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Postgraduate Certificate in Restoring Vintage Musical Instruments

Project Management for Instrument Conservation

Project Charter – The foundational document that formally authorises the conservation project and outlines
its purpose, objectives, high‑level scope, key stakeholders, and authority of the project manager. In
instrument restoration, the charter may state the aim to return a 19th‑century violin to playable condition
while preserving its historic fabric. It also records constraints such as budget limits, timeline, and any ethical
guidelines from the sponsoring museum. A common challenge is aligning the charter’s broad goals with the
detailed technical requirements that emerge during the assessment phase, which can lead to scope creep if
not managed early.

Scope – Defines the boundaries of work that will be performed. For a vintage piano, scope might include
structural repairs, finish restoration, and tonal adjustment, but exclude the creation of a new case. Clear
scope prevents misunderstandings; however, conservators often discover hidden damage during
disassembly, requiring re‑evaluation of what is feasible within the agreed limits. A well‑crafted scope
statement should reference the condition report and specify what is considered “in‑scope” versus
“out‑of‑scope”.

Work Breakdown Structure (WBS) – A hierarchical decomposition of the total project work into manageable
sections. In practice, a WBS for a 1920s saxophone might break down into major deliverables such as
“Disassembly”, “Material Analysis”, “Surface Treatment”, “Reassembly”, and “Final Testing”. Each of these can
be further subdivided into tasks like “Document serial numbers”, “Microscopic alloy analysis”, or “Apply
protective lacquer”. The WBS helps allocate resources, estimate durations, and track progress. A frequent
pitfall is creating overly detailed levels that become difficult to maintain, especially when the project
timeline is short.

Gantt Chart – A visual timeline that displays tasks, their durations, and dependencies. When planning the
conservation of a historic harp, the Gantt chart may show that “String replacement” cannot begin until
“Soundboard inspection” is complete. This visual tool assists in identifying potential bottlenecks and
communicating the schedule to stakeholders. Challenges arise when external factors, such as delayed
receipt of specialist adhesives, shift the chart’s critical path, requiring rapid re‑sequencing of tasks.

Critical Path – The longest sequence of dependent tasks that determines the shortest possible project
duration. In a project to restore a vintage drum kit, the critical path might include “Frame repair”, “Head
selection”, and “Tuning”. Any delay on a critical‑path activity directly extends the overall timeline.
Recognising the critical path early enables the manager to allocate extra resources or buffer time. A
common difficulty is that the critical path can change as the project progresses, especially when unforeseen
conservation issues emerge.
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Milestone – A significant point or event in the project timeline that marks the completion of a major phase.
Examples include “Condition assessment completed”, “Materials sourced”, and “Final performance test
passed”. Milestones are useful for reporting to funders and for internal progress checks. The challenge is to
set realistic milestone dates; overly optimistic targets can lead to disappointment and loss of confidence
among stakeholders.

Deliverable – Any tangible or intangible output produced by the project. In instrument conservation,
deliverables may consist of a restored instrument, a detailed conservation report, high‑resolution
photographs, and a maintenance plan. Each deliverable should have defined acceptance criteria, such as “no
visible cracks after varnish removal” or “photographs meeting archival standards”. Failure to clearly define
acceptance can result in disputes over whether the work has been completed satisfactorily.

Baseline – The approved version of the project’s scope, schedule, and cost against which performance is
measured. Establishing a baseline after the planning stage allows the project manager to track variance. For
example, a baseline cost of $15,000 for a 1930s trumpet restoration provides a reference point; if actual
costs rise to $18,000, the variance must be investigated. Maintaining a baseline is challenging when the
conservation field demands flexibility to adapt to unexpected material conditions.

Change Order – A formal request to modify the project's scope, schedule, or budget. When a conservator
discovers that a 19th‑century cello’s internal ribs are rotted beyond initial estimates, a change order may be
required to approve additional wood replacement and associated costs. The change order process should
include impact analysis, stakeholder approval, and updated documentation. Uncontrolled changes are a
major source of project overruns.

