Measuring by the Mission

Institutional Research at the J. Paul Getty Trust



Why have an
Office of Institutional Research?

To provide a solution to an important problem
at the Getty:

There was no single resource responsible for
gathering statistics, and ensuring consistent
processes for gathering statistics, that could
support evaluations of Getty activities.



Institutional Research
Mission Statement

To capture qualitative depictions of organizational
performance and impact. To research and record In
a consistent fashion, over time, the activities and
administration of the Trust and its programs. To
build a retrospective data set for historical reporting.
To assess - and allow others to assess - the

Institution’s performance by measuring against Iits
mission.



Short-term objectives
(immediate):

Support requests for information about the
activities of the Trust that will serve to help us
understand their impact on the community.

In this work also begin to develop categories
and processes for consistent information
gathering that will support general areas of
research and reporting.



Near-term objectives
(6 months to 1 year)

Publish the office’s research on our Web site
or Intranet. This research will clarify the
mission of the Office of Institutional Research
to Getty staff, and create a template for
ongoing research.

Research at this stage will include quarterly
reports that establish a common data set.



Long term objectives
(beyond the first year)

Provide information that supports planning,
policy formation, and decision making of the
Trust in a meaningful way. This research will
connect our activities to our goals and
purposes, help the Institution more
successfully reach Its objectives, and
demonstrate integrity and accountability in so
doing.



Long term objectives
(continued)

Lead the coordination among cultural
Institutions for the exchange of
measurements of our success, the objective
being to learn from each others’ successes
and problems.

Accomplish this by sharing combined
numerical and evaluative research.



Potential lines of inquiry:

1. Evaluation of the measurability of the Mission
2. Quality of Experience (Access)

3. Fulfillment of Educational Mandate

4. Institutional Reputation

5. Management Priorities and Achievements

6. Tenure, Nature and Diversity of Staff



Potential lines of inquiry:
(Continued)

/. Standards of Governance
8. Contributions to Scholarship and Conservation
9. Collection metrics

10. Exhibitions metrics

11. Facilities’ contribution to core mission

12. Tracking the budgeting and application of
financial resources.



Making it Work

Current working relationship with the Web
group can be a model

The Web group maintains the systems and
processes to collect data on its work. The
analyst ensures appropriate data IS
collected and looks for measurements
meaningful to the mission of the Trust and
researches and reports on them.



Making 1t Work
(Continued)

A similar system can be used by the Office of
Institutional Research.

Facilitate the programs’ maintenance of
data collecting systems and processes;
maintain consistent reporting to the Office
of Institutional Research; provide access to
reporting data as well as analysis and
evaluation.



Final Note

We should avoid what I1s sometimes called
the “fallacy of focus”.

Performance measurement systems often

focus on what iIs measurable rather than what
IS Important.



Final Note
(Continued)

I's Important to measure the number and
marketability of exhibitions and the number of
visitors, for example, but our broader focus
should conform to the following: It should
measure against the mission of the trust.



Sample Reporting “Matrix”

* \WWe established a reporting matrix by
reviewing several quarters of budget
reports and reporting documents
Internal to iIndependent Getty programs.



ample Reporting Matrix (cont.)

Communicationfi Conservation [ Facilitiei§ Grantsfg GRI [ ITS & Museunf Welg
X

Workshops

Volunteers X

Volumes Published Title X
Volumes Published Description X
Visits

Visits X
Visit duration X
Users X
User Feedback

Trust report print run and distribution X

Trainees Name X

Trainees Number X

Trainees Area X

Trainees Project X

Teacher training Visitors

Symposia hosted Title X

Symposia hosted Subject X

Symposia hosted Attendees by number X

Symposia X
Student visitors

Staffing X

Staff Presentations X

Sponsored Events Number, Type X

Scholar Year Presentations X
Scholar Year Events X
Scholar Year Lectures X
Scholar Year Collaborations X
Royalty income

Research Projects Objectives X

Research Projects Planned X

Research Projects In progress X

Research Projects Completed X

Research Databases Records added X
Research Databases Visits/searches X
Research Databases Articles indexed X
Research Databases Records created X




Sample Reporting Matrix (cont.)

