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PREFAC 
~~o th~O Heritage Planning Guide is for 

This gUide is intended for community-based groups who 
are planning a natural or cultural heritage project. 
Projects or initiatives that you are considering could 

include: 

• a museum or interpretation centre 

• the restoration of a building, group of buildings, or a 
cultural landscape 

• a nature trail 

• the preservation of a natural or cultural district or area 

• interpretive program or living history program 

• cultural tourism ventures 

The gUide can also be of assistance to those who are interested 
in upgrading existing facilities or programs. 

You might be a: 

• community-based heritage or museum group 

• municipality 

• community or regional tourism association 

• environrnental or trail committee 

• community development organization or association 

• agency or group that works with and supports 
community development organizations 

Purpose 

Dur~pg the 1990s Newfoundland and Labrador saw an 
explosion intheI;lumber of community-based heritage 

oprojects.There"'as a daubrihgint.lleI;lumberof community 
museums established durihg'rhfsl'eriod, a w~ve of hiking 
trail development,and a considerable increase in ° the number 

iofarchaeologlC:alsites. These have helped to preserve and 
° iI1t

O

erpret the province's natural and cultural heritage and 
haveadded greatly to the province's tourism product. 

., Much, of this d~velopment has b!"en of very high quality. 
Yet some of'these projects have fallen short of their potential 
in that theyhavenotl'ullY'Wkint<lined the integrity Of the 
heritage resources1.heyw~reri1eJnt to preserve; their h,.arke~ ~ 
appeal is somewhat limited; theYoduplicatewhat can "Are"dy, " 
be found in the region; and theiateqifflcult to sustallr) ° ~ 

~. 

long-term. 

2 ASSOCIATION Of HErllTAGE INDUSTRIES Of NEWfOUNDLAND &: LABRADOR' HERITAGE PLANNING GUIDE 

( , 

( I I 



( 
\ 

Most of these problems relate to poor planning or a lack 
thereof. This gUide arose out of a need to offer planning 
assistance that is accessible and cost-effective. While there 
are a number of planning documents available in the areas 
of Community Economic Development and tourism 
development there appear to be few that deal specifically 
with community-based heritage development. There are 
some good materials that address the more technical aspects 
of heritage development: building a trail, planning a museum 
or exhibit; restoring a building; or establishing an archives, 
but most of these do not deal specifically with such things 
as financial, marketing, and organizational issues. This 
document is intended to complement these materials. 

Many rural communities in Newfoundland and Labrador 
have been particularly hard hit by the Moratorium on 
Northern Cod and have looked for economic alternatives in 
the form of heritage-related attractions and facilities, designed 
to attract tourism spending. The majority of these have been 
funded by federal development agenCies such as Human 
Resource Development and ACOA. While these agencies 
have shown creativity and foresight in supporting such 
projects, particularly at the district level they have not 
always had adequate criteria or guidelines for evaluating 

heritage-related proposals. It is hoped that this manual can 
assist these agencies by prOViding such criteria. 

The Heritage Planning Guide is intended to offer a number 
of tools, ideas and resources for groups who are involved 
with natural or cultural heritage projects either as a 
proponent or as a supporting agency. 

It should help groups to: 

• ensure that projects are realistic and based on actual 
community needs 

• ensure that a project or initiative is of the highest 
quality and that it fully respects the value and integrity 
of heritage resources 

• find the resources they need to realize their projects 

• maximize economic and social benefits to the 
community 

• ensure that projects are sustainable over the long term 
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Users may wonder why this gUide addresses both natural 
and cultural heritage projects. For one thing, many of the 
planning considerations are the same. As well, there is an 
interest in promoting the integration of natural and cultural 
heritage themes, particularly from an interpretive point of 
view. Our natural landscapes, resources, flora and fauna 
have played a major role in shaping our culture while, at 
the same time, being influenced by the actions and activities 
of humans. 

Principles on which the Heritage 
Planning Manual is Based 

This gUide is firmly rooted in recognized Community 
Economic Development (CED) principles and values. CED 
is a process in which communities take charge of their own 
future to address the real needs of their residents. It empowers 
residents and fosters the skills and tools that they need to 
plan, to strengthen, and manage their communities. It seeks 
to create projects that are sustainable over the long-term. 
CED principles include: 

• meaningful community development requires a long-term 
view. There are no 'quick fixes' to community problems 
and challenges. Progress on community initiatives usually 

occurs through incremental change; 

• CED is holistic in that it encompasses the full range of 
community needs, both economic and social. Groups may 
approach heritage projects with either a primarily 
economic or social (i.e., heritage for its intrinsic value) 
agenda. By integrating both, groups help to ensure that a 
heritage project reaches its full potential; 

• CED seeks to include and engage the whole community. 
Community projects benefit from the diversity of ideas, 
perspectives, and skills offered by all residents members. 
Community involvement helps to ensure the long-term 
success of projects; 

• key to success in CED is the development of people. 
It focuses on the development of skills in leadership, 
planning, organization and a range of other areas needed 
to allow community projects to be successful; 

• partnerships with government, educational institutions, 
non-profit agencies and the business community are an 
important ingredient for success. They prOVide access to 
knowledge and resources that may not be readily 
available in the community. 
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How to use this Guide 

This guide is meant to be used as a practical tool kit. It is 
composed of a number of modules that address various aspects 
of heritage planning. Users may wish to follow through the 
entire manual or to use aspects of it. This document is intended 
to be self-guided by groups. To help groups work through the 
manual on their own, the first module deals with facilitation. 
A facilitation gUide is provided at the end of each module to 
assist facilitators in the planning process. The index at the 
beginning of the Heritage Planning Guide should help users 
to zero in on particular issues and resources that are of interest 
to them. 

The gUide makes considerable use of case studies in an attempt 
to make it as applied as possible. While many of these are 
drawn from Newfoundland and Labrador others are based on 
the experience of communities around the world, many of 
which share similar challenges to those in Atlantic Canada. 

We invite you to share your experience in working with the 
Heritage Planning Guide. Feedback on what you found 
particularly useful, suggestions for improving the guide, 
additional case studies and resource materials would be 
valuable. We hope, over time, to incorporate changes and 

new material into the web-based version of the guide. Please 
email or fax your input to us at the address below. 

The guide is developed in both a printed and a web-based 
format. The latter has the particular advantage of providing 
links to other sites and organizations that offer additional 
resources and information. (See AHI's website 'Heritage 
Planning Guide' www.ahinl.org) 

This guide, with help from a number of individuals, has been 
prepared by the Association of Heritage Industries (AHI), an 
umbrella organization of provincial heritage groups. AHI's 
mandate includes raising awareness about Newfoundland and 
Labrador's heritage and promoting high standards of heritage 
development. Those wishing additional information or 
assistance with the use of this manual can contact AHI at: 

P.O. Box 2064, Stn. C 
St. John's, NF 

AIC 5R6 
Tel. 709-738-4345 

Email: ahi@nfld.net 
Website: www.ahinl.org 
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The Role of the Facilitator in Heritage Planning 

A facilitator is very important for any planning session: 
to lead a group's discussion, to keep keeping it 
flowing, focused and productive, Literally, to 

'facilitate' means to 'make easy'. The facilitator is 
concerned with group process rather than influencing 
content. Hence, he/she is neutral. The facilitator is 
concerned with such things as: 

• is everyone in the group participating? 

• is the atmosphere comfortable and conducive to the free 
flow of ideas? 

• is the discussion maintaining its focus? 

• are decisions being made? 

• are the expectations of the group being met in terms of 
what they want to get out of the session? 

• are there characteristics/behaviours of the group or 
individuals in the group that slow things down or get in 
the way of good discussions and decision-making? 

As this manual is meant to be self-guided by a group it will 
be necessary, unless a skilled outside facilitator can be 
found, for members of the group itself to assume the role of 
facilitator. This section of the Heritage Guide is intended to 
foster and enhance facilitation skills within groups planning 
heritage projects. Even if you don't expect to lead a group 
facilitation yourself, it is useful to understand some of the 
principles involved. Every member of a group has a role to 
play in ensuring that a session is productive and that 
everyone feels comfortable contributing. 

CODE OF GROUP CONDUCT 

A group is going to be most 
successful at planning and problem

solving if its members agree on 
certain principles or codes relating to 

how they want to operate. Your 
group might consider adopting a 

code of conduct' that can be used as 
a reminder Of a way to maintain a 
healthy group process. Principles 

that a group should consider indude: 

I. Informed Decision~making -

decisions will be based on the 
free flow of valid information. 
This means that there is never an 
attempt to hold back information 
and that the group seeks to get 
all the facts (to the degree 
possible) before making a decision, 

II. Group Concensus - the group 
sets its own objectives and 
methods for working rilthcr than 

having them imposed by one 
person or party. 

III" Group Ownership - the goal 
should be to have all participants 
feel a sense of ownership for the 
process and decisions that are 
made. This suggests that the 
input of all members is sought 
and decisions are made by 
consensus so that, at the end of 
the day, everyone can 'buy in' 
and support decisions, 

IV. Respect ~ all members agree to. 
show respect for others in the 
group. This does not mean that 
members can't disagree but they 
will do so in ways that are not 
personal and are constructive, 
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W
hile some people are more naturally inclined to be 
effective facilitators, good facilitation skills can be 
learned and cultivated. Some of the skills required 
include: 

• Ability to develop and maintain trust - this requires the 
facilitator to always show respect for group participants 
and their contributions. To maintain trust, it is important 
that the facilitator is perceived to maintain their neutral 
stance. This is one of the more challenging aspects of 
being a facilitator, especially when, as a member of the 
group itself, you feel that you have ideas to contribute. 
One of the ways to handle this is, if you feel that certain 
information, points, or perspectives are not coming out, is 
to ask questions that would help draw additional points 
out. Alternately, you can ask the group if it is okay for you 
to step out of the neutral facilitator role for a moment and 
share your ideas. 

• Good listening skills - it is crucial that you listen to what 
people are actually saying and record their responses 
accurately. If you're not sure what someone said, ask them 
to restate or rephrase it. 

• Good observation skills - a facilitator needs not only to 
draw out and record information but to observe what is 
going on in the group (process). This means paying 
attention to verbal clues and body language~ Are individuals 
demonstrating behaviour that is slowing down the group? 
Are individuals bored, frustrated, intimidated, or defensive? 
If so, they will likely not be participating fUlly. The challenge 
for you as a facilitator, is to try to draw people out, deal 
with underlying conflicts or create an atmosphere more 
conducive to the free flow of ideas. 

• Good communicator - information and ideas are presented 
in a clear manner. It helps, on a fairly regular basis, to 
check in with the group and ask if information (such as 
instructions) is understood (e.g., 'are there any questions 
on any of this 7') 
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• Ability to Synthesize - a facilitator can help to keep a 
discussion focused by synthesizing or summarizing. This 
can be useful to tie up or give closure to a particular 
discussion in preparation for moving on to the next topic 
or stage. It might consist of a statement like: 'looking at 
the points put forward it appears that the key themes / 
points of agreementlissues arising from the discussion are 
... Would you agree?' 

• Ability to be Encouraging and Supportive - a facilitator 
always needs to make participants feel that their input is 
valued and appreciated (even when you disagree with 
them). One thing a facilitator must never do is to criticize 
or critique a participant (the fastest way to shut them up 
or get them on the defensive). When other group participants 
do so, encourage them to be constructive and not to make 
things personal. Encourage critics to respond: 'I don't 
agree with you because ... ' and to provide alternatives 
rather than saying: 'You are wrong.' One of the best 
ways to encourage participation is to provide positive 
reinforcement: 'thank you for sharing your thoughts'/ 
'good point'. The simple act of recording someone's 
response on a flip chart is an affirmation that their pOint 
has been recognized. 

TECHNIQUES & TIPS 

H er~i'~re a few ideas for things that you can do to help 
facilitate a meeting or planning session: 

• Ice breakers are simple, fun activities that are used to 
help a group relax, to create more familiarity (when 
participants aren't well-known to one another), and to get 
the' creative juices' flowing. 

• Use a flip chart and markers as a way to record the group's 
discussion. It is useful to: affirm participant's responses 
and assure them that they have been understood; remind 
everyone of points made/information proVided (use masking 
tape to post all the pages on the wall); proVide a quick 
way to narrow down a discussion/set priorities (see box on 
quick voting by marker technique); proVide notes from 
which to prepare minutes or a record of the session. 

QUICK 'VOTING BY MARKER' 
TECHNIQUE 

A quick way to summarize a 
discussion or to select priorities is 
to give all participants a certain 
number of votes (say 3 - 5). They 
vote by selecting what they feel are 
the most important points made 
during the discussion by putting a 
checkmark beside their selecti'ons. 
Tally up the votes and rank them. 
It's a great way for the group's top 
priorities to emerge. It is most useful 
after a brainstorming session or 
SWOT exercise. But rather than 
saying 'these are the top priorities' 
ask the group to discuss whether 
this vote truly reflects the group's 
sentiments. This-voting technique is 
idealwhen working with flip charts 
as it gets people up out of their 
seats. An alternative is to develop a 
survey with all of the major points 
and circulate it to get people to 
select their prioritj,es, then-to collect 
it and tabulate the results. 

RULES OF BRAINSTORMING 

1. Think outside the box - be 
creative/crazy. 

2. The goal of brainstorming is 
quantity not quality. One 
person's crazy idea may open 

up new ways of thinking. You 
can sort out the good ideas from 

the not so good ideas later*. 

3. Don't take the time to discuss 

points in detail (see #2) and 
never criticize someone else's 

idea. 

4. Give everyone the opportunity 
to participate. 

'Use the Qui'ck 'Voting by Marker' 
technique to selectthe best/most 
productive ideas. 
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• Encourage participants by: thanking them for their 
contributions; providing positive reinforcement (good paint); 
recording their point on a flip chart. Attempt to draw out 
quieter participants by asking them if they have any points 
to add, or do they agree with the points made, being careful 
not put them on the spot. If one or two individuals are 
monopolizing the conversation, at the expense of others 
sharing their ideas, thank them for their point and suggest: 
"We've heard a fair bit from Anne, now I'd like to find out 
what some of the others in the group think." 

i) Use brainstorming techniques whenever you want to get 
out a lot of information on a topic or to generate new 
ideas/solutions (see Rules of Brainstorming) 

ii) Deal with disruptive behaviour in a firm but non
threatening way (see 'Things that Negatively Impact 
a Discussion ') 

iii) Deal with conflict in the group rather than trying to 
sweep it under the rug. If it is not appropriate to deal 
with it at the time, suggest a time for it (e.g., at the end 
of the session) or deal with it privately during a break 
or at the end of a session. When dealing with personal 
conflict request that participants focus on the impact 
of others' behaviour or COITlments on them (!l this makes 
me feel ... ") rather than making comments abo LIt the 
character of that individual. Explore options that would 
overcome the conflict. 

iv) As a group, rotate the role of facilitator to proVide 
everyone with the opportunity to practice. Seek 
feedback on your facilitation (ask participants 
to proVide positive feedback and constructive 
suggestions for improvement) 
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Discussion Inhibitors 

Discussion goes off track 

Discussion goes in circles 

Disruptive Behaviour 

(Individual keeps harping 

on a particular pOint, 

individuals are holding 

private conversations 

during a, group discussion) 

Possible Causes 

- objectives and expectations for a 
session have not been clearly artic~ 
ulated 

~ indivi,duals have their own agendas 

. 

- there has been no closure or 

synthesfs to a discussion topi,c 

- terms or concepts being discussed 
are not clearly understood by all 

- person has a chip on their 
shoulder 

- people are bored or not engaged 

Techniques for 
Overcoming Them 

- ask the group if they think things have 
gone off track and at what point this 
occurred 

- ask a question designed to bring 
people around to the topic ('are there 
any other points you want to add to 
the discussion on ... 7') 

- if an indi'vidual has their own agenda 
and keeps pushing it, either ask the 
group if they want to deal with it at 
this time, or if they want to address it 
later (this helps to affirm the person's 
needs and lets them know that it will 
be dealt with) Label a piece of flip 
chat paper 'Parking Lot' and tape it to 
the wall as a place to listtopics for 
later discussion 

- synthesize the discussion (see above) 

and ask the group if they are ready to 
move on 

- take the time to clarify terms with the 
group, ideally at the beginning of the 
discussion 

- often if people hav.e a 'chip on their 
shoulder' and can't let go of a particu
lar issue it is useful to acknowledge 
their point and thank them for sharing 
it. With luck they Can then move on 

- if people are holding private conversa
tions go and stand close to them or 
ask them if they have anything they 
wanted to mention to the group 

- if disruptive behaviour persists take 
indivi'duals to one side during-the next 
break and ask them if they are having 
problems with the discussion or 

remind them of the consequences of 
their negative actions on the group 
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1. Prior to the session take the time to clearly map it out in 
terms of: your objectives (i.e., what you want to get out of the 
session); discussion questions; presentations; group 
activities that you plan to employ: 

2.Try to ensure that the meeting space is comfortable (adequate 
temperature, lighting, sufficient space) and you have any 
equipment or supplies needed (e.g., flip chart with sufficient 
paper, markers, masking tape). Arrange seating in a circle 
or U-shape to allow all participants to see and hear one 
another and to have a good view of the flip chart. Let people 
know how long the session will be (ask them if that is 
agreeable) and work in breaks for longer sessions. If the hall 
is unknown let people know where washroom facilities are. 

3. Make members of the group feel comfortable. If there are 
individuals not known to the larger group take the time for 
introductions and have everyone tell a little about themselves 
(what they do/interests). If most members of the group are 
unknown to one another or have not worked together before 
(e.g., in the case of community meetings) it may be desirable 
Lu ulldertake a brief warm up or 'ice breaker' exercise. 

4. State the purpose of the meeting or session briefly. Ask 
participants about their expectations (Le., 'what do they 
hope to get out of the session/what do they hope will be 
accomplished?). This helps to ensure that everyone 
understands the purpose of the meeting (and isn't working 
at cross purposes) and that people don't go away from the 
session feellng that their issues weren't addressed. As a 
facilitator you can clarify which expectations can be met 
and which cannot. In the case of the latter be sure to 
explain why certain expectations cannot be met (insuJI'icient 
time/will take the group off topic) and see if there are ways 
that they can be addressed (i.e., dealt with at the next 
meeting; will be addressed by the individual and the 
executive, etc.). Also layout any ground rules. For the first 
session it is recommended that you review core values about 
group process and develop a 'Group Code of Conduct'. If the 
meeting is largely a brainstorming session, list the rules of 
brainstorming. 

5. Take the group through the meeting or session trying to 
ensure that: 

• all information and viewpoints get put on the table 

• all participants have the opportunity to share 
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• the discussion stays on topic 

• the process is productive and that the group adheres to 

certain core values about group process 

6. Conclude the session by synthesizing or summarizing the 

discussion. The facilitator can do this by grouping related 

ideas or identifying certain themes or ideas that run 

through the discussion. Get group participants to select 

those points that they feel are the most important from the 

discussion (see qUick voting technique). If action is 

required on any of the items be sure to assign (seek 

volunteers) to carry them out and specify time when task is 

to be completed. 

7. Type up discussion notes (or assign someone with the task) 

and have them circulated before the next planning session 

to: ensure that all important points were recorded; and to 

refresh participants memories about the discussion. 

FACILITATION GUIDE 

1. Ask participants to think of frustrating group sessions that they have been involved with. What went 
wrong/caused frustration? Use this as a basis for describing how a facilitator can help the group process. 

2. Ask participants to note any facilitative techniques used in this session and to jot them down to share with 
the group later. 

3. Develop a'Code of Group Conduct' by having group describe what principles, behaviour or conduct they 
would like the group to operate under (i.e., what needs 
to happen to allow for well-functioning discussions and decision-making of the group?). Record these on 
a flip chart and ask participants to select out key points (using quick voting technique) that they would 
like to include in their own code. Have 1 or 2 members of the group draft up a Code for the gJOUp to 
review at the next meeting. 

4. Ask group to identify what skills or qualities make for a good facilitator and record them on a flip chart. 
Introduce additional points from the module and discuss. 

5. As a way to get group thinking about effective facilitation skills ask partiCipants to~list any techniques that 
you have used to facilitate or 'make easy' the group discussion and decision-making process. Complete list 
from this module and discuss. 

6. After presentation on 'Discussion/ Group Process Inhibitors' ask participants if they have anything to add. 

7. Encourage participants to take practice and take turns facilitating sessions as your group works its way 
through the Guide. Ask them to evaluate each other's facilitation skills but only by making positive 
observations and suggestions (i.e., What I liked about your facilitation was ... Some suggestions for 
strengthening your facilitation include ... ) 

8. At the end of the session ask participants to list five things that they learned (facilitation techniques) that 
they will try to use in their next facilitation. 
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T
he primary consideration in heritage development 
should be the protection and preservation of the 
heritage resource itself. Heritage resources are 

important for their own intrinsic value because: 

• Cultural heritage resources preserve the important historical 
record that helps to inform us about how our ancestors 
lived and about how our present society evolved. 

• Natural heritage resources preserve a record of the earth's 
evolution and of the incredible diversity of life that exists. 

• They provide an invaluable source for researchers of all 
kinds (historians, folklorists, scientists, medical 
researchers, etc.) 

• They contribute to our sense of 'identity' and 'place' in a 
rapidly changing and homogenizing world. 

If properly cared for and developed, natural and cultural 
heritage resources can enrich and benefit both present and 
future generations. They can contribute to our spiritual, 
psychological, and physical health. They can inspire creativity 
and cultural production in the form of literature, film, drama 
and art. They can provide economic opportunities and 
employment. 

Being a good steward when preserving and!or developing 
heritage resources means: 

• maintaining their integrity - ensuring that heritage 
interventions or development does not alter or destroy the 
fundamental fabric and character of a heritage resource. 

• being authentic and honest in their presentation! 
interpretation 

• carefully managing them in ways that will protect them 
from the strains of over-use: artifacts can be damaged by 
too much handling (or possibly any handling at all); 
buildings, ruins, plants and habitat for animals can be 
harmed by too many feet trampling over them 

• providing benefits from local heritage development to the 
residents of a community or region. This ensures a sense 
of ownership of heritage resources and of responsibility for 
their protection. 

• being sensitive to the spiritual values of those cultures to 
whom heritage resources originally belonged. The special 
spiritual places, grave sites and ceremonial artifacts of 
aboriginal groups come to mind. 

CaS8 Study 
ENSURING LOCAL BENEFITS 

FROM TOURISM DEVELOPMENT 
IN JORDAN 

A partnership with Jordan Tourism 
Investments OTI) has allowed the 
residents of the historic village of 
Ta.ybeh, Jordan to receive significant 
benefits from tourism. ITI leased a 
number of the existing histori'c houses 
and structures ih the centre of the 
village, preserving and converting them 
to into a five star resort. Through the 
lease agreement funds have been 
generated to improve education and 
health care facilfties for residents. 
Employment and business 
opportuniUes have been generated 
through the offering of traditional Arab 
cuisine, music, theatre, folklore ,the 
manufacture and sale of handicrafts, 
and jobs at the resort itself. 
For more information see 
http://www.jtic.com/taybet.html 
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Case Study 
WINTERLAND ECOMUSEUM 

Recognizing the value of the 
wilderness area on the edge of the 
community, the,Town of Winterland 
(pop. 300) on the Burin Peninsula 
designated a 2,000 acre 'protected 
area'. It did so under the Eastern 
Habitat Joint Venture's 'Municipal 
Wetland Stewardship' program. It is 
one of about a dozen Municipal 
Stewardship Wetlands in the province. 
The community took the added step 
of having the province designate the 
area.as a Ina hunting zone' to further 
protect habitat and animals. 

The area contains a variety of habitats 
including wetlands, such as bogs' and 
ponds, boreal forest and barrens. 
Through the Winterland Heritage 
Development Corporation (WHDC), 
an Ecomuseum has been created 
within the stewardship area, It iS I 

essentially, an outdoor museum 
consisting of a 5- km trail, an outdoor 
classroom and an amphitheatre. 

Recognizing the important link 
between their natural and cultural 
heritage, the WHDC, included 
interpretation on Winterland's cultural 

history. Display panels along the trail 
include information an traditional 
uses of natural areas and natural 
resources 0. A heritage farmstead along 
the trail interprets the communityls 
history as a planned agricultural 
settlement. 

This module outlines the importance of caring for heritage 
resources. It explores the notion of stewardship, identifies 
various ways of protecting heritage resources, and provides 
gUidelines for developing heritage resources. It also lists 
sources of information on standards as well as training and 

developmel!.t for the mal!"gement of heritage resources. 

"",k',·,,,,"',': ~'::'J~~~;' ~i~,:, ~'~·~A~ ~'i'fA G E 

PRE s E,;I~~~~~i:~,~ ~i,!~~~r~,t'~p MEN T 

Standards exist for the preservation and development of 
heritage resources at various levels: international, 
national, provincial and municipal. They run the gamut 

from general gUidelines or principles to technical 'how to 
documents'. Developed by experts in their respective fields, 
the latter deal with such things as building restoration and 
trail development. While many of these standards are 
voluntary, some at the local and provincial level exist in the 
form of legislation. The provincial 'Historic Resources Act' 
includes legislation that applies to historic resources, in 

particular archaeological sites and built heritage. The Act 
states clearly how archaeological sites and artifacts must be 
dealt with as well as provinCially-designated heritage sites 
and structures (link to http://www.gov.nf.calhoa/statutes/h04.htm) 

Following is an overview of heritage standards: 

Cultural Heritage 

The International Council on Monuments and Sites 
(ICOMOS), affiliated with UNESCO and its various national 
chapters have adopted a number of charters and other 
documents which provide gUiding principles for the treatment 
of heritage. These are the accepted standards for heritage 
professionals. 

The basis for most ICOMOS charters include: 

• comprehenSive analysis of the place or resource - to allow 
for its proper treatment and protection 

• minimum intervention in the historic fabric 

• precise documentation - to allow for a thorough and proper 
understanding of the historical context and significance of a 
heritage resource 

• respect for contributions from all periods - considering the 
complete history of a cultural heritage resource rather than 
locking interpretation into a Single time period 
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• maintenance of authenticity 

• a holistic view of the historic environment 

ICOMOS charters deal with a range of heritage resources: 

• Appleton Charter (historic structures) 

• Florence Charter on Historic Gardens 

• Washington Charter on the Conservation of Historic 
Towns and Areas 

• The Charter on Cultural Tourism 

• Charter for the Protection and Management of the 
Archaeological Heritage 

Of particular interest to communities in Newfoundland and 
Labrador are a couple of documents that deal with 
economic and social issues faCing small communities. They 
consider initiatives for safeguarding such communities and 
include: 

• Resolution on the Conservation of Smaller Towns 

• Tlaxcala Declaration on the Revitalization of Small 
Settlements. 

The above charters can be found at 
hUp:/ / www.international.icomos.org/e_charte.htm 

The Province of Newfoundland & Labrador has adopted 
(Nov. 2002) a set of 'GUiding Principles' for the protection 
and development of cultural resources. Points relating to 
stewardship and standards include: 

• the inherent value of culture (as a foundation for society) 

TO CREATE A MUSEUM OR NOT 
TO CREATE A MUSEUM: THAT IS 

THE QUESTION? 

You have an interesting story to tel! 
or an interesting' collection of artifacts 
to share. The typical inclination is to 
thInk about. creating a museum. But 
it should be remembered that 
museums are not the only way to 
share your history. For one thing, 
they can be costly to set up and to 
operate. Finding the resources for 
staffing, heating and the on-going 
costs associated with museum 
operations is generally the real 
challenge. To properly maintain and 
care for a collection of artifacts or 
documents requires proper storage 
facilities and climate control. There 
are other options that should be 
considered, many of which allow 
you to reach a broader audience 
than a museum permits and are 
more cost~effective. In particularl 

computer technology has made it 
possible to document and 
disseminate h·istorical information 
about your community to virtually 
every corner of the world. See 
Modufe lOon Interpretive Planning 
for various ways that you can preserve 
and share your community's heritag_e. 

Photo: The restorntion oj' the Lane House 

in TiUling proVides a good example for 

inlelpreUng the change llwl' a l1Critnge 

structure has undergone. Here the origninal 

saltbox (which later had its roof raised) is 

indicated on Ihe side of the house. 
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ARCHAEOLOGICAL RESOURCES 
BELONG TO THE PROVINCE 

All archaeological sites and artifacts 
belong to the Province of 
Newfoundland &: Labrador. This 
means that any initiative reJated to 
archaeology (development on an 
archaeological sitel an archaeologrcal 
dig, even a display of archaeological 
artifacts) can only proceed with the 
permission of the Archaeology 
Division of the Department of 
Tourism, Culture & Recreation. 
In fact, it is illegal not to get the 
required permission. This tight con
trol on archaeological resources is 
crucial to protect the sites them
selves which can only reveal their 
full story if expertsare allowed to 
view them ih their original, undis~ 
turbed state. An artifact's location 
and condition can provide as much 
information as the artifact itself. 

Furthermore, the Historic Resources 
Act requires that all archaeological 
investigations be carried out by fully 
qualified and approved professionals. 

Before starting any kind of heritage 
development project (restoring or 
constructing a building, developing 
a trail) it is strongly recommended 
that you contact the Archaeology 
Division of the Provincial Government 
(Tel. 709-729-2462). They can 
provide an initial- assessment of the 
archaeological potential of the area. 
This is important to ensure that you 
don't, unwittingly, damage or 
destroy an archaeological site. The 
provincial office can recommend as 
to whether you might need to 
undertake a preliminary investigation, 
an item which can be built into your 
project budget. 

• the importance of participation and access to cultural 
sites and activities by all residents 

• importance of educating people about our natural and 
cultural heritage 

• respect for cultural and linguistic diversity 

• all residents have a responsibility for the stewardship of 
cultural resources 

Natural Heritage 

Many of the principles relating to the protection of natural 
heritage have parallels with cultural heritage, including 
such things as: assessment; the maintenance of natural 
heritage fabric; and consideration of historical change over 
time. The Australian Natural Heritage Charter provides a 
good model for articulating principles around natural 
heritage. These include: 

• Conservation is based on respect for biodiversity and 
geodiversity. It should involve the least possible human 
intervention to ecological processes, ... 

• Conservation of a place should take into consideration all 
aspects of its natural significance, and respect aspects of 
cultural significance that occur there. 