Risk Management – The systematic process of identifying, analysing, and responding to potential problems
that could affect project objectives. In instrument restoration, risks include “Unavailability of period‑accurate
materials”, “Health hazards from solvents”, or “Delays in loan agreements”. A risk register records each risk,
its probability, impact, and mitigation strategy. Effective risk management often hinges on early
engagement with suppliers and thorough health‑and‑safety assessments. Overlooking low‑probability but
high‑impact risks, such as a flood in the conservation lab, can have catastrophic consequences.

Stakeholder – Any individual or organisation with an interest in the project’s outcome. Typical stakeholders
for a vintage instrument project include the museum curators, funding bodies, the instrument’s original
owner or heirs, the conservator team, and the eventual performers. Mapping stakeholders helps the project
manager understand expectations and communication needs. A frequent challenge is reconciling differing
priorities; for instance, a donor may demand rapid completion, while a conservator insists on extensive
testing to ensure long‑term stability.

Resource Allocation – The process of assigning people, equipment, and materials to tasks. In a restoration
of a 1910 saxophone, the project may allocate a specialist woodworker for rib repair, a chemist for varnish
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analysis, and a climate‑controlled cabinet for drying. Efficient allocation reduces idle time and cost.
However, scarcity of skilled conservators and specialized equipment can create competition for resources,
requiring careful prioritisation and possibly outsourcing.

Timeboxing – A technique that limits the amount of time spent on a task to a fixed period, encouraging
focus and preventing over‑analysis. For example, a conservator may timebox “Surface cleaning” to two days,
after which the results are reviewed before proceeding. This approach can increase productivity but may
also risk insufficient attention to delicate processes if not balanced with quality controls.

Agile – An iterative approach that values flexibility, collaboration, and customer feedback. While traditionally
associated with software development, Agile principles can be adapted for instrument conservation projects
that involve evolving requirements. An Agile‑style workflow might involve short “sprints” of three weeks,
each delivering a specific component such as “Bridge replacement”. The main challenge is that conservation
work often demands extensive documentation and adherence to strict ethical standards, which can conflict
with the rapid cycles typical of Agile.

Scrum – A framework within Agile that structures work using defined roles (Scrum Master, Product Owner,
Development Team) and events (Sprint Planning, Daily Stand‑up, Review, Retrospective). In a project to
restore a historic drum set, the Scrum Master could facilitate daily briefings to coordinate tasks, while the
Product Owner (often the museum curator) prioritises which drums receive attention first. Implementing
Scrum requires cultural adaptation; conservators accustomed to linear processes may resist the frequent
meetings and shared decision‑making.

Kanban – A visual workflow management method that uses cards on a board to represent tasks and limits
work‑in‑progress (WIP). A Kanban board for a violin restoration could have columns such as “To Do”, “In
Progress”, “Testing”, and “Completed”. By limiting WIP, the team avoids overloading any single conservator
and improves flow. The main difficulty lies in accurately setting WIP limits that reflect the capacity of highly
specialised skills without causing bottlenecks.

Earned Value Management (EVM) – A technique that integrates scope, schedule, and cost data to assess
project performance. EVM calculates metrics such as Planned Value (PV), Earned Value (EV), and Actual Cost
(AC). For a project with a budget of $20,000 and a planned duration of 12 weeks, EVM can reveal whether
the team is ahead or behind schedule and under or over budget at any point. Applying EVM in conservation
projects can be complex because the intangible nature of “value” (e.g., preservation of original material) is
harder to quantify than in construction.

Cost Performance Index (CPI) – A ratio of Earned Value to Actual Cost (EV/AC). A CPI greater than 1 indicates
cost efficiency; less than 1 signals overruns. If a conservator’s work on a historic trumpet yields an EV of
$5,000 while the AC is $6,000, the CPI is 0.83, prompting a review of spending. The challenge is that cost
estimates for specialised treatments (e.g., laser cleaning) may be uncertain, affecting the reliability of CPI.
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Schedule Performance Index (SPI) – A ratio of Earned Value to Planned Value (EV/PV). An SPI below 1
suggests the project is lagging behind schedule. For a restoration slated to finish the “Bridge repair” by
week 4, an SPI of 0.75 would indicate a delay. Maintaining accurate SPI values requires precise tracking of
task completion, which can be difficult when conservators work in a non‑linear fashion, such as revisiting
earlier steps after new findings.