* Once the matrix has been established,
It’'s easy to see where reporting can be
Improved through coordinated metrics.

- - ~ |GIahis - [GRIN - [ITSH - |  JWSE - |
External Partn.rships X | [ [ '
Exhibitions Closing
Exhibitions Visitors
Exhibitions Opening
Exhibitions Closing
Exhibitions Visits
Exhibitions Open
Exhibitions Closed




Next Steps

 Publish the reports internally as they
are, exposing data collecting
differences.

e Demonstrate the value of coordinated
metrics to the programs

« Coordinate next quarter’s reporting.



A Case Study

* Following is an example of the benefits
of coordinated metrics.
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Problem:

The Getty Web site has over 100,000 pages, dozens of
tools for researchers, information on visiting, and a
large collection of on line images and object data.

With so much information and such varied content, how
can we direct users to the pages they want to see?



ANnswer:

Many paths for many users

By analyzing traffic data, surveys, usability studies
and focus groups we can segment the user population
and content and create pathways that are intuitive for
each group.

User needs analysis...
Content analysis...

What about Business
objectives?




Evaluation methods

 Visitor surveys

Nahmias Research

 Log and packet analysis
NetGenesis (SPSS), RTMetrics (AuriQ)

o Usability studies

BHA, OPAC, Research sub-site, AAT, TGN,
Conservation sub-site, Home Page, Visitor Guide
and others



This isn’t as easy as it
sounds... card sorts can

help. (www.websort.net is a

Assumptions: good resource)

We began with an internal content review, and grouped users and
content into 3 categories:

o “Surfers” browse the collection for fun. They pursue
an interest in art in a casual way.

o “Visitors” want information about visiting the Getty Center.

 “Researchers” are professionals (art historians,
curators, conservators, gallery owners, teachers).



What do the studies show?

Testing our assumptions

Data is from our Winter

e Visitor survey data 05 survey.

— A total of 1,030 surveys were collected by Nahmias
Research

— When directly asked about their use of the Getty
Web site, about 50% of visitors said they visited
the Getty Web site to prepare for the day's visit.
/0% said they had been to the Web site at some
point in the past. Closer to 10% were motivated
to visit by something they saw on the site.



What do the studies show?

: Declining as a %
* Log file data of total visits

Only 10% of visits begin on the home page

Nearly 30% of home page users are looking for
Getty Center visitor information

60% of research tools users (AAT, TGN, BHA,
ULAN, Research Library Catalog) enter directly



What do the studies show?

o Usability sample page 1: the Home Page

[t the Getty

art?”

Search Site Map

e | \/z szto r Guzde

e Planning Your Visit | Calendar | Espasiol

“I don’t want to know

@ about you, | want to
Al) ) ‘I: U g2 find what I'm looking
( u _____ for.”

News | Bookstore | Museum | Research Institute | Conservation [RSttee | crtait rrogai




What do the studies show?

o Usability sample page 2: Conservation site

Visitor Guide: About Us  Saasrch  Site Map
7 ’
| don’t know

what's t_)e hind ofall Getty programs and a central focus of the
these links.”  jite. With the aim of advancing practice and serving

€ profession, activities include research in the laboratory and field,

i Institobe

education and publications, the care of collections, and grant support.

“This looks
like a PR
Public Lecture: letter Slte”

to Conse in Chi “ intings
: ume 17, Mumber 3, Fall

Project Update: China Principles Guidelines
Published




What do the studies show?

e Usability sample page 3: Visitor Information

ExPLORE ART Visitor Guide Search  Sita Map

“This is

: want to click, and
clear.

what I'll get.”

Fezervations

Planning Your Visit Event Calendar Offered Daily Placesto Go Learning & Teaching

@ Hours and Adrmission Exhibitions Tours Getty Center School Wisits

Transportation Gallery Talks and  Crientation e For Teachears

Guia del Feservations Cermonstrations Filrm Museum

eﬂ%éagtﬁil How to Get Here

College Students
Lectures, Audioguide Central Sarden  znd Professors
Conferences,

and Seminars
Access
Music,

For Familizs Wwhere to Eat

Fesearch
Institute
Gallery

Groups B Perfarrmance,

d Fil
Helpful Hin S T

Adult Courses
Contackt U
se = and Waorkzshops

Libraries

E Aol
=leine Farnily Activities




What do the studies show?

e “Clickstream” data revealed three
primary content categories that fit neatly
with our user profiles.



