changes are needed?

A Expanding the dialogue

POLITICAL

A Consensus building and understanding ENVIRONMENT
A II_nclus_,ive conversations and active “ENVIRONMENT STAKEHOLDERS
istening
A Understanding the challenges
A Rigid climate control is expensive and PHYSICAL

ENVIRONMENT

energy-intensive

AShi fti isigefic@ahe 0 to-e
based solutions for sustainability and
collection management

A Increasing knowledge and ldentifying
resources

A Building cohorts

ADMINISTRATIVE
AND OPERATIONAL
ASPECTS

LEGAL FINANCIAL
ASPECTS CONTEXT

A Establishing training




How essential is art? =

29 MacArthur ‘geniuses’ answer that question in “Toward Common Cause’

How does art deal with the
pressing issues of a community?

Our compass document:

A Lower barriers of access to art

A Explore collaboration as a form
of social and political capital

Go beyond the transactional to
build true partnerships

Trust process to reveal
opportunities



Art Bridges

Lunch
11:45am1 1 pm
Heartland Whole Health Institute, Ballroom B



Conservation Standards and Loan
Realities: An Evidence -Based
Approach

Joel Taylor
Senior Researcher
Norwegian Institute for Cultural Heritage Research




Alignment and the costs of change
IN museum loan agreements

Joel Taylor
Aligning Standards with Mission:
A New Framework for Accessible Lending

8 April 2026

-l '(u Norwegian Institute for
I I Cultural Heritage Research



Loan specifications
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ot he standard-sp
We will never have Certainty. 4 or 5% in RH control is based
more on what we can reasonably
|mp|IC|t bias towards moderate, expect the eQ uipment to do than
temperate environments. on any deep (now|edge of the
effect of small variations on the
Every set of numbers has a story exhibité.
behind it

Thomson (1986, 116).

Thomson, G. 198%he Museum Environmehbndon: Butterworthleinemanr



Loan specifications

£EZYof ad £B AadF Ny 4 &) agNeb 4

& Manila (Extremely hot/humid)

We will never have certainty.
Implicit bias towards moderate, e ‘
temperate environments. e =

Every set of numbers has a story
behind it

Taylor, J. & Boersma, F. 2018 Nt NHatH :t2aoB
Collections: The Impact of International Loans on Sustainable
0] a¢ NeTt uneOd®s (HAG dii(y¥ 000 06 3
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Beyond Numbers

Not just a technical matter, but a social
one.

Literature often cited numbers, but not
context.

Scientific evidence Is necessary but not
sufficient to move forward.

Evan Guston for Getty Conservation Institute



NNO one ever made a
because of a number.
They need a st or )

T DANIEL KAHNEMAN, 2017

As told to Michael Lewis in: Lewis, M. 20hé Undoing Prolectdon: Penguin adlen Lane



Asymmetry In loans

Any reduction in energy consumption
(and costs) Is enjoyed by the borrower.

bhy musy

WE ALWaYS (A0 You

du UTHED
ThINAG?

Any risk (or perceived risk) is borne by
the lender; who sets the parameters fol
the loan conditions.

Action comes with no incentive, and no
guaranteed reciprocation.

Loans have a transactional nature - :
Tom Gauld 200%R0bots Monsters etfc



MAGGIE L.
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Maggie Larsen
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Exploratory interviews about loans

Professions

AN

N

AN

AN

Conservation
Registration
Exhibitions
Insurance
Curation
Collections
Art Law
Facilities

| ocations

N
N
N
N
N
N
N

Australia
Belgium
Brazil
Denmark
Sweden
USA

UK

Institution types

N

N

N

N

N

N

Art Museums

Natural History Museums
Library Special Collections
Insurance Companies
Artist Estates

Artist Foundations



Embedded uncertainty &
Impact of perceived roles



Imagined conflict, and imagined harmony

Impact of each role/actor on the whole
system

Different professional disciplines

NoBtr ntr X XZror @6Zr /
came from

& 'MW SORRY, | HAVE NO IDEA WHAT YOU'RE SAYING

Dl pclopiIgq pogLAXy Npneowol



Professional humility

NReglstration wi | | say
or oOoconservation wi
conservation wi |l | say

going to say thiso e |
and weodOre not saying

CINTERIEW b

& M SORRY, | HAVE NO IDEA WHRT YOu'RE SAYING

-

pog3dg Xy OWwnes

oD
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Percelved lack of agency

Richard H. Thaler
Cass R. Sunstein

Nudge

Improving Decisions
About Health, Wealth,
and Happiness

oOf course, a gro
can be shown that the practice Is
causing serious problems. But if
there Is uncertainty on that question,
people might well continue doing
what they have al

Thale& Sunste(2008, 589)

Thaler, R.H. and Sunstein, C.R. (2008pe: Improving decisions about health wealth Nend Happime@sd London: YdleiversityPress



Procedural uncertainty

Nl was gl ven my t
That 6s what vyou d
guestioned 1 1.