Budget – The total amount of financial resources allocated for the project. A typical instrument conservation
budget includes labor, materials, equipment rental, documentation, and contingency. Detailed budgeting
helps secure funding and monitor expenditures. However, budgets are frequently challenged by unforeseen
needs, such as the discovery of hazardous lead‑based pigments requiring specialist disposal, which can
inflate costs beyond initial estimates.

Contingency – An amount set aside to cover unexpected expenses. In a project to restore a 1920s
saxophone, a 10 % contingency might be added to the $12,000 budget to accommodate potential material
shortages. The key is to balance contingency size; too small a reserve can leave the project exposed, while
too large a reserve may be viewed as wasteful by funders. Transparent justification of contingency
allocations is essential for stakeholder trust.

Quality Assurance (QA) – Systematic processes to ensure that the project outputs meet defined standards.
In instrument conservation, QA may involve peer review of treatment reports, adherence to conservation
ethics, and verification of material compatibility. A QA checklist might include items such as “No residual
solvents detected” and “All reversibility documentation complete”. The difficulty lies in integrating QA
without slowing the workflow, especially when tight deadlines exist.

Documentation – The comprehensive record of all project activities, decisions, and results. For a vintage
piano, documentation comprises the initial condition report, treatment plans, photographs before and after
each step, material safety data sheets, and the final conservation report. Good documentation supports
future research and ensures accountability. Challenges include maintaining consistency across multiple
conservators and ensuring that digital files are stored in a secure, long‑term format.

Conservation Ethics – The set of principles guiding decisions about treatment, documentation, and display.
Core concepts include minimal intervention, reversibility, and respect for the instrument’s cultural
significance. When deciding whether to replace a cracked soundboard, the conservator must weigh the
ethical imperative to preserve original material against the functional need for a playable instrument. Ethical
dilemmas often arise when funding agencies prioritize public performance over preservation.

Provenance – The documented history of an instrument’s ownership and usage. Accurate provenance
assists in establishing authenticity, legal status, and cultural context. For a 18th‑century lute, provenance
may trace ownership from a royal court to a private collection. Provenance research can be time‑consuming
and may uncover legal constraints, such as export restrictions, that affect the project’s feasibility.
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Restoration Plan – A detailed outline of the intended treatment steps, materials, and timelines. The plan
should align with the project charter, scope, and ethical guidelines. In practice, a restoration plan for a
1930s trumpet might specify “Remove existing lacquer using solvent X for 30 minutes”, “Apply new
protective coating with UV‑stable polymer”, and “Conduct tonal evaluation after reassembly”. Plans must be
flexible enough to accommodate new findings during the conservation process.

Conservation Treatment – The actual physical work performed on the instrument, ranging from cleaning and
stabilization to repair and reconstruction. Treatments are chosen based on the condition report and must be
documented with before‑and‑after photographs. An example treatment could involve consolidating a
deteriorating wood grain with a reversible polymer. The main challenge is ensuring that each treatment
respects the instrument’s original materials and does not introduce long‑term instability.

Reversibility – The principle that any intervention should be undoable without damaging the original
material. For instance, using a reversible adhesive for rejoining a broken violin neck allows future
conservators to remove it if a better method becomes available. Achieving true reversibility can be
technically demanding, especially when dealing with aged adhesives that have become chemically bonded
over decades.

Material Compatibility – The requirement that new materials used in treatment must not adversely react
with the original components. Selecting a varnish that is chemically compatible with the 19th‑century wood
of a cello prevents future cracking or discoloration. Compatibility testing often involves small‑scale
experiments, which add time and cost to the project schedule.

Environmental Controls – Systems that regulate temperature, humidity, and light exposure to protect the
instrument during and after treatment. A climate‑controlled storage area set at 20 °C and 45 % relative
humidity may be required for a delicate harp. Implementing strict environmental controls can be expensive
and may require coordination with facility managers, posing logistical challenges.

Preventive Conservation – Activities aimed at reducing the likelihood of deterioration before it occurs. This
may include regular cleaning, monitoring of humidity, and establishing handling protocols for a vintage
clarinet. Preventive measures extend the instrument’s lifespan and reduce the need for extensive future
interventions. However, they demand ongoing commitment and resources that may compete with active
restoration budgets.