3 Content Categories, 3 User Profiles

Content Category 1: Collections and Exhibitions

User Profile 1: Internet surfer

Data point: 27% of Web visits are from “surfers”

Black-Figure Kylix

Attributed to the
Greek, Sparta, 570 - 565 B.C.

H:: 4 ¢/, in.; Diam (bowl): 5 +/, in.

85.AE.121
On the interior of this or or cup,
the Greek hero battles the monstrous , a fire-

breathing creature that combines elements of a lion, a snake, and a
goat. In most depictions of this myth, a favorite among Greek
artists in the 600s and early 500s B.C., Bellerophon rides

his winged horse, but here he has dismounted, still holding the
reins. While Pegasos strikes at the Chimaera with his hooves,
Bellerophon spears the monster from underneath.

The unique, symmetrical arrangement of the rearing horse and
monster framing the hero is the result of the artist's attempt to find
creative ways to fill the circular area of the interior of a cup. Three
ornamental bands and at the handles decorate the cup's
exterior.

Continued...


http://www.getty.edu/art/collections/bio/a754-1.html
http://www.getty.edu/art/collections/glossary/g641.html
http://www.getty.edu/art/collections/glossary/g839.html
http://www.getty.edu/art/collections/glossary/g872.html
http://www.getty.edu/art/collections/glossary/g217.html
http://www.getty.edu/art/collections/glossary/g262.html
http://www.getty.edu/art/collections/glossary/g430.html
http://www.getty.edu/art/collections/glossary/g437.html
http://www.getty.edu/art/collections/glossary/g510.html
http://www.getty.edu/art/collections/glossary/g779.html
http://www.getty.edu/art/collections/objects/oz12939.html

3 Content Categories, 3 User Profiles

.
Oriteri cUd O11E Of] (10 [ 111 0lf
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ﬁ A More Exhibitions & Press Kit JAN.24.03-APR.27.03

[The Art| [The Artist| [The Exhibition| [The Book| [The Events| [Your Reaction |

BILL VIOLA THE PASSIONS  [ome

Bill Viola's new video works give an%tinate
look at emotions expressed in silence and
opened up by slow motion. Reflecting his
fascination with older European devotional

paintings, The Passions uses modern
technology to explore the power
and complexity of emotions,
which have captivated Eastern and

Western artists, mystics, and philosophers

for centuries.

Organized by the J. Paul Getty Museum, the
exhibition will travel to the National
Gallery, London, and the Munich
State Paintings Collection.



3 Content Categories, 3 User Profiles

Content Category 2: Visit Information
User Profile 2: Getty Center visitor
Data point: 11% of visits, 10% of users are Getty Center visitor

General Information
" Hours and Admission

® Howy to Get Here

B Group Wisits
= Contack Us

® En Espafiol

Explore Art RUIENRUCREIYE About Us  Site Search Site Map

What to See and Do

® Eyent Calendar

® Exploring At on Wiew

® Exploring the Architecture
® Exploring the Gardens

® Talks and Tours

YWhere to Eat
® For Families

® Getty Museum Stores

® Tracing Light: An
Evening with Simon
Shaheen and A.]. Racy

® Recearch Libraries




3 Content Categories, 3 User Profiles

Content Category 3: Research tools and resources
User Profile 3: Researcher
Data point: 15% of visits, 13% of users are Researchers

ResearCh Explore Art Visit the Getty Site Search Site Map

Fesearch Horme b Conducting Research

Conducting Research

Conducting Research Library Resources Research Library Services

Research
Scholarly Activities = Search the Library Catalog m Research Library Overview

About the ® Special Collections ® Access Policy and Reader Privileges
Research Institute ® Photo Study Collection ® Circulation Policy

B Droyenance Research B Interlibrary Loan

® Nigitized Library Collections ® Grants for Scholars

® Subscription Databases and
Other Catalogs and Resources

Other Getty Research

Standards and Yocabularies Resources

) B AATS Cnline: Abstracts of International
B | garn About the Getty Vocabularies Conservation Literature