C INTENIEW b

@ Dudettewithsign



Hidden Costs



The cost of uncertainty

rthe thing about the 50 plus/ | |
mi nus 5 i s é i tWsy/pbewm | |k
: : : (/)  OF EXPERIMENTAL
Bible; you just believe the Wy, e
text, you don't have to

guestion it. o0

T INTERVIEW 4

Tom Gauld



The cost of uncertainty

Without a specific number to present,
there Is a cost to developing specificati

DEPARTMENT
: EXPERIMENTAL
Impact of each role/actor on the whole ¥ CEOMETRY

system is uncertain.

£ZY JA0Otd0gdsoun dae Nt

Tom Gauld



Fear of consequences

mltos really har]
conservator to write in that
conservati on memo,
your range of climate control is,
and 1t coul @& be

T INTERVIEW 18

@Dudettewithsign



Aversion to negative repercussions

there's no risk to me. It's well
documented. And Iif what I've told
you is wrong, then all of these
other generations of people Iin
front of me were wrong too.

T INTERVIEW

@Dudettewithsign



The cost of bargaining

A lot of time spent in baakdforth discussion
about to reach a mutually agreeable specifica -

Nt just causes a lot more
work to try to negotiate,
whether you're lending or

borrowing. O

“T'll let you know if I need anything

other than air-conditionin 2. o

T INTERVIEWS
Lynn Hsu



The Industry standard and the Marketplace

ﬁA\ IOt Of horse tradlng Tomato And Garlic Stand With Price Tag
goeson in loans. 0O - ;

T INTERVIEW

1 Marketplace
1 Market rate 8 e 4 :
1 Different currencies - - X

hoto by Scopio from Noun P,roject.»




Issues of trust



Goodneighbouyreciprocity

"thereos a | ot of
museum work €& you
to help;, you want

T INTERVIEW 19

Stand At The Street [Fadfb by

e

> QD

Top View Of Two People Standing Besidelgget

from NounProject.com



Retaliatory conditions

Lenders who requested that their object get ‘:f".'". 6‘{'

Nbetter conditil ons
It woul d whenever I
on di splay at t he
coming fr omo

T INTERVIEW 4

.b‘a“.\‘

-—-_

f 0 6 e T Sad.
/ ‘_ : ,., ~ N'@ Photo by Sc

opio from Noun Project

£

@ StafWAt The Street Madgoby

,
@D

Top View Of Two People Standing Beside Vege

from NounProject.com
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Retaliatory conditions

Even professionals who resented
lenders requesting what was deemed a

Nspa treat ment o
T INTERVIEW 4

can end up I nsert.|
of 50 +/ -5% for outgoing loans
T INTERVIEW 18

.b‘a“.\‘

-—-_

Togme o )
| "% &% © V& Photo by Scopjo from Noun Project

£

)
Top View Of Two People Standing Beside Vegetable Stand At The Street Madeb by

from NounProject.com
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Reciprocity (and reciprocal concessions)

&o
et

Created by Round Icons,
from the Noun Project

Reciprocity and loagrm relationship buildirdy
often more of a priority for curators than
conservators.

Reciprocity Is important, especially when actions
are repeated and reputation Is at stake.

"Tit for Tat' strategies



Power dynamics

X-ref: Marketplace, Perceived lack of agencyné&pobblr Hidden costs,
Fear of consequences, Cost of uncertainty, Issues of trust



Cultural diplomacy

Lending as an act of cultural diplomacy

Building relationships over risk to a single
object

Home vs. loan requirements (lender holds
advantage)

Chesdy Veconfrom Noun
Project



Power differentials

NMaybe we work harder to
prove we can meet these

parameters as well 0
T INTERVIEBO

No Ones

\/\/orking Hq\'de,(
Thqn /V\tj AC

| l’{ !

@ Dudewithsign



Reputation and reputation



Reputation (prestige)

We know wmma e — FU
decline a request from them. 0 | L F\&“’fma >
T INTERVIEWS SR

o @DudeW|th5|gn



Reputation (traits)

A strong regulating factor when years of
Interactions between institutions are involved.

Loans are not baakdforth but rest on many
years of relationships and interactions.

Photo by Gigih Hafdhia

Orange Butterfly Si
by GigihHardhiafrom NounProject.com



Analysis



Socilal norms

NFor a norm to be perpet
It IS not necessary for the

majority to believe it, but only

for the majority to believe that
the majority bell eves

T
ALAN BERKOWITZ, 2005

Berkowitz, A. D. 2005. OANn Over vi eCwangingthe Culaure 8foColliege Drinling:rA
Situated Prevention Cangoliigd by L. Lederman, and L. Steward2093 Cresskill: Hampton Press.



Signallingnd momentum

Messages, but mainly actions, of visible actors
AT MHY O0tFt 3Ng) e éBLO:E
decisions.

Signals are often costly, which creates
expectations from other parties.