Preventive Maintenance – Routine tasks that preserve the instrument’s condition, such as tightening loose
screws, oiling moving parts, and inspecting for pest damage. For a historic drum kit, monthly maintenance
might involve checking drumhead tension and cleaning shell surfaces. Scheduling maintenance within the
project timeline ensures that the instrument remains in optimal condition throughout the restoration
process.

Conservation Lab – The physical space where treatment work is carried out, equipped with specialized tools,
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ventilation, and safety equipment. A lab for metal instrument restoration may include a fume hood for
soldering, a micro‑saw, and a spectrometer for alloy analysis. Lab constraints, such as limited bench space
or shared equipment, can affect task sequencing and resource allocation.

Instrument Assessment – The systematic examination of the instrument’s condition, including visual
inspection, measurements, and scientific analysis. Techniques may involve X‑ray fluorescence (XRF) to
identify metal alloys, microscopy to examine wood fibres, or acoustic testing to evaluate tonal quality.
Accurate assessment is the foundation for a realistic scope and budget. The challenge is that some analyses
require destructive sampling, which must be justified and documented.

Condition Report – A comprehensive record of the instrument’s state before treatment, detailing all
observed defects, material composition, and previous interventions. The report typically includes
photographs, drawings, and measurements. It serves as a baseline for monitoring changes and as evidence
for funding applications. Producing a thorough condition report can be time‑intensive, especially for
complex multi‑component instruments.

Conservation Budget – The detailed financial plan that outlines expected expenditures for labor, materials,
equipment, documentation, and contingencies. A well‑structured budget may break down costs by phase,
such as “Assessment – $2,000”, “Treatment – $10,000”, and “Documentation – $3,000”. Transparent
budgeting helps secure grants and maintain accountability. Unexpected discoveries, like hidden corrosion,
often force revisions to the original budget.

Funding Sources – The organisations or individuals that provide financial support. Common sources include
cultural heritage grants, private donors, museum endowments, and corporate sponsorships. Each source
may have specific reporting requirements, influencing the project’s documentation and timeline. Aligning
the project’s goals with funder expectations can be delicate; for example, a corporate sponsor may seek
public visibility, while a scholarly grant emphasises research outcomes.

Grant Application – The formal request for funding, typically comprising a project description, objectives,
methodology, budget, and impact statement. Successful applications often highlight the instrument’s
cultural significance and the project’s contribution to knowledge. The application process can be lengthy,
requiring alignment of the project schedule with grant deadlines, which may compress planning phases.

Procurement – The acquisition of materials, services, and equipment needed for the project. In instrument
conservation, procurement may involve sourcing period‑accurate wood, specialised adhesives, or hiring
external experts for ultrasonic testing. Procurement policies must comply with institutional procurement
rules, which can introduce additional approval steps and delay acquisition.

Vendor Management – The process of selecting, contracting, and overseeing suppliers. Effective vendor
management ensures that materials meet quality standards and are delivered on time. For a historic
saxophone restoration, a vendor may provide a custom‑made mouthpiece made from historically

Read online: https://shortcourses.lsibonline.com/guides/5370412/
project-management-for-instrument-conservation

London School of International Business · 22 Jun 2026



G U I D E

appropriate brass. Challenges include verifying vendor capability to meet conservation‑grade specifications
and handling disputes over delivery delays.

Contract – A legally binding agreement that defines the terms of work between the project team and
external parties. Contracts for specialist services, such as laser cleaning, should specify scope, deliverables,
timelines, payment schedule, and liability. Clear contracts reduce the risk of misunderstandings and protect
both parties. Negotiating contracts can be complex when dealing with niche suppliers unfamiliar with
conservation standards.

Liability – The legal responsibility for any damage or loss that occurs during the project. If a conservator
inadvertently causes irreversible damage to a rare violin, the institution may be liable for the loss. Insurance
policies and indemnity clauses in contracts help mitigate liability exposure. Understanding liability is
essential when working with valuable, irreplaceable instruments.