• The conservation policy should determine uses that are 
compatible with the natural Significance of a place. Uses 
that will degrade the natural Significance should not be 
introduced or continued 

• The conservation policy should consider ecological 
processes and other processes that extend beyond the 
stated boundaries of a place, " 

Ie low do you decide whether to restore an artifact or 
structure or to stabilize/conserve it? How does a 
group or community decide how best to share its 

history from among the numerous options (a museum, a 
virtual (computer-based) collection/display, outdoor 
interpretive panels, displays in existing venues like the 
local school, town hall or library, publications, living history 
programming)? Selecting the best option(s) depends upon a 
variety of factors such as: 

• importance of resource - if a heritage structure or a 
natural habitat is of special importance (e.g., it is rare, 
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has great historical or biological significance) one would 
likely seek to maintain it in as original a condition as 
possible and to give it maximum protection. 

• financial resources available - the level of resources 
available for a project will have an important impact on 
the level of intervention/ development. In the case of a 
heritage structure it may determine whether one 
preserves or .stabilizes what is in place or whether one 
undertakes a major restoration. In the case of sharing an 

·artifact collection with the public, the level of resources 
may determine whether a group sets up displays in 
existing venues (such as the town hall, local schools, or 
the library) or develops a museum facility. An important 
financial consideration is the availability of funds to 
operate/sustain a heritage facility over the long term. 

• research - heritage initiatives, whether they involve 
interpretation, conservation, restoration or cultural 
tourism development, must be based on the best research 
possible. The availability of research materials and 
resources to undertake research will help to determine 
interventions taken. If these are not readily available, 
major interpretive or development efforts might need to 
walt untll they are. 

• conservation requirements - the first priority in protecting 
any heritage resource is to stabilize it or keep it from 
further deterioration. The importance of the 
artifact/structure and the availability of resources (to 
develop and sustain it) will determine whether one 
goes on to restoration (i.e., putting it back, essentially, 
to its original state) 

• ownership of resource - obViously, ownership of a heritage 
resource will determine what can be done with it. As an 
example, archaeological sites and artifacts legally belong 
to the Province. Hence, any intervention (archaeological 
investigations, displays of artifacts) 
must be approved by the Department of Tourism, Culture 
& Recreation and must be supervised by a qualified and 
approved archaeologist. 

• intended uses - depending upon intended uses and the 
needs of users, various levels of intervention will be 
necessary. For example, 
a heritage structure to be used for public purposes would 
likely require new building systems such as fire safety 
features and electrical/ plumbing while one that was to 
be used as a weekend or summer retreat might require no 
changes to building systems. 
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I ntervention refers to the actions that we will take in dealing with a heritage resource. Any 
decision must be guided, first and foremost, by: what is best for maintaining the integrity of 
the heritage resource itself; and what best contributes to the historical record (i.e., the 

ability of that resource to be an authentic research/educational tool). Following is a description 
of the different levels of intervention along with gUidelines and examples for how they should 
be used: 

Intervention 

Documentation 

Preservation 

Description 

- involves the inventory or 
recording, of information 
about a heritage resource 
through photos, drawings, 
written descriptions, 
recordings. 

- good documentation 
involves research on such 
things as: how an object 
was used, when it was 
created., who- owned it, 
how it was. changed. 

- keeping what remains of 
the artifact, building or . 
habitat in its current state 
(including any changes or 
alterations that may have 
occurred over time). 

~, recognizes and respects 
changes that have occurred 
as a record of the history 
of that reso.urce. 

~ often includes. measures 
to stabilize or protect the 
existing heritage fabric 
including proper storage 
(in the case of artifacts) 

~ preservation is' generally 
more cost-effective than 
restoration. 

Guidelines 

- pri'or to any intervention, 
thorough documentation of 
a heritage resource should 
be undertaken. 

. sometimes it is not possible 
to physically preserve a 
heritage resource, 
Resources may not be 
available or it is facing 
unavoidable alteration Of 

destruction. In.such cases, 
documentation may be the 
the only way to preserve it. 

- when conditions permit this 
is the most desirable level 
of i'ntervention. 

- used when a substantial 
amount of the original 
heritage 'fabric' is intact. 

- appropriate when changes 
made to the heritage 
resource have been organic 
and sympathetic. 

. 

Examples 

- a building or cultural 
landscape that is to b·e 
demolished or significantly 
altered. 

- intangible aspects of 
cultural heritage such as 
traditions, stories, skills, 
and music can only be 
preserved bypassing them 
on or by documenting 
them. 

- a natural habitat that has 
no significant human 
degradation. 

- a heritage structure that is 
in reasonably good shape 
and has few or no recent! 
modern modifications. 

- a historical: artifact that is 
in a' stable condition and 
hasn't been fnappropriately 
altered. 

-' ruins 
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Intervention 

Restoration 

Reproduction 

Historical 
Fabrication 

Description 

- returning a material 
heritage resource to its 
earner Of original state. 

- period or state to which a 

heritage resource i's to be 
restored is tied. to. careful 
research and interpretive 
strategies (i.e., if a heritage 
structure belonged to an 
important historical figure it 
would, likely, be desirable to 
restore it to the period when 
the person lived there) 

- often requires significant 
financial resources 

~ involves creating a facsimile 
or reproduction of a 
building or artifact (e.g., 
where the original has been 
destroyed) 

-generally used for 
educational purposes or 
where- one wants a 
structure to blend well 
within the context of an 
hIstorical or natural 
environment 

- involves creating a 
'heritage-like' structure(s) 
where one did not 
previously exist 

Guidelines 

- employed when heritage 
resource has suffered significant 
deterioration or change that 
masks earlier character Of use 

- natural heritage sites or habitats 
would be restored when they 
have been seriously degraded 
through human activity or natural 
calamity (e.g., forest fire) 

- undertaken when- sufficient 
information (research) is 
available 

- can be appropriate for 
individual structures that 
are to fit within an historic 
community or neighbourhood 

- must be based on good research 
and be appropriate to the local 
context 

- where cultural Of' natural 
heritage features are replicate.d 
there should be clear indications 
that they are reproductions 

- this is, generally, not 
recommended as it has a 
tendency to be based on 
romantic notions of the past 
(e.g., the 'little red school 
house') that has little to do 
with reality. 

- the resources required would 
be better spent on the 
pres.ervation/restoration of 
existing heritage resources 

- historically inspired: structures,
based on local precedents -
are appropriate as ihfil in a 
heritage streetscape 

Examples 

- an important structure that 
has experienced significant 
(but not overwhelming) 
physical deterioration due to 
decay, flood or fire 

- a structure or artifact that 

has had unsympathetic 
changes made to it 

- a natural area such as a 
wetland that has been 
polluted, filled in or 
damaged by ATV use 

-- as i'nfH structure i'n an 
historic streetscape or 
villagescape 

- a- newly created natural 
habitat which forms part of 
a natural history interpretation 

- wh,ere use of original artifacts 
for educational programming! 
demonstraUons would damage 
them/- reproductions or 
replica are often employed 

- generic 'heritage village' 

- generic 'school house' or 
'general store' 

- 'heritage' theme park 
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Photo: This replication of a J7111 Centwy 

Englich kitchen is used by the Colony of' 

Avalon as an educationallintclpretive tool 

to convey what life may have been like in 

Lord Baltimore s Colony. 

~~Oio':f~!ii)~orO~ltSj~~'t~J!~:=~~!gi~:!o 
i:i;; 1. Designation 

'«< 

The designation of a structure, district, or natural area 
can provide a level of protection which, in some cases 
restricts uses, and prevents inappropriate interventions 

or changes. The designation of heritage resources can 
happen at a municipal, provincial, national, or international 
level. In addition to providing protection, a designation can 
raise the profile of a heritage resource and, in some cases, 
make it eligible for special funding. 

• Under the Municipalities Act of Newfoundland & 
Labrador, individual municipalities can put in place 
mechanisms whereby they can designate municipal 
heritage structures and districts. 

• Under the Newfoundland & Labrador Urban and Planning 
Act municipalities can zone special cultural or natural 
heritage areas as 'Conservation' or 'Environmental 
Protection' areas in order to protect and manage them. 

• The Minister of Municipal Affairs can designate natural 
or cultural areas not covered by a municipality as 'local 
planning' or 'protected' areas by. A local authority or body 
is appOinted to manage the area in a way similar to a 
municipal authority. 

• For all of the above a Heritage Advisory Committee or an 
Environment Committee is generally appointed by a 
municipal government to prOVide advice on deSignation 
and rnanagernent. 

• The Heritage Foundation of Newfoundland & Labrador 
(HFNL) is an 'arms length' government agency that 
deSignates heritage structures and districts deemed to be 
of provincial Significance. Changes to deSignated 
properties must be in keeping with their historic character 
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and cannot be made without the consent of the Foundation. 
Matched funding (up to $10.000) is available to owners of 
designated heritage structures for exterior restoration work. 
F or additional information on the HFNL check out their 
website at: http://www.heritagefoundation.ca/ 

• The Historic Sites & Monuments Board of Canada (HSMBC) 
designates historic sites of national significance. This can 
provide a high level of recognition for a site. Sites in the 
province designated by the HSMBC include Carbonear 
Island and the stone walls of Grates Cove. For information 
see: http://parkscanada.pch.gc.ca/hsmbc/hsmbc_e.htm 

• The International Council on Monuments and Sites 
(ICOMOS) designates natural and cultural heritage sites 
deemed to be of international significance. While few sites 
would qualify, this would provide a very high level of 
recognition to a site. Newfoundland and Labrador has three 
ICOMOS designations: Red Bay, Gras Morne National Park 
and L'Anse aux Meadows. 

• Municipal Stewardship Areas (MSA)- under the Eastern 
Habitat] oint Venture program (EH]V), administered by the 
Department of Tourism, Culture and Recreation, significant 
natural areas within a municipality can be designated. These 
can include wetland areas, uplands, and habitat for animal 
species. Protection comes from regular municipal zoning 
and regulations. MSAs receive assistance from EH]V in 
conducting inventories, in planning and in educational 
programming. For more information see: 
http://www.gov.nf.ca/tcr/wildlife/Wildlife/Municipal.htm 

• Provincial Ecological Reserves, administered by the Parks 
and Natural Areas Division of the Department of Tourism, 
Culture and Recreation, provide a sanctuary for unique, 
rare or endangered plants, animals or natural history 
artifacts such as fossils. Examples include Baccalieu Island 
(wildlife sanctllary), Mistaken Point (fossil site) and Watts 
Point (rare plants). For additional information see: 
http://www.gov.nf. cal parks&reservesl 

For groups seeking heritage designation at the national level, 
it is often helpful if a heritage site has already been 
designated at the municipal or provincial level. 

Other Tools 

Various bodies can be established at the community, regional, 
or provincial level to engage in heritage preservation, 
conservation and development work. For additional 
inforrnation on organizational structures that can aid in 
heritage preservation see Module VI - Organizing for Success. 
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I n addition to setting standards, various provincial, national and inteiri1tional bodies provide 
training in the appropriate application of standards and good practices. Below is a summary 
of these: 

Heritage Resource Organization StandardslTraining 

Conservation of Built Dept. Canadian Heritage Standards" Guidelines for the Conservation 
Heritage of Historic Places in Canada (publication) 

Heritage foundation of Newfoundland" Labrador 

-provide advice and technical assistance on building 
conservation 

. 

Archival Resources Canadian Council of Archives Canadian Archival Information Network (CAIN) provides 
the national standards for the preservation and 
documentation of archival resources 

Association of Newfoundland" Labrador Archives (AN LA) 

~provides technical assistance and training 
in a variety of areas related to archival management 

. 

Archaeological Resources Department of Tourism, -all archaeologi'Cal reSQurces are governed and owned 
Culture & Recreation by the Province of Newfoundland" Labrador. Therefore, 
(Archaeology Program) the Provincial Archaeologist must be consulted 

concerning all archaeological resources and initiatives 

Planning Guide for Archaeology Projects (publication) 

Newfoundland Archaeological Heritage Outreach 
Program (NAHOP) 

-provides technical assistance and resources-for 
archaeological investigations 

Artifacts 
Museum Association of -offers training. in various aspects of the 
Newfoundland" Labrador care and presentation of artifacts and has 

an extensive resource library 

Natural Areas 
Protected Areas Association -can provide advice and information for groups 

planning natura.1 heritage stewardship projects 

I 

Trails 
Parks and Natural Areas Trail Development Manual (provincial government 
Division, Dept. Tourism, Culture publication available from the Queen's Printer) 
" Recreation (Nfld " Lab) 
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FACILITATION GUIDE 

1 .. Ask the group to clarify the stewardship values that you wish to bring to your project. Answer the 
question: How will/should our actions/interventions contribute to the protection of our heritage 
resources. 

2 .. Get members of the group to review relevant heritage charters and get them to report back on which 
sections are applicable to your project/initiative. 

3. Review levels of intervention and discuss which ones should apply to your heritage resource/ collection. 
Ask the group to evaluate the level of resources needed to undertake these interventions and to discuss 
how feasible they are in light of: available human and financial resources; importance of heritage 
resource; condition and conservation requirements 

4. Review 'Tools for the Protection of Heritage Resources' and identify which might be appropriate for the 
heritage resources in your community 

5. Identify which organizations and agencies can help and ask representatives from them to meet with your 
group to discuss how they can help. 
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Before you begin planning a heritage project it is 
important to first take stock of a number of things. 
These include: 

• an inventory of the heritage resources that exist in your 
community 

• the capacity of the community to undertake and support 
heritage initiatives 

• the needs of the people (residents, school groups, tourists) 
who will be using heritage facilities or taking part in 
heritage programs 

The process of taking stock, which is sometimes referred to 
as a 'Needs Assessment', is important for a number of reasons: 

• it ensures that projects or initiatives are firmly rooted in 
the needs of a community. A group may start out with the 
notion that they really need a museum to preserve their 
history. Upon assessing the needs of the community and 
the resources available they may find out that other things 
- say, the protection of their built heritage or preservation 
of traditional knowledge - are more critical to the 
community or that the resources reqUired to establish and 
operate a museum are better spent elsewhere. 

• it ensures that a group or community has the capacity to 
undertake a particular heritage project(s). In many cases, 
problems within a group (small volunteer base, lack of 
community support) may need to be addressed before it 
can successfully go forward. 

• it can lead to a community's self-discovery about its 
heritage: to learn about aspects of its heritage that were 
not well-known, yet are worth preserving. 

This module outlines a number of tools and techniques for 
gathering useful information. While the process of 
undertaking a needs assessment will help to confirm some 
of your assumptions, more than likely it will reveal new 
information and ideas and lead to new directions and 
possibilities not preViously thought of by your group. 

Piloto: A 'community waiJ( about' is a good 

way to get residents w tak~ a second look 

at tbeh commwli(y and to note distinctive 

Features that def1ne tbe colllmuniW and 

sliould be preserved (e.g'., architecLural 

forms and buildiilgs (YPL~S) 
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There are several diff~i~~~ techniques for gathering 
information and a group could take many months just 
taking stock. While this might be ideal, it is often not 

practical; your group may be anxious to get started on a 
project; or it doesn't have the resources to do a lot of initial 
information gathering. A good starting place is to establish the 
'big picture' through an exercise that is known as the SWOT 
Analysis. SWOT is a simple, straightforward method of 
gathering useful information and analyzing the situation 
around a particular project; around the heritage resources of 
your community; or your group's/community's organizational 
capacity. It involves a workshop format in which participants 
brainstorm on ideas/information. SWOT stands for: 

Strengths (on which your group/project/community has to 
build) 

Weaknesses (Which need to be overcome) 

Opportunities (for projects, programs, development that 
arise from your project) 

Threats (to your project or work that have to be addressed) 

Examples of Strength/Weaknesses/Opportunities/Threats: 

Strengths: human and financial resources, 
skills/accomplishments of your group, heritage resources, 
existing visitor base, community amenities, partnerships 

Weaknesses: organizational issues that need to be addressed, 
community attitudes/lack of heritage awareness, lack of 
resources, 

Opportunities: interpretive ideas, collaboration with other 
groups, economic development, revenue generation 

Threats: loss of heritage resources, unsympathetic development, 
duplication of heritage efforts in neighbouring communities 

Use a workshop format to undertake the SWOT analysis. The 
exercise can be undertaken by your group or - even better -
involve key community stakeholders (e.g., from town council, 
local schools, community organizations). If the number of 
workshop participants is more than 10 or 12, divide up into 
small groups (of 5-8 individuals). Recording all responses on 
a flip chart or piece of paper, ask participants to first 
brainstorm on strengths, then weaknesses, opportunities, etc. 
If you have more than one group, report all responses back to 
the full group. 
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As a way to focus the discussion, combine all of the pOints 
together and ask participants to select what they feel are the 
5 or 6 most important by putting a check mark beside them. 
Total up the checkmarks and see which points emerge at the 
top. This exercise can provide a very useful preparation for 
strategic planning as it is a qUick way to identify priority 
issues that need to be addressed and opportunities for 
development. 

~' ~;'E'iltf\G~j~E'SO~ 
"l IN \j('E N.IO'R I Es:l:l :c; 

Once you have gotten the general 'lay of the land' 
through the SWOT Analysis and established some 
priorities for your group, you will likely find a need 

to undertake inventory work on your heritage and human 
resources. Inventories can: 

• deepen your understanding of the range of heritage 
resources that exist in your community 

• identify heritage resources that exist and that you may 
wish to preserve and manage 

• identify useful information and artifacts that can be used 
to tell your community's story 

An inventory is a list of resources that a community has to 
work with. There are two types of inventories. 

A comprehensive inventory in which information on all 
heritage resources within a community or on a particular 
subject area is collected. While this approach can be time
consuming and require a lot of human resources, it provides 
a good overview for the development of a broad strategy for 
dealing with heritage resources and for setting priorities. 

A focused inventory, based on first identifying project goals 
and objectives and then gathering only the information that 
is needed to support them. This approach takes less time 
than a comprehensive inventory, is flexible if project goals 
change overtime, and is more economical if there are budget 
constraints. 

Choosing the type of inventory that is appropriate will 
depend on available resources and time available. The 
following section outlines what information should be 
considered as part of the inventory. 

DON'T REINVENT 
THE WHEEL - CONSULT WITH 

PUBLIC/PRIVATE AGENCIES FIRST 

A good starting point in coliecting 
information is to see what information 
has already been gathered. 
Universities, government departments 
and' agencies, regi'onal bodies such as 
community development groups (e.g. 
zonal boards) tourism associations, 
and municipalities may have already 
gathered information on such. things 

as natural and cultural heritage 
resources and user needs. Talk to them 
first. There is no point in reinventing 
the wheel. 

Photo: Taking stock of water/owl through 

a banding program, 
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Photo: A groUt) in lorbay conducts a 

species inventory in £1 vDhwb1e cOHlmun.ity 

wetland. Such SerV(~y:5 are key to 

developing effecti!1(~ conservation measures. 

WHAT TO INVENTORY 

Depending upon the nature of your project you may wish to 

collect information on the following: 

Natural Heritage Resources 

• Topography 

• Geology 

• Drainage Systems 

• Wetlands 

• Water features (ponds, streams, shoreline) 

• Soils 

• Flora 

• Fauna 

Issues of access to natural areas, restrictions on their use, 
and traditional uses of resources should also be described 
as part of the inventory as these could have significant 
impacts on your project. Things to consider include: land 
ownership; land classification (e.g., farmland, conservation 
area); trails; areas of forest cutting; sensitive habitats for 
rare or endangered animals or plantlife. This information is 
important, for the last thing you want to do is start on a 
project such as a nature trail, only to find that there are 
land ownership disputes, unsympathetic land uses nearby; 
or that you risk negatively impacting on wildlife. 

Before you undertake your own natural heritage inventory 
take the time to see what is already available. Organizations 
to contact include: 

• Local Municipality (zoning, land ownership) 

• Provincial Wildlife Division (wildlife habitat) 

• Parks and Natural Areas Division (rare plants and 
sensitive habitats) 

• Protected Areas Association 

• Environment Canada 

• Nature Conservancy of Canada 

• Nature Legacy Trust 

• Statistics Canada 

• Local conservation officers 

• Memorial University (research already carried out) 

• Regional tourism associations or Zonal Boards (existing 
surveys, cataloguing) 
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Cultural Heritage Resources 

• Historic artifacts or objects 

• Archival resources such as documents records, maps and 
photographs 

• Sites of historical significance 

• Historic buildings, structures, and features (eg, fences, 
pathways, ruins) 

• Cultural landscapes and distinctive settlement patterns 
(abandoned communities, traditional road and lot patterns, 
gardens) 

• Oral histories 

• Important historical events 

• Aspects of intangible cultural heritage: local traditions 
including ways of celebrating, music, traditional skills and 
knowledge. 

It is worthwhile getting some expert input into the design of 
community inventories to ensure that important information 
isn't left out. For information and assistance with developing 
inventories contact: 

Historic buildings or cultural landscapes: The Heritage 
Foundation of Newfoundland & Labrador (Tel. 709-739-
1892, email info@heritagefoundation.ca) 

Archival Collections: Association of Newfoundland & Labrador 
Archives (Tel. 709-726-2867, email: anla@nf.sympatico.ca 

Artifacts, oral history, traditional knowledge: Museum 
Association of Newfoundland & Labrador (Tel. 709-722-
9034, email: uokshevsky@nf.aibn.com) 

Before you undertake your own cultural heritage inventory 
work check around to see what may already be available. 
Contact: 

• Municipalities (municipal records) 

• Local libraries (historical collections) 

• Archives (Provincial Archives of Newfoundland & Labrador) 

• Memorial University (Centre for Newfoundland StUdies) 

• Local museums and heritage groups 

• Regional tourism association or Zonal Boards (inventories 
or studies) 

MODULE 3 ' TAKING STOCK BEfOIlE STARTING· ASSESSING NEEDS 28 



CASE STUDY 
HERITAGE INVENTORY 

ON THE FRENCH SHORE 

On the Northern Peninsula of 
Newfoundland, the French Shore 
Historical Society conducted an 
inventory of the heritage res.ources 
in the communities of the White 
Bay Central Region as part of an 
effort to "promote through. heritage 
interpretation, conditions that foster 
diverse economic activity. II Local 
residents conducted a series of 
cultural inventories, designed a 
series of community surveys, 
mapped historic sites and i"nspected 
heritage buildings in the 
communities to catalogue heritage 
resources in the four communities of 
Grandois, Croquet Conche, and. 
Main Brook. The surveys have 
provided valuable information to 
assist the group in prioritizing- their 
needs, leading to the restoration of 
the historic Grenfell Nursing Station 
in Conche and to the participation 
of Memorial University rese.archers 
in a.rchaeological research in the 
communities. 

I f the the natural and cultural heritage features of your 
community are what you have to work with or to preserve, 
community resources involve the capacity of your 

community to undertake such work. They include: 

Human resources - What people, skills or organisational 
capacity are available to help with your heritage project in 
areas such as marketing, fund-raising, business planning, 
research, public relations, etc? For information on 
undertaking a Community Skills Inventory see: Module 5 

Potential Partnerships - Which groups and institutions can 
help you or have similar goals and interests? For information 
on potential partner groups see: (link to Module 5) 

Community Infrastructure - How can your heritage project 
link with or take advantage of existing infrastructure? 

• Available space in local buildings: library, school, church, 
municipal office, businesses which could be used for your 
group's activities, office space, display or storage space 

• Linkages with existing trails, programmes, heritage sites 
and structures,. and tourism infrastructure. 

• Availability of services (electricity, water)' maintenance, 
equipment 

Educational resources - In what ways can local schools and 
post-secondary educational institutions offer help with local 
heritage projects? Possibilities include: 

• Facilities 

• Equipment 

• Teachers (expertise) 

• Students (labour, fund-raising activities) 

Community Attitudes - before starting a new heritage 
initiative it is important to understand local attitudes and 
values. If there is little awareness or support for a proj ect, 
then additional work has to be undertaken to build community 
support or change the focus of the project. In many cases, 
negativity about a project is due to lack of knowledge or a 
misunderstanding of what your proj ect is about. 
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HOW TO UNDERTAKE AN INVENTORY 

There are several different ways to gather information and do inventory work. 
How you do it will depend, in no small way, on the resources, skills, and time available. 

i) Surveys offer a structured, reliable method for gathering information. Surveys usually take 
the form of a questionnaire which has a standard set of questions that all participants are 
asked to complete. They can be used to undertake inventories or to gauge attitudes and 
values (e.g., about heritage resources and appropriate ways to treat them), to determine 
preferences (for different development options), and user needs. There are four types of 
questionnaires: (1) personal, face-to-face surveys: (2) self-administered questionnaires 
that are distributed to respondents; (3) telephone interviews; (4)and field surveys. 

Type of Survey Uses Advantages Disadvantages 

Self-administered - community skills. inventory • best when dealing with - usuaily oniy a small 

These are' either mailed - survey of- community 
large numbers (e.g., percentage are 

out or handed out with attitudes 
entire community) returned 

the responses bei'ng 
visitor surveys (that gauge 

- can be quite detailed - can be fairly costly 
mailed in -

level of satisfaction) .. 

. 

Telephone - survey of community - can be quick to - generally don't 

Generaily involve taking 
attitudes conduct (as they only allow for as much 

a random sampling* of 
require a 10% - 20% information as mail 

a larger population 
sample ot your out surveys 
community) 

- allow for interviewers 
to provide clarification 

. 
if required 

. 

Face to Face - survey community - re.liable return rate - time consuming 

Unless the community 
attitudes 

- can get in-depth 
is very small these also - inventory of artifacts information 
involve a random and archival resources 
sample' (e.g., every in community 
5th house) 

. 

Field Survey - inventories,o'f heritage - allows for the gathering - field surveyors require 

Involves individuals going 
buildings or cultural of very detailed considerable skill and 

out.into community and 
landscapes rnformation training 

recording relevant - natural heritage .. ~ useful for. recording 
information, usually on inventories information graphically 
a standardized sheet- (e.g., photos, sketches) 
often also involve - inventories of traditional 

personal interviews skills (crafts, boat building) 

*Jf you have a Jot of people! households to survey, it is not practical to survey eveIYone. Reliable results can he gathered by laking a 

representative sample (e.g., 10% to 20%) of households. In order to he reliable, these need to be selected in a random mannel: In the 

case of a telephone survey lhis can be done by selecting CVC(V 5th {or 7th or 1 Dlh} listing. In the case of door to door surveys select 

every 5th hoase. 
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TIPS FOR IMPROVING 
MAIL-IN QUESTIONNAIRE 

RESPONSE RATES 

• Cet lots of media coverage about 
the purpose of your survey 

• rnclude a good- cover letter 
explaining. why this survey is 
important 

• Include a self-addressed envelope 
with mail in survey 

• Make follow up phone. calls to 
encourage- people to complete and 
return their surveys 

• Have a draw for a prize from the 
names on all returned questionnaires 

Test your Survey First - In order to ensure that 
questionnaires are properly deSigned and carried out it is 
important to get professional assistance when designing 
them and to test them on a small group first. If interviewers 
are reqUired (for personal or telephone interviews) it is 
important that they receive the proper training in etiquette 
and in interviewing techniques. 

ii) Focus Groups cari be useful in certain instances when 
you don't have the time or resources to undertake a 
survey. Essentially, they involve getting together a 
group of individuals (either hand-picked or randomly 
selected) who are brought together to provide 
information, feedback or opinions. Typically a focus 
group involves 6 to 12 individuals plus a facilitator who 
asks a series of questions and records the responses. 
Focus groups can be relatively informal (held in 
someone's living room). They allow the facilitator to 
probe responses to get a deeper understanding of an 
issue (Le., why do you feel that way? what are the 
consequences of particular behaviours or trends?). 
Focus groups can be used in a variety of ways: 

a) To determine community attitudes and awareness 
about heritage in general, or about your specific 
project. Participants for this are best selected in a 
random fashion. 

b) To gather historical information on a specific topic. 
For example, to learn about rug-hooking or boat
building in your community it would be useful to 
gather together people from your community - often 
seniors - who have knowledge and skills in those 
areas. 

iii) Community Workshops provide another way to gather 
information about the community's heritage, to gauge 
attitudes about heritage or to seek public feedback on 
your group's plans. A workshop is, in many ways, like a 
focus group except on a larger scale. Ideally, an open 
invitation is put out to the community to attend. A 
facilitator poses questions, ensures good group 
participation, and helps to summarize discussions. To 
make discussion easier it is useful to divide the 
workshop into smaller groups (of up to 12 people) and 
have them report their discussion back to the larger 
group. For more information on the facilitation of 
workshops see Module 1. 
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Additional (Innovative) Tools & Techniques for 
Undertaking Inventories 

a) Community mapping involves placing useful information 
on a map as a visual method of recording information. It 
can be useful: 

• To create a visual inventory of heritage resources 

• To note changes to a community or region over time 

• To understand better the relationships between different 
elements 

There are different levels of mapping - from schematic maps 
drawn freehand to computer-generated maps based on 
Geographic Information System (GIS) programs. Community 
maps are really useful in workshops as a method of gathering 
and sharing useful information. Some of the ways that 
community mapping can be employed include: 

i) In a workshop format residents can be asked to plot 
information on a map such as: places/structures of 
historical importance; their favourite places; what is 
visually appealing; what is visually unappealing; 
community attractions. 

il) Community mapping makes an excellent school (class) 
project. Students can be asked to draw maps and 
indicate those features that are of importance. They can 
also undertake their own inventories and record such 
inforrnation on a map along with supporting 
documentation such as photos, drawings, and stories. 
One outcome can be a community (history) atlas. 

ii) Mapping can be a useful tool to present information 

CASE STUDY 
COMMUNITY MAPPING ON 
THE NORTHERN PENINSULA 

The Le Petit Nord Nature and 
Heritage Society teamed up with a 
number of professors from Memorial 
University of Newfoundland in 1999 
to generate a cultural inventory 
using GIS mapping. The map5 have 
been published as a poster and are 
being used as a basis for heritage 
programmes in local schools and as 
a planning tool for the upcoming 
french Shore celebration5 in 2004. 
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The particular benefits of participatory community mapping 
are that it engages residents; reflects local values; and can be 
a useful way to get people to think about their community and 
its resources in new ways. Often what they don't include can 
be as informative as what they do. For more information on 
community mapping see the Orton Family Foundation website 
(Community Mapping Resources) 
http://www.cmapgallery.org/resources/mapping.htm 

b) Community Walkabout - It is human nature to take for 
granted those things in our community that we see everyday. 
Often, we don't see the value or potential of local heritage 
resources. We no longer notice the eyesores in the landscape 
that detract from our community or the attractions that 
make the community special. A community walkabout can 
provide a useful tool for getting. local residents together to 
take a second look at the physical aspects of their community 
and its heritage. Typically, a full day is set aside to undertake 
a community walkabout. The session starts out with the 
formation of teams or groups, each of whom are given a form 
to fill out with questions about different aspects of their 
community. Questions that might be considered include: 

• Note the different building types found in your community. 
What patterns do you see? 