= At & Architecture Thesaurus ';MT]' ® Avery Indesx to Architectural Periodicals
= Getty Thesaurus of Geographic Names (TGN} = gibliography of the Histary of At (BHA)
® Union List of artist Mames {ULAN) ® Conservation Institute Resources

B Nigta Standards and Guidelines m ] Paul GEtt'}." Museurm Fesearch and
Conservation

® ], Paul Getty Musewum Collections
B Getty Exhibitions




Log file and packet data —
summary

« Surfers will access the site from a variety of referrers,
not just through the home page.

 Visitors will enter via the home page

 Researchers are repeat users. They find content or
tools they need and use them over and over again



Log file and packet data — surfers
entering at many different pages
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Log file and packet data — Home page
clickstream

Home Page Clickstream from a Page in Users
# of Users | % of Total
/ 151,491 100.0
No more pages in path 25,037 16.5
Ivisit/planning/ 16,451 13.1
Ivisit/ 13,794 9.1
/ 8,538 5.6
/museum/ 7,081 4.7
/art/exhibitions/ 6,171 4.1
/art/collections/ 5,882 3.9
/about/ 5,715 3.8
/search/ 5,202 3.4
[art/ 4,154 2.7
/art/exhibitions/lange/ 4,140 2.7
/research/ 4,120 2.7
/grants/ 3,751 2.5
[/sitemap/ 3,729 2.5
/cgi-bin/calendar/displaycalendar.pl/ 3,259 2.2
/research/library/ 2,513 1.7
/bookstore/ 2,260 15
/art/exhibitions/greuze/ 2,258 15
/education/ 1,806 1.2
/conservation/ 1,695 1.1
Other 23,935 15.8
subtotal 151,491 100.0
Grand Total 151,491 100.0







Our response to the results

e Optimized “Visitor” home page.
— Redesign the home page to show more art, make links look
clickable and bring more content to the top.

‘%}t the Getty exmivitons )

o were brought
> EXPLORE ART THE PASSIONS to th top.

Ex

Program
links look
clickable

Important resources _,
lundred Years of
for researchers have |iscripts
been exposed

phaotagrapher.

ehistoric Arts
iy 4




Our response to the results,
continued

 Optimized metadata for searchers.

Using information available on

, we
modified our object pages to improve
Google rankings.


http://www.searchenginewatch.com/

Sample object page

Web |mages Groups News Froogle Local Deskiop  more »

= : : Advanced Search
GO L)Sle Isuldlers plundering Search | retorarane

Wehb Results 1 - 10 of about 342,000 for soldiers plundering. (0.18 seconds)

Soldiers Plundering a Village (Getty Museum)
A work by Pieter Past from the J. Paul Getty Museum's collection.
wawwy, gjetty. edufart/collectionsfobjects/of 02 html - 17k - Cached - Similar pages

wwnwi rice edufcgi-binfwebbaselprojects/iBlafferMort.
Similar pages

| Book Review | The American Historical Review, 106.1 | The ...
The title, reinforced by a cover illustration of soldiers plundering a village,
sugnests a concern with how the war disrupted people's daily lives—aor, ...

wawy, historycooperative. orgd jourmalsfahe 106, 1/br 127 html - Similar pages

Books: Confronting lmages of War
Before accessaorizing the corpse, McCullin had witnessed two soldiers plundering
the bady: "They kept laughing at the photographs in his wallet and throwing ...

wannny, 21, Orfissues 2003 3ooks. aspyprinterfriendly=yes - 17k - Cached - Similar pages

Sar trophy' stays put - Rethinking Riel - CEC Archives
A reporter for the Toronto Mail newspaper wrote of soldiers plundering Métis
homes: "stoves, clocks, bedsteads, tables etc. were all mercilessly destroyed ...




Expl(]re Art I dl Visit the Getty AboutUs  Site Search Site

4 Previous

Soldiers Plundering a Village

Collection Search:

Gg)

Getty Bookrnarks
Video Gallery
Current Exhibitions
Paszt Exhibitions
Future Exhibitions

Mew Acquisitions

Enlarge

Attributed to Pieter Post
Dutch, Haarlem, about 16305
Qil on canwvas

301/ w44 in.