Insurance – Coverage that protects against loss, theft, or damage. Instruments in transit, during loan
agreements, or while on display may require specific insurance policies. Insurance premiums are often
based on the instrument’s appraised value, which must be documented. Obtaining appropriate coverage
can be a lengthy process, and claims may be complicated by the need to prove that damage resulted from
unavoidable conservation procedures.

Health and Safety – The set of practices designed to protect personnel from hazards. Conservation labs may
involve chemicals, sharp tools, and heavy equipment. A risk assessment for a project involving
solvent‑based varnish removal would identify inhalation hazards, require personal protective equipment,
and mandate proper ventilation. Compliance with health and safety regulations is mandatory, and failure
can lead to project shutdowns.

Hazard Assessment – The systematic evaluation of potential dangers associated with tasks. For example,
assessing the risk of fire when using a high‑temperature soldering iron on a wooden instrument involves
evaluating flammability, ventilation, and fire‑extinguishing provisions. The assessment results guide the
development of control measures and emergency procedures.

Ergonomics – The study of designing work processes to reduce strain and injury. Conservators often work in
constrained positions when repairing delicate components, such as a small woodwind reed. Implementing
ergonomic tools, adjustable workstations, and scheduled breaks helps maintain staff health and
productivity. Ignoring ergonomics can lead to repetitive‑strain injuries, impacting project timelines.

Project Lifecycle – The series of phases a project undergoes from initiation to closure. In instrument
conservation, the lifecycle typically includes Initiation, Planning, Execution, Monitoring & Controlling, and
Closing. Each phase has specific deliverables and decision points. Understanding the lifecycle helps the
manager orchestrate activities and maintain alignment with strategic objectives.
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Initiation – The phase where the project idea is explored, feasibility is assessed, and the charter is created.
During initiation for a 19th‑century harp, the team may conduct a preliminary visual inspection, consult with
curators, and draft a brief proposal. The main challenge is achieving sufficient detail to secure approval
without expending excessive time before the project is formally sanctioned.

Planning – The stage where detailed plans for scope, schedule, cost, quality, resources, risk, and
communications are developed. Planning for a vintage trumpet restoration would involve creating a WBS,
developing a Gantt chart, establishing a risk register, and defining documentation standards. Over‑planning
can lead to rigidity, while under‑planning increases the likelihood of scope creep and budget overruns.

Execution – The implementation of the project plan, where work is performed. In execution, conservators
carry out the treatments, technicians manage equipment, and the project manager coordinates activities.
Effective communication and adherence to quality standards are crucial. Unexpected discoveries, such as
hidden structural damage, often require rapid decision‑making and possible re‑planning.

Monitoring & Controlling – The ongoing process of tracking performance, comparing actual progress
against the baseline, and making adjustments. Tools such as earned value analysis, variance reports, and risk
reviews are employed. For a piano restoration, monitoring may reveal that material procurement is delayed,
prompting a schedule revision. Timely control actions help keep the project on track.

Closing – The final phase where deliverables are formally accepted, documentation is completed, and
lessons learned are captured. Closing a vintage instrument project includes handing over the restored
instrument, delivering the final report, archiving all records, and conducting a post‑project review. Failure to
close properly can result in incomplete documentation, which hampers future research and maintenance.

Project Manager – The individual accountable for achieving project objectives within constraints. The
manager coordinates the team, manages stakeholders, controls risks, and ensures that ethical standards are
upheld. In instrument conservation, the project manager often balances artistic considerations with
technical feasibility. A key challenge is maintaining authority while respecting the expertise of highly
specialised conservators.

Team Roles – Defined responsibilities for each participant. Typical roles include Conservator, Materials
Scientist, Luthier, Documentation Specialist, and Finance Officer. Clear role definitions prevent duplication of
effort and ensure that critical tasks are covered. Role overlap can cause confusion, especially when team
members possess multiple competencies.