• Note features like the types of outbuildings, fences, 
gardens, vegetation (naturally occurring and planted) 

• Note any structures that you think are of historical 
importance. Why are they important? 

• In what ways has the look of the community changed over 
time? 

• What has been lost in the community's landscape over time? 

• Note any areas in the community that you think are an 
eyesore or could use improvement. 
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• Is your community a nice place to walk? Why or why not? 
What could be done to make it nicer for pedestrians? 

• Note any traditional pathways or trails 

• Note any special places where people like to spend time 
(hang out, take a picnic, meet their friends) 

Depending upon the size of the community it is desirable to 
have different groups walk different sections, The rest of the 
morning is spent on the walkabout. After lunch (an arranged 
lunch or BBQ is a good idea) groups get back together, 
discuss their findings and then present them to the larger 
group, A facilitator can help to highlight commonalities, 
trends, and issues arising from the exercise, 

c) Show & Tell - A 'show and tell' can help flush historic 
artifacts, photos, and documents out of the woodwork. Or, 
hold a local 'antiques roadshow' in which residents can 
bring in their valuables for an appraisal or for information 
on their care and restoration. Ask participants if you can 
record information (including photos) of the items that they 
have brought in and if they might consider lending or 
donating them for exhibits. 

I n order to ensure that a new heritage facility or program 
does a good job of meeting the needs of its intend.ed users, 
it is important to consult with them. Consult local 

residents (make a special effort to consult with youth, seniors, 
the business community, and residents who may be directly 
affected by a development); schools; and visiting tourists. 
Information about them that you would want to know includes: 

• Physical requirements (I.e., age, demographics) 

• Demographic profile (age, income bracket, education levels, 
where they are from) 

• COlnmunicationlinfonnation needs (Le., education, 
interpretation) 

• Recreational needs (important when considering community 
trails) 

• Interests (see Marketing under BUSiness Planning) 

• School curriculum requirements 

A simple survey can be a useful way to get useful feedback 
from your Llsers 

For more information see Module 10 (section on 
'Understanding Your AUdience') 

MODULE 3 • TAKING STOCK SHORE STARTING, ASSESSING NEEDS 34 



FACILITATION GUIDE 

1. Undertake a SWOT analysis with your group. Have your group identify other individuals who might take 
part in this exercize. 

2. Make a list of aspects of your community's heritage that you would like to inventory. Discuss with your 
group the information-gathering techniques that would be most useful to gather the information you 
want and match them to your list. 

3. When developing a survey, work with your group to identify what subjects you want information on. 
Seek outside expertise to draft the actual questions on the survey. 
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Good projects result from good planning. Good planning 
is about being clearly focussed (knowing exactly 
where you want to end up), understanding options 

(there's more than one way to skin a cat), setting priorities 
and goals, mapping out strategies for achieving goals, and 
keeping track of progress. Poor, or no planning results in 
projects that don't meet community needs (for heritage 
resource protection, for long-term jobs), that are difficult to 
get resources for, that usually run into unforseen snags (e.g., 
the money runs out), and that can't be financially sustained. 

This chapter takes you through the various steps for preparing 
a strategic plan and provides some real-life examples. 

Steps to Developing a Strategic Plan - when talking about 
strategic planning there are a number of different components 
or steps. 

Typically these are: 

1. The Vision Statement 

2. Mission Statement 

3. Situational Analysis (Needs Assessment) 

4. Development of Goals 

5. Development of Objectives 

6. Monitoring 

7. Evaluation 

LIKE BUILDING 
A HOUSE 

Planning a community profect [5 not 
so very different from planning a 
house, Few people would start 
building a house without a good set 
of plans (that carefully considered 
the family's needs), and a budget. 
Most people would consult an 
expert who could help prepare the 
plans. Yet,_ for some reason, there 
are examples of community~based 
heritage projects that begin without 
a solid plan. 

One Newfoundland community 
decided to build a hiking trail. No 
professional expertise was sought, 
no specifications prepared, and no 
training offered to the work crew. 
The end result was an uncompleted 
trail that was, essentially, unusable, 
that degraded the landscape and 
wasted tens of thousands of dollars. 

In another-case a community group 
decided to build a museum. The 
group proceeded by seeking 
assistance with developing a 
building plan once the building shell 
was completed. The building very 
nearly had to be torn down when it 
was discovered that it was too close 
to the adjacent highway. No 
financial: projections were prepared 
and the facility has struggled to 
keep its doors open. 

These projects didn't need to be this 
way. What they lacked was good 
planning. 
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VISION FOR TORBAY'S GULLY 
WETLAND AREA 

We envision Torbay as a community 
that is recognized internationally for 
its commitment to the preservation 
of its crucial wetlands. The Gully will 
become a jewel at the centre of the 
community, forming an important 
green/open space- which enhancEs 
the quality of life for area residents 
and contributes to the cultural, 
social and economic life of Torbay. It 
will become a. gathering place for 
old and young to learn about the 
uniqueness and importance- of 
wetland ecosystems Through 
educational and interpretive efforts 
it will seek to create a more holistic 
view amongst residents and visitors 
of themselves in relation to nature. 
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keeping your group focussed and in communicating 
your vision to others. 

How to Develop a Vision Statement: 

Using brainstorming techniques ask participants to think 
about where they would like to be in 5 - 10 years time with 
their efforts. This could relate to a specific heritage project 
or the overall state of heritage resources in the community. 
Focus on specific things that would indicate success. 
Record the answers on a flip chart (see rules about brain
storming below). Another way to ask this question, which is 
fun and often generates creative ideas is: 

Let's assume that your group is very successful in fulfilling its 
mandate or in makJng a particular project come to life and 
that the local newspaper decides to devote a special section to 
your efforts. Write the headlines! 

Using the voting technique mentioned in brainstorming, ask 
members of the group to underline, with a magic marker, 
what they feel are the three most important phrases or key 
words. Tally up and identify the top half dozen or so and, 
with the group, start to pull them together into a vision 
statement. Getting a well-written final statement is not easy 
to do with a group. Ask someone from the group to work on 
the rough draft and bring it back for the next meeting. 

SAMPLE MISSION STATEMENT: 
GRAND CODROY WETLANDS INTERPRETATION CENTRE 

We will seek to maintain a viable community in the Codroy Valley by protecting, sharing and developing our natural 
heritage" i'n particular-the Grand Cod roy Estuary. We will encourage community pride and a strong sense of commitment 
for the natural and cultural heritage resources: of the valley- through education and-raising. awareness. 
We will seek to bring maximum economic and sociaF benefits to residents through our activities. 
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A group mayor may not decide to develop a mission 
statement in addition to the Vision Statement. A 
Mission Statement attempts to articulate what the 

group's purpose is. While a Vision Statement describes where 
you want to arrive, a Mission Statement explains how you will 
get there. It explains why you exist and the values that you 
bring to your task (e.g., stewardship, community involvement, 
desire to build a stronger community). Like a vision 
statement it reminds your group and others why you exist. 

To generate a Mission Statement 
brainstorm on the following questions: 

• Whai is your group's purpose? Why does it do what it does? 

• For whom are you doing what you do? Who will, hopefully 
benefit from your efforts? 

• What values does your group hope to bring to its efforts? 

Select out the key phrases or ideas and begin to mould them 
into a mission statement. 

ANALYSIS 

T he situational analysis is a very crucial step. This 
involves developing a good understanding of where you 
are right now so that you build plans that are firmly 

based on reality, not just 'bright ideas'. A variety of tools are 
described in Module 3: Taking Stock, that can feed useful 
information into the situational analysis. 

Setting Priorities - once the various needs and issues are 
identified it is important to select the top issues that you 
wish to address. Failure to do so can result in a lack of focus 
and attempts to do too much at once. Again, a fast way to do 
this is to allow each participant to select a limited number of 
options, then tally these up and rank them. Use this as a 
basis for discussion to see if these really seem to be the top 

priorities. :~tnf! 

4~;:~!il\A:i;;~ib.·~r;'iEN F GOALS 
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mandate. Goals identify what we want to achieve but 
not necessarily how we want to achieve it. While they are 
fairly general they are most effective when they quantify the 
desired outcomes. In other words, they include some 
measurable elements such as timelines and degree of change 
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This allows them to be evaluated to see to what degree we 
have been successful in achieving them. 

To generate goal statements take the top issues/opportunities 
identified in the SWOT analysis/needs assessment. Write 2 
to 3 goal statements for each. By way of example: 

Issue/priority: traditi'onal knowledge, historical information and skills 
are disappearing from the community due to economic and lifestyle 
changes 

Possible Goal Statements: 

1. Within the next 2 years we wifl generate a high level of awareness 
within. the community of the value and need to preserve it's 
traditional knowledge and skills 

2. By 2005 we will complete a documentation of traditional skills and 
knowledge within our community and a program for-passing- on such 

aspects of OUf heritage. 

~';o/ 
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implementation and respond to the question 'how'. 

The best way to generate objectives is to undertake a 
brainstorming session. Try to think of as many different 
initiatives as you can to achieve a particular goal. Encourage 
creative thinking. Involve heritage profeSSionals (see list of 
heritage organizations and educational institutions) who can 
bring a broad perspective. 

Examples of Objectives: 

Goal: By 2005 we will complete a documentation of traditional 

skills and knowledge within our community and a program for 

passing on such aspects of our heritage. 

Initiatives/Projects that could be implemented to realize the 
above goal: 

• undertake a community survey of residents in Spring to 
see what traditional skills/knowledge still exist 

• undertake an oral history project of tradition-bearers 

• teach traditional skills to local residents 

• demonstrate traditional crafts at the local museum 

• publish a booklet on traditional skills and crafts people 
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Select a few of the possible projects or initiatives that your 
group feels are most feasible and effective. Write objectives 
for them. Objectives are most effective when the answer the 
questions who, how and when. For example who would be 
responsible for implementing the project? When should it 
be completed? What resources are required? By including 
such information we set specific targets and provide some 
criteria on which to gauge progress. If this is not done, there 
is the risk that no one will take responsibility for a 
particular project or that it will tend to slide without a time 
line. Selecting a couple of the above ideas: 

Objective: The exhibit committee will seek funding for and 
organize a program of demonstrations by craftspersons 
during weekends at the museum during the summer of 2004 

Objective: The education committee will work with local 
schools to develop an extra-curricular program that will 
bring local crafts people into schools to teach traditional 
skills that will begin in the fall of 2005 

Larger projects (such as a festival) will require a list of 
tasks and responsibilities that need to be undertaken, each 
with a schedule, list of resources required, and assignment 
of responsibility. 
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Goal - The TTEe wilt develop a 

high level. of awareness· amongst 

Torbay residents of the importance 

and role of fragile wetland 

ecosystems and the need for 

stewardship. 

Objective 

1. Introduce the 'Waters.capes' wetland 
education program to local schools and 
encourage the use of- the Cu!ly as an 

outdoor classroom. This can be done 
by hosting one or more workshops with 
local teachers. 

2. Develop & implement an awareness 

program for adjacent property owners 
that focuses on their role in the 

stewardsh ip of the area and keeps 
them abreast of plans for the Gully. 
This is to consist of a brochure as well 
as workshops/meetings as required. 

3., Develop &: implement an awareness 

program' for Torbay-'residents to include: 

a brochure, workshops, educational! 
interpretive programming t interpretive 
signage in appropriate areas: near the 
Gully. 

4. Create an. outdoor classroom space for 
use by schools i'n educational 
programming &: as: a:-viewing area for 
the public. Components of this include: 
acquiring land, funding, design. 

A useful way to organize goals and objectives is in the 
form of a chart that includes a schedule, indication 
of person/group responsible, resources required, and 

possible partners (Le., who could provide financial or in
kind resources or technical assistance). 

Case Study - Torbay Trail & Environmental Committee 

The Torbay Trail & Environmental Committee (TTEe) went 
through a needs assessment and strategic planning process 
for its wetland areas. Following is one of the goals (along 
with objectives) developed. The format used indicates 
responsibility, schedule, resources required and partners. 

Responsibility Schedule Resource Partners 
Required 

Steering Fall 2001 Eastern Habitat 
Committee Joint Ventures 

. (EHJV) 

. 

Steering Spring 2002 $500 EHJV 
Committee volunteer 

services of 
. 

l,Dcal graphic 
designer 

Steering Spring 2002 11,000 EHJV 
Committee volunteer 

services of 
local graphic 
designer 

Steering Fall 2002 To be Schools 
Committee determi'ned Corporate 
(Sub-committee Foundations-
with strong HRDC 

. 

school 
. 

representation) 
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Monitoring is about measuring progress or success (or 
the lack of it). By monitoring efforts there is a better 
chance of keeping track of things. By seeing where 

we are, from Hnle to time, we can see if it may be necessary to 
revise goals or objectives due to changing circumstances. By 
way of examples: it may turn out that anticipated resources for a 
proj ect may not materialize requiring it to be downsized or 
temporarily shelved; a new school program for the museum is 
not meeting expectations and you would like to know why. 

Monitoring helps you to gauge how successful you are in 
fulfilling your mandate and can be very useful in communicating 
to partners and funders that you are truly successful. This is a 
case where numbers likely speak louder than words. 

Some of the things (indicators) that we may wish to monitor or 
measure include: 

• the nuruber of users of heritage facilities (a nluseum or 
trail). Are numbers going up or down? What are the 
implications of this for your group? 

• satisfaction level of users. How well are their needs being met? 

• rpvpnllP for projects and programs. Are revenue projections 
being met? How do we compare with other years? 

• economic irnpact of our facility. Are we drawing more 
visitors into our community? Have their stays increased? 
Have tourism expenditures increased as a result of our 
activities? Has heritage/ tourism-related entrepreneurship 
increased? Are jobs being created? 

• protection of heritage resources. Are they suffering any 
degradation as a result of our actiVities? Are natural 
habitats being enhanced and better protected? Are people 
using them in more responsible ways? 

• conlIIlunity awareness and support - is there greater 
awareness of and support for heritage activities/stewardship 
in the community? 

• social benefits for the community in such areas as: health, 
self-esteem, cultural enrichment. 

At the start of certain projects or initiatives it is often useful 
to establish a baseline. If one doesn't know one's current 
situation it is impossible to measure success. This is 
particularly the case with awareness or promotional campaigns 
where success would be measured by changes in attitude/ 
awareness or an increase in the number of users. Hence, it 
would be necessary to gauge current attitudes or use. then do 
it again at the conclusion of the campaign. 
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Techniques for gathering information that could be helpful in 
monitoring include: 

Monitoring Tools (see Module 3) are an effective way to 
monitor projects. As indicated elsewhere in this manual, they 
must be properly designed and conducted in order to be of 
value. As surveys are generally time consuming to undertake 
it may be desirable to conduct them with the help of summer 
students. Surveys could run from simple counts (of the number 
of users, wildlife) to questionnaires of several pages. 

Focus Groups - gather a group of local residents or users of 
your facility (between 5 and 8 is ideal) to respond to a variety 
of questions that gauge attitudes, use, and needs that are or 
aren't being met. To be unbiased select participants for focus 
groups on a random basis. A skilled facilitator is helpful. 

SWOT Analysis - a fast and. effective way to monitor a project 
is to have your group undertake a SWOT analysis on it from 
time to time. This should help you to see where you are right 
now and identify issues that need addressing and new 
opportunities that may have arisen (see Module 3) 

Website - a website can be an effective tool not only for you 
to communicate to the public but to have them provide 
feedback to you as well. This could be in the form of a web
based questionnaire or a section in which users can provide 
comments or concerns. 

,";;;7 
,,~ '~{f;~ ,0,",, _n'O,~i'~:'~ '<'Eo !K» <~~" 
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E monitoring and using it to judge the effectiveness of a 
project or programme. It uses a variety of criteria or 

indicators upon which to make such judgements which 
depend on the project and the stated goals. 

Evaluation is much easier to undertake when a project or 
initiative has been well-monitored and when goals and 
indicators of success were established at the beginning. 
Again, this is why a base-line is often important. If you don't 
know where you started how can you know if you're further 
ahead now? 

Why would groups want to undertake an evaluation of their 
efforts? 

1) To see if they are getting the best 'bang for the buck'. Are 
resources being well used? Are appropriate management 
practices in place? Are the end results worth the effort? 
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In the case of projects that get government or foundation 
funding it may be a requirement to undertake an evaluation; 

2) To see what is working well (Le., meeting goals) and what 
is not and to gUide decision-making. Perhaps corrective 
action needs to be taken in certain areas. Maybe certain 
projects or efforts are not worth maintaining. A really 
useful evaluation would not just point out problems but 
would make recommendations for improvement. 

3) To make your group look more professional. Groups that 
undertake monitoring and evaluation are going to be seen 
as being serious about what they do and how they handle 
the resources that are entrusted to them. A high degree of 
professionalism will, in turn, make it easier to get future 
funding and to attract quality members to your organization. 

How to do an Evaluation 

Evaluation is most easily and effectively done by a 
professional with expertise in the area. An outsider's 
objectivity is important as it is not that easy to evaluate 
one's own efforts in a disinterested way. But, hiring 
professional evaluators can be costly. You may want to work 
the cost of evaluation into your overall funding propusal or 
apply to an agency such as HRDC for assistance. Generally, 
community-based heritage groups are only going to consider 
doing a professional evaluation if a project is fairly large. 

Less expensive evaluation methods could include: 

• approaching a post-secondary institution to evaluate your 
proj ect either as a class project or as a paper or thesis for 
a senior undergraduate or post-graduate student. In this 
way, you also benefit from the expertise of professors. 
Programs that may be interested in this include: business, 
SOCiology, geography, and cultural resource management. 

• holding a focus group with professionals from inside and 
outside the community such as: an accountant, SOCiologist, 
staff person from a heritage organization. heritage 
professional with expertise related to your project, 
teachers and others. The focus group would work best if 
background information (statistics, results of surveys, 
financial records) was circulated prior to the session. Such 
a session would likely be most effective at identifying 
areas for and ways of making improvements. 

• government agencies or regional development 
organizations may be in a position to assist with 
undertaking an evaluation of your project or organization 
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The Provincial DepaEtihent ofIndustry, Trade, and Rural 
Development (ITRD) has trained a number of facilitators 
to work with REDB's and other community-based groups. It 
has developed a handbook: Focusing on Your Community: 
A Facilitator's Handbook. For additional information and 
a list of trained facilitators in your region contact ITRD: 
John Cowan (Tel. 709-729-7258, email: jcowan@gov.nl.ca) 
or check out the website at: 
http://www.cedresources.nf.net/FacilitatorHandbook.htm 

FACILITATOR'S GUIDE 

Most of the sections in this module should be fairly self-explanatory. As your group develops its strategic 
plan care should be taken that the group doesn't get too bogged down in the process and that planning 
becomes the end in itself (i.e., your group feels that it is spending too much time at it). As a facilitatorhere 
are few things to keep in mind: 

1. ask the group if it is willing to commit time, over and above regular meetings, to undertake the strategic 
planning process. This can help to ensure that the process doe sn't drag out too long. Consider a day 
long session during the weekend which will allow the group to cover a lot of ground 

2., block out specific times to work at strategic planning (either as sessions that are additional to your 
regular meeting or as a specified hour that forms part of your regular meetings) so that it doesn't 
squeeze out your group's regular business 

3. When pieces of the plan need to be refined further (e.g., vision! mission(goal statements) ask one or 
two people to work on them prior to the next meeting and report back to the group 

4. To avoid placing undue time demands on the larger group have them do the strategic planning process 
up to goals and divide up into smaller groups to brainstorm on objectives. Bring the results back to the 
larger group, giving them the opportunity to add ideas and to prioritize. 
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Getting the community involved and 'on board' is 
crucial to the success of heritage projects. 
Community involvement: 

• helps to ensure that heritage projects are needed and 
wanted; 

• makes the job of organizing and funding a project a lot 
easier; 

• minimizes opposition and negativity 

• helps to ensure that a project can be sustained over the 
long term 

It is perhaps this last point that makes community 'buy 
in' so important. Once a community project is in place 
(e.g., a trail or museum) where will the volunteers come 
from to keep it running, if not from the community? If 
residents are not on board at the beginning it will be 
difficult to get them involved two, five or ten years down 
the road when a committee is required to manage a 
facility or to organize fund-raising activities. 

I~~S t\~P~;;JIQ'i!;B~ r~~ I N G 
l)i,I;C 6,I)IIM!U;'NI'l'~,i;Up PO RT 

1. Get Community IJ~~t - consulting with the community 
about a potential heritage project or initiative is the 
first step to ensuring community buy in. Unfortunately, 
what often passes as meaningful consultation is an 
exercise whereby the project proponent makes a 
presentation about what they plan to do and asks for 
feedback. The risk here is that the message to the 
public is: "we've already figured out what we're going 
to do and we're meeting with you so that it looks like 
we consulted you." While there will be a time and 
place for public presentations a better starting point is 
to genuinely consult with the public to get their input 
while still in the early planning stages of a project. This 
not only ensures that people feel their input is genuinely 
valued; but brings out additional information and ideas 
that should be reflected in any plans that are put in 
place. Community consultations may also draw out 
people with a strong interest and useful expertise who 
could get involved with your project. The section on 
needs assessments in this manual outlines a variety of 
useful tools for getting public input. 

A SHARED VISION 

Community heritage initiatives are often 
the product of an individual or small 
group with a strong vision and drive to 
make something happen. S.uch leadership 
is important, however, if the VIsion is' not 
shared by the community- there' is' a strong 
risk that things will, eventually, fall apart. 
When the visionary moves' on to other 
things (or becomes burne.d out because of 
carrying most of the load), there may be 
no one around to carry the ball. 
Sometimes visionaries are not particularly 
open to the ideas and input of others. 
When this happens a project may face 
resentment and even hostility from the 
community. The point here is that the best 
way to get community Ibuy in l is to 
consult with residents and stakeholders at 
the beginning of the project. 

CASE STUDY 
CONSULTING WITH 

RESIDENTS IN TORBAY 

In 2001 the, Town of Torbay set about to 
develop a strategic. plan for a valuable 
wetland area located in the c.entre' of the 
community. While members of the town's 
'Trail' &_ Environment Committee' had 
some ideas about how the wetland could 
be protected and developed, they decided 
that it would be worthwhile'to get public 
input as a prelude to developing plans. 
A series of focus group- sessions were 
org_anized with different sectors of the 
community including: property owners 
adjacent to the wetland, community 
groups, youth & [ocal schools, the busines.s 
community. The main purpose of these 
meetings was to identify issues. that 
needed to be addressed in protecting the 
wetlands and-to generate ideas for 
developing interpretive/ educational) 
recreational opportunities. In particularl 

the exercise served to allay fears-and 
misundersta.ndings by prop-erty owners 
about potential initiatives undertaken_ in 
the wetland and gave them the opportunity 
to help shape these' initiatives. 
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Group What they can bring/potential involvement 

Municipal staff and council ~ financial and 'in~kind' resources for project implementation and 
long~term operations 

- identify community needs and issue's 

~ provide historical perspectiVe on past attempts to launch similar projects 
. 

Community Groups ~ fund~raising assistance 
(service, church groups) - project ideas 

. 

Youth/School groups! ~ fund~raising assistance 

- volunteer workers with special projects (e.g" clean ups, inventories) 

- facility users (tie in with school curriculum) 

Post -secondary /Healthcare Institutions - special needs and programs that could be tied into local heritage projects 

· professional expertise 

Residents/Property Owners - information (local knowledge) and ideas 

~ volunteer contributions 

· concerns about' potential heritage development impacts 
. 

Business Community - local knowledge and ideas 

- financial and 'in kind' project contributions 

· develop complementary business spin-offs from heritage development 

- help promote your initiatives with the public 

. . 

Government Agencies - funding 

.. planning and' technical assistance 

Post-secondary Institutions - technical assistance. 

-' skills development/traini'ng requ.ired to implement project 

Special Interest/Sectoral Groups· - technical and planningexpertise 
(relating to natural and. cultural - funding 
history/heritage preservation) 

1 Vandalism and inappropriate use of public infrastructure (buildings, trai1s, interpretive signage) can be decreased 
by engendering a sense of ownership amongst the community's youth. This can be accomplished by getting local 
school and youth groups involved in special projects, in fund-raising and in employment opportunities related to your 
facility or program 
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In building community support for heritage projects it is 
important to identify which individuals and organizations 
have the potential to provide input, support and assistance, 
The following is a general list of potential groups to consult, 
Make a list of the specific groups and individuals in your 
own community, 

2, Share your Plans - once you have developed preliminary 
concepts or plans it is important to make them publicly 
available and to invite the community's feedback. By 
sharing your plans you can: gauge community attitudes! 
support; identify potential problems or roadblocks; and 
develop alternative strategies to address problems. There 
are number of ways to get community feedback: 

• meet on a formal or informal basis with key individuals 
and groups to share your project ideas. Informal sessions, 
in the form of coffee at someone's house or a barbeque 
can be particularly effective in small communities where 
communication usually happens in a fairly informal 
manner. 

• hold public information sessionslforums - a skilled 
facilitator can help to gUide the meeting, ensuring 
maximum input while keeping the session on track 

• hold an open house which allows people to come and go 
at their leisure 

• make use of the local media (radio and newspaper) to 
explain your project. 

• post drawings/posters about your project in prominent 
public locations 

• develop a community newsletter or mail-out 

• use your website in effective ways to share your work with 
community stakeholders and to get their input and 
feedback (see Module 13) 

It is important with community consultations to be 
genuinely open to feedback. If the response to your project 
is negative you may need to go back to the drawing board 
and make changes to your concept. Let the community know 
how their input will be incorporated. If negative feedback is 
based on misconceptions you need to take more time to 
explain your project to the community. 

Photo: Community newsletters and 

brochures provide useful tools [or sharing 

information about heritage jnitiatives and 

aclivities with the community and 

stakeholders. 
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3. Keep the Community Informed - once your project is 
underway maintain community buy-in by keeping the 
community informed. Provide the public (and particularly 
stakeholders) with periodic updates on your project and 
activities. In the case of stakeholders, this is particularly 
important as they will be keen to see how their support for 
your project is translating into positive results. Keeping 
the public informed about your activities will help to 
maintain interest in and use of your facilities or programs. 
Effective communication tools include: 

• quarterly, semi-annual or annual newsletters 

• press releases sent out to local media about your 
activities or project. These would include notifications 
of special events or milestones in your project (e.g., 
achievement of fund-raising milestones, ground breaking 
ceremony, grand opening) 

• website - using your website to post progress photos and 
information - updated regularly - keeps people tuned 
into your website, 

• open houses - hold an open house at least once a year to 
attract the public to your facility and to, share your work 
with them 

II. THEJrCOMMllNlilw' ,SKILLS INVENTORY: 
Ar(,l(QQf F~R:!ri N.~rii~11,s I N G I NV 0 l VEM E NT 
1i\i'iliHEfR'i"F Ai\'; E'!' Nfl Tl Aii I V ES 

Getting and keeping volunteers for community heritage 
projects is a challenge for most groups, The 
consequences of not getting volunteers are: committee 

burn-out; committee stagnation: an inability to adequately 
manage programs and facilities, There are a variety of 
reasons that people give for not getting involved: 

• insufficient time 

• not into 'committees' 

• nothing to offer the group 
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While people may not have sufficient time or the inclination 
to join a committee, they may be willing to volunteer time for 
short-term projects or tasks with a clear end date. Many 
people perceive that they lack the kinds of skills a group 
may be seeking. Let's face it, most people under-rate their 
abilities. The fact is, Virtually everyone has a skill that could 
be put to use in your heritage projects or programs. By way 
of a few examples, a person with construction/ carpentry 
skills could help plan, supervise or bLliid a project. A 
person's cooking skills could be put to use in planning and 
preparing a fund-raising dinner. Experience in working with 
children could be put to use in running special children's 
educational/recreational programs. 

A community skills inventory is an effective way to find out 
what the members of your community have to offer and to 
gauge their willingness to devote time to your cause. The 
easiest way to undertake a skills inventory is to send out a 
survey to all households. Typically it would ask residents to 
tick off any skills that they have against a list provided 
(along with space for other skills not included). It would also 
include a question indicating how much time individuals 
would be willing to devote to the cause. Such a survey could 
be done in relation to the acl.ivilles of a heritage project or as 

part of a larger exercise to get people more involved as 
community volunteers. This would involve a collaboration 
with other community groups in your area. See sample survey 
below. 

When developing your skills inventory questionnaire spend 
some time thinking about the types of skills your group 
needs and .include them in your list. Having a list is more 
effective than just asking people what skills they have. 

Your website could include a section that invites members of 
the public to offer their time and skills to your project. You 
could list tasks for which you are looking for volunteer 
contributions (e.g., carpentry project, consulting or professional 
services). Sometimes you will be surprised who turns up! 

Photo: Get youth 1nvolved with your 

heritage projects to build long term 

community support. 
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Introduction: The XYZ Heritage Society is involved in a variety of ncr,il',f, 

and initiatives to preserve and develop the heritage of this community. As a 
volunteer organization we depend upon the contributions of time and skills of 
local residents. We would appreciate it if you would take a few minutes to fill 
out and return this questionnaire on skills that you might be willing to share 
with our group. Anything contribution that you could offer to our group -
from help with an event or project to involvement with a committee - would 
be of value. For more information on volunteer opportunities with our 
organization you may wish to visit our website at: 
www.XYZHeritageSociety.com. or contact us at (Telephone/Address): 

1. Contact Information 

Name Telephone 

Address 

Email 

2. Your occupation or line of work 

3. Please cheel, any of the following skills/interests that may apply to you 

0 Research 0 Writing 
0 Graphics/Arts 0 Education 
0 Fund~raisjng 0 Food Preparation 

0 Organizing events 0 Sewing Textiles 
0 Public Relations 0 Computers 
0 Landsca p ing/ g arden in g 0 Building Design 
0 SalesMarketing 0 other (please list) 
0 Working with children/youth 

4. Would you be willing to contribute time to the work of the XYZ 
Heritage Society? 

DYes 0 No I would like more information 0 

5. On what basis would you be willing to contribute to the XYZ Heritage 
Society? (please check any that apply) 

D For a single short~term event or project 

o For a long-term project (6 - 12 months) 

D As a committee member 

o As a member of the XYZ Heritage Society 

D Once every week or two 

o Once a month 

D Once or twice a year 

6. Additional comments: 

Please complete and return this questionnaire by (date) to (address). 
If you have any questions please contact us at the above address/telephone. 