T2 .PA 2B

Add to Getty Bookmarks

In the central square of a picturesque Dutch wvillage,
soldiers load booty onto a cart beside a well and others
attack a man at the right. Still others pillage the church on
the left. In the background, additional intruders assault
people and plunder their homes,




Soldiers Plundering a Village

R T T TP TR o o e——

i

Enéﬁ@l

2 | DOCTYPE HTML PUELIC "-//wW3C//DTD HTML 4.0 Transitional

HTML >
HEAD >

TITLE=>Soldiers Plundering a willage (Getty Museuml< /TITLE>
META NAME="ROBOTS" CONTENT="index,follow":

META MAME="DESCRIFTION"
ONTENT="A work by Pieter Post from the 1. Paul Getty Museum's collection. =

META MAME="KEYWORDS"

ONTENT="Pieter Post, Soldiers FPlundering a willage,

soldiers Plundering a willage, sSoldiers Plundering, Real Life, Paintings,
Horses, Churches, willages, ©il on canwas's

MAME="IMAGE" CONTENT="00070201">
MAME="SHORTTITLE" COWTENT="Soldiers Plundering"s>
MAME="ARTIST" CONTENT="Pieter Post":
MAME="ARTISTHATIONALITY" COMTENMT="Dutch":>
MAME="DATE" CONTEMT="Mid 17th century">
MAME="ITEMTYPE" CONTENT="011 on canwas'z

Attributed to Pieter Post
Dutch, Haarlem, about 1630s
il on canvas

30 1/ = 44 in,

72.PA.26




ou search Google for Getty content..

Results 1 - 10 of about 17,700. Search took 0.18 seconds.




If you search Google for content that
Isn’t ours, you’ll find us at the top

Webh Images Groups MNews Froogle Local Deskiop  more »

GO ngle [The Da Vinci Code facts and fallacy search | pdvanced Seanh

The "AND" operatar is unnecessary - we include all search terms by default. [details]

Web Results 1 - 10 of about 16,700

Deconstructing the Da Vinci Code: "Everybody loves a conspiracy.”

I'll quote frorm The Da Vinci Code and follow the quote with some facts.

Fallacy : "Fortunately for historians.. some of the gospels that Constantine attempted ...
wnpnny, ¥BN0S, orglessaysideconstruct_davinei htm - 22k - Cached - Similar pages

TeacherArnExchange (Education at the Getty) - Re: MENEC - Decoding ...
Frevious message: Rick Larson: "The Da Vinci Codefacts and fallacy”; Maybe in
reply to: Christine Besack: "MSMNBC - Decoding The Da Vinci Code™ ...

weerwy, ettty edu/educations teacherartexchangefarchive/Dec04/0064 himl - 11k - Cached - Similar pages

TeacherArtExchange (Education at the Getty) - By Subject
The Da Vinci Code'facts and fallacy. Rick Larson, Sat Dec 04 2004 - 08:24:43 PST.
AEM: The Da Vinci Code'. Holmgren, Sun Dec 05 2004 - 19:55.32 PET ..

wnnnn. getty. edufeducationd teacherartexchangefarchive/Declds - 41k - Cached - Similar pages




Why does the Da Vinci Code
search return our site?

Because message boards draw search traffic

Education Explore Art Visit the Getty

Find Lesson Plans on getty.edu!

Incorporate visual arts into your curriculum.
For K-12 and adult ESL.

Code
and™* tinted glue
upc
Messages sorted by: [ dat : author ][ attachment ]
Mail actions: [ respond to t i ]

n mind the




Our response to the results

e Use of metadata and reliance on external
search engines

— We optimized our site for the search engine with the fastest
growing user base at the time, Google.