Subject Matter Expert (SME) – A specialist who provides deep knowledge on a specific aspect, such as
historic brass alloy analysis. SMEs are consulted during risk assessment, material selection, and treatment
verification. Their input can be pivotal for decisions that affect the authenticity and longevity of the
instrument. Engaging SMEs may involve additional costs and scheduling considerations.
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Instrument Maker – The original craftsman or workshop that produced the instrument. Knowledge of the
maker’s techniques can inform appropriate treatment methods. For example, understanding the
hand‑carved scroll design of a particular violin maker helps conservators choose compatible repair
techniques. Access to maker archives may be limited, presenting research challenges.

Luthier – A skilled craftsman who builds or repairs stringed instruments. Luthiers often collaborate with
conservators on structural repairs, such as neck resets or bridge replacements. Their practical experience
complements the scientific approach of conservation. Coordination between luthier and conservator must
respect both artistic intent and preservation ethics.

Conservator – The professional responsible for the preservation and restoration of cultural objects.
Conservators apply scientific methods, ethical guidelines, and hands‑on techniques to treat instruments.
Their decisions significantly impact the instrument’s future use and historical integrity. Balancing the desire
for functional performance with the principle of minimal intervention is a continual challenge.

Technician – Personnel who provide technical support, such as equipment maintenance, sample preparation,
or data entry. Technicians ensure that the lab environment remains safe and that instruments are handled
correctly. Their role is essential for maintaining workflow efficiency and compliance with health and safety
standards.

Client – The individual or organisation that commissions the conservation work. In a museum setting, the
client may be the curatorial department; in a private collection, it could be the instrument owner.
Understanding the client’s expectations regarding use, display, and documentation guides project decisions.
Misaligned expectations can lead to dissatisfaction or disputes over deliverables.

Patron – A supporter who provides financial or in‑kind assistance, often motivated by cultural or personal
interest. Patrons may request public acknowledgment or specific outcomes, such as a performance using
the restored instrument. Managing patron relationships requires clear communication about project
constraints and ethical considerations.

Museum – An institution that houses and exhibits cultural artifacts. Museums typically have rigorous
acquisition, loan, and conservation policies that shape project parameters. For a museum‑owned
instrument, the project must align with collection management plans, exhibition schedules, and public
outreach objectives.

Archive – A repository where documentation, photographs, and research data are stored for long‑term
preservation. Conservation projects generate extensive records that must be archived according to
standards such as OAIS (Open Archival Information System). Proper archiving ensures future accessibility for
scholars and conservators.

Regulatory Compliance – Adherence to laws, standards, and guidelines governing cultural heritage work.
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This may include export/import restrictions, heritage protection legislation, and occupational health
regulations. Non‑compliance can result in legal penalties, loss of funding, or reputational damage. Early
identification of applicable regulations helps avoid costly delays.

ISO 9001 – An international standard for quality management systems. Implementing ISO 9001 in a
conservation project demonstrates commitment to consistent processes, documentation, and continual
improvement. While beneficial, achieving certification may require additional administrative effort and
resources.

ISO 14001 – An international standard for environmental management systems. Applying ISO 14001 helps
manage the environmental impact of conservation activities, such as solvent use and waste disposal.
Compliance can improve sustainability credentials but may add complexity to project planning.

Accreditation – Formal recognition that an institution meets defined standards of competence.
Conservation departments may seek accreditation from bodies like the Institute of Conservation.
Accreditation can enhance credibility with funders and stakeholders but requires rigorous self‑assessment
and documentation.

Documentation Standards – Established guidelines for recording conservation work. Standards such as the
Conservation Documentation Standard (CDS) prescribe formats for condition reports, treatment records,
and photographic documentation. Following standards ensures consistency across projects and facilitates
peer review. Deviations can impede future research and collaboration.

Digital Imaging – The use of high‑resolution photography or scanning to capture visual details of the
instrument. Digital images support condition assessment, treatment planning, and public outreach.
Techniques include macro photography, UV fluorescence imaging, and infrared reflectography. Managing
large image files demands robust data storage solutions.

3D Scanning – The process of creating a digital three‑dimensional model of an instrument. 3D scans assist
in measuring complex geometries, planning repairs, and producing replicas. For a historic harp, a 3D model
can reveal subtle warping not evident in photographs. Challenges include handling reflective surfaces and
ensuring sufficient resolution without excessive file sizes.