Thank you for taking the time to fill out this questionnaire. 
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FACILITATION GUIDE 

Following are a number of questions or activities designed to help your group to discuss how it can best go 
about building community support for its work: 

1. Ask the group to make a list of who in the community you want to get 'on board' with your project and 
why. 

2. Develop a plan for sharing your plans/communicating with the community and partners by identifying 
which vehicles/media to use. 

3. Discuss with your group challenges that they have encountered in getting and keeping volunteers to 
help out with heritage initiatives. 

4. Identify the skills your group or project requires and develop a strategy for attracting these people. 
Explore the value of a skills inventory for your community and think about collaborating with other 
community groups that also have a need. 
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Success in getting a heritage project or initiative up 
running and effectively managing it depends, in no 
small way, on having a suitable organization in place. 

There are a variety of organizational models that can be 
considered, each of which has its particular strengths. It is 
important to find the right fit for your project and your 
community. This module provides an overview of 
organizational models along with a number of case studies. 

Once you have decided on the type of organization you want, 
a challenge that most organizations run into from time to 
time is remaining vital and dynamic: maintaining a strong 
membership; avoiding volunteer burn-out; running 
productive meetings. Included are a number of suggestions 
for the effective maintenance of your organization. 

~':i',A ~>~R:O'P a;:~ AT: EiQ:a;[iGA'N IlAT:lC:UI'Al;":": 
;~~,r$;T'&IJ~~T dlih:$ S,l~':iiJj:iin'!Sj' iill:il:'ilmi 1!,ifi::!II~;;~:;;;'::;;:;:lI!' 
What type of organization does your project need? 

The most appropriate type of organizational structure will 
depend upon the focus and scope of your mandate and the 
size and complexity of your group. In most cases it will be 
desirable to tailor the type of organization you choose to your 
particular situation and needs. 

If you are unsure about the type of organization you would 
like to form, often it is useful to talk and/or visit with other 
groups that have already initiated a similar kind of project. 
Ask them questions about the strengths and weaknesses of 
their organizational model. 

There are many types of organizations in the province that 
support heritage initiatives. These include: 

Ad-hoc committee - a group of individuals who come 
together informally to advance a particular project or idea. 
A chairperson and a secretary are usually appointed to help 
lead discussions and record comments. The chair leads the 
group in developing a mission, goals and objectives for the 
project. Many organizations just getting started begin as 
some sort of ad-hoc committee. 

Association/Society - an organization of individuals having a 
common interest such as tourism, trails, and culture. 
Associations may be incorporated or unincorporated. Being 
incorporated as a non-profit company widens possibilities 
for accessing funding (e.g., government programs) and 
increases accountability. 
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The East Coast Trail Association (ECTA) is an 800 
member non-profit group formed in 1994 to undertake and 
promote the ongoing development and maintenance of an 
international calibre hiking traii from Cape Race to Cape 
St. Francis and on to Conception Bay South. The association 
operates with an executive, board of directors several committees 
and two full-time staff Members pay annual (or lifetime) 
fees that help to cover annual operating expenses. The group 
has charitable status which helps in/und-raising. The 
association has recently undergone a structural review and 
made changes to reflect its growth and evolution. For more 
information contact (http://www.eastcoasttrail.coml). 

Charity - an organization, recognized by the Canada Customs 
& Revenue Agency, that can issue tax receipts for donations 
and contributions. For heritage organizations, charitable 
status opens a lot of doors in terms of fund-raising. 
Individuals may be more willing to make substantial 
donations of money, property or stocks and bonds if they can 
write it off. Many foundations only make contributions to 
other organizations that have charitable status. Application 
for charitable status has to be made to the Canada Customs 
& Revenue Agency. An online registration form can be found 
at: http://www.ccra-adrc.gc.ca/E/pbg/tf/t2050/README.html 
A number of useful publications can be found on their 
website including 'Tax Advantages of Donating to Charity' 
and 'Registered Charities: Community Economic Development 
Programs'. Check them out at http://www.ccra
adrc.gc.ca/tax/charities/guides-e.html. One of the keys to 
getting charitable status is to ensure that your organization's 
purpose (articles of association) fits the criteria of the 
Agency (which may mean' altering them to fit). Most of the 
organizational models proposed in this section could have 
charitable status. 
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Heritage Development Corporation - An incorporated., non
profit body that acquires heritage property (natural or 
cultural) for preservation and development purposes. As a 
non-profit body it can qualify for government, corporate and 
foundation funding not available to private individuals or 
businesses. If it has charitable status it can issue tax 
receipts for donated property or contributions. In the case of 
an HDC for built heritage it could acquire heritage 
buildings, restore or upgrade them, then sell them. 

Heritage Trust - similar to a HDC except that it purchases 
natural or cultural heritage properties and manages them 
over the long term. Often a heritage trust will purchase 
threatened buildings, fix them up and then lease them out 
for use. In Newfoundland and Labrador trusts protect: 
scenic vistas; streams; wetlands; farmland; heritage/cultural 
districts. Trusts operate by: 

• Purchasing land and or properties. 

• Acquiring land and/or properties through donations. By 
donating land/ properties to a trust, it can be protected for 
future generations. A property owner may donate land/ 
property to a trust after death as part of his or her estate. 

• Securing conservation easements on land and/or 
properties and monitoring the terms of these easements. 
An easement is a legal document listing the restrictions 
an owner places on their property. In the case of a historic 
building, an easement might seek to protect the historic 
character of the exterior. Proposed changes would have to 
be approved by the organization holding the easement. In 
the case of land, alt"rations or uses would have to comply 
with restrictions indicated in the easement. An easement 
may allow for tax advantages. 

The Battle Harbour Historic Trust preserves a traditional 
fish merchant premise on the Labrador coast. The trust is 
overseen by 15 board members and was incorporatedas a 
registered charity in 1990 to develop significant historic 
elements of Battle Harbour as a living commemoration of 
the life and society during the 18th, 19th, and 20th 
centuries. The mandate of the trust is to preserve, present, 
and promote Battle Harbour and its cultural resources. See 
their website at {http://www.battleharbollT;coml} 

Photo: The Battle Harbour Historic Trust 

was eSl'nblished to preserve, promote and 

commemorate an historic Labrador fishing 

community. 
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Land Trust - a form of heritage trust concerned principally with 
acquiring land in and around an ecologically or culturally 
significant area. Land is purCl1ased or received as a donation 
with the purpose of controlling uses on it. In some cases, land 
is leased out for uses that are compatible with the local heritage 
resource (e.g., for farming) Ducks Unlimited has, essentially, 
created land trusts around some of the Province's wetland areas 
(e.g., Grand Codroy Estuary) 

Ecomuseum - a 'regional' museum that encompasses aspects of 
a defined natural or cultural environment. It generally concerns 
itself with the protection, development and interpretation of its 
natural and cultural heritage resources. In France and some 
regions of Quebec 'ecomuseums' are involved with the marketing 
of prodtictsthat are based on the natural and cultural heritage. 

The Winterland Ecomuseum was formed in 1997 when 
a small group of citizens from the Burin Peninsula got 
together to discuss the idea of a facility that would educate 
people on the importance of environmental conservation. 
The Winterland Heritage Development Committee (WHDC) 
and other groups started the EconJ[{seum with the goal of 
protecting seven square kilometres of wetland and boreal 
forest. For more information contact: 
(http://www.kl2.nf.ca!she!pgreen!ecomuseum!index.htm) 

Heritage Region - similar in concept to the Ecomuseum, it 
establishes a regional body to encourage the protection, 
development and promotion of a region's heritage resources. 
A major emphasis in a heritage region is on bringing the 
people of a region together to work cooperatively on heritage 
initiatives. 

The Baccalieu Trail Heritage Region, established in 1991, 
is managed by the Baccalieu Trail Heritage Corporation in 
the Trinity-Conception area of Newfoundland. It engaged in 
several initiatives incJl1ding: a 'Heritage Discovery' program 
designed to help communities focus on their heritage resources 
and the need to take action to protect them; a built heritage 
inventory; the formation of a 'Heritage Alliance' which 
brought together several museums and heritage organizations 
in the area;, an awareness program on the region'sJisheries 
heritage; anda well-recognized regional archaeology 
program. The latter has seen the excavation and'interpretation 
of several archaeological sites and is involved with the on
going investigation of new sites. For more information see: 
bttp:llcollections.ic.gc.calbaccalieutrail!bthcinfo;htm 
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Economuseum - a workshop museum set up in a business 
that, typically, uses traditional techniques and knowledge in 
the production of its products. The public is invited to view 
people at work and to share in educational/ interpretive 
activities (e.g., displays). Economuseums are completely 
funded by the sale of products. For more information on 
economuseums and how to get involved with the program 
see the website of the Societe Internationale des Entreprises 
Economusee (http://www.economusees.com/). 

In June 2002, the Dark Tickle Company became the. flrst 
economuseum in Newfoundland and Labrador. The company 
manufactures jams, sauces, Vinegars, and drinks from unique 
wild berries. These berries, picked by hand, are carefully 
processed without additives resulting in a distinctive, quality 
product. (http://www.darktickle.coml). 

Borealis Crafts is an economuseum located in Shoal Cove 
East on the island of Newfoundland. It supports a small 
cottage industry, built around the revival of the traditional 
manufacturing of clothing made with seals, faxes, and other 
animals. (http://www.borealiscrafts.nfcal 

Friends Group - a non-profit organization established to 
support the management and operation of a heritage 
resource/facility. Activities of friends groups include: fund 
raising, voluntary work, raising the profile of the heritage 
resource in the community, encouraging use of facilities, 
and arranging events. 'Friends' groups can be attached to 
museums, parks, trall systems and other facilities. A Board of 
Directors is appointed to oversee programs and management 
of the organization. A 'Friends Group', depending on its 
size, can play an important role when political support is 
needed for a heritage facility or initiative (e.g., become 
involved in a letter writing campaign). 

Memorial University Botanical Gardens 'Friends of the 
Garden'is a group of volunteers that work to support the 
objectives of Memorial University's botanical garden. Friends 
volunteer with various garden projects:and are involved with 
fund-raising, including the operation ofa gift shop. For more 
information see: http://www.mun.calbotgarden/foghtm 
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Board Liability for 
Heritage Facilities 

Groups operating a heritage site or 
facility should be aware of liability 
issues. In the unlikely event of a. 
lawsuit resulting from injury to a 
member of the publ1c j a employee.,_ 
or a volunteer-or from any-other
type of legal claim, it is important to 
protect your board members .. One 
way to deal with this issue is to get 
your local- municipality,to take 
responsibility for your trail or 
museum/interpretation centre and 
indude it under the munic.ipal 
insurance policy. 

The' Canadian Museum Association 
offers a group insurance program 
that includes Directorls and Officer's 
liability. Check aut their website at 
http://www.museums.ca/ 
lnsurance/ins_ur.htm . 

For additional information on board 
legal issues check out Focusing on 
your Community; Facilitator's 
Handbook (Module 13) which has 
been prepared by the Department 
of Industry, Trade and Rural 
Development for the Regional 
Economic Deve[opment Boards: 
http://www.cedresources.nf.net/ 
FacilitatorHandbook.htm 

Photo: Codroy Wetlands Interprelation 

Centre 

Museum - an institution devoted to the collection, care, 
study, and display of objects of lasting interest or value. 
There are over 130 community museums in the province of 
Newfoundland and Labrador that are dedicated to preserving 
local heritage. A museum can be set up as an incorporated or 
unincorporated body and can encompass other organizational 
structures outlined here (e.g., Friends Group, charity) 

The Northwest River Heritage Museum 1s housed in the 
restored Hudson s Bay Company Store built in 1923 in the 
Labrador communityorNorthwest River. Opened in 
1999, the museum interprets a number of major themes 
including: the Hudson Bay Company Store; trapping; the 
Hubbard story; and the International Grenfell Associations 
presence in Northwest River. Future plans call for the 
reconstruction of a number of other buildings adjacent to 
the museum as well asa waterfront walkway and sculpture. 
http://www3.nf..sympatico . .callablheritagelmuseum.htm 

Interpretation Centre - Interpretation centres are usually 
associated with a significant natural or cultural heritage site 
and prOVide an orientation and opportunities for educational 
program on that site. They are similar to museums in that 
they have displays and an educational mandate but differ in 
that they generally don't have major artifact collections. 

The Codroy Wetlands Interpretation Centre located in the 
Codroy Va1Jeyon Newfoundland's west coast, interprets the 
rich ecology of the Grand Codroy Estuary, a wetland of 
international signif1cance. Displays describe the ecology of the 
estuary, wildlife, Ihe cultural history of the area, and the need 
for stewardship. A nature trail with interpretive panels is 
associated with the centre which is operated by the Codroy 
Valley Development Association. 
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Archives - This is a facility devoted to the preservation of 
historical records which can include such things as: paper 
documents (letters, diaries, publications); graphic images 
(photos, historic paintings, maps, architectural drawings), 
recordings (music, oral histories, film, broadcast items). An 
archives concerns itself with the proper storage, documentation, 
and care of its collection and with sharing its materials with 
the public for research purposes. It is, in many ways, the 
'corporate memory' of a community, province, or institution. 
Archives are sometimes established by organizations such as 
churches, clubs, even businesses. They are often set up in 
conjunction with a community museum. 

The Trinity Historical Society Archives established a 
museum and archives in a heritage house in the Town of 
Trinity. The records have grown to include those of several 
past businesses, the court and magistrates documents, local 
parishes, churches, clubs and societies, as well as manuscripts 
and an extensive collection of photographs. Due to the growth 
of its collection, the archives now has its own facility in the 
reconstructed Lester Garland House. The archives is 
particularly popular with people conducting genealogical 
research. For more information see their website at 
http://www3.nfsympatico.calttci 

Getting and keeping volunteers! 
avoiding burn-out: 

• Organize informal get-togethers to make volunteers feel 
appreciated. 

• Provide volunteers with a clear sense of what is expected 
of them. For larger projects develop work plans with a 
clear list of tasks and responsibilities 

• Review work with volunteers regularly to measure progress 
and proVide feedback 

• Invest in volunteer training and skills development on an 
on-going basis 

• Provide recognition for volunteer contributions: in the 
local media; with certificates, small gifts and perks; at an 
annual volunteer social 

• Make it clear that volunteers can contribute on whatever 
basis they are able. For many, a short-term project is more 
manageable than a long-term commitment (See Module 5, 
section II) 

Photo: The establishment of an £i.rchives 

can be a good way for a community to 

preserve its valuable collections, historical 

documents, records, maps and photos. 
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Photo: A former MANL preside/it receives a 

life membership in recogniUon of her 

contributions. 

Holding productive and satisfying meetings 

• Write and distribute an agenda ahead of time to all 
participants. Take and distribute minutes. 

• At the beginning of the meeting, outline the schedule for 
the meeting and ask for any agenda additions from the group. 

o Keep regular meetings to no more than two hours and be 
strict about the time. This forces the group to keep 
focussed and assures participants that they won't have to 
waste their time in long, drawn-out meetings. Make sure 
that there is time for comment and feedback. 

• At the end of the meeting summarise the main points 

• Go out of your way to ensure that all members have the 
opportunity to participate 

• Ensure that action items are assigned to individuals and 
that clear time lines are given. Otherwise tasks risk not 
being completed and being brought back again and again 
for discussion 

• The purpose of a board of directors is to set policy and 
deal with the 'big picture'. If your group has staff, don't 
get unnecessarily bogged down in day to day operations. 

• An active executive committee can help to deal with many 
of the day to day operations of an organizationlfacility 
(keeping board meetlngs free for policy issues that matter) 
and can help to plan board meetings. 

• Establish committees for your organization as required. 
This is where much of the serious work of an organization 
actually takes place. Committees can draw in other partner 
groups and individuals (with their expertise) who are not 
necessarily a part of your organization. 

Keeping linked to the Community and 
Supporters 

• Publicize activities in newspapers and on the local radio 

• Send out newsletters and updates by ema.il to supporters. 

Who Can Help? 
A great source of information on a wide range of issues 
relating to organizational issues is the Community Services 
Council of Newfoundland & Labrador. They can be reached 
at: http://www.envision.ca 

FOCUSing on your Community: Facilitator's Handbook which 
has been prepared by the Department of Industry, Trade and 
Rural Development for the Regional Economic Development 
Boards offers information on board governance (Module 5): 
http://www.cedresources.nf.net/FacilitatorHandbook.htm 
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FACILITATION GUIDE 

1. As a start to determining the best organizational structure for your group, develop a list of the various 
activities that your group might wish to undertake. In particular, focus on stewardship/conservation 
initiatives and revenue generation. Discuss how the various organizational models listed in this module 
will could help you to undertake these activities. 

2. Ask representatives from other groups to meet with your group to describe their organizational structure 
(its pros and cons) and how they went about setting it up. Alternately, have members of your group 
contact other organizations to get this information and present it back to the group. 

3. Discuss challenges that your group experiences in getting and keeping volunteers. Develop a strategy 
for maintaining a strong volunteer base that includes ways in which you will effectively reach out to 
your community. 

4. Analyze your group's meetings to find out how productive and satisfying they are. This could be in the 
form of a group disc;ussion or a' brief survey. The latter might make it easier for people to honestly 
express their views. A simple way to analyze how your group functions is to undertake a SWOT analysis. 
Discuss strategies for improving your productivity. 
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Natural and cultural heritage projects can bring 
numerous benefits to a community. Ultimately, the 

primary goal of undertaking a heritage project is to 
improve the quality of life of residents. Direct and indirect 

benefits can include: 

• an increase in community pride and identity 

• preservation of something that is of value to the community 
and others whether it be a natural area of ecological 
importance or a structure, artifact or tradition that should 
be passed down to future generations. Heritage projects 
often serve to make a community more aware of the 
importance of preserving its natural and cultural inheritance. 

• the opportunity to meet a variety of community needs. 
These can include social, recreational and educational 
needs of residents. 

• development/improvement of residents' skills, knowledge, 
and identity which can increase employability and self-esteem 

• the creation of jobs and income directly, through employment 
on heritage activities (e.g., heritage facilities, consulting 
work) and indirectly through heritage tourism and spin-off 

economic activity 

• entrepreneurial opportunities arising from the preservation 
and development of heritage resources (see Heritage 

Entrepreneurialism) 

• improvement in quality of life - In several Newfoundland 
& Labrador communities where nature trails have been 
developed - often with the visiting tourist in mind - the 
primary users have been local residents. On the Burin 
Pens insula local medical doctors regularly recommend 
that their recovering patients use the nature trail at the 
Winterland Ecomuseum as it provides a safe, quality 
walking surface in a beautiful, healthy environment. The 
local health board assists the Ecomuseum in fund-raising 
events because of the health benefits 
that it brings to the region. 

HERITAGE INITIATIVES BENEFIT 
COMMUNITIES IN LOTS OF 

WAYS 

Since. the Moratorium on Northern 
Cod was implemented in 1992, there 
has been a huge increase in the 
number of-community~base.d heritage 
projects in Newfoundland & Labrador. 
While partly driven by a desire to 
diversify the local economy - by 
attracting' tourists - this trend also 
reflects a desire by many communities 
to maintain identity and to build 
pride. This has been particularly 
important at a, time when jobs are 
scarce, families and young- people are 
leaving, and the_ very survival of 
communities seems threatened. 

As an example, the preservation and 
interpretation of a community wetland 
area provided a real psychological 
boost to the residents of Carmenville, 
a community in centra! Newfound
land .. The town had been hard hit eco
nomically. The wetland project provid
ed a rallying point for community 
members and evidence that the com
munity had some things of value. 

In some caSes. the: renewal and 
development of a natural habitat, the 
restoration of a building, or the 
establishment of a community museum 
represents_ the first investment in 
community infrastructure in years. 
A highly visible heritage project can 
provide a catalyst for community 
renewal and the building of hope. 

For additional information see Study 
Economic and Social Benefits of Heritage: 
Industries- in Newfoundland and 
Labrador (www,ahinl.arg). 
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Type of Benefit 

Direct 

Indirect 

Induced/spin-off 

HERITAGE PROJECTS 
CONTRIBUTE TO SKILLS 

DEVELOPMENT 

In Bay Roberts a number of workers 
who had been displaced. from the 
localcrab plant received on-the-job 
training in artifact conservation 
during the establishment of a new 

community museum._ This_training 
developed into on-going local 
employment opportunities. In 
Bonavista the community college 
offered a heritage carpentry 

program. The skiJJ.s gained by 
trainees have been important to an 
active program to preserve that 
community's extens'ive built 
heritage. In places like Ferryland, 
Cupids and Plum Point residents 
have been trained to work at local 
archaeological dig" Many have 
gotten rewarding, long-term 
employment at these sites and, 
some have even made decision to 
pursue profes-sional training and 
careers in the- field. 

Photo: Restoration projects provide great 

Opp01"lUnilics for lile development of new 

employment sknls and business 

opportunities 

Explanation/Examples 

- economic impacts generated by direct expenditures on aspects. related to 
heritage activity (e.g., salaries) 

- income and employment generated in the community by the purchase of 
goods and services by heritage facilities/programs 

- this represents the money that circulates around in your community as a 
result of direct a.nd indirect spending on heritage activities. For example, 
museum staff spend money on groceries, clothing etc. which benefits the 
community. Spin-off benefits would also include spending by visitors and 
tourists-in the local economy as a result of visiting. heritage sites or 
participating in their activities. 

I n many cases, groups planning heritage initiatives have 
only a vague notion of how the local community can 
benefit from them. A common rationalization (i.e., that 

goes on the funding application) is that the project will 
increase local tourism. Yet there is not always a clear 
understanding of or plan for how these benefits can be 
realized. It is not enough to assume "build it and they will 
come. "The optimizing of community benefits from heritage 
projects needs to be carefully considered right from the 
beginning. When considering economic benefits for your 
community it is important to think about sustainability and 
the kind of visitor you want. It may, for example, be desirable 
to attract a smaller number of high income (and high 
spending) visitors/ users than a high number of lower income 
ones. This would particularly be the case where high levels 
of human use could negatively impact on a heritage resource. 

This module provides a number of strategies and ideas that 
will optimize the economic and social benefits derived from 
a heritage project. Included are opportunities for generating 
revenues (which contribute to self-sustainability) and for 
creating economic spin-offs. 
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1) Meet the Needs of the Tourism Market 

I f you are going to maximize the number of users of your 
heritage facility or program - thereby providing the 
greatest community benefits - it is essential that you 

consider the needs of your customer. It's a lot like planning a 
business: you can start out focussing on what you want to 
sell or you can focus on what the customer wants, All 
successful businesses focus on the customer. 

Things to consider: 

a) Develop a market profile - what characterizes the tourists 
who visit your region? What sorts of attractions are they 
generally interested in? What are their income levels and 
spending behaviour? What is the age distribution of your 
visitors? Designing your heritage product to meet the 
needs of your users will ensure that it is attractive to them, 
And the more visitors the greater your ability 
to generate operating revenues, See Module 8: The 
Business & Marketing Plan for a detailed explanation on 
developing a market profile, 

b) Provide a Variety of Goods & Services to Increase Visitor Stays 
- A typical visit to a community museum lasts a half hour. 
The time to hike a community trail may take one or two 
hours, The goal is to get people to stay as long as possible 
in your community, thereby increasing their chances of 
spending money there, If that half hour museum visit can 
be turned into a half-day or more, visitors will have a 
reason to have a meal, buy gas or stay at a local motel, 
B&B, or campground, 

How to increase visitor stays: 

• Develop good quality interpretive and educational 
programming that engages the visitor. This could be as 
simple as offering gUided tours of your heritage building, 
museum or trail which could, at the very least, double your 
visitor stay, Demonstrations of traditional activities, 
workshops, talks, day camps, entertainment and seminars 
will truly make your facility come alive and will give 
people a reason to stay, Most of these' add ons' are 
services that people are willing to pay for, thereby 
providing additional opportunities for revenue generation, 
See Module 10 for detailed information on developing 
interpretive programming, 
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o Package the attractions in your community with a well
designed brochure, website and/or signage. Let visitors 
know what else there is to see and do locally. Local 
attractions needn't be highly developed. They could 
consist of a scenic place to walk or have a picnic. Include 
information about local restaurants, accommodation, and 
shops to encourage people to spend their money in your 
community. A website offers great opportunities for 
including information about or linking to local services 
and attractions. For additional information on promotional 
strategies see Module 9. 

o Think beyond the confines of your heritage facility. In the 
case of trails, where possible, create links with other 
trails or spurs that lead people into your community. 
Think beyond your museum's walls and spread your 
interpretation throughout the community or region. This 
can include interpretive signage at sites and structures of 
historical Significance. Small historic displays can be set 
up in other public buildings and in shop windows. All of 
these are deSigned to get people out and about in your 
community. 

o Ensure that your facility is of the highest quality. 
Remember that you are in competition not only with other 
similar attractions in your region but with facilities that 
visitors may have seen in their travels anywhere in the 
world. Poorly designed or constructed heritage facilities 
with inferior interpretation will not engage and keep 
visitors. Professional design advice is important to 
ensuring quality. See Module 10. 

2) Meet Community Needs 

T he majority of people who visit your facility or 
participate in your program will be local residents. 
It is, ultimately, on them that your success will 

depend. Heritage initiatives can meet a variety of your 
community's needs. They can, for example, satisfy social, 
learning and recreational needs of residents. Senior 
residents can find fulfillment in participating in heritage 
projects by sharing (and having affirmed) their own 
experience and skills. Natural or cultural heritage projects 
present excellent learning opportunities for young people. 
Heritage initiatives offer a great opportunity for linking up 
seniors and youth. 
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Just as heritage projects can satisfy a range of community needs, 
so too an understanding of community needs can help to identify 
potential new uses for heritage buildings, which are often under
utilized. It is not feasible to turn all heritage structures into 
museums and in many small communities, where the demand 
for commercial space is low, it can be a challenge to occupy 
heritage structures. There may, however, be social needs in the 
community that could be met. These could include: 
social/recreational or learning centres for the entire 
community, for youth, seniors or pre-schoolers. Special housing 
needs (e.g., for the disabled, for seniors, low-income residents) 
could, similarly, be accommodated in such structures as old 
schools, halls or churches. 

Getting a handle on the range of community needs involves a 
broad community needs assessment and consultation. This can 
involve a community survey and/or focus groups that consider 
gaps in local services and amenities. A heritage group would 
want to consult and work with other community social and 
develop- ment agencies and organizations in undertaking such 
an effort. 

3) Investigate and Promote Heritage 
Entrepreneurial/business Opportunities 

Natural and cultural heritage resources and attractions can 
generate a host of business opportunities: 
accommodations - visitors obviously cannot stay in your 
community if there is insufficient accommodation. Bed and 
breakfast establishments are ideal in smaller communities 
where the tourism season is relatively short and where motels 
and hotels cannot be supported on a year-round basis. As well, 
they provide visitors with an opportunity to interact with local 
residents and to get more of a 'flavour of the place'. Heritage 
buildings, with their special character, are ideal for B & Bs. For 
information on staring a hospitality establishment contact 
Hospitality Newfoundland & Labrador at: http://www.hnl.nf.net 

iii) food - there are numerous opportunities for selling food to 
visitors from meals to prepared, packaged items. One of 
the keys to success to is offer quality, fresh food using 
local ingredients in traditional or innovative ways. Visitors 
love to sample local traditional fare or to know that the 
ingredients were grown or harvested locally. The scale of 
establishments that offer food needs to be appropriate to 
the tourism season and size of the market. Following are a 
few ideas for small local business opportunities involving 
food: 

• Cafe or tea room serving local specialties 

HERITAGE STRUCTURES 
AS TOURIST 

ACCOMMODATIONS 

Great Britain provides an interesting 
model for preserving rural heritage 
structures through- the provision of 
tourism accommodations. Typically 
heritage stru.ctures are acquired by 
a non-profit heritage group, restored, 
and offered as rental accommodation 
to visitors, on a weekly basis. 
Revenues generated pay for the cost 
of upkeep. A similar concept could 
work in small rural Newfnundland 
communities where there are a 
number of available (or abandoned) 
heritage houses. 

The Town of Harbour Grace has 
used a similar model to partially 
restore a couple of unused heritage 
buildings which were then sold to 
the private sector for development 
as businesses (e.g., bed & breakfast). 

One of the keys. to success is the 
maintenance of a structure's historic 
character while providing modern 
conveniences. 
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MAKE YOUR PRODUCT UNIQUE 

Be creative when developing food 
products and feature items made 
from locally-available ingredients 
(e.g':,_ wild berries, seafood, local 
produce). While visitors might like to 
take away preserves made from local 
berries, chances are good thatthey 
can already find lots of traditional 
blueberry or partridgeberry jam. 
Make your product unique by using 
different combinations and adding 
herbs, spices and flavourings (e.g., 
liquers). Check old recipe books 
for ideas. 

Innovative examples from 
Newfoundland and Labrador include 
'Garden Gems', a line of wild flower
jellies (rose petal, clover and dandelion 
flower) made in Freshwater, Conception 
Bay and Chill Sea from Isle aux Morts 
which produces relfshes/ pkkles and 
salsa. from seaweed 

• picnic lunches 

• preserves/candies made from local berries 

• church hall dinners or special theme dinners for which 
people buy advance tickets. Again local, traditional foods 
are a favourite. Theme meals can be developed around 
particular historical periods, events. For example, a 
community with a French heritage might wish to highlight 
traditional French cooking; an community with early English 
roots might offer English food from the 17th or 18th Century. 
Such meals could be served by people in period costume 
and accompanied by entertainment. These' church hall' 
functions will also attract local residents and can prOVide 
good fund-raisers for local church and service groups. 

Before launching into any business relating to food it is crucial 
that one get proper permits and adhere to the appropriate 
regulations. For information contact your local provincial 
health inspector. For marketing and financial assistance with 
developing specialty food products contact a local representative 
from the Department of Industry Trade & Rural Develop. For 
information on the 'Crafts of Character Program' and the Craft 
Industry Development Program check out the website 
(www.craftsofcharacter.com) (look under 'About Us' on the 
Crafts of Character website). 

iii) Gift and Craft Products - visitors are looking for quality 
items that relate to a local region. Local production of 
such merchandise can provide jobs and opportunities for 
heritage facilities to generate revenues through sales. 
Following are a number of ideas: 

• reproduction of local artifacts either in full or miniature 
scale. Research traditional production in your community 
to see what may have been made there. These could be 
interesting items from a museum or archaeological 
collection such as pottery, glassware or jewellery. 
Museums or archaeological sites may generate revenues 
by licenSing crafts producers to manufacture reproduction 
artifacts or by selling them directly. 