1 Messagedoneareweaksignals

Blue And Green Peacock Feath8cbgidrom
NounProject.com



The Cost of Changing

Technical problems Adaptive challenges
Easy to identify Difficult to identify
Often quick solutions Requires change in values/ approach

Often solved by authority/ expelt People with the problem solve it
Requires change in few places | Requires change in many places

People generally receptive Resistance (to even acknowledge)
Solutions can be implemented | Solution require new knowledge /
quickly can take a long tome to implement

Hei fet z, R . A ., and D. L . HavardBussmess Relidi®t34. 6 The Wor k of



Collective action

The issue of influence and of market
rate can be affected by a groundswell.

Even costly actions can be seen as .
XBoagZX Zajnodghiatgrests Z r :)l Up! -

e
Institutions working together reduce jl
asymmetry. Hlis

Tm Gauld for The World Todag12)



Policy, power, and perspectives

What happens between institutions is

more important than what happens
within them.

Wider parameters are a starting point,
not a new Ol ndustr
Acknowl edge oneo0s

better and worse).

Mort Gerberg



Summing up

Acknowledging the costs of change helps avoid
the cost of not changing.

No single action resolves this.
The biggest chall enges arer

We need to do it together.



Acknowledgements

Thank you!

Caitlin Spangldsickell
All of our interview participants
The Loans Project Advisory Panel members
Professionals who gave us insights and contacts
JustinGranngformerly RAND) & Mark Toukan (RAND)
Norwegian Institute for Cultural Heritage Research (NIKU)
The Managing Collection Environments Initiative
The Getty Conservation Institute
Art Bridges & organizers
You, for listening



ArtABridges
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Smart Sharing: Preventative Tools that Reduce Risk and Cost
Panel Discussion

Adrienne Reid Dave Masom Fiona Graham

Senior Vice President CEO Owner _
Huntington T. Block Conserv Graham Conservation
Insurance Agency, Inc.

Annika Erikson Caitlin Southwick
Founder and CEO Founder of Ki Culture and
Articheck Sustainability in Conservation and

Managing Director of Ki Futures
Moderator



Aligning Standards with Mission: New
Framework for Sustainable Lending Convening

Panel: Smart Sharing: Preventative Tools that Reduce Risk and Cost
Adrienne F. Reid, CIC

H1B

IF THE WORLD TREASURES IT,
HUNTINGTONT. BLOCK
INSURES IT.




- Thoughtg MIM care
from a fine art insurance professional.

By Adrienne Reid




Insurers & Sustainable Collection Care

ASurvey of fine art insurers about the BIZOT Protocol and if/how their
underwriting standards are changing related to:

A Environmental Conditions
A Sea Freight Transit

A Packing and Couriering

AFine art insurers support sustainability but only when object preservation is
not compromised.

ACore Insurer Position: Anobject -first approach




Environmental Conditions

A Move beyond 50/70 rule.
A Research shows tailored climate strategies can benefit both objects and the planet.

A Factors to consider:
A Type of collections (material sensitivities)
A Microclimates (cases, localized controls)
A Regional climate & building infrastructure

A Insurance policies do not cover gradual deterioration.

A Insurer Stance on Environmental Changes: Supportive when changes are
evidence-based, documented, and maintain object stability.




Sea Freight

ATransit is always a high risk: Around 60%
of fine art claims are transitrelated.

ASea Freight: Far less oversight/control,
precarious climate conditions, and
extended time element.

Alnsurer Stance: Fine art insurers
overwhelmingly indicated that they
generally do not support the use of sea
freight unless air transport is not
feasible.




Reusable Crates & Sustainable Packing
Materials

A Crate construction and packing materials have
Improved considerably in the past several decades. / :
v g

A Deterioration is cumulative- 1J1JT Waq VY Wa ¢ U¢ NIJWy 7
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A Aim to dampen vibrations

A Build a box within a box

A Crates carrying multiple items

AInsurer stance on packing: Support
sustainable/reusable materials only if protection
from shock, vibration, and climate is not reduced.




Couriers & Oversight In Transit

A Traditional preference: Physical couriers,
especially for highvalue or highrisk works.
Couriers help prevent accidents and advocate
for the object in transit.

A Emerging practices: Virtual, bookend, and
shared couriers can reduce emissions.

A Insurer expectation: Courier model should be
chosen based on a risk assessment of the
object and routey not just cost or carbon.

A Consider couriering as professional
development tool.




Conclusion & Insurance Considerations

ASustainability and preservation can align, but tradeoffs must be managed
deliberately.

AWhat insurers expect from museums:
A Object-first mindset

A Evidence-based climate and transit decisionsT tailored approach

APhysical protection and preservation of the insured objects must be
primary priority.




consery

Smart Sharing: Preventive Tools
that Reduce Risk and Cost

1}
Dave Masom

Chief Executive

Aligning Standards with Mission: Officer

A New Framework for Accessible Lending
Art Bridges Foundation
April 8,2026




Access IS the mission
Access affects risk



Status Quo

We rely on norms
Instead of collection
specific needs

Subjectivity

We overemphasize
some risks and
overlook others

Uncertainty

We use strict
requirements as it
feels safer