Photogrammetry – A method of generating 3D models from overlapping photographs. Photogrammetry
can be applied to intricate components like a violin’s scroll, providing accurate measurements for
reconstruction. The technique requires careful lighting and camera positioning; errors can lead to distorted
models that misinform treatment decisions.

Data Management – The systematic handling of information generated throughout the project. This
includes naming conventions, metadata creation, backup strategies, and access controls. Effective data
management safeguards against loss and facilitates knowledge sharing. Poor data practices can result in
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misplaced files, version confusion, and compromised research integrity.

Metadata – Structured information that describes data, such as image resolution, capture date, instrument
type, and treatment stage. Metadata enables efficient retrieval and contextual understanding of digital
assets. Consistent metadata entry is crucial; inconsistencies can hinder searches and interoperability with
other collections.

Archival Storage – The long‑term preservation of physical and digital records. Physical documents may be
stored in acid‑free folders, while digital files require redundant backups and migration to current formats.
For instrument conservation, maintaining both paper condition reports and digital images ensures
comprehensive records for future generations.

Sustainability – The practice of conducting projects in an environmentally and socially responsible manner.
In instrument conservation, sustainability may involve selecting low‑toxicity solvents, recycling waste
materials, and minimizing travel for loaned instruments. Balancing sustainability goals with project
constraints can be challenging, especially when specialized materials have limited eco‑friendly alternatives.

Deaccession – The formal process of removing an object from a collection, often accompanied by disposal,
sale, or donation. While not a typical outcome for a restoration project, deaccession may be considered if
an instrument is beyond repair or if duplication exists. The decision must follow institutional policies and
ethical guidelines, and it may impact funding eligibility for future projects.

Conservation Ethics – (re‑emphasised to reinforce core principle) The moral framework guiding decisions
about intervention, documentation, and public access. Core tenets include respecting the instrument’s
cultural significance, ensuring transparency, and avoiding unnecessary alteration. Ethical dilemmas
frequently arise when balancing the desire for performance use against the imperative to preserve original
materials.

Funding Cycle – The periodic schedule by which an organisation releases financial resources. Aligning
project milestones with the funding cycle ensures that cash flow matches expenditure needs. For example, a
grant that disburses funds quarterly may require the project to achieve specific deliverables before each
disbursement. Misalignment can cause cash shortages and halt work.

Cost Estimate – An approximation of the expenses required to complete the project. Estimates are
developed using methods such as analogous estimating (based on similar past projects), parametric
estimating (using cost per unit of work), and bottom‑up estimating (summing individual task costs).
Accuracy improves with detailed scope definition and historical data. Inaccurate estimates are a leading
cause of budget overruns.

Earned Value – The value of work actually performed, expressed in monetary terms. Earned value is
compared against planned value and actual cost to assess performance. Calculating earned value for a

Read online: https://shortcourses.lsibonline.com/guides/5370412/
project-management-for-instrument-conservation

London School of International Business · 22 Jun 2026



G U I D E

conservation project may involve assigning monetary values to completed tasks, such as “Completed wood
consolidation” worth $3,000 of the total budget. Determining appropriate monetary values for intangible
work, like research, can be subjective.

Variance Analysis – The process of comparing planned versus actual performance to identify deviations.
Positive variance indicates favorable performance; negative variance signals issues requiring corrective
action. For a project with a schedule variance of –2 weeks, the manager might accelerate non‑critical tasks
or allocate additional resources. Accurate variance analysis depends on reliable data collection throughout
the project.

Issue Log – A record of problems that arise during execution, including description, impact, owner, and
resolution status. An issue could be “Supplier delivered wrong grade of brass for saxophone mouthpiece”,
which may affect tonal quality. The log tracks the issue from identification through resolution, ensuring
accountability and providing a knowledge base for future projects.

Lesson Learned – Insights gained from project experiences that can improve future work. Capturing lessons
involves documenting what worked well, what did not, and recommendations for improvement. For
instance, a lesson might note that early engagement with a specialist adhesive supplier prevented delays.
Systematic capture of lessons fosters organisational learning and reduces repeat mistakes.