• art work that represents local scenes, nature and 
historical themes 

• reproduction painted outport Newfoundland furniture 

• inexpensive clothing items such as t-shirts, bags and 
aprons with local scenes and patterns drawn from 
traditional items (e.g., patterns from butter presses) 

• items made from salvaged materials (e.g., picture frames, 
plaques, sculptural pieces from weathered board) 

• items that incorporate local dried wild flowers 
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o items made from local rock (carved, engraved, painted) 

o products that were, historically, made in the community 
to serve local needs such as wrought iron or wooden 
implements/tools (e.g., dibbers, hay rakes, potato 
diggers), home-spun wool items, traditional clothing, 
hooked mats, items made by a cooper such as smali 
barrels, pails, or lunch buckets. 

o printed materials such as local histories, books of 
historic photos or recipes, calendars, gUide books 

In addition to selling items through traditional retail 
establishments consider selling on-line through a website 
(which allows you to market products world-wide) or become 
involved with the Provincial Government's 'Crafts of 
Character' on-line marketing and sales program. The Craft 
Council of Newfoundland & Labrador offers valuable 
information, training, and advice on product development 
(http://www.craftcouncil.nf.ca) . 

iV) Services to tourists - heritage facilities offer a number of 
opportunities to create service-oriented businesses that 
cater to both visitors and locals alike. Ideas include: 

o gUided walking tours of historic sections of a community 
- one concept that has gained popularity over the last 
few years is a 'ghost walk' of local haunted spots. 

o boat tours that feature attractive coastlines, 
opportunities to view birds and whales, visits to islands 

o gUided nature hikes that provide information on local 
flora, fauna and history 
~ W ~ 

i!j,l);~iR);~.!!i~.~ ~;~))Il;~~ ;~Ji~)R~;"r~;~ .• ~ 
!;)~;))1·iENl'.R ERRE,NE,l!J RIA[iOR;R """L' 

C'iO ' , ~o,,,,',o '0 __ "',";0' '0" - - -" 0->:01," 

For groups interested in promotin~)fi.eritage and 
business opportunities it is useful to begin by 
generating a list of possibilities. If your group has 

undertaken a heritage resource inventory you will already 
have useful information from which to generate possible 
business/ revenue generating ideas. If such an inventory 
does not already exist hold a brainstorming session with the 
participation of local residents (artisans, artists, business 
people) and representatives from community economic 
development and tourism organizations. To stimulate discussion 
consider the following: 

o What traditional or artisan skills existed (or still exist) in your 
community? 

o What items or products were produced here either 
commercially or by households? 

ARTIFACT REPRODUCTIONS 
ARE HOT SELLERS 

The Colony of Avalon foundation, 
which manages the Colony of 
Avalon archaeological site, has been 
very successful in selling 
reproduction gift items from 
archaeological artifacts found in 
their collection. These include 
unique and beautiful ceramics and 
jewellery as well as a couple of 
children's toys (jacks and 
whirlygigs). Lil Hawkins, manager of 
the Colony of Avalon Found.ation, 
suggests, liThe keys to success are 
the fact that most of our 
reproduction items are produced by 
local artisans and that we use our 
reproductions in interpretive 
programming. If visitors can place 
an item in its historical context 
greater interest is generated in it. 11 

Photo: The Colony of Avalon Foundation 

in Fenyland is successfully raising 

revenues from the sale of reproduclion 

artifacts such as this 17th C. Scraifito 

bowl made by a locaJ potte1: 
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• What resources can be found in the community (natural: wood, 
rock, plants and animals; or man-made: buildings)? 

• List attractive items found in your collection that could be 
manufactured locally 

• What images or themes are traditionally associated with your 
community? 

• List the goods and services that tourists are typically looking for 

• What sorts of goods and services do you look for when you travel? 

• What interesting product or service ideas have you 
encountered in your travels outside of the province? 

Think about training and skills development that may be 
required to support any of the ideas generated. 

There are a number of things that you can do to 
tourism and heritage-related business opportunities locally: 

i) Encourage young people in your community to consider self
employment options. Make a presentation to the entrepreneurial 
class at your local highschool or hold a special workshop for 
youth. Small seasonal tourism operations offer great possibilities 
for summer employment. HRDC makes available small 
business loans to students to operate a summer business. 

ii) Hold an entrepreneurial workshop in your community 
designed to educate residents (and existing business 
operators) about business opportunities and to prOVide an 
overview of how to start a business. Invite representatives 
from local business development organizations such as the 
Community Development Corporation, Zonal Board, or 
Department of Industry, Trade & Rural Renewal to help out 
and to provide an overview of ways that they can assist 
potential entrepreneurs. 

iii) The Canadian Tourism Commission is a great resource for 
those wishing to explore cultural and heritage tourism 
opportunities and approaches to marketing. Check out their 
website at www.canadatourism.com. Under their publication 
look for the on-line version of Canadian Ed-Ventures that 
provides an overview of learning vacations in Canada. 
Another publication "The Quest for New Experiences: A 
Sample Offering" offers several Canadian examples for 
innovative cultural tourism products. 
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HERITAGE &: TOURISM BUSINESS OPPORTUNITIES WORKSHOP 

In the early 19905 the Trinity-Conception Community Futures organization developed a workshop "Creating Your Own 
Job in Your Communiti'. Based on-the Heritage Canada Foundation's I'Heritage Entrepreneurship Workshop", it was 
designed to encourage fisheries workers displaced by the Moratorium on Northern Cod to think about self-employment. 
You may want to try a version of it. Here's how the one~day session worked: 

With the aid of a' facilitator (Le" someone who is gooe at drawing out people's ideas and exciting them about self~ 
employment) take your group through the following exercises (this session will involve lots of audience participation and 
brainstorming so bring along a flipchart and markers to record the discussion): 

1. Welcome, overview of session and icebreaker activity* 

2. As a way to overcome negative perceptions and doubts a.bout self~employment ask the group to respond to the 
following: II List all of the reasons why you will not or might not succeed at operating your own business 'l or I'What 
obstacles stand in the way of you_ starting up and succeeding in a-local business?1t Record responses and provide 
feedback as to how challenges can be overcome (e.g., training, seeking out markets) 

3. Ask participants to write down their skills, interests, hobbies and experience and share. them with the group. Make the 
point that many individuals have_ successfully turned hobbies and i'nterests into businesses 

4. An optional activity might be to get participants to fill out a self-employment aptitude test. 

S .Ask participants to list local natural and cultural resources/traditional skills &: knowledge that exist in the area. Refer 
to other techniques mentioned in this Module on IIDeveloping Heritage Business Opportuniti'es ll

• provide information 
on other innovative business opportunities (see above) to-show people what some of the possibilities include. Do this 
in the form of an 'ideas box' that includes product samples and promotional materials. Have the group select the top 
1 a ideas from. the list generated that seem the most feasible (see brainstorming techniques). 

6. Explain the importance of a business. pla.n and provide a brief- o_verview of its components (see Module 8 on 
Developing a· Busi'ness &: Marketing Plan). Divide into small groups and ask each group to rough out a· business plan 
using one of the business_ ideas generated. Share· the_ results: with the -'arger group. 

7, Proyi'de an overview of small business assistance in such areas as: busi'ness planning! training! financing. i'r1Vite a 
representative from a local organization that assists small business. to take. part (e,g./ the local Community Development 
Corporation, Depa.rtment of Industry! Trade & Rural Development), Ask this. person to undertake activities 6 and 7~ 

*Icebreaker sessions. are useful to get participants relaxed about. sharing ideas. Ice breaker questions could include: 'What 
do you hope to-get out of the session-?! III think I might like to start a business because .. ,II III. think the most important 
characteristics/attrib~tes of a successful person in business are, .. n 

FACILITATION GUIDE 

Here. are a. number of discussion topics and questions to help you explore how you can best optimize 
community benefits for your heritage project: 

1. In a brainstorming session list aiL of the benefits that you want to realize from your project. 

2. Ask one or two people in your group (or perhaps someone else in your community) to develop a tourism 
market profile. 

3. Do a brainstorming session with your group on ways of maximizing visitor stays in your community (i.e., 
of those participating in your programming and interpretive activities) 

4. Invite some key members of your community to a session to brainstorming session on possible 
heritage/tourism development opportunities. People to consider: business owners; students from a local 
highschool business course; representatives from government and community agencies and REDBs 
involved with economic/business development. 

S. Develop a strategy for promoting heritage/tourism opportunities in your community. Think about those 
agencies that could help, 

. ... . . . .. 
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that is starting up or expanding. It provides a good 
snapshot of how it currently operates and projects 

how it will operate in the future. Groups planning heritage 
projects may wonder why they should prepare a business 
plan as they are likely not planning to operate a for-profit 
business. The reality is that a not-far-profit heritage project 
pretty much operates like a regular business. There are 
similar kinds of operating expenses (utilities. salaries, 
promotion) and the need to generate income or other sources 
of funding to meet these expenses. Without financial 
statements a group cannot know what expenses it will run 
into in the course of a year and it is blindly assuming that it 
will be able to match income and costs. A good business 
plan will result in fewer unwelcome surprises down the road 
(i.e., expenses are considerably higher than expected or 
income is insufficient to cover costs). 

A business plan for a heritage project can be beneficial in a 
number of ways: 

a) It is a requirement if funding or financing is being sought 
from a bank, government agency, or a foundation. Banks 
will want to know that you have the ability to pay back 
your loan. Granting agencies will want to know that your 
operation is sustainable and will make good use of their 
investment. They will also want to know what kind of an 
investment you are making in your project. 

b) It forces you to consider all of the expenses that you might 
incur and to plan how you will generate the necessary 
income to operate successfully. It also helps you to set 
goals for what you want to achieve in terms of the number 
of visitors and income generated. 

c) It makes your group look professional and gives your group 
credibility (especially important if you are looking for 
money). Just think, if a project officer has two applications 
on his desk and one includes a business plan and the other 
one doesn't, who will get the most serious consideration? 

d) It includes a marketing plan which forces you to seriously 
consider who your visitors will be and how you will reach 
out to and attract them. It includes strategies for promoting 
your facilities and programs. 

e) It serves as a feasibility study, helping you to determine 
if, in fact, your proposed venture can work and can 
sustain itself over the long term. 

Photo: Museum shops provide one method 

of generating revenues for a heritage site. 

In order to be successful they need to stock 

high quality products and be managed as 

carefully as a pIivate business. 
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There is no magic to preparing a business plan but it takes a 
fair bit of time and effort. It requires considerable research 
and planning in order to fill in all of the details. While you 
may want to undertake it as a group it is advisable to get the 
services of a professional, even if just on an advisory basis. 
This could take the form of a paid consultant or as an 'in 
kind' contribution from a local business professional or 
accountant. When using a professional it is important to have 
someone who is familiar with your sector, particularly when 
it comes to marketing issues. If you choose to undertake it 
yourself, seek out the assistance of a businesses development 
officer at a local Community Development Corporation or 
an office of the Provincial Department of Industry, Trade' 
and Technology. 

It is important to be as honest and realistic as you can be 
when developing a business plan. The temptation will be 
there to fudge figures to proVide a positive bottom line. 
Operating deficits, especially during the first year or two of 
operation are to be expected. Inflated income figures or 
hidden expenses may cause you to lose credibility and will 
translate into operating deficits. 

:o'r;_,-';'~Y~;: ~mm _'foe,'>:;-:;', ""~'o-o',_<o-:;-~~-
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"'1'1) Executive Summary - a one page summary at the 
beginning of your business plan that explains your project 
at a glance and indicates your financial requirements. 
The executive summary is important for the busy bank 
loans officer or project officer of a government agency 
who wants to qUickly determine if your project is worthy 
of consideration. The executive summary generally gets 
prepared when the rest of your business plan is complete. 

2) Project Description - a concise description of your 
project including an explanation of why you are 
undertaking it. What goals do you have for this project 
(in terms of community benefits)? How does it relate to 
your vision! mission statement? How does it relate to 
other projects or initiatives that you have undertaken? 
Is it one part of a larger development initiative? For 
example, a restored building may be part of a planned 
heritage district (which will include additional restored 
bUildings). A new trail to be developed may be part of 
a regional trail system of existing and planned trails. 
A living history program may be part of a larger 
interpretive strategy. 
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3) Proponent Profile - a brief description and history of 
your group which helps to demonstrate your credibility 
and ability to successfully undertake the project 
proposed. It should include: 

• list of projects successfully carried out to date 
(especially ones similar to proposed project) 

• number of members 

• list of board/executive members, along with their 
professions 

• form of organization (e.g., incorporated, charity, etc.) 

• years in operation 

• vision/mission statement 

• strategic plan (if you have one) 

• list of project partners 

4) Products/Services - provide an overview of the 
products (e.g., facilities, experiences) that you will be 
offering along with prices/fees. By way of example: 

The XYZ Heritage House is a restored 1870 dwelling, with 
period furnishings, that offers visitors an experience of an 
outport Newfoundland fishing family during the 1890s. 
Guides, dressed in period costumes, offer a 'living history' 
interpretation that depicts the lifestyle ofthe XYZ family 
with demonstrations of traditional household activities 
such as the preparation of traditional foods, quilt making, 
children s games and past-times, gardening, and livestock 
tending. Visitors are encouraged to participate and 'try 
their hand' at various activities demonstrated. Special 
programming will include: 

• educational programming for school groups 

• a series of 'how to' workshops on traditional skills 

• summer history day camps for children, aged 6 - 12 

• seasonal open houses (Thanksgiving, Christmas) 

The museum will house a small gift shop to sell items 
produced on site such as: quilts, woolen goods, and 
hand-made wooden garden implements. 

The museum will operate from May 1 until December 28 
annually. 

5) Pricing - include a list of the prices charged for 
admissions and other fees/charges for programming that 
you offer. Pricing your product can be something of a 
challenge. Many community-based heritage facilities in 
Newfoundland & Labrador undercharge for what they 

Photo: Prior to establishing its Heritage 

FaJm and 'Out of the Lewd' Living 

History program, the Winterl,'wd Heritage 

Development COIporation undertook a 

business plan to determine the [easib1lily 

of tlw project and to guide its financial 

operation. 
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offer (some charge nothing) and, as a result, fail to 
generate their revenue potentiaL The reality is that 
most out-of-province visitors expect to pay a reasonable 
dollar to visit your site. In the U.S. a visit to a major 
heritage attraction generally runs $30 (Canadian) or 
more per adult. And let's face it, how can you afford to 
offer a product at less than break-even? When establishing 
an admission fee structure it is important to be competitive 
both in terms of not exceeding what the market is willing 
to pay and in not undervaluing the product. Research 
has shown that price is often a partial indicator of value. 
If products or services are under-priced they are perceived 
to be of lesser value. 

To price your admission fees do a little research. Call 
around to other heritage sites in your region of the 
province and see what they charge. Include provincial 
and national historic sites. Always include a family 
rate to make it feasible for families to enter. 

Smnple Admission Fees in Newfoundland & Labrador (2002) 

Facility Adults 

Colony 01 Avalon $5.00 

Fluvarium $2.75 

Nlld Science Centre $6.00 

Nfld Insectarium $6.00 

Provincial Historic $2.50 
Sites 

National Historic $2.50 
Sites* 

Seniors/ Children Family School 
Student . Programs 

. ~ ... ,--,-,-. 

$3.00 $3.00 . $10.00 -

$2.25 $1.50 - $1.50 - $3.00 

$4,25 $4.25 $20.00 -

$5.00 $4.00 $20,00 $3.00 
. 

- - - $2,00 (group) 

$2.00 $1.50 $7.00 -

*This includes sites such as Hawthorne Cottage, Cape 
Spear, and Castle Hill. Other, larger and more developed 
sites such as Lanse aux Meadows and Red Bay have 
somewhat higher fees. 
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Fees at the lower end of the scale are generally for sites 
that include a single heritage structure or a relatively small 
museumlinterpretation centre, Higher fees are charged for 
larger facilities and those that offer more elaborate 
programming (e.g .• living history demonstrations). 

Some groups suggest that they make as much money by 
having a donation box as they would through admissions. In 
actual fact. you should charge admissions and have a 
donation box. Most visitors appreciate that it takes 
resources to establish and operate a heritage facility and 
many are willing to 'give to the cause'. 

Local Residents - occasionally one hears that local residents 
are unwilling to pay to use a local heritage attraction. 
Again, the reality is that they would have to pay if they 
were visiting a similar facility on the mainland. While a 
different admission price for locals than for visitors is not 
recommended there are things that you can do to attract 
locals who may be somewhat price sensitive: 

• offer a reasonably-priced seasonal pass that encourages 
locals to visit as often as they like during the year 1 

• hand out free passes at local schools 

• offer an open house once or twice a year to encourage 
local visitation 

6) Management - provide a description of how your site 
will be managed. This is important to potential funders 
who want to know that your project will be well-managed 
and sustainable over the long-term. Management could 
consist of a committee, a volunteer, or a full-time, part
time, seasonal or year-round manager. A paid manager 
helps to ensure that a faCility is run in a professional 
manner and receives the attention that it deserves. 

Indicate the tasks that the manager/managing 
committee will be responsible for. Assume that 
considerable time will need to be devoted to financial 
issues such as fund-raising and to staff training and 
supervision. 

1 The Colony o{ Ayo]on has an annual memben;hip fce ($20 - fndivfdunJ/$35 -

family) that offers I.In.limhed visitation at the site. P<'-lrks Canada afTer,)' a 

seasonal pass of $12 per person for their sites. 
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7) Staff - list the number of staff required to operate your 
facility or program and provide brief job descriptions for 
each position. This will include dUties, season of 
employment and any special qualifications. A brief 
description of staff training will demonstrate your 
commitment to delivering a quality product. 

8) Environmental Scan - a description of the environment 
in which your project will be operating. It helps to 
identify issues, constraints and other considerations that 
need to be taken into account by the project or by 
potential funders. It would include: 

• a description of regional development strategies (e.g., 
heritage or tourism strategies). Your project will have 
greater credibility if it is seen to fit into broader 
development plans 

• a list of similar or competing facilities with a demonstration 
of how your facility will complement them (i.e., fill 
interpretive or product gaps). For example, if your group 
wants to develop a trail, it would be useful to describe 
how your trail will complement existing ones in the 
region (e.g., satisfy a different market, interpret a 
different habitat). Funders. in particular government 
agencies, are generally quite sensitive to issues around 
competition. They don't want to be accused of harming 
another similar venture and of creating unnecessary 
duplication. As a project proponent you should have the 
same concern. 

• a description of the zoning and regulatory environment 
in which you will be operating. It is important to identify 
any regulations that you will have to comply with so that 
you don't get any nasty surprises when your project is 
partly completed (i.e., such as a stop work order from a 
government agency due to your failure to follow the 
rules!). Take the time to familiarize yourself with all 
relevant regulations. It is also crucial to comply with 
municipal and provincial zoning regulations. These 
could work in your favour. For example, if your natural 
heritage project is located within an area zoned 
'conservation' or 'ecological reserve', be sure to mention 
it. The same might apply to a built heritage project located 
within a deSignated heritage structure or district. 

• a listing of any incentives that could favour your project. 
These might include such things as municipal tax 
incentives or grants available to deSignated heritage 
structures. 
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A SWOT Analysis can be an effective method to undertake 
an environmental scan (see Module 3) 

9) Market Analysis - this is an assessment of who will 
use your facilities or services, You cannot assume that 
everyone will avail of what you have to offer. Certain 
groups are more likely to be interested in visiting a site 
related to natural history interpretation; others to one 
related to cultural history, such as an historic site or 
museum, It is also important to understand your users 
in terms of their interests and needs. Challenging 
wilderness trails will likely attract younger, well
educated profeSSionals, while seniors are more likely to 
be looking for an easily-accessible trail of relatively 
short duration with washroom facilities available. (For 
information on user profiles see 'Understanding your 
Audience', Module 10) 

The market for natural and cultural heritage facilities 
and programs is divided into a number of different 
segments: 

Local Market - likely the largest portion of your market 
will come from the region in which you are located (i.e., 
within a 1 hour drive). Locals have the putenlial to be 
repeat users and to visit on a year-round basis. One 
could argue that it is really for local residents that one 
develops a natural or cultural attraction or facility. And 
if one does a good job of sharing heritage with locals, 
visitors will, naturally, be attracted as well. School 
groups and youth are an important component of the 
local market 

Visitors/Tourists - these are divided into in-province 
and out-of-province tourists. They can be further 
separated into sub-categories based on geographical 
distribution and purpose of visit. For example, visitors 
to Newfoundland & Labrador from other parts of Canada 
would consist of a Significant number who are visiting 
friends and relatives while European visitors would 
comprise a Significant number of touring married couples. 
The in-province market would likely consist of a higher 
number of families than the out-of- province market. 

The Province's Tourism Product Market Match Study 
provides a lot of useful information on the markets for 
different types of tourism products. It also contains 
information about the characteristics and preferences 
of different market segments. The study also breaks 
down the number of visitors by region of the province. 
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Portions of this material can be found at the end of this 
section. Another place to look for tourism market 
information is your Regional Tourism Association which 
may have developed detailed visitor profiles of your region: 

Avalon Conventions and Visitors Bureau -
http://www.canadasfareast.com/index_main.htm 

Baccalieu Trail Tourism Association -
http://www.aroundthebay.ca/btta/default.htm 

Discovery Trail Tourism Association -
http://www. thediscoverytrail. org/ 

Doset Trail Tourism Association -
http://www.ezc.ca/webs/web . asp ?user=dorsettrail 

Exloits Valley Tourism Association -
http://www.centralnewfoundland.com/exploitsvalley. php3 

Gateway Tourism Association -
http://gatewaytonewfoundland . com/ 

Green Bay Tourism Development Association -
http://www.ezc.ca/web . asp? user=gbtourism 

Heritage Run Tourism Association -
http://www. theheritagerun.org/ 

Kittiwake Coast Tourism Association -
http://www.kittiwakecoast.com/ 

Labrador Stratis Historical Development Corporation -
http://lsdc.labradorstraits . net/ 

Labrador West Tourism Development Corporation -
http://209.128.38.7S/kent/tourism/index.htm 

Viking Trail Tourism Association -
http://www. vikingtrail.org 

Calculating Potential Market Share 

When analysing your market it will be useful to project 
the percentage of the total market (market share) you 
will be able to attract. Market share consists of that 
portion of the total number of people visiting your 
region that your facility/program can, realistically, hope 
to attract. This can be used to estimate the numbers of 
tourists visiting your facility. Such numbers are 
important for estimating potential revenues (e.g., based 
on entrance fees, spending at your gift shop, etc). 

F or an example of market share calculations see section 
7.1 of the sample business plan at the end of this Module. 
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It is useful to check visitation numbers with other similar 
existing attractions in your region as this will let you know if 
you are 'in the ballpark'. It is best to be somewhat 
conservative in your estimates, espeCially during the first 
couple of years when your facility will be new and relatively 
unknown. 

10) Marketing/Promotional Strategies 

This sections addresses how you will promote your 
facility. For detailed information on promotional 
strategies see Module 9. 

I~:' f I N:"iJe )1 ",'it ~IRb' Ii,.it E)I '}'n~ 

T:~s:~~!: ~:~~.I~;~~:i~~I:o:::;~~~t:;~:ra~Lyou 
expect your facility to operate, financially, as well as 

requirements to cover capital expenditures. The figures you 
include here, especially for revenue projects, become a goal 
toward which you can strive. 

Your financial projections should be as realistic as you' can 
make them and based on solid, well-researched assumptions. 
You may be tempted to inflate revenue figures or decrease 
expenditures but, ultimately, you may only be fooling yourself 
if you do. Potential funders will likely see through inflated or 
unrealistic projections. 

a) Capital Expenditures - provide a list of all capital 
expenditures associated with your project. This should 
include the costs of construction (labour and materials) and 
equipment. This is important information for funders who· 
want to know how their investments will be spent. It is 
generally a good idea to add a contingency of 10 to 15% to 
your budget for capital items, as unforseen costs almost 
always appear. 

b) Projected Income - proVide an outline of all sources of 
revenue for your project along with the assumptions made in 
generating projections for each. Typically, for a heritage 
facility income will come from several sources. 

• admission fees (generally cover around 20% of total revenue) 

• program fees 

• facility rental 

• fund-raising 

• sales 

• grants 

• in-kind contributions (donations of materials, services, land) 
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c) Income Statement 

This is the real guts of the business plan. The income 
statement projects all revenues and costs and subtracts one 
from the other, to give an indication of the bottom line (i.e., 
whether a facility can be self-sustaining). Even if it is not 
realistic to expect a heritage facility to wholly pay for itself, 
the income statement will give an indication of additional 
financial resources needed to keep the operation afloat. 
Generally, income statements are prOVided for the first two or 
three years of operation for a new venture. This is useful, as 
it usually takes a few years for a new venture to fully get off 
the ground finanCially. If your facility is already in operation 
include income statements from the last few years to show 
your ability to successfully manage things finanCially. 

eI) Cash Flow Statements - a breakdown of the income 
statement on a monthly basis. This helps you to identify periods 
when expenses exceed income (e.g., the winter months when 
income is lower or non-existent) and, as such, is a good tool 
for analysing your financial situation. Even if, on an annual 
basis, your bottom line is on the positive side, there may be 
times of the year when you need additional money to cover 
expenses. This is important to know so that you don't run into 
a cash crunch. The cash flow statement could help you to 
time fund-raisers or suggest that you need a line of credit. 
Like the income statement it is good to prepare cashflow 
statements for two or three years. For a sample cash now 
statement see the end of the following sample business plan. 

Who Can Help 

For assistance with preparing a business plan contact: 

• ACOA can assist with funding feasibility studies for 
qualified projects through its Business Development Program. 
It offers some interesting on-line tools under its 'Small 
Business Toolbox' that include an Interactive Business 
Planner and a Small Business Workshop (see: http://www. 
cbsc.org/english/ ) 

• The Canadian Business Centre offers information on a 
variety of federal and provincial business support programs 
(1-800-668-1010 website: http://www.cbsc.org/nl ) 

• The Community Business Development Centres are located 
in several locations throughout the province. They can 
offer gUidance on the preparation of business plans. For 
a list of BDCs see: http://www.acoa.ca/financial/cbdc/ 
location.shtml 
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INCOME STATEMENT WORKSHEET 

Income: Year 1 Year 2 Year 3 

Revenues/Fees . 

Gross Sales (e.g., gift shop) 

Less cost of goods sold 

Net sales 

fund'raising 

Grants 

Total income 

Expenses: 

Utilities 

Property Taxes . 

Salaries 

Rent 

Advertising 

Travel 
. 

Professional fees 

Office expenses . 

Materials 

Insurance . 

Interest 

Payment on loan 

Bank fees 

Total Expenses 

Net Income 

FACILITATION GUIDE 

1. Discuss with your group the benefits. that the development of a business plan will bring for your 
project/facility 

2. Have your group try to identify individuals in the community or e.lsewhere (e.g., educational institutions) 
who could assist in the preparation of a business plan (i.e., people with business/accountingskills). 

3. Ask for volunteers (or small committees) from your group to undertake research for your business plan, 
considering such areas as: product/services; pricing; management staffing requirements/salaries; 
environmental scan; market analysis. Have them report back to the group to seek feedback and 
additional ideas. 
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BUSINESS & MARKETING PLAN 
for 'On the land' living History 
farm Winterland, Newfoundland 
October 2000 

Executive Summary 

T he Winterland Heritage Development Corporation (WHDC) 
is a community-based, non-profit group located in the 
town ofWinterland, Newfoundland. In 1997 the Corporation 

established the very successful Winterland Ecomuseum on a 
2,000 acre nature reserve within the municipality of Winterland. 
As part of the Ecomuseum, the WHDC plans to develop the 
'On the Land' Living History Farm. This facility is intended to 
interpret Winterland's history as a planned farming community 
under the Commission of Government in the late 1930s. It will 
comprise a replica of the model farmsteads (house and barn) . 
established in the community. 

This project will benefit the community of Winterland and the 
surrounding region in several ways. Firstly, it will prOVide an 
important educational facility - the only one of its kind in the 
province - that interprets Newfoundland and Labrador's 
agricultural history. As such it will help to promote awareness 
of Winterland's heritage and to build community pride. It will 
also form a significant tourism attraction for the Burin Peninsula, 
drawing OIl both out of province and in-province visitors. It is 
projected to draw approximately 4,000 visitors in its first year, 
rising to around 6,000 by its third year. It is anticipated that 
it will have an important economic impact on Winterland and 
the surrounding area. It will provide, directly, four seasonal 
jobs annually. Indirectly, it will create local business 
opportunities through the provision of hospitality services. 

The Living History Farm is projected to be self-sustaining 
within a three year period. It will generate revenues from 
admissions (approximately 25%); special programming; a 
membership program and various fund-raising activities. The 
facility will operate with an annual budget of around $45,000. 
A two year Employment Subsidy will be sought from HRDC 
for the hiring of a coordinator to manage the project. The 
project will be managed by a full-time manager working on an 
8 month a year basis. 

Capital costs for the project amollnt to $80.800 over a two
year period. Funding for this project will be sought from 
HRDC, the Province of Newfoundland & Labrador, and 
ACOA, and through fund-raising activities by the WHDC. 
The Town of Winterland has agreed to donate the land reqUired. 
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1.0 THE CONCEPT 

A s part of its long-term strategic development plan the 
Winterland Heritage Development Corporation (WHDC) 
has identified the development of a heritage farm as a 

way to preserve an important part of its heritage and to generate 
economic opportunities for the residents of Winterland and the 
Burin Peninsula. Such a facility would interpret the 
community's establishment as an agricultural settlement under 
the Commission of Government's Land Settlement Program of 
the 1930s and 40s. Using 'living history' techniques every 
attempt will be made to bring visitor's back to the early 1940s 
to get a sense of what life was really like for the pioneers of 
Winterland. As such it would represent the only effort to 
interpret this aspect of Newfoundland's history and one of the 
few attempts to portray the province's agricultural heritage. 

The expression' on the land' has been adopted as the name for 
the heritage farm and interpretation program. This expression 
was commonly used to describe where people were when they 
were working the fields of Winterland. 

