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Higgins Armory: 2011 

STRENGTHS:   

• Internationally renowned 
collection 

• Successful educational 
programs 

• Strong 60,000 + attendance 
• Desirable family audience 
• Lean & efficient operation 

WEAKNESSES: 

• Highly inefficient facility  
• “Structuctural deficit” 

despite strong admissions 
• Weak fundraising capacity 
• Overextended human 

resources 
• ~ 5 year runway to exhaust 

endowment 
 



2011: Worcester Art Museum Challenges 

• Declining Visitation 
• Declining Fundraising 
• Endowment Recovering from 2008 
• Lack of Major Exhibition Schedule 
• Internal Structural and Cultural 

Challenges 

 



Higgins ~ WAM “History” 



 
 

Higgins’ Turning Point 
 
 • Departure of a director after 2 years 

• Realistic evaluation of  revenue 
generating & fundraising capacity 

• Exhaustion of survival strategies 
• The challenge of confronting very 

hard questions ... 
 



 
 

Higgins Armory Objectives 
 
 • Conserve, Exhibit & Interpret the 1,900 

piece “Core Collection” 
• Keep the Collection in Worcester . . . if 

possible 
• Find a Successor who will Embrace 

Educational  & Interpretive Philosophy 
• Achieve an Financially Sustainable 

Solution 
 



2010: Changing WAM . . . 

• Announce Departure of Long 
Term (20+ years) Director 

• History of HAM Rejection 
• Increased Understanding of 

WAM’s Own Challenges 
 

 



2011: Worcester Art Museum Challenges 

Vision Statement: • Declining Visitation 
• Declining Fundraising 
• Endowment 

Recovering from 2008 
• Lack of Major 

Exhibition Schedule 
• Internal Structural and 

Cultural Challenges 

 



Vision Statement 



Vision: Benefits of Integration 

• Art:  World Class Collection 
– Armor is ART! 
– Complements existing 

collections 

• Family Audiences 
– “Relevance” 
– Visitorship 

• Benefit to the City of 
Worcester 

• Fundraising Opportunities 



Looking a Gift Horse in the Mouth . . . 

• Mission Dilution 
– Mission with in a Mission 

• Resource Dilution 
– Money, Time, People, Real 

Estate 

• Liabilities of Higgins 
Museum 
– Building 
– Endowment 
– Unrefined Collection 

Mission Risks 



Potential Deal Breakers 

• Commitment to Exhibit and 
Conserve a very large 
collection 

• Commitment to Spirited 
Interpretation (“DNA”) 

• Commitment to Provide 
Required Space 

• Dedicated Curator 
 

Needs: Needs: 

• One Museum 

• Financial Sustainability 
• Capital investment in new 

exhibit PLUS 
• Increased operating expense 

• Reasonable Flexibility in 
Long Term Fulfillment of 
Obligations 

 



Solutions: Mission Driven Creativity 

• Gallery 
– Repurpose WAM’s 2-½ story library 

• Open Storage 
– Improved Access to Collection 

• Core Collection 
– Focus collection through principled, peer-reviewed 

deaccessioning 
• Fundraising 

– New opportunities based on improved value 
proposition 

• Sustainability 
– Non-core Higgins assets liquidated to provide 

dedicated to support Higgins legacy 
 

 
 
 



Covenant Negotiations 

• Early Involvement of AG’s Office: Critical and 
HELPFUL! 

• Legal Documents – Counsel Needed 
• Arm’s Length Compromises: 

• Dedicated Gallery Space 
• Higgins Name Preservation 
• Funds Primarily to WAM Unrestricted Endowment, but 

with support for Higgins-related Collecting and Curator 
• Transition Phase: Higgins-Interested Trustees and 

Collections Committee Members 
• Curator of Arms and Armor “Plus” 
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