Stakeholder Engagement – The systematic interaction with stakeholders to understand their needs, provide
updates, and solicit feedback. Engagement techniques include regular meetings, progress newsletters, and
public exhibitions. Effective engagement builds trust and secures ongoing support. Over‑communication,
however, can consume valuable time and distract from core project activities.

Communication Plan – A structured approach to delivering information to stakeholders. The plan defines
audience, message, frequency, medium, and responsible party. For a restoration project, the communication
plan might schedule monthly email updates to the museum board, quarterly presentations to the public,
and immediate alerts for any risk that could affect the instrument’s safety. Inadequate planning can lead to
missed deadlines or misinformation.

Performance Indicator – A measurable value that demonstrates how effectively objectives are being
achieved. Key performance indicators (KPIs) for instrument conservation could include “Percentage of
budget spent on approved activities”, “Number of treatment steps completed on schedule”, or “Client
satisfaction rating”. Selecting relevant KPIs ensures focus on critical success factors. Over‑reliance on
quantitative KPIs may overlook qualitative aspects such as artistic integrity.

Scope Creep – The uncontrolled expansion of project scope without corresponding adjustments to time,
cost, or resources. In instrument conservation, scope creep might occur when additional decorative
elements are requested after the initial structural repairs are complete. Managing scope creep requires strict
change control processes and clear communication of the impact of additional work.
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Resource Leveling – The technique of adjusting the start and finish dates of tasks to balance resource
demand. If a single specialist conservator is needed for multiple overlapping treatments, resource leveling
may shift some tasks to later dates to avoid over‑allocation. While this helps prevent burnout, it can extend
the overall project duration, requiring trade‑offs.

Work Package – A group of related tasks within the WBS that can be assigned to a single team or individual.
A work package for a historic trumpet might include “Surface cleaning”, “Metal alloy analysis”, and
“Protective coating application”. Defining work packages clarifies responsibility and facilitates progress
tracking. Overly large work packages can obscure detailed monitoring, while overly small packages increase
administrative overhead.

Quality Control (QC) – The operational techniques used to verify that outputs meet quality standards. QC
activities in instrument conservation may involve peer review of treatment steps, cross‑checking material
specifications, and conducting final performance tests. QC complements QA by providing concrete
verification points. Implementing QC without disrupting workflow demands careful scheduling.

Risk Register – A living document that lists identified risks, their probability, impact, mitigation strategies,
and status. For a restoration of a centuries‑old harp, risks could include “Unforeseen structural weakness”,
“Delay in specialist wood supplier”, and “Regulatory restrictions on export”. The register is reviewed
regularly, and risk owners are assigned to monitor and act. Failure to keep the register up‑to‑date can result
in missed warning signs.

Mitigation Strategy – A plan to reduce the likelihood or impact of a risk. For the risk of “Solvent toxicity”,
mitigation might involve substituting a less hazardous solvent, providing proper ventilation, and training
staff on safe handling. Effective mitigation requires realistic assessment of feasibility and cost.

Contingency Plan – A predefined set of actions to be executed if a risk materialises. If a key material is
unavailable, the contingency plan may activate an alternate supplier list or a backup material that meets
compatibility criteria. Contingency plans must be practical and communicated to the team so that response
is swift.

Project Governance – The framework of authority, accountability, and decision‑making that guides project
execution. Governance structures may include steering committees, advisory boards, and reporting
hierarchies. For a museum‑funded instrument project, governance ensures that decisions align with
institutional policies and ethical standards. Weak governance can lead to ambiguous authority and delayed
decisions.

Decision‑Making Matrix – A tool that clarifies who makes which decisions, based on criteria such as impact
and expertise. The matrix might assign the project sponsor authority over budget changes, the conservator
authority over treatment methods, and the project manager authority over schedule adjustments. Clear
matrices reduce conflict and streamline approvals.

Read online: https://shortcourses.lsibonline.com/guides/5370412/
project-management-for-instrument-conservation

London School of International Business · 22 Jun 2026



G U I D E

Procurement Strategy – The overall approach to acquiring goods and services, encompassing sourcing,
contracting, and supplier relationship management. A strategy for a restoration project may prioritize local
suppliers to reduce lead times, while also ensuring that materials meet conservation‑grade specifications.
Balancing cost, quality, and timing is
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