As no original collections of farm buildings exist in the 
community, the decision has been made to recreate a small 
working farm within the Winterland EcornUSeUlll. Established 
in 1997 the Ecomuseum consists of a high quality five 
kilometre trail located within the Winterland Wetland 
Stewardship Area. The trail interprets a variety of different 
landscapes and the interactions that local residents traditionally 
have had with them (e.g., forest, wetlands, barrens). The 
heritage farm will complement the trail and will broaden the 
cultural interpretation of the Ecomuseum. It will be located at 
the western end of the Ecomuseum, adjacent to the Grand Bank 
Highway in an area that has been partially cleared and used in 
the past for agricultural purposes. Future plans include 
incorporating other reconstructed buildings used in the 
community during the pioneering period including a community 
garage (Which would be used to display early farm machinery 
and implements), a co-op store, and a community workshop 
(Which could also be used to manufacture gift items for sale). 

Currently the Winterland Ecomuseum attracts over 30,000 
visitors annually. The heritage farm should broaden the appeal 
of the facility and draw a greater number of tourists. For a 
more indepth description of the heritage farm and its programs 
please see Appendix A. 

2 T1n's Business Plan was prepared for the IVlflteriand Hm"itage Dc"ve.lopmcn{ Corporation in 2000 and docs not, necessari.ly, ref1eci 

the actual financial operations of the COlporalion at the present Lime 
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2.0 PROJECT PROPONENT 

The WHDC is a community-based non-profit organization 
devoted to preserving and developing the natural and cultural 
heritage resources of the community. It is governed by an 
incorporated board and is a registered charity. Staffing varies 
depending upon current projects that the board is undertaking. 
Currently there is a staff of seven, consisting of a program 
coordinator and six interpreters. 

The WHDC is well-recognized in the region for the high 
quality of its facilities and programming. F ullding agencies 
recognize the group for its financial management and an 
ability to make the most of financial resources. The annual 
budget of the corporation is approximately $100,000. Please 
see Appendix B for flnancial statements from the last three years. 

3.0 PRODUCT/SERVICES/PRICING 

Admission fees & Special Programming - it is anticipated that 
admission fees will cover approximately 25% of income for the 
Living History Farm. In setting admission fees a survey of three 
heritage facilities in the province was undertaken (Newfoundland 
Science Centre, Colony of Avalon, Grand Bank Seaman's 
Museum), all of which fell within a close range: 

Adults $4.00 to $4.50 

Youth/Seniors 

Children over 5 

$3.25 to $3.50 

$2.25 to $3.25 

Children under 5 Free 

School groups $3.00 per student 

Based on the above and recognizing the scale of this operation 
a recommended fee structure for the 'Out on the Land' 
Heritage Farm is as follows: 

Adults $3.00 

Youth/Seniors $2.50 

Children over 5 $2.00 

Family $8.00 

School Groups $3.00 per student 

Projected revenues * from admission fees based on visitor 
numbers described under marketing are: 

2002 

Regular admissions $ 7,500 

School Programs $ 2,550 

Totals $10,050 

2003 

$10,000 

$ 2,400 

$12,400 

2004 

$12,500 

$ 2,350 

$14,850 

* An average admission fee of 
$ 2.50 per visitor has been used 
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In addition to regular interpretive programming a number of 
special programs are planned each with their own fee 
structure: 

Children's Farm Camp - to be held Wednesday afternoons 
through July and August it will offer a variety of activities to 
groups of children (up to 15 in number) from ages 5 to 12. The 
cost will be $10 per child per session. The target revenue from 
this activity is based on an average of 10 children x $10 x 8 
weeks = $800 

A Winterlaud Time - a traditional 'Newfoundland Time' to 
consist of singing and entertainment will be staged on Thursday 
nights throughout the summer at the Ecomuseum stage. Costs: 
$3.00 per adult: $1.00 per child (under 12): $7.00 per family. 
Entertainment will be provided by members of Winterland and 
the Burin Peninsula Arts Council. Targeted revenues are based 
on an average of 50 attendees x average fee of $2.00 x 8 weeks 
= $800. 

Adult Farm Programs - two hour programs for pre-booked adult 
groups will be offered to include a one-half hour interpretation 
at the field site with the remainder spent learning about and 
participating in traditional farm/ domestic activities. This program 
will be targeted in particular to senior's groups. Cost per person is 

$10. The target will be to hold a minimum of 10 programs per 
year with an average of 10 participants each = $1,000. 

Membership Program - a membership program or 'Friends of 
the Winterland Ecomuseum' is seen as an excellent way for 
interested people to get more involved with a facility. It will 
allow local residents to visit the trail and the heritage farm on 
a regular basis in a cost-effective way. Members will receive 
unlimited access as well as a newsletter and notification of 
special events. Members can be particularly helpful in fund
raising activities and as a signal to potential outside funding 
agencies that the organization is a strong one. 

Typical annual membership fees for provincial organizations 
are as follows: 

Family 
Individual 

$45.00 to $50.00 
$25.00 to $30.00 

Recognizing the rural nature of much of the Burin Peninsula 
and the fact that incomes are lower than in the 5t. John's area 
a membership fee structure is recommended that is somewhat 
below these rates. 

Family 
Individual 

$30.00 
$15.00 
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Targets for memberships sold and revenues on an annual basis are: 

2001 - 250 family and 100 individual = $9,000 x 50%* = $4,500 
2002 - 275 family and 110 individual = $9,900 x 50% = $4,950 
2003 - 275 family and 110 individual = $9,900 x 50% = $4,950 

*Based on splitting membership revenues equally between the 
heritage farm and the Ecomuseum. 

Fees for Services - the heritage farm can offer services for a fee to 
the general public, specifically in the form of training workshops in 
a variety of traditional skills (e.g., the production of textiles and 
crafts, food, furniture and traditional gardening techniques and 
heritage plants). It is planned that 12 of these will be held yearly. 
With a workshop fee of $25 per person x 10 participants each it is 
projected that $3,000 annually can be generated. 

4.0 MANAGEMENT 

The On the Land Living History Farm, together with the Winterland 
Ecomuseum will be managed by a fUll-time manager working for 
eight months of the year (May to December). Qualifications for this 
position include: experience in educational/ interpretive programming; 
book keeping skills; fund-raising; and a proven ability to work at 
the comrnunity level. The manager will be overseen by and 
answerable to the chairperson of the Winterland Heritage 
Development Corporation. 

The managers duties will be as follows: 

• supervision of all staff 

• staff orientation 

• financial operations and book keeping 

• liaison with the board of directors 

• coordination of fund-raising and grantsmanship activities 

• promotion and marketing 

• coordination of interpretive programming 

5.0 STAFF 

The Heritage Farm living history program will operate with the 
following staff: 

• 2 seasonal interpreters (July to October) at a salary of $400/week 

• 1 seasonal student interpreter (June to August) at a salary of 
$250/week 

• volunteer interpretive staff (to fill in on weekends and shoulder 
season) 
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Qualifications for the interpretive positions include 
experience in education/working with childrenlinterpretive 
programming. The goal with the two seasonal interpreters will 
be to find individuals who are interested in long-term 
seasonal employment. This will allow for the development of 
a skilled and experienced core workforce. Volunteer 
interpreters will be drawn largely from retired individuals in 
the community with an interest in and/or experience of 
working with children and the public. 

Interpretive staff will be responsible for the following: 

• delivery of interpretive programming 

• assisting in the development of interpretive programming 

• lllaintenance and small construction projects where 
required 

An on-going skills development program is to be developed 
for interpretive staff in conjunction with Hospitality 
Newfoundland & Labrador and MANL. 

6.0 ENVIRONMENTAL SCAN 

The On the Land Living History Farm will be the only 
facility of its type in Newfoundland that interprets the 
province's agricultural history. As well, it will be one of the 
few living history programs offered on the Burin Peninsula. 

Located on the Winterland Ecomuseum Trail, the Farm will 
complement well the natural heritage programming currently 
offered by the WI-IDC. The interpretive approach at the 
Ecomuseum has been to integrate the natural and cultural 
heritage of the area and to show the interaction of residents 
with the local landscape and natural resources. 

Other attractions in the region include: 

• Golden Sands Park (private) - 4 km 

• Burin Heritage Museum (community) -15 km 

• Southern Newfoundland Seaman's Museum (provincial) -
30 km (Grand Bank) 

• Harris House Museum (community) - 30 km (Grand Bank) 

• Grande Meadows Golf Course - 10 km (Frenchman's Cove) 

• Frenchman's Cove Provincial Park - 10 km 

All of these are seen as being complementary to the Living 
History Farm and should provide an existing visitor base on 
which to draw. 

88 ASSOCIATION OF HERITAGE INDUSTRIES OF NEWFOUNDLANO "' LABRADOR' HERITAGE PLANNING GUIDE 

( I 

( , , 
( I 

( 

( I 

( I 

( 

( I 

( 

( I 

( 1 

I I 

I I 

( i 

I I 

I I 

l ) 

r I 

r I 



( \ 

( I 

The Living History Farm will be located within the 
Winterland Ecomuseum, which is a 2,000 acre conservation 
area of the Town of Winterland. It will be situated on a 
wooded area of mineral soils, away from sensitive wetlands. 
As the farm is meant to interpret a Winterland farmstead 
prior to the coming of electricity it will not be necessary to 
proVide any services. An outdoor privy will offer toilet 
facilities. 

Access for an off-highway parking area has been approved 
by the Department of Public Works, Services and 
Transportation as has permission to mount highway signage. 

7.0 MARKETING STRATEGY 

The experience of other heritage village/farm facilities 
suggests that approximately two-thirds of visitors come from 
the local region with another 20% being in-province and the 
remaining 15% from the rest of Canada and overseas. The 
particular market for such facilities generally comprises 
three primary groups: 

a) Elementary School Croups (grades 3 to 8) on school trips 
related to their school curriculum. F 01' the Burin 
Peninsula School Board, the projected number of students 
at these grade levels for 2001 is around 1,960 with a 
projected decrease of 0.5% over each of the two following 
years. The target will be to attract around 30% of 
students annually. By tying school interpretational 
programs closely to curriculum it should be possible to 
offer a meaningful experience to students on a repeat 
basis in subsequent grades. It is anticipated that students 
will bring their parents along for repeat visits if an 
interested schedule of events is offered throughout the 
season. 

b) Married couples with children interested in an enjoyable 
and educational experience. This segment of the market 
would comprise both residents of the Burin Peninsula and 
tourists. Close to one-quarter of out-of province tourists 
traveling by automobile were couples with children while 
for those traveling by air the figure was only 5% which 
WOLlld represent an average of 15% of the total or 1,500 
individuals. The target would be to attract at least 20% of 
these individuals or 300. 
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Group 

Local Adult Residents 

Local Students (K-12) 

Non-Resident Tourists . 

In-province Tourists 

Total • 

A mfljor attraction for families to the area is Golden Sands 
Trailer Park which is located within 5 kms of Winterland. 
While visitation statistics are not available it is known that 
approximately 80% of their visitors stay overnight and that 
the overwhelming mfljority of these come from the Avalon 
Peninsula. This group offers significant potential for 
visitation to the Winterland Heritage Farm. As such 
significant effort will be made to promote at Golden Sands 
and to undertake joint advertising. Such promotional efforts 
should be quite mutually beneficial. It is estimated that 
approximately 25 % of individuals who visit Golden Sands 
could be attracted to the heritage farm. most of whom would 
represent families traveling from the Avalon Peninsula. 

c) Mature Adults & Seniors comprise both local residents 
often interested in reminisCing about the past or bringing 
along visiting friends and relative. and tourists. This will 
be an important group to target for a couple of reasons. For 
one thing. the local population. is an aging one due. in no 
small way. to out-migration. Many of the visitors to 
Newfoundland represent a more mature segment: of the 
population with above-average incomes. Approximately 
one-half of all out-of province tourists. or 5,000 individuals 
fall within this classification. A target of 20% of this 
market would yield about 1,000 visitors on an annual basis. 

d) Non-Resident Tourists to the Burin Peninsula number 
around 10,400 annually (based on 1997 figures). While the 
region is not: one of the province's m,\jor tourist destinations 
it is the connecting route to St. Pierre & Miquelon and 
enjoys one of the highest figures for length of tourist stays 
in the Province (6.5 days). With good promotions and 
packaging with other local attractions it should be pOSSible 
to increase the number of visitors from Eastern Newfoundland. 

7.1 Projected Market Share 

Total Population Projected 0/0 Projected 
Market Share Market Share (individuals) 

18765 10% 1870 

1900 30% 570 

10400 . 100/0 1040 

540000 .010/0 . 540 

4020 
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8.0 PROMOTIONAL STRATEGV 

The Living History Farm will be promoted in conjunction 
with the Winterland Ecomuseum Nature Trail. A number of 
low-cost, yet effective media will be used to promote the two 
attractions: 

• Signage - an additional sign for the Living History Farm 
will be mounted below the Ecomuseum signs located at 
the major highway entrances to Winterland 

• Brochure - to be developed for distribution at provincial 
tourist chalets and at all other tourist attractions and 
hospitality businesses in the region. 

• Press releases and public service announcements - attempts 
will be made to issue several press releases a year to 
announce new developments and special activities at the 
Ecomuseum. Public service announcements in the local 
newspaper and radio station (as well as CBC Radio) will 
be used to notify the public of upcoming events. 

• Website - a website will be developed, hopefully in 
conjunction with a local highschool. It can provide a 
flexible source of information on the Ecomuseum as well 
as an educational site. The participation of the local 
highschool will help to build links with the educational 
community and provide a cost-effective way to develop a 
website. 

• Press Conference - a press conference will be held, 
hopefully with the participation of high level politicians 
and community leaders (Minister of Tourism, Culture & 
Recreation) and the local MP and MHA, as part of the 
official opening of the Living History Farm 

• Newsletter - a twice yearly newsletter will be published 
and distributed to partner groups and to members of' the 
'Friends of the Ecomuseum'. This will be an effective tool 
to publicize activities, to demonstrate how donor 
contributions are being spent and to acknowledge 
contributions to the Living History Farm. 

MODULE 8 • THE BUSINESS & MARKETING PLAN 91 



Project Component 

Land acquisition 

Dwelling 

Furn ish ings/Eq u ipment 

Barn 

Parking 

Signage . 

Promotional Materials 

Total 

Admissions 

Special Programs 

Membership . 

Workshops . 

9.0 FINANCIAL PROFILE 

9.1 Capital Expenditures 
The bulk of capital expenditures required, which total $80,800, 

will be to build a recreation of a typical farmstead from 
Winterland's pioneering era (1939-1940). The following 
represents all capital costs associated with the project and, 
source of funding or contribution (committed or anticipated). 

Cost of Materials/Equipment Cost of Labour Source 

$ 4,500 Town of Winterland (donation) 

$12,000 $20,400 HRDC 

$ 6,400 - WHDC/HRDC 

$ 8,000 $20,000 Prov .. Gov/HRDC 

$' 2,000 $ 1,500 ACOA 

$ 3,500 $ 500 ACOA 

$ 2,000 I· . ACOA 

$38,400 I· $42,400 

9.2 Projected Income 
As indicated, it is assumed that over the long-term operating 
costs will be covered by self-generated revenues and fund
raising activities of the WI-IDe. The experience of other 
organizations in the province suggest that this is possible but 
that considerable efforts and time need to be expended. As 
such, it is anticipated that the program coordinator will spend at 
least one-third of his/her time in fund-raising and grantsmanship. 

It is also anticipated that it will take a couple of years for the 
heritage farm to be self-sufficient in terms of revenues. As such 
it will be desirable to develop a funding relationship with a 
government agency and/or foundation for a period of two to three 
years (see discussion below). 

A) Revenues - Revenues from admissions, programming and 
memberships are projected as follows: 

Year 1 Year 2 Year 3 

$10,050 . $12,400 $14,850 

2,600 2,600 2,600 

6,.750 7,450 7,450 

3,000 . 3,000 3,000 

$22,400 $25,450 $27,900 

Annual increases in adInissions and memberships are based on 
increased awareness of the Heritage Farm based on word of 
mouth and promotional efforts. 
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B) Fund-raising - this forms an important portion of 
projected revenues and includes: 

a) Special fund-raising events (4) will be held every year. 
All of these except for the Harvest Festival have already 
been staged for a number of years. These are: 

• The Winterland Heritage Arts Show (Spring) - displays 
and sales of antiques and heritage craft items 

• Family Farm Fun Day (July) - a variety of activities for 
all ages which celebrate WinterlancJ's agricultural 
heritage 

• Winterland Harvest Festival (October) - a variety of 
activities, competitions and food and craft sales which 
celebrate the annual fall harvest 

• Old-fashioned Christmas Concert and Fund-raiser 

• Winterland Ecomuseum Auction & Dinner (late fall) -
dinner and silent art auction to raise funds for 
Ecomuseum activities 

The target net revenue generation for the first 4 activities is 
$1,000 x 4 = $4,000 and $5,000 for the Auction & .Dinner for 
a total of $9,000. Two-thirds of this ($6,000) will go towards 
the I-IerHage Farm and the relnainder to the Ecomusellm . 

• CorpOl'ate solicitation - while not a significant aspect of 
operational funding, businesses may be willing to provide 
assistance for special activities or projects, particularly if 
they can get recognition (e.g., through a plaque or banner 
indicating sponsorship). Such assistance can often be 
through in-kind contribution of product, materials, or 
professional servi.ces. The goal will be to raise $1,500 
annually through corporate solicitation . 

• Grantsmanship - grants may be available through government 
agencies and non-profit foundations. The experience of 
some facilities is that funding is hard to get for on-going 
operations (core funding), particularly from government and 
that the time and energy required to get foundation grants 
is not particularly productive. During the start-up phase of 
the program it may be possible to access the 'Targeted 
Wage Subsidy' of HRDC which can proVide assistance up 
to a period of 78 weeks. This program is cost-shared with 
HRDC paying 60% of wage the first and last 26 weeks. If 
successful this could provide $7,800 during each of 2001 
and 2002. 
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In the case of both government and foundations, funding is more 
readily secured for special projects and initiatives that fit well 
with their funding criteria and mandate. The goal is to raise 
$1,000 annually through foundation grants. 

• Sales of Gift Items - the success of museum groups in 
generating revenues through gift shops and the sale of gift 
items is quite varied. Those that are successful (e.g., Colony 
of Avalon and Twillingate Museum) have a couple of important 
ingredients, namely high quality products and good 
management with often a mqjor commitment on the part of 
volunteer board members. Items that are generally the most 
attractive to visitors are those that relate in some way to the 
specific site or region. 

Rather than operating a full-fledged gift shop at the living 
history site a corner of the interpretation facility will be devoted 
to the display and selling of a limited range of products that are 
closely linked with the agricultural and pioneering heritage of 
Winterland. By doing so it will be unnecessary to have a staff 
person devoted strictly to sales. Products to be sold would 
consist of those produced by interpretive staff during slow 
periods or as part of demonstrations and by volunteers in the 
community as well as by items produced by area artisans on a 
commission basis. In tbe case of the latter it will be useful to 
make product design recommendations to potential producers. 

The WHDC will also promote local artisans and craft production 
generally in a number of ways: 

• displaying promotional material of artisans 

• encouraging local producers to demonstrate their skills during 
special events 

• organizing information and training sessions to promote craft 
production amongst local residents. 

Net revenue projections from sales are as follows: 

2001 - $2,500 2002 - $4,000 2003 - $4,500 

9.2 Operating Costs 
The experience of other non-profit organizations in the province 
managing educational facilities/attractions suggests that self
sufficiency is key for a successful operation. While government 
funding can be available for capital expenditures and projects 
requiring labour, as well as short-term operational funding, 
over the long-term the WHDC will rely on self-generated 
revenues and its own fund-raising initiatives to cover on-going 
operating costs. 
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Total Salaries 
Employer Costs (@ 15%) 

Travel 

Training 

Promotions 

Building Maintenance 

Supplies/Materials 
Telephone/Internet 

Miscellaneous 

Total Operating Costs 

$33,100 

4,965 
750 

1,000 

1,500 

750 
1,500 

1,200 

1,000 

$45,765 

9.3 Income Statement (for 3 years) 
Income 2001 

Admissions $10,050 

Special' Programs 2,600 

Membership 6,750 

Workshops 3,000 

Fund~raisihg 6,000 

Corporate/Fa u ndations ,500 

Targeted Wage Subsidy 7,800 

HRDC Youth Employment Grant 2,750 

Sales 2,500 

Total Revenues $43,950 

Expenses. 

Wages $39,032 

Office Renta[4 

Travel 750 

Training 1,.000 

Promotions 1,500 

Building Maintenance 750 

5 upp [ies/Materia[s 1,500 

T e[ep hone/Intern et 1,200 

Misc.enaneous 1,200 

Tota[ Operating Costs $46,182 

Net [ncome/Loss ( ) $ (2733)5 

2002 

$12,400 

2,600 

7,450 

3,000 

6,000 

2,500 

7,800 

2,750 

4,000 

$48,500 

$39,032 

750 

1,000 

1,500 

750 

1,500 

1,200 

1,200 

$46,182 

$ 2,318 

4 Fund-raising activities will be increased to ref1eet the end of government wage subsidy in Year 2. 

2003 

$14,850 

2,.600 

7,450 

3,000 

7,8003 

2,500 

2,750 

4,500 

$45,450 

$39,.032 

750 

750 

1,000 

500 

1,500 

1,200 

1,000 

$46,182 

$ (282) 
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9.4 Cash flow Statement for Year 1 

Income Jan Feb March April May June July August Sept Oct Nov Dec Year 1 
( 

Admissions . 1,000 3,000 3,000 2,000 1,050 - - 10050 

Special Programs 600 - 1400 1000 1400 600 600 - 2600 

Membership 4000 550 550 550 550 550 - - 6750 
( 

Fund-raising/ 
Grantsmanship 1675 - 11 75 - 675 1000 3,300 675 8500 

( 

( , 
Wage Grants 3900 1375 - 1375 - 3900 - - 10500 

Gift Sales 300 500 800 500 400 - - 2500 
( , 

Total Income 0 0 0 o 10175 3,225 6,625 6,725 5,125 7,500 3,900 675 43,950 
( ) 

Expenses' . 

Wages 2167 4650 6630 6630 5630 3900 2167 2167 33941 

MERe 325 697 995 995 844 585 325 325 5091 

Travel 100 100 100 100 100 100 50 100 750 

Training 750 250 1000 

Promotions 1000 250 250 1500 

Maintenance 500 . 500 

5 u pp lies/Materi al s 180 180 180 180 180 180 180 240 1500 

Telephone/Interne 100 100 100 100 100 100 100 100 100 100 100 100 1200 

Miscellaneous 150 150 150 150 150 150 150 150 1200 

Total Expenses 100 100 100 1100 3022 7127 8405 8155 7004 5265 3222 3082 46682 

Surplus/Deficit -100 -100 -100 -1100 7152 -3902 -1780 -1430 -1879 2235 678 -2407 

Balance -100 -200 -300 -1400 5752 1850 70 -1360 -3239 -1004 -326 -2732 -2732 
. 

5 Operating loss [or first year wIll be covered by a bank line of credit 
, ! 

96 ASSOCIATION Of HERITAGE INDUSTRIES Of NEWfOUNDLAND" LABRADOR' HERITAGE PLANNING GUIDE 



( 

A 

H~rd Il' b~\le"<:: \l\\l \\10 'l:(jrb~Y ,>.Jctl
a

!!< 
iI\(', pr"ject 1$ l'(\()'iill.\!' >t\l.c;w, tit f\ll\ '>jltl' 
plani.d. sevetlll de;Jn-'N·\ nil.'Ic l.akefll 
info\;\)j\\I,)1"\ s»~;si{)I'\S have. b<~e!! held II 
i\',1ril !\\(Ci\(!j th';) tl.h['cP.~:tw~ in lIlt; (j 
they h'<',"!! beef! 'OtiS,), ~,(o\tt\H% \)\=, I;H)g<1 
a'~W htOchl).N \ltlC l!'lud\ mOle. m Ml ' ' 
\)y!:< \w:. n())(\. f~ J!)()JlthS, 'NO wl\\ b 
l\.,wn -will b~ ho\(\U\il,. tnt- first H\\If,\' ': 
rU(l<'\~ rot tne Jll\)}~l by 'oelyiug II h' 

t'1<-O],£C1 NfWS 
200:2 

Torbay Environment and ' 
Gully Weiland :~;~tCommlttee 



( I 

( i 

I I 

( I 

( , 

( 

( 

( ) 

, 
\ , 

( ) 

I I 

I I 

( 

I ' 



( 

( 

( 

( 

( 

( 

( 

( 

~ i 

• to let people know that you exist - word of mouth only goes 
so far. It is important to let people know that you are 
around and where you are located. Particularly in the case 
of out-of-province visitors, it can be helpful to get 
information to people in advance of their trip so that they 
can incorporate you into their travel plans. It is as 
important to reach out to locals as it is to tourists. Even if 
area residents know that you exist, they may not have a 
clear understanding of what you offer 

• to create a demand for what you have to offer - just as 
people don't 'need' to consume soft drinks or designer 
label jeans they don't need to visit or use your facility. 
'Needs' or demands are something that can be created by 
providing information and messages (the more often the 
better). The percentage of the population that is keenly 
interested in visiting a natural or cultural heritage site is 
fairly small. You want to entice the 'average citizen' to 
visit your facility. 

• to stand out from the competition - remember, you are 

competing not only with other similar heritage facilities 
but with other leisure activities/past-times in your region. 
You need to make it clear why people should visit your 
facility (e.g., to learn; to have fun; to discover). 

Your promotional strategy, which forms part of your business 
plan, lists all of the techniques that you will use to promote 
your facility and budgets for them. This module outlines a 
number of (mostly low-cost) promotional strategies that you 
might consider. 
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Advertising and promotions shouldrrbeWs'een as an 
investment for which there is an expected payback 
in terms of increased visitors (and revenues) for your 

site. In developing promotional strategies that work it is 
important to: 

• carefully target promotional efforts - try to reach out to those 
who are most likely to visit your facility rather than 
blanketing a general audience which is more expensive 
and wasted on the majority of people. Consider taking out 
ads in specialized publications/magazines to reach your 
intended audience (e.g., geographical, nature, 
archaeological publications) or in the newsletters of 
special interest groups (often cost-effective). Also target 
promotions around special activities or events rather than 
just running a general ad. You need a 'hook' (something to 
grab people's attention). 

• be creative - people are bombarded with hundreds of 
advertising messages every day, so you need to be creative 
in order to stand out from the crowd. This is especially so 
if you have a small or no promotions hungel: (whirh is the 
case with most community-based heritage facilities) 

• look professional - to be effective, promotional efforts 
should look professional. Printed promotional materials 
and signage must be of good design to reflect well on your 
facility. They must be well-written (not too wordy) and 
visually appealing. 

• make g()od use of free professional assistance, when 

developing promotional media. Local artists or graphiCS 
deSigners may be willing to proVide free or low-cost 
services. If there is a arts/design program at a local 
university or college" contact instr\lctors to see if they 
would be ,wining to make your proj ect a class or student 
project. ThEi'design of a webpage could make a good 
project for an IT course ata local highschool, private or 
communitx'college. 

• form partnerships " effectively promoting your heritage site 

canh!i)co~t1X~~d tii1!ecCOn$Umir:g.Pa,rtnering with other 
heritage ;itesarrd,,,ttractions ,within your region, to engage 'I 

in promotioniscOsh,effectiyeancjhelps!outoRreat"a ~ 
larger 'heritage package' that has added drawing po",,!i)F' ~ 
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There is a considerable range of different types of promotional media. The types of media that 
you will employ will depend on such things as: your message; intended audience; and your budget. 
Summary of Promotional Media 

Type of Media Uses/Advantages Considerations 

Highway signage: - a relati'vely l'Ow cost w.ay to reach everyone who - must seek approval from municipal and provincial 
-. general passes through your community authorities (e.g." Department of Works, Services, 

advertisement - a must to direct visitors to your site Transportation) 

- directional - need to be replaced after 5 - 10 years 
sig'nage -, ideally, should be professionally designed 

Promotional - a cost-effective way to provide a significant amount - it takes a bit of work to distribute brochures (an on-going 
Brochures of information to a targeted audience activity) 

- distribute them at regional tourist chalets, on 'ferries, at all 
local businesses (especially those catering to tourists), to 
local residents (ask the local municipality or a utility 
company to circulate them with their bills), or do direct 
mail outs 

- should be profe'ssionally designed 

Press Releasesl - free - press releaseslconferences must provide notice of 
Confe-rences and - used to notify the public of newsworthy events something that media would consider to be newsworthy 
Public Service (see- below) 
Anouncements - most likely used to target regional and prOVincial 

market or special interest publications 
. 

Tourism Guides - include the annual Provincial Tourism Guide as well - most are 'free 
as numerous privately-published ones - need to get updated listings to Department of Tourism j'n 

late summer for following,year 

- takes a bit of work to ensure private guides are kept up to 
date 

. 

Paid advertisements - useful in letting local residents know of special events - generally quite costly and require considerable repetition to 
(newspaper, - way to reach potential out-of-province visitors be effectively (especially radfo and TV) 
magazines, radio, 
television

" 
special 

publications) 

Promotional - an effective way to incorporate' written text, visual - must look professional 
CDs/Videos images, and sound and to prOVide a significant - fairly costly to produce and distribute compared to print 

amount of information media 
- due·to cost it is best to carefully target distribution 

(e.g., tour operators, tourism faciJ'ities and other 
attractions in your region) 

Posters - particularly useful for promoting special· events' in the - design and production can be somewhat costly 
local area - post I'n public bUildingst schoolst shops, malls 

. 

Webpages - low cost -. generally there. IS. an on-gOing cost for listing 
(for· more - effective, way to· provide a lot of informaHon about - need to be kept up to date 
information see your site and pr.og~ams, and to link with· other similar 
Module 13) sites .. . . . 

Web-based Travel - sites such.as www.Expedia.ca are'becoming - get your. site included' as a provincial aUraction 
Planners increasingly popular as a way for people to· get travel 

information . 