January - March 2000 January - March 21 2003 January - March 2005 % of Total
No Referral Information 22.6 No Referral Information 27.9|No Referral Information 37.6
altavista 3.6 google 15.6 google 13.7
yahoo 3.3 yahoo [ yahoo 4
google 2.9 artcyclopedia 5.9 arteyclopedia 38
msn 2.8 msn 3.8 J00gIe.co 17
yahoo 2.3 aol 1.4

excite 22| |ask 1.1|MsN L
yahoo 1.6 google 1.1]|900gle 1
aol 1.1] [textweek 0.6|textweek 0.7
lycos 1.0 google.co 0.6/aol 0.5
looksmart 0.8 altavista 0.6|ask 0.5
google 0.7 google 0.5 google.com 0.4
aol . 0.7 netscape 0.5 google 0.4
dogpile 0.7 google 0.4

msn 0.6 google.com 0.4 n/a 0.4
askjeeves 0.6 n/a 0.3/900gle 0.3
lycos 0.5 nhptv 0.3

ask 0.5 google 0.3




Our response to the results

eResearch and conservation sub sites

—Feature tools and databases, and de-emphasize exhibitions
and events

Visitor Guide Us 'Search SitaMap

All parts of the Getty make new knowledge their goal. The Research
Institute pursues this mission through an international residential
scholars program, a growing 800,000-volume library, major archival
collections, exhibitions, publications, lectures, and symposia.

R?Sear(ﬁh at the Getty

Conducting Research

Research......

Experiments.in

Search Site Map




Visits of no duration on the home page dropped
from over 20% to less than 10%

Before After

1 No Duration 2,651 No Duration 2,053
2 1 second - 2 minutes 4,066 1 second - 2 minutes 10,392
3 2 minutes - 4 minutes 1,789 2 minutes - 4 minutes 2,820
4 4 minutes - 6 minutes 1,032 4 minutes - 6 minutes 1,554
) 6 minutes - 8 minutes 672 6 minutes - 8 minutes 984
6 8 minutes - 10 minutes 472 8 minutes - 10 minutes 683
. . 10 minutes - 12 minutes 494
7 10 minutes - 12 minutes 380 : :
12 minutes - 14 minutes 400
8 12 minutes - 14 minutes 267 - ;
14 minutes - 21 minutes 974
9 14 minutes - 22 minutes 771 .
i s >= 21 minutes 1,694
10 >= 22 minutes 986
Home Page
Summary
Total # of Visits 13,086 Home Page
Total # of Visits 22,048
Avg. Visit Durati inut 7.5 . . . .
vg. Visit Duration (minutes) Awg. Visit Duration (minutes) 7.2




Room for improvement

 We’'re drawing nearly half of our visits from search engines, but
when those visitors arrive, they see this:

Black-Figure Kylix

Callection Search:

Enlarge

Attributed to the Hunt Painter
E Sparta, about 540 B.C,
otta




Room for improvement
continued

 And they don’t see this:

About Us Visitor Guide

Plannil




Possible solution

S OIGTCN VGl Visit the Getty  About Us  Site Search Site Map

Explore Art

Explore Art Horme b Current Exhibitions

Current Exhibitions

Getty Bookmarks ﬁﬁ?} Paper &rt: Collecting Drawings in Holland, 1600-
Video Gallery 2 — 1200

Current Exhibitions @ 4 September 6-Movember 20, 2005
Past Exhibitions o i,
—

{4du% et
Future Exhibitions o *'E@_'}

Mew Acquisitions Shrine and Shroud: Testiles in Ulurminated

Manuscripts
June 28-0October 2, 2005

Art Education Research Conseryation Philarthropy

J, Paul Getty Museur | Exhibitions | Explore Art | Muszeurn Research and Conservation

Explore Art Horme B Current Exhibitions

Current Exhibitions

Getty Bookmarks @‘“ Paper art: Collecting Drawings in Holland, 1600-
Video Gallery 2 e - 1200

Current Exhibitions @ & September 6-Movember 20, 2005

Paszt Exhibitionsz [ T

Future Exhibitions — ﬁj—

Mew Acquisitions Shrine and Shroud: Textiles in Hluminated

Manuscripts
June 22-0October 2, 2005




Summary

e Focus groups, usabllity studies, and
guantitative analysis of logs and data packets
showed us we can effectively serve 3 distinct

user groups by:

— Understanding the access points
— Providing clear paths from appropriate entry points
— Optimizing interfaces to fit the user profile
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