- can: be easily changed and updated 
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SAMPLE 
PRESS RELEASE HEADING 

PRESS RELEASE 

From: XYZ Heritage Society 

Date: july 20, 2002 

TopiC: XYZ Museum launches new 
logging history exhibit 

Contact: Name 
Telephone 
Email of contact person 

The main body of the press release 
should provide details of event, 
background information on significance 
of event for community/province. 

y,<, ou can get good, free media coverage on your facility 
, by issuing press releases to the media in your region, 

province-wide, or even nationally and internationally, 
A press release is a short information sheet, circulated to 
the media (radio, newspaper, television, magazines) that 
provides notification of something newsworthy about your 
site or organization, General information about your site is 
generally not going to be considered newsworthy, 
Information that would be considered includes 
announcements of: 

• special events such as festivals, lectures, open houses, 
launching/opening of a new facility, program, or exhibit 

• acquisition of noteworthy items/collections (or interesting 
finds at your archaeological site) significant donations of 
money or collections (might encourage others to donate) 

• milestones (anniversaries, achievements or awards, 
achieving of goals) 

Press releases are intended to catch the attention of someone 
working at a media outlet and to whet their appetite for 
additional information, They should never be more than a 
page in length in consideration of the fact that most media 
outlets receive dozens if not hundreds of press releases a 
day and will likely ignore anything that is too long, 

+,:-;;;'i?; 
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,,,,,, pr,;ss conference can"proviae aiiothef"Tow-c'Q'st .n~,;;"'~ 

publicize or promote your site, It is a special event 
deSigned to draw the local media to your site or 

facility, It generally involves a special announcement or the 
sharing of some interesting piece of information. Typically, a 
press conference might be called to: 

• release plans for a new facility or program (with drawings 
or a model that could be included in print media) 

• announce significant donations or contributions 

• draw attention to a heritage feature (structure, natural 
habitat) that is seriously threatened 

Issue a press release to the media as a way to notify them 
of your conference. Make available press kits to all media 
representatives who attend, consisting of additional infor
mation, and background material that would be useful to 
them in developing a story. 
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TIPS FOR ATTRACTING THE MEDIA TO YOUR PRESS CONFERENCE 

Provide a photo opportunity - examples might include: the unveiling of a plaque, the handing over of a cheque 
or artifact, people dressed in period costumes. Your facility itself will provide good photo opportunities. 

Involve high profile individuals (politicians, academics, business leaders) in your press. conference to create an 
additional draw. 

Invite local residents and special guests to attend as a way to demonstrate local support for your project. 

Use drama or historical re-enactments - this can be especially effective where the press conference relates to some 
particular aspect of heritage. By way of example, when the Association of Heritage Industries organized a press 
c.onference to make its. recommendati'ons for a new provincial cultural policy, it billed the event as an address 
by the Honourable Robert Bond, Premier of Newfoundland in the early 20th Century and held it in the historic 
Colonial Building. A character actor, playing the part of Bond, gave a short dramatic talk as a prelude to the 
main presentation of the press conference. Thi's added interest and provided a photo opportunity for what, 
otherwise, would likely have had little success in drawing out the media. 

FACILITATION GUIDE 

1. Working with the group develop a grid. In the left-hand column 
list all of the groups/audiences that you need to promote your facility to. In the tops of the remaining 
columns, list the various types of promotional media and develop a grid by checking those media 
that are most effective for reaching those audiences. 

2. Ask various members of the group to get estimates for the promotional options identified above and to 
report back to the group. 
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people; to provide them with an understanding of a 

particular period, place, event, ecosystem or environment, 
and, ideally, to challenge their thinking and attitudes. 
Effective interpretation can encourage more thoughtful and 
responsible uses of heritage resources. 

It is safe to say that much of your over all success as a 
heritage facility or program will depend on how successful 
you are in 'engaging' your visitors, that is, giving them a 
meaningful experience where they can go away feeling that 
they learned something new and that they had fun doing it. 
And, the more you engage your visitors the longer their visit 
will be in your community. 

Think about some of your own visits to natural or cultural 
heritage facilities. Were your questions adequately answered? 
Were you turned on to a topic to the point where you wanted 
to find out more? Were exhibits and interpretive programs 
interesting and informative or static and poorly explained? 
Did they tell a 'cohesive story' or did they just consist of a 
bunch of more or less unrelated facts and artifacts? 

According to Mark Starowicz, producer of the highly 
successful, Canada: A People's History, "What engages 
people are stories about other people. A successful story 
creates empathy in the listener." 8 

Probably most of us have had the experience of visiting a 
community museum that was crammed to the rafters with 
'old stuff'. While sometimes this is charming, more often 
than not, visitors pass qUickly through and emerge with 
little new understanding of what they saw. 

8 ]<"'1'0111 an adJrl'ss at the 2002 AlIT Heritage Forum 

TILDEN'S PRINCIPLES OF 
INTERPRETATION 

Freeman Tilden was an American 
interpreter who, in 1957,. wrote a 
landmark book, Interpreting Our 
Heritage. He defined interpretation 
as "an educational activity which 
aims to reveal meanings and 
relationships through the use of 
original objects, by firsthand 
experience, and by illustrative 
media, rather than simply to 
communicate factuallnformation." 
He developed what became known 
as. Tildenls Principles: 

I. Any interpretation that does 
not somehow- relate what is 
being displayed or described to 
someth.ing within the personanty 
or experience of the visitor will 
be sterile. 

II. Information, as such, is not 

interpretation. Interpretation is 
revelation based upon information. 
Butthey are entirely different 
things. However, all interpretation 
includes information. 

!II.. Interpretation is an art, which 
combines many arts, whether the 
materials presented are scientific, 
historical, or architectural. Any 
art is in some degree teachable. 

IV; The chief-aim of interpretation is 
not instruction, but provocation. 

V. Interpretation should aim to 
present a whole rather than a 
part, and must address itself 
to the whole man rather than 
any phase. 

VI. Interpretation addressed to 
children should not be a dilution 
of the presentation to adults~ 
but show follow a fundamentally 
different approach. To be at its 
best,_ it will: require a separate: 
program. 
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This module addresses a number of points around the 
development of effective interpretation. To interpret means. 
literally. to make understood. Hence, the purpose of this 
section is to help you to reach out more effectively to the 
users of your heritage facilities or programs. It will deal 
with a number of topics including: 

• Understanding your audience and their needs 

• Research 

• Steps to developing an exhibit 

• The 'interpretive plan'; 

• Telling the Story: interpretive techniques; and interpretive 
programming as a way of increasing revenues. 

Effective interpretation is as important for a natural heritage 
site as it is for a museum or historic site. 

I f you are going to effectively reach out to your audience 
and 'turn them on' to your attraction, facility and 
community, you need to know who they are, what their 

needs are and what they are interested in. This involves a 
little market research (see Module 8). In addition to 
checking out provincial and regional visitor information do 
some of your own direct research. Ask visitors to your 
facility or community about what they are looking for. You 
can do this formally, through a survey, as well as through 
informal discussions. Like a business, you are only going to 
be successful if you give your customers what they want. 

Following is an overview of aspects to consider when 
assessing your audience: 

1. AUDIENCE: Who will come? (aUdience demographics: age, 
ethnicity, socio-economic profiles) - You will draw most of 
your visitors from the local population and from the existing 
tourist base in your area so it is useful to get a handle on 
who these people are and what characterizes them. This is 
not to say that you cannot attract new markets but this will 
take considerable effort and resources (i.e., for marketing). 
While some interpretive facilities would likely be of interest 
to a group with very specific interests (e.g., an exhibit on 
stamps) most will want to appeal to as broad a range of 
visitors as possible. 
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Following is a brief summary of your major markets: 

b) Local population: in the case of Newfoundland & Labrador 
this, obviously, consists of all age groups, but in rural 
parts of the province there is a larger than average 
percentage of older residents (55 years +). The average 
age of the North American population is increasing as a 
whole, a trend which is even greater in this province due 
to declining birth rates and rural out-migration. This being 
said, most facilities see a need to reach out to the children 
and youth of their community as these will be the ones 
who will perpetuate it. If local residents are expected or 
hoped to be frequent visitors it will be important to change 
part of your interpretation from time to time. 

c) Tourists: One of the most significant groups of visitors to 
the province are middle-aged and older generally travelling 
without children. This trend will continue with the aging 
'baby boomers'. This group often has a professional 
background with education and income levels that are 
higher than the average. Another significant group of 
visitors are those that are visiting friends and relatives, 
many of whom are interested in re-connecting with their 
local roots. 

It is worth noting that, according to a recent study conducted 
by the US Travel Industry Association, heritage tourism is 
growing at a rate of 30% annually compared to 5% for the 
tourism industry as a whole. The same study found that 
heritage travellers spend an average of 62% more than the 
industry average. 

2. AUDIENCE NEEDS - different members of your audience or 
users will have different interests and needs. Following on 
page 102 is the summary of different groups according to 
age and other characteristics. 

3. LEARNING STYLES - it is important to understand that 
people learn in a variety of ways and respond to different 
interpretive techniques. With interpretation it is not a case 
of 'one size fits all'. Some people respond well to visual 
stimulus (e.g., pictures., written text), others to spoken 
words and sounds (including music); some are very 'hands 
on' and like to try things out (this group would, for example, 
respond well to an opportunity to participate in a traditional 
activity or craft). 

MEETING THE NEEDS 
OF SCHOOL GROUPS 

For educators to justify taking their 

classes on school trips to your 
facility it is important that your 
interpretation. relate in some way to 
the province's school 'curriculum. 
When designing interpretive strategies 

(especially those aimed at children) 
take the time to familiarize yourself 
with the curriculum from a variety of 

courses. Courses like science, 
geography, history and social studies 
are the most obvious to consider. By 
being creative you can link to other 

course areas such as communications 
(getting students to research and 
write about your topic), art (on 

themes related to your site), even 
mathematics. Involve local teachers 
in helping you to tailor your 

programs to school curriculum. For 
information on-school curriculum 
contact your local school. 

Photo: 'Living HistOIY Interpretation', in 

which stait take on historical roles and 

demonstrate tradilionallifestyles and 

activities, is an excellent way to engage 

the public at an historic site. 
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Group 

I Children (5-12) -

-

II Youth/Young -
Adults 

III Families 

IV Adults -

-

Characteristics Learning/Interpretive Needs 

local (often as part of school or youth ~ for school groups must relate to school curriculum 
grQup) to encourage repeat visits of local children interpretation 

as part of vacationing family either needs to change from time to time 
louring or visiting friends and relatives - 'hands-on', active, and easy to understand-interpretive 

strategies 

local (often as part of school or group) - for school groups must relate to school curriculum 

comput.er/technology literate "elated to their own experiences/lives 

a'ctive/hands-on activities 

need something to appeal' to both chilcjren and adults 

local adult population generally a rapidly- - local adults often interested in seeing their own history! 
aging group (55 +) experience re.flected in interpretation 

visiting tourists most likely to consist of 
older'couples touring without children 
(ofte.n professional with good incomes) 

1. Clarify Why You are Undertaking 
Interpretive Activities 

A gaad starting paint in planning an interpretive activity ar 
exhibit is to. ask yaurself why do. yau want to. interpret yaur 
callectian, feature or site 7' Reasans cauld include: educatian 
(I.e., passing an an understanding af cultural identity ar 
ecalagical Significance to. yaung peaple and new residents 
af the cammunity); pramating values af canservatian ar gaad 
stewardship; creating an attractian that draws taurists and 
cantributes to. ecanamic develapment. Yaur respanses to. this 
questian shauld shape the interpretive experience that yau 
develap. It may be useful to. develap actual 'purpase 
statements' that articulate what yau hope to. achieve with 
yaur exhibit. 
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2. Identify Interpretive Themes 

The starting point for a good interpretive plan is not 
necessarily with the artifacts or graphic images you 
have in your collection. It should be about the 

information/messages that you want to convey about your 
site or community. The most compelling story to tell is 
'what's unique about your community or site' This is important 

if you really want to engage people about your community or 
facility and to set yourself off from other facilities and sites 
in the province. As an example, there are a number of 
restored 'house museums' around the province. If each of 

these was filled with the same types of artifacts and offered 
a 'generic' approach to interpreting outport life, people 
would have little reason to visit more than one. But if the 
starting point was the history of the house and the real 
people that inhabited it, each one would be different and 
would have the ability to draw people in. 

To generate ideas for interpretation hold a public meeting(s) 
with invited members of the community (Le., the people who 
know about the natural or cultural history of the place). 
Seniors, youth, members of organizations and institutions 
(churches, schools, hospitals), business and labour will have 
some interesting information and perspectives to share. It 
may be useful to invite along some resource people or experts 
from outside the community who may know something about 
your site or topic. These could include historians, cultural 
geographers, botanists, geologists and others. Use the meeting 
to brainstorm as many ideas as possible and record all 
responses on a flip chart. The benefits of haVing a community 
meeting to develop interpretive themes include: maximizing 
on the information and expertise available: and building 
community support for your project. 

To get the discussion going, ask participants: 'what is 
special or unique about our site/collection Dr community?' 
Responses to this question might include such things as: 

• major events/milestones that happened here 

• rnajor economic activities in the community over time/who 
was involved with them/the natural resources/features on 
which these activities were based 

• the natural forces that created this place 

• major factors that led people to settle in/inhabit this place 

• responses of local people to their environment 

• major ecological or cultural changes have occurred here 
over time 

PURPOSE STATEMENTS 
FOR THE GRAND CODROY 

ESTUARY WETLANDS 
INTERPRETATION CENTRE 

The purpose of the Grand Cod roy 
Estuary Wetlands Interpretation 

Centre is to: 

• Interpret an example of an 
estuary/wetland type which is 

unusual. in Newfoundland and 
has been declared a wetland of 

international significance. 

• Recognize the local stewardship 
of the wetlands. 

• Encourage sustainable. use of 
the estuary in ways that are 
compatible with its nat.ural 
properties. 

• Increase the awareness and 
appreciation for the high diversity 

of wildlife (and particularly 

waterfowl and other birds) and 

plants which inhabit the area. 

• Act as a catalyst for people of all 

ages and backgrounds to learn 
about and experience first hand 

nearby natural communities and 
the wildlife which inhabit them. 

• Create a positive public profile 
and awareness of the natural and 
scenic values of the Codroy Valley 

(create a 'buzi). 

• Act as the primary. orientation site 
for natural and scenic attractions 
in the area, 
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• the most important natural or cultural features of this place 

• community leaders as well as individuals/groups and 
institutions that made important contributions to the 
community 

• life for the average person in the community in the past 

• special collections (natural or cultural) existing in the 
community 

• the importance of being good stewards of our local natural 
and cultural heritage resources. 

As your interpretation will need focus, ask participants to 
select the top 4-6 topics by checking them off with a magic 
marker. Tally up the votes. Afterward, in your planning 
committee you will want to discuss the results of the 
brainstorming session{s) and evaluate which topics/themes 
are most desirable and feasible to work with. 

While the story you want to tell should drive the interpretation, 
sometimes the collection you have will point to particular 
themes. If for example, you had a good collection of boat 
bUilding tools and maybe some boats, your interpretive topic 
would naturally suggesting boat building. But it would still 
be useful to ask some of the above questions to draw out 
inforn1ation on th1s particular topIc. 

Where ever possible look for opportunities to integrate 
natural and cultural themes. This will help to create a more 
holistic interpretation and will help to broaden your appeal. 
For example, include interpretation on cultural heritage 
features located along a hiking trail. Include information 
on such things as past human activities, habitation (e.g., 
past or present), ruins, and traditional human uses of natural 
elements and landscapes and ways that humans have 
influenced or impacted the landscape. In the case of a 
cultural heritage interpretation, include information on the 
natural forces that created the local landscape and on the 
natural resources that allowed your community to become 
established. 
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3. Identify Interpretive Sub·themes 

After developing one or more major themes it is useful to 
develop sub-themes that will explore the topic from a 
number of different angles. Typically, you might ask the 
questions: who, where, when, what, why, how? Using the 
boat building example, the topic could be explored by 
looking at who was involved with boat building (names, 
biographies, numbers); how boats were built (tools used, 
designs, how people learned their skills; when were they 
built (history of boat building, including changes); why 
boats were made at this place (e.g., availability of materials, 
needs of fishing industry). 

The same could apply to a natural history interpretation that 
focussed on the flora, fauna and geology, ecology of an area. 
What characterizes the features found here? How and when 
did they come to be here? How have they influenced life 
here and how might they have been used by humans and 
other creatures? How has the environment changed over time? 

4. Identify Resources to Support 
Themes/Sub-themes 

Interpretation works most effectively when it is supported 
by artifacts, objects, visual images, natural specimens, 
sound recordings, etc. Also important when developing an 
interpretive activity or exhibit is the availability of research 
material. If any of these are in short supply you may want to 
change your focus or think about what the most effective 
interpretive technique may be. For example, certain topics 
(e.g., community traditions or legends) may not lend 
themselves well to exhibits (as there are likely no artifacts 
or even any solid documentation with which to support 
them) but they could be incorporated into storytelling or drama. 

Consider what resources are required to support your 
themes/sub-themes. Some of them may exist in a collection 
you already have. Others you may need to seek out (through 
purchase, donations, long-term loans). Private individuals 
may not be willing to donate their artifacts but may be 
agreeable to a loan. Several community museums have been 
successful in arranging with the Provincial Museum of 
Newfoundland and Labrador to borrow artifacts from the 
provincial collection. 

TOO MANY ARTIFACTS SPOIL 
THE EXHIBIT 

You have no doubt heard the 
expression, IItao much of a good 
thi'ngll, It certai-nly applies to_ artifacts 
in- an exhibit. Too many artifacts 
make an exhibit look cluttered and 
unfocussed, providing information 
overload. In most cases, one or two 
examples of a particular Iype of 
artifact are sufficient. The exception 
to this rule would be where an 

exhibit is about the variations in a 
particular type of object (e.g., tools, 
domestic items). If you have 
numerous examples of a particular 
type of artifact in your collection 
consider rotating them in your 
exhibit from time to time (this also 
results in less wear and-tear on 
individual items and can provi'de 
snmething new for frequent Visitors 
to see). 
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FACTS, LEGENDS, MYTHS 

Virtually every community has its 
legends, stories and myths, usually 
passed down by word o(mouth. 
These provide local colour and 
richness and convey- information 
about our culture. When interpreting 
the past it is important to clarify 
what is a legend and what is 
historical 'fact' based on good 
doc.umentation. legends can be 
very powerful. A few years ago the 
remnants. of a ship were dug up 

during a harbour construction project 
in a Newfoundland community. 
Some local residents refused to 
believe the qualified archaeologist 
who investigated the remains when 
he told them thatthey were ola 
19th C. schooner rather than of a 
17th c. ship sunk by a famous 
Newfoundland piratee 

In heritage interpretation 
much depends upon the 
details (which is why 
research is· so important). 
This.is particularly true 
when interpreting heritage 
structures where: 
inappropriate' or mis.guided 
treatment of a building will 
detract from its authenticity; 
where. inappropriate 
furnishings or use of artifacts 
will give a false impression 
or- make a site look amateurish. 

5. Research 

Good interpretation depends on good research. This 
is important from a number of points of view. For 
one thing, the information you convey must be 

accurate and truthful. Where ever possible, facts and 
information should be based on reliable sources, not just 
tradition. In historical interpretation it is fine to draw on 
tradition, just as long as it is identified as such. Chances 
are good, that at some point, some one in your audience 
will know more about your topic than you do. If information 
is not accurate, your entire interpretation risks losing 
credibility. 

Another reason to undertake good research is for the useful 
and interesting information that it will bring forth to use in 
your interpretation. Remember that research is an on-going 
activity even when your interpretation strategy is in place. 
As additional information becomes available, find ways to 
share it with your audience. And when that expert shows up 
at your facility, use it as an opportunity to learn from him or 
her what you can. 

IT'S ALL IN THE DETAILS 

mullions to produce a 
rounded. inside corner. This 
is. historically inaccurate. 

When furnishing a historic 
building the most common 
practice is to· determine a 
p~rticular period in the 
building's' history that one is 
going to interpret. Research 
is undertaken to determine 
what furnishings were or 
might have been used in the 
structure. lithe actual 

Windows are one of the design: elements. that most 
particularly characterize: a .. building: their shape; size, 
placing, materials, construction and the number'of panes 
used in them. Replacing multi-paned windows (e.g;, 6 
panes on each sash) with fewer panes or a single fixed 
pane of glass is not appropriate. At the same time,-usi'ng 
multi-paned-windows' where none existed with a view to 
making a structure seem more 'historical' should also be 
avoided. Modern windows with fake. mullions are a' 
definite 'no~no"on a heritage-structure. A practice that 
should also be ·avoided is using a router on: window 

furnishings are not available then the next option would be 
to get similar antique furnishings. Antique furnishings 
provide a 'patina' (sense of their usage and age). If this is 
not feasible reproductiori furnishings can be introduced-. 
These must be historically accurate_ in their construction 
and finish and are best made bya-skilled craftsperson. 
Remember, historically in Newfoundland, mostfamilies had 
furniture that was' made. of' softwood. and. was painted, 
sometimes.to resemble better quality- hardwoods. Stained 
pine with Varethane is not an historically accur-ate finish 
and looks out of place, 
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There are two types of research: primary and secondary. 

PRIMARY RESEARCH involves going directly to the 
source for information which, in most cases, provides a first 
hand account of an event or topic. Primary sources include 
archival or privately-held materials such as diaries, letters, 
statistics and records (business, church or governmentL 
newspapers, maps, historic photographs/sketches. Another 
important primary source is people who have first hand 
knowledge of an event or topic. They can be interviewed to 
draw out their knowledge. Real words, from real people, 
provide an immediacy and human interest to an 
interpretation. 

SECONDARY RESEARCH comprises what someone else 
has written about a topic. This includes books, articles and 
reports. Such secondary sources are useful in providing 
information as well as differing interpretations or 
perspectives on your topic. They can also provide listings of 
primary sources that you might wish to seek out. 

6. Telling the Story 

There are a wide variety of ways that you can tell your story. 
Often you will want to employ a variety of techniques to 
allow you to have a broad appeal (see section above on 
learning styles). Don't necessarily assume that to have an 
effective interpretation you have to have a large collection 
of artifacts or a building. BUildings can be costly to build 
and even more challenging to maintain over the long term. 
Artifacts require space and special care to maintain 
properly. Below are a number of ideas and techniques that 
you can use in telling your community's stories. 

The important thing is to engage visitors, to awaken their 
sense of curiosity and' discovery' and to provide them with 
an authentic experience. Often a conversation with a 
knowledgeable, personable interpreter or local resident can 
be a more memorable experience than a visit to a building. 

SELF-GUIDED 
INTERPRETATION: 'A DAY IN 

THE KINGDOM' 

A local chamber of commerce in 

Vermont; USA has produced an 
innovative self-guided cultural 
heritag.e driving tour for what is 
known as the Northeast Kingdom. It 
consists of a map: and an 
a'ccompanying: audio cass.ette that 
includes local folk music, stories, 
descriptiom 0f community history 
and architecture and-accounts of 
local- events staged in- the region 
such as church suppers. ~isitors 
purchase the guide package, use. it 
to explore the region and and have 
it as a souvenir of their experience. 

EXAMPLES OF INTERACTIVE 
INTERPRETATION 

.; use a tool or implement 
(e.g., spinning wheel, carder) 

• tryout a traditional craft or skill 
(rug hooking, making candles, 
tying knots) 

• tryon pieces of traditional 
clothing 

• simple games (e.g., a wheel of 
chance-with" different outcomes 
for what might happen toa 
traditional outport family, a board 
game) 

• guess- what this is (artifacts, smells) 

• write' a short:story about an 
historical picture (collectthem 
all in a scrap book) 

• many activities such as games, 
writing stories l etc. could be done 
on a computer 

• sandbox archaeological dig 
using: archaeologist's tools and 
techniques 
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Interpretive 
Technique 

Description Advantages Requi'rements 
( ) 

Interpretive - involves a display of arti" - enables the telling of w often require major resources 
Exhibit facts/ ob jects/ g ra p hie a complex story to build and run 

images often housed in a 
- can form a major - professional input will museum or interpretation 

centre attraction help an exhibit to 
communicate well 

- interpretive exhibits can also - can be a major focal 

be portable to allow them point for a community's - travelling exhibits should be 

to' travel to different venues heritage,. encouragi'ng pride light and easily transportable 

within or- outside of your- and fostering 
- exhibits- most effective 

community identity 
when complemented by 

( 1 

active. interpretation (guides, 
living history, interpretive 
programming, etc 

P'ersonal - involves 'interpreters' who - flexible & personable - knowledgeable, staff with 
Interpretation . directly provide information - can provide complex good inter-personal skills 

on a. topic. information 
- good training and It often tal<es the form -_ visitors can have 

of a guided tour questions answered 
supervision/management 

- doesn't require a lot of 
is. key 

labels and interpretive 
panels on site 

. 

living History - involves first person inter-
. . 

- can make history 'come - extensive-research to-
Interpretation pretation in which staff alive' for visitors generate interpretive 

assume, to varying degrees, materials and to, ensure 
histbrical characters. They - strong p05si_bilities for- accuracy 
could be dressed in period revenue generation 

costume, demonstrate through fees - excellent, well-trained 

traditionai'.activities, even interpreters required 

assume the character of - high attention to detail ( ) i 

historical figures. 

- historical re-enactment 

Graphic Panels - indoor or outdoor panels - require no supervision - fairly large initial 
that- provide a combination or staff (cost'effective to investment 
of visual i"mages and text run) offering year-round 

- professional'development interpretation 
required 

.. --low maihtenance 
- outdoor- panels_ can be 

.. 

- can reach: large: audience prone to vandalism 
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Interpretive 
Technique 

Description Advantages Requirements 

Publications - usually consist of brochures ~ can be used on and ~ professional development 

( i or booklets off site and design 

( . 
\ \ - can allow for self-guided - distribution can be 

tours of sites challenging 

- fairly cost effective 
. 

Computers! .. can consist of on-site - relatively low cost to - when problems with 
web-based computer or web page; Easy set up and operate hardware or softward occur 

to use. software can permit compared to a facility (which they do from time to 
the development of a 

- can allow for very detailed 
time) it is important to. have 

Ivirtual muse.um' (link to someone available who can 
case study Module XI) 

information provide maintenance 

- very wide audience reach - need to be kept up to date 

- allows for fairly easy 
updating of information 

.. provide useful. link with 
schoof curriculum 

- provide opportunities for 

interaction 
. 

Interactive - consist of elements -. aUow visitors to really - depending on degree of 
displays that allow visitors to get involved with an technology used can be. 

\ ! 

experiment with, ask interpretation expensive to_install and-to 
questions of, be 'hands on' 

, appealing for children 
operate (often needing high 

with a display. They can run amount of maintenance) 
from simple and 'low tech' 

w enhance the sense of 
to high tech (link to case 'exploration' 
study below) 

Interpretive - in addition to guided tours - allows for high degree of - knowledgeable, 
Programming and living history participatory well-trained staff 

interpretive programming learning by visitors 
- professional assistance often consists of such things as 

workshops, lectures, ... - provides excellent required for development 

demonstrations, day camps, opportunity for 
- needs effective marketin9. 

learning holidays (link to revenue generation 
and -promotfon 

case study below), and 
historical- drama 
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The development of an interpretive exhibit is a fairly 
complex undertaking that involves many people and 
tasks, When the process is not clearly understood by 

all parties there can be frustration on all sides, The client 
or sponsor group can feel that things are taking too long, 
Professional designers and curators can experience delays 
in getting required information from the client or getting 
feedback at critical times, It is important to understand the 
steps to developing an interpretive exhibit as one step 
builds upon the otheL As an example, it is very difficult for 
designers to undertake detailed design work before they 
have actually seen the artifacts that they will use as each 
needs to be accommodated in a certain way due its 
condition, size and construction. 

The assumption here is that a designer/exhibit development 
team has already been selected (see Module 12 on 
developing a terms of reference and selecting a consultant). 

1) Meeting between exhibit development team and client 
to clarify project goals, methodology, and schedule. 

2) Workshop session with client to identify potential 
exhibit themes as well as stories and artifact 
collections, or other heritage resources that can be 
employed to explore and explain themes. Space 
requirements for exhibit will also be examined. 

3) Development of an interpretive plan that includes 
information on major themes, stories, intended audience 
and media to be used in exhibit. 

4) Development of a concept plan which provides the 
client with a proposal(s) for how the exhibit might 
actually look (e.g., interpretive techniques and media to 
be employed) and a cost estimate. This is presented to 
the client for approval. 

5) Research is undertaken to identify information, stories, 
artifacts and graphics. It is crucial that all information 
be properly documented (Le., sources, specifications). 

6) Collection and treatment of artifacts. Artifacts need to 
be properly catalogued and, in many cases cleaning and 
conservation measures undertaken. As well, it may be 
necessary to undertake additional research on them. 
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7) Development of Storyline which includes the first draft 
of a text, along with the identification of graphic 
materials and artifacts, This is presented to the client 
for review, Additional drafts are developed until a final 
storyline is approved. 

8) Preparation of detailed design. This includes the 
graphic layout of all panels, the design of fixtures such 
as frames, display cases, interactive interpretive 
elements. This is presented to the client for approval. 

9) Fabrication of all design elements. 

10) Exhibit installation 

F or a typical exhibit at a community museum the above 
process will take eight months to a year. Large exhibits will 
take more time. Part of what takes time is the review and 
approval process at various stages by the client. If, for 
whatever reason, there are delays in getting approval, the 
project itself will be delayed. One of the typical problems 
that slows down the development of exhibits and causes 
frustrations for deSigners is the slow rate at which artifacts 
sometimes show up. Often individuals have made promises 
of artifacts to a heritage group but are somewhat slow in 
producing them. Considerable time can be required to 
conserve artifacts and to design display systems (and to 
figure out how they become integrated into the display) and 
this cannot happen until artifacts are actual.ly in hand. 

CASESTUDY 
'DAY CAMPS FOR 

YOUNG AND OLD' 

The Winterland Ecomuseum on 
Newfoundland!s. Burin Peni'nsula has 
developed a variety of suc.cessful 
interpreti've programs. Day c.amps 
for children include sessions. like: 
!Uving Like- our Grandparents! and 
'A Traditional Christmas in July' 
where young people get to learn 
about life i'n a farming community in 
the 1940s at the Winterland Heritage 
Farm. An 'Environmental. Camp! 
inc.!udes a range of activities that 
fQ.cus on envi'ronmental education. 
These have proven to be' very 
popular with local children and with 
patrons of a local resort. One of keys 
to keep kids coming back again and 
agai'n has been to incorporat.e a 
wi'de variety of different day camps. 

The Heritage' Farm is also popular 
with seniors who parti'cipate in 
Elderhostel programs organized by 
the 10ca.1 campus of the College of 
the North Atlantic. Participants learn 
about traditional ways of life through 
hands on activities, (tradition-al 
crafts) storytelling, sampling eating 
traditional foods and-sharing their 
own experiences about the past. 

The Ecomuseum has also. been 
successful in attracting school 
groups by tailoring some Of its 
interpretive programming to school 
programming. Currently, Grade· 8 
science and Level III biology classes 
visit the nature trail which includes a 
cup of hot chocolate at the Heritage 
Farm. For more information conta.ct: 
ecomuseum@nf.sympatico.ca 
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Photo: The Codroy Wetlands 

Intelprelf::ltion Centre COIIlIflissi(J]led two 

f'ine al"ts students from Sir Kliiti-ed Grenfell 

College to produce a sculptural piece far 

the centre of its exhibit hall. 

~'!~ii~lf~ :~iE~~;;ii1~1~'~;i ~~t i~~:'~'f: ~i~Too~i~~ 
ooooooo:oooolN'TE'RPRETIVE OI'SPLA;VSiH> 

The most comr~l~;l type of interpre::;~:n involves a 
display of some sort. Here are a few tips for creating 
attractive, interesting displays: 

• Don't overwhelm your visitors. Too much information or 
too many artifacts will qUickly overload visitors and cause 
them to turn off. The goal of a good interpretation is to 
whet peoples' appetites. More detailed information can be 
provided through live interpreters, photo albums, scrapbooks, 
computers or resource libraries that accompany the exhibit. 

• Make good use of photographs and graphic images. As they 
say, a picture is worth a thousand words. Most people love 
historic photos for the sense they give of the past. Include 
a number of large format, eye-catching graphics. 

• Minimize written text. Experience has shown that most 
people don't like to spend a lot of time reading. Remember 
that written text should be geared to someone with a grade 
eight education. Use concrete nouns and active verbs. 

• Integrate artifacts into the exhibit. Where possible provide a 
context for the artifact or object on display. This can be as 

simple as a back drop photo of the habitat that a natural 
specimen is normally found in; or an historic photo showing 
how an artifact was traditionally used. It can be as 
elaborate as a diorama which is a reconstructed habitat or 
historical space (e.g., a room, shop or streetscape). Avoid 
cramming your displays with artifacts as this makes them 
appear cluttered. Normally one or two examples of a 
particular specimen or artifact will suffice. If you have 
large collections of particular types of artifacts you can 
rotate them within your exhibits. 

• Reflect the experience of your community's residents to 
increase a sense of ownership. If a local resident sees 
something about great-great grandfather Smith or great aunt 
Sylvia they will likely be back more than once and bring 
their relatives along. 

• Relate interpretation to the visitor's own experience. With 
first person interpretation this can be done by asking 
visitors about their own particular experience on a 
particular topic and then relating interpretation to these 
experiences. In written interpretation ask pointed questions 
to get people to reflect on how a topic relates to their own 
lives (Le., this can be particularly effective when dealing 
with issues around stewardship) 
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• Change interpretive programs 
from time to time to give local 
residents a reason to come 
back again and again. It 
may not be practical to 
change fixed exhibits 
(although you can 
rotate your 
collection of 
artifacts) but you can reserve 
space for temporary or travelling exhibits. 
Encourage local community groups (e.g., service groups, 
churches, schools, etc.) or individuals with collections to 
develop a temporary exhibit for your facility. The easiest 
way to get people back is to offer a program of special 
events and activities throughout the year. Consider taking 
parts of your exhibit out 'on the road'. By setting up in a 
local school, mall or public building, you will reach a 
broader audience and, ideally, provide an advertisement 
for your site. 

• Integrate the arts into your interpretive programming. This 
can include works of visual art produced by local artists, 
music or theatrical performances. Develop opportunities 

for people to create art at your site that responds to it 
(e.g., workshops for children and adults or artist in 
residence programs). Artwork can help to draw people to 
your site and can challenge visitors to respond to natural 
or cultural heritage subjects in new ways. 

• If at all possible, seek out professional assistance with 
developing your exhibits. Exhibits that are interesting and 
attractive (and compete well with the museum down the 
road) requires the expertise of people such as curators, 
professional writers, graphiC deSigners, and skilled trades 
people (see module 12 on working with professionals) 

• Evaluate your interpretive exhibits and programs in order 
to continually improve them. Invite colleagues from other 
interpretive facilities to observe your programs and make 
suggestions. Invite an 'expert' to undertake an evaluation 
of your interpretation and prepare a report. This could be 
a paid professional or, perhaps, a staff person from a 
national or provincial museum. Invite feedback from your 
audience. A suggestion box is a simple way to get 
comments. You can also develop a survey to be filled out 
by visitors or by an interviewer. Make special effort to get 
feedback from groups that have the potential for return 
visits such as school groups and tour operators. 

Photo: Scale models to interpret cultw'al or 

natural landscapes have considerable 

appeal wi1l1 the public. Careful attention to 

scale and detail are very important. The 

services of a professional model maker are 

recomended. 

MODULE 10 • INTEIlPRLTIVE PLANNING. CONNECTING WITH YOUR VISITORS 116 



COMMUNICATING 
RULES OR CODES 

Often it is important to communicate 
information about rules or codes 
that apply to a heritage site. These 
generally relate to ensuring that 
visitor conduct is respectful af 
heritage resources., The following 
apply to both written or verbal 
forms of communication:, 

·provide the information at the 
beginning of the visitor experience 

• state rules in a positive and 

friendly tone 

·provide visitors with reasons for 
the rules 

Careful selection and training of 

intelpretive staff is key to ensming a 

quality experience for visitors to an 

interpretive sileo 

'O~"V :;;:s:l'::- _o'(O;';ekO 

Am'W'OR nll[liAl=ti) U T 
l:N,T'ERP RCE ..;'('" EST A F F 

;,"ow>' ""do"",','" '_'"c_w, ,_C-" 

The experience that visitors have with interpretive staff will 
form one of their most lasting impressions - either good or 
bad - of a heritage site. Many of us have probably had the 
experience of visiting a museum or interpretive site where a 
young person had their nose in a book the whole time (except 
to accept your admission fee) or where they knew little about 
the site or passed on incorrect information. 

A few things that can help to ensure proper staffing at an 
interpretive site: 

• carefully select staff for their interest and out -going personality 

• proVide a well-thought out orientation program and an 
information kit for new staff. The Museum Association of 
Newfoundland & Labrador has developed a Summer Staff 
Training Manual (link to htlp:l/www.delweb.cam/manllindex.htm) 

• offer on-going training and professionalization. Professional 
staff who work at your site from year to year are likely 
going to be in a position to offer more to visitors than short
term staff who have to start from scratch every season. 

Hospitality Newfoundland & Labrador offers professional 
training and certification for Heritage Interpreters (link to 
http://www.hospitaltiy.nf..ca) 

• provide adequate supervision and feedback to staff 

RESOURCES & ASSISTANCE 

The Museum Association of Newfoundland & Labrador (MANL) 
(http://www.delweb.com/manl/manlinfo.htm) offers various 
resources and training on exhibit planning and development. 
The organization provides an overview of the topic in its Basic 
Museum Studies training program. Two MANL publications that 
deal with heritage interpretation/ exhibit development: 

• Guidelines for Community Museums in Newfoundland 
& Labrador 

• Beginner's Guide to Living History 

Hospitality Newfoundland & Labrador (www.hospitality.nf.ca) 
offers national certification in 'heritage interpretation' and 
has a number of publications in occupational standards and 
training for the field. 

The College of the North Atlantic has developed a certificate 
course in 'Heritage Interpretation'. Contact your local campus 
for additional information. 
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ADDITIONAL PUBLICATIONS 

Kuehn, Dianne, Developing an Interpretive Guide for Your 
Community, Michigan State University Extension, 1991 
http://www, msue, msu, edulimp/modtd/33 710094 ,html 

Regnier, Kathleen, et aL, The Interpreter's Handbook: 
Techniques for Programs and Presentations, University of 
Wisconsin, Steven's Point Foundation Press Inc. , 1992 

Trapp, Suzanne; Michael Gross, Signs, Trails and Wayside 
Exhibits: Connecting People and Places, University of 
Wisconsin, Steven's Point Foundation Press Inc. 

For an extensive biography of interpretation planning 
publications see Interpretation Canada's website under Book 
Reviews http://www.interpcan.ca/resources.html 

FOR ADDlTIONAL INFORMATION ON LEARNING STYLES SEE: 

'Multiple Intelligences: Gardner's Theory.' ERIC Digest, 1996 

http://www. ed. gov/ databases/ERI C _Digests/ ed 410226. html 

'An Explanation of Learning Styles and Multiples 
Intelligence' http://www.ldpride.net/learningsty les.MLhtm 

FACILITATION GUIDE 

1. Ask members of your group to describe a visit to an natural or historic site/museum/interpretation centre that 
they found particularly interesting and enjoyable. What elements made for a satisfying experience? Which of 
these would members like to see incorporated into your interpretive programming? 

2. Oevelop a 'purpose statement' for yourfacility/pTograms by getting your group to answer the question: 'Why 
do we want to interpret our heritage/collection/site? 

3. Invite interested members from the public to participate in a workshop on what is unique about the 
. community from an historical/ ecological point of view. Use the questions on page 105-106 to stimulate 

brainstorming and record all responses on flip chart paper. Use the quick voting technique to select the most 
important themes. 

4. As part of the same workshop (or as a session with your group), divide up into small groups according to the 
top themes identified. Ask participants to identify sub·themes by responding to the questions on page 107. 

5. Ask for volunteers from your group to review your collection and identify items (artifacts, documents, 
photographs, oral history materia.!) that could be used to interpret the various themes/sub-themes identified 
above. Ask them to also identify any gaps in information and in interpretive materials. 

6. Have your group review interpretive techniques and discuss which ones they would like to see included in an 
interpretive strategy. 
. . 

MODULE 10 ' INTERPRETIVE PLANNINC' CONNECTINC WITH YOUR VISITORS 118 



( 

( 

( 

( i 

i i 

( , 



( 

( 

( 

( , 
( 

( 

( 

( , 

( 

( 

\ ) 



(, 

('I 

( , 

( 

( , 
( 

( i 

(1 

( ) 

( 

(, 

( , 

( 

( ) 

( ) 

! 1 

( ) 

( I: 
( \, 

( ). 

( ) 

( ) 

I ) 

( I 

( 1 

, 1 

( ! 

I ! 

I 
I! 



( 

C'~':'~ 

,,0:0,0 >~;;'F' 

:,t:::; 0'" '~,>, ,,;',w,;" _O;,--",~, ;";.' 0 "0_ 

~~C~::E;$,~iliN G' R E~6:uli~:E s;; r;6 HER I TA G EP R alEc 1'5"" ... ;, .. :i ,c .... ,<' 

A ccessing the resources needed to make heritage 
projects a reality is one of the greatest challenges for 
organizations. When the people given the task of 

getting these resources are volunteers - as is the case with 
most heritage organizations in Newfoundland & Labrador - it 
can be even more challenging. Sorting through the different 
government and private funding programs can be very time 
consuming. Writing effective funding proposals takes time 
and skill. Getting the volunteers needed to organize productive 
fund-raisers is not always easy, particularly in light of the 
different competing causes that exist in most communities. 

In spite of these challenges, thousands of groups successfully 
get projects off the ground every year in this country. They 
do so through creativity, perseverance, knowing where to go 
for support and haVing some skills at the 'funding game'. 

This module deals with various aspects of getting the 
resources you need including: successful grantsmanship; 
organizing fund-raising activities; and revenue-generation. 

W· ith some perseverance, good, 
projects that meet community needs, will usually 
find the resources needed to make them a reality. 

A good plan is the basis for any funding proposal. Modules 3 
and 4 proVide information on assessing community needs and 
on strategic planning. Another key element is community 'buy 
in' and partnerships. F unders are much more likely to 
support projects when there is lots of community support and 
when other partners are contributing financial and' in kind' 
resources (See Module 5). 

Assessing resources tar community iwritclge 

projects requires crecllivity, peJ:s'everance, 

and a proFessional approach. 
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Before considering where to look for resources it is 
important to determine what you need them for, This is 
important, as you will likely want to look in different 

places for different aspects of your project. For example, some 
government programs can pay for labour but not for materials. 
Other programs can cover material costs, the services of 
professionals, and marketing. In-kind contributions of labour, 
equipment, and expertise can be every bit as valuable as cash 
and are a good way to demonstrate community partnerships. 

The 'Resource Matrix' is a useful tool for breaking a project 
down into its various components and matching them up to 
possible partners/resources. On a chart, list the various 
components of your project in the left-hand column. Project 
components could include such things as: 

• Land (Which could be purchased, donated, or provided on a 
long-term nominal lease) 

• Professional services which could be purchased, donated, 
or provided by an educational institution 

• Materials which could be donated by a business or purchased 

• Labour which could be provided through a government 
program and/or volunteers 

• Equipment which could be rented, or provided as an in-
kind contribution by a local business or town council 

In the top row list all of the potential partners or stake
holders that you can think of. This would include community 
groups, government departments, businesses, etc., that you 
think could or should have some involvement with your 
project. Stakeholders are, generally, groups that can not only 
benefit you and your project, but who can in turn receive 
some benefits from it (e.g., an improved quality of life, 
publicity, experience). The following table provides a 
hypothetical example of a Resource Matrix for an 
Interpretation Centre. An actual resource matrix would likely 
be more specific (e.g., listing specific government agencies, 
educational institutions, etc.) 
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Sample Project Resource Matrix for an Interpretation Centre 

Project Cost Potential Government Professional Business Educational Foundation Volunteers/ Town Fund 
Component Partner Agency Institution Residents Council Raising 

Land 25000 Cash Donation In~kind Cash 

Building design 10000 Cash In-kind In-kind 

Landscape plan 5000 Cash In-kine' In-kind 

Bui.lding 60000 Cash In-kind Cash Cash 

materials 

Labour 90000 Cash In~kind In-kind 

Landscaping 10000 Cash In-kind In-kind In-kind 

Develop exhibit 5000 Cash In-kind Cash In-kind 
storyline 

Design displays' 8000 Cash In-kind In-kind Cash 

Display panels 12000. Cash Cash Cash 

Display cases 5000 Cash In-kind Cash 

Classroom furniture 4000 Cash In-kind In-kind Cash Cash 

2 Computers 4000 Cash In-kind In-kind Cash Cash 

I t is also often useful to break a large project down into smaller more manageable units so 
that each can be funded separately, over a period of time_ For example, in developing a 
community museum and trail system in your community, you might get funding from one 

source to do the needs assessment for the museum one summer. The folloWing winter you might 
develop the storyline and look for funding to do the exhibit panels from other sources. Perhaps a 
local training college with an environmental program would map out the trail as part of their 
course work as another project component. 
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O flen groups consider the usual or obvious sources of 
support for heritage projects (e.g., government 
departments). There are, however, a wide variety of 

potential sources to draw on. These can be summarized as 
follows: 

I. IN-KIND CONTRIBUTIONS - your community can be the 
source of all kinds of 'in-kind' contributions. Residents, 
schools, town council and community groups can provide 
free land, labour, equipment or professional expertise. 
Businesses can donate product or services. In seeking 
community contributions make a case for 'what's in it for 
them' (e.g., improved quality of life, free publicity, 
contribution to the community's youth, experience). 

II. GOVERNMENT AGENCIES - they can provide funding for 
infrastructure development and human resource needs for 
heritage development projects. A number of these agencies 
also provide technical assistance and information on how 
to prepare funding applications. The follOWing provincial 
and federal agencies have been used in this province to 
support natural and cultural heritage development projects: 

• Department of Tourism, Culture and Recreation can 

support heritage initiatives through technical assistance 
and/or funding Dn such things as tourism development 
and marketing, its Archaeology Division (technical 
advice and a small funding program), the Heritage Grants 
program and through its Wildlife Division (e.g., EHJV 
program). For more information check out their website 
at: http://www.gov.nf.ca/tcr/ 

• Human Resources Development Canada offers a variety 
of employment training and work experience programs 
(useful for labour to construct a project, undertake 
conservation work, plan and operate educational/ 
interpretive programs and skills development) as well 
as Community Economic Development (CED) initiatives. 
For more information check out their website at: 
www.hrdc-drhc.gc.ca/and contact your local HRDC office. 
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• Department of Human Resources & Employment 
(Newfoundland & Labrador) offers a number of different 
wage subsidy programs to provide valuable work 
experience for unemployed workers, students and 
recent graduates. Programs that may prove particularly 
useful are the SWASP (student employ~ent) program 
and the Graduate Employment Program. Check out their 
website at: http://www.gov.nf.ca/hre/ 

• The Atlantic Canada Opportunities Agency (ACOA) funds 
projects that create jobs and business opportunities. 
Programs applicable to heritage projects are the 
Strategic Community Investment Fund (SCIF) and the 
Business Development Program which could be 
accessed to support a not-for-profit business venture. 
F or more information check out their website at: 
http://www.acoa.ca 

• Canadian Heritage offers assistance through its Museum 
Assistance Program (MAP) and the Canadian Arts & 
Heritage Support Program (CAHSP) to heritage and 
cultural institutions that are open on a year-round basis. 

It must be noted that except for Canadian Heritage and the 
Department of TOUrism, Culture and Recreation, none of the 

programs mentioned above have a 'heritage' mandate. Most 
have an economic or human resource development focus so 
it is important to tailor your proposal to fit their criteria. So, 
for example, your proposal to HRDC might be for a human 
resource development project with a heritage focus rather 
than for a heritage project. 

III. Foundations - there are, literally, thousands of 
foundations in North America that donate billions of 
dollars to groups with good causes. Knowing which 
foundations support your kind of project can be a 
challenging task. The key to success in this area is to 
clearly understand what each foundation does. The 
Canadian Directory to Foundations, published by the 
Canadian Centre for Philanthropy, is a useful 
information source. Check out your local library for a 
copy. There are private foundations set up by families 
and corporations as well as public agencies, some of 
which have an arms length relationship to government. 
Foundations with offices in the province that have a 
natural or cultural heritage focus include: 

• The Heritage Foundation of Newfoundland and Labrador 
(built heritage) http://www.heritagefoundation.ca/ 
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CASE STUDY 
POP CANS BUY A 

MUSEUM BUILDING 

The Willow Tree Heritage Society in 
Hants Harbour, Trinity Bay used a 
novel method to raise funds. In 
1996 the group started to collect 
recyclable containers. They used 
some of the money collected to 
purchase the old Salvation Army 
Citadel to house a community 
museum. The $1,000 a year raised 
by the group is their sale sourceo! 
funding. While sorting the collected 
containers for recycling is time 
consuming the ideas is quite simple; 
Residents make deposits in a central 
recycling bin in the community and 
the heritage society ships them off 
on a periodic basis. 

• International Grenfell Association (cultural heritage) 
http://www.iga.nf.net/ 

• The Nature Conservancy (natural heritage) 
www.natureconservancy.ca/ 

• Legacy Nature Trust (natural heritage) 

An excellent source for information on foundations and 
agencies that support natural heritage projects is The 
Green Source: A QUick Reference to Funding Sources for 
Environmental Projects by Non-Profit Organizations in the 
Atlantic Provinces published by Environment Canada 
http://www.atl.ec.gc.ca/community/pdf. efg. pdf 

FUND-RAISING - fund-raising can generate substantial 
dollars for the launching and on-going operation of heritage 
initiatives. Community fund-raising demonstrates to other 
funders that there is a sense of community ownership and 
commitment to a project. There are thousands of ways to 
raise funds. Sources of information on fund-raising include 
Fund Raiser Cyberzine (http://www/fundraiser.com/) and the 
website of the Community Services Council of Newfoundland 
and Labrador (http://www.envision.ca). Don't be afraid to 
steal the ideas of other organizations and alter them to fit 
your own needs and be creative! 

nfi'~j~:iU'ltitl' E[:OlPIINit'EFltE.,CJilV:E~:l 
~1YiNjq!;N $lfi)~)t ~gi:~i §:'i~!'s:;;;i[:!miii,.jll!l~il:l[[ 
Whether your group is:li\'ieking funding from a government 
agency, a foundation or the business community it is 
important that you develop an effective proposal. Your 
proposal proVides the necessary background information, 
clearly explains your project and who you are, and identifies 
project costs and financial requirements. It has to look 
professional as in any round of applications you may be 
competing with dozens if not hundreds of other proposals. 

COMPONENTS OF AN EFFECTIVE PROPOSAL 

1. Executive Summary - a one page summary at the beginning 
of your proposal that outlines: 

• project goals/purpose of the project 

• who will benefit from the project and how 

• the project proponent (track record and management 
capabilities) 

• the project budget 

• amount of request 
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The proposal summary is very important as it creates a first 
impression and will generally determine whether or not the 
proposal gets further serious consideration. The project 
summary is prepared once all of the other sections are 
completed. 

2. INTRODUCTIONIBACKGROUND - introduces your organization 
and its achievements. Funding agencies are interested in 
knowing if you are a credible organization with a good 
track record. Things to include in the introduction include: 

• a description of what your organization does, its purpose, 
mission 

• a copy of your strategic plan if you have one * 
• a list of board members and their professions (this helps to 

demonstrate the range of skills and experience on your 
board) 

• history of your organization (when established) and a list 
of successful projects carried out over the last 5 years 

• financial statements for the last 3 years * 
*Note: include detailed information as appendices at the 
back of the document 

3. THE PROBLEM/NEED/OPPORTUNITY - it must be clearly 
and convincingly stated why you have a need for funding. 
Funding agencies see themselves as problem solvers that 
address real needs or problems in the community. Include 
information on: 

• the current situation that exists in the community around 
heritage resources for which solutions need to be found. 2 
Provide supporting documentation where available (e,g., 
numbers, statistics) . 

• how did you go about determining needs (needs 
assessment, community consultation)? 

• who will benefit from this project and how? 

4. PROJECT METHODOLOGY - the specifics of how the 
project will be carried out are detailed here. It includes: 

• desired outcomes - what are you hoping to achieve? 
Be specific here with targets that can be measured 

• the various activities that will occur 

• personnel required along with list of duties 

• listing of resources required 

• how will the project be sustained over the long term?3 

• how will the project be monitored and evaluated? 

2 Here you might include such points as: 

threats to/disappearance of'valuable 

heritage resources in the CVIIlIlwnity: lack 

or awareness of local helitage by residents,' 

opportunities to attract tourists and crcElle 

economic opportunities; opportunities for 

involVing youth in preserving local heritage 

3 Include a copy of your business plan iF 

you have one. As a minimum list all 

sources of revenue {e.g., annual projections 

for fund-raising and revenue generated 

from admissions, programs, rentals, sales, 

etc.} 
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4lvlost funders wiIl not support on-going 

operational costs, however specil1c projects 

general!y wiIl involve administrative costs 

associ;:lted with them such as: staff time 

spent on administration, iTa vel, utilities, 

phone, etc. that may be supported. 

5 Activities might include: heIitage 

resource inventuries, cunstructirJI] 

5. BUDGET - potential funders will want to know how the 
money is to be spent In many cases their criteria will 
allow them to fund only certain aspects of your project 
For example, some may not support capital expenses but 
will pay for staff and sponsor profeSSional development 
In other cases, potential supporters may be able to provide 
'in-kind' contributions in the form of materials, equipment, 
or professional services, Include in the budget: 

• list of capital expenditures (e.g" construction costs) 

• list of equipment 

• professional/consulting fees 

• salaries 

• staff training and professional development 

• administrative costs4 

• marketing costs 

Include in this section a listing of all partners along with 
their respective contributions (cash or the value of 'in-kind' 
contributions), Be sure to list what you will be investing. 

Be quite detailed and accurate in your budget projections, 
Explain how you arrived at budgetary items (e,g" 'x' number 
of consulting days @ per diem, etc) Don't inflate the budget; 
ask for what you really need and you will have more 
credibility, 

6. PROJECT SCHEDULE - provide a schedule of key 
milestones in the project including: 

• commencement of various project aCtivities5 

• project reviewslfeedback 

• completion of project activities 

• project evaluation 

7. SUPPORTING DOCUMENTS - include such things as: 

• letters of support from stakeholder/partner groups 

• feaSibility studies 

• sample promotional materials from your group 
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• be sure that projects are clearly real needs not 
bright ideas and clearly demonstrate how project will 
satisfy these needs. Don't say, "we need a museum" as a 
museum is not a need but a response to a need. Rather say 
something like: "In our community precious heritage 
resources are disappearing: there is a lack of awareness of 
local history and heritage (especially amongst young 
people): there is an opportunity to attract tourists and 
contribute to economic development." 

• if your organization has a long-term strategic plan be sure 
to include it and indicate how the current project 
contributes to it: consider and demonstrate how your 
project fits into regional/provincial development strategies 
(e.g., REDBs, regional tourism associations) 

2. KNOW YOUR FUNDER 

• program criteria - take the time to familiarize yourself with 
program criteria (research) and tailor your proposal to fit 
them (no point wasting your time and theirs). In some 
cases, funding criteria will only allow potential funders to 
support specific aspects of your project. Be aware of 
funding deadlines (these are usually carved in stone) 

• make initial contact - prior to sending in a full-fledged 
proposal make initial contact with a potential funder. A 
one page proposal summary can save you and the funcler a 
lot of time by seeing if your project quallfies or else how it 
could be tailored to qualify. 

• develop a relationship - take the time to develop a 
relationship with a potential funder (e.g., if possible, invite 
prospective funder to visit your community and make a 
presentation). Take advantage of any contacts you have 
with the funder. For example, if you know someone who 
knows someone who sits on the board of a foundation, ask 
them to make a phone call of introduction for you 

3. THINK ABOUT WHAT'S IN IT FOR THE POTENTIAL FUNDER 
- not only you need to get something out of the 'funder
fundee' relationship. Try to put yourself in the position of the 
funder. Some of their needs include: 

• public recognition/publicity - have a plan for how you will 
proVide this - ask for ways that corporate funders would 
like to get recognition 
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• benefits/opportunities for company's employees -
increasingly an emphasis for companies. You could offer 
free passes, a company picnic, use of your facility for 
special company functions 

4. BE CLEAR ABOUT WHAT YOU WANT AND HOW YOU WILL USE 
THE FUNDING 

• one-time funding vs a partnership - partnership would 
involve a longer-term commitment (3-5 years) 

• short-term vs long-term funding - most potential funders like 
to know \lp front how long their commitment is expected to be. 
They generally don't like people coming back again and 
again if they only expected to make a one-time contribution 

• in some cases (for bigger projects) you will have to provide 
a financial audit as to how you spent the money 

5. LIST ALL THE ECONOMIC AND SOCIAL BENEFITS OF THE 
PROJECT TO: 

• the community 

• the region and beyond 

• to the sponsors 

• where ever possible include how youth will benefit 

6. DEVELOP & DEMONSTRATE PARTNERSHIPS - funders 
generally feel more comfortable if they are not the only 
ones providing support. Develop partnerships with: 

• the community 

• business 

• all levels of government 

• local institutions (e.g., schools, hospitals) 

• other heritage or cultural organizations (neighbouring 
communities, regional groups) 

• politicians 

The more partners the better as this demonstrates strong 
community support for your project. Include letters of support 
from your partners with your proposal 

7. INDICATE WHAT YOU (THE COlvllvlUNITY) ARE PROVIDING -
like a bank, funders aren't going to look too kindly on your 
project if you're not investing in it as well. What are you 
investing (cash and in-kind services)? List all in-kind 
contributions that you can provide including the value of 
board time devoted to the project (generally valued at the 
average Canadian wage of around $16/hr) 
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8. CHARITABLE STATUS - opens a lot of doors. Particularly in 
the case of foundations, many contribute only to charities. 

9. BE PATIENT AND PERSISTENT: 

• depending upon the size of the grant request (and the 
potential funder) it generally takes several weeks, even 
months to develop a good solid proposal 

• apply to several organizations at once (don't put all your 
eggs in one basket) 

• it can take several months for approvals to occur 

10. BE FLEXIBLE 

• you may not always get exactly what you are looking for but 
be gracious about whatever is offered 

• in-kind contributions can be as good as cash (and often 
easier for businesses to give) 

• Be creative in how you present your project to make it fit 
funding criteria. For example, if funding program is youth 
oriented your project is a youth project with a heritage 
focus; if a skills development program, a heritage skills 
development program, etc. 

11. LOOK AND SOUND PROFESSIONAL 

• get someone with good writing skills to edit the proposal 

• seek feedback from a few different people before sending 
it off 

• incorporate a few pictures or graphics 

• use an attractive cover 

12. SAY THANK YOU AND KEEP IN TOUCH 

• always say thank you for support given in the form of a letter 

• provide public recognition where possible through photo 
opportunities (e.g., sponsor handing over a cheque), acknow
ledgment in promotional materials and press releases 

• for larger contributions recognition may be in the form of a 
certificate, plaque, or special gift item, possibly at a special 
function such as a ribbon cutting 

• send information on your project and its success to your 
sponsors from time to time in the form of newsletters, news 
clippings, photos, and annual reports. Invite representatives 
from their organizations to planned special events. These can 
help lead to possible future partnerships with sponsors 
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Developing propos~l~': 
1. Regional Economic Development Boards 

2. Department of Industry, Trade & Rural Development 

3. Community Development Corporations (can help with 
business planning and budgeting) 

d) Local campus of the College of the North Atlantic 

Information on Funding Sources & 

Tips on Proposal Writing: 

1) Community Services Council Newfoundland & Labrador 
(provides a list of corporate and other private funders as 
well as tips on proposal writing on their website:' 
http://www.envision.ca Look under Managing Voluntary 
Organizations: Funding & Fund-raising) 

2) Museum Association of Newfoundland & Labrador (have 
compiled a list of foundations that fund heritage projects in 
Canada. MANL provides information on government 
funding programs on its website: www.delweb.com/manl/. 
tel. 722-9034) 

3) Association of Newfoundland & Labrador Archives (can 
assist with accessing funding through the Canadian Council 
of Archives - the major source of archival funding - and 
advise on other specialized sources of assistance. They can 
be reached at: www.anla.nf.ca/. tel. 726-2876) 

FACILITATION GUIDE 

1. Have your group complete a 'Resource Matrix'. 

2. Invite potential funders (public and private) to talk to your group about their programs and to discuss 
how your project might fit into theirfunding criteria. 

3. When developing a funding proposal, consider dividing up the various components amongst members 
of your group for completion. Have one or two people prepare/edit the final document to ensure 
consistency of language, etc. 

4. Ask members of the committee to take responsibility for researching various potential funding sources 
and report back to the group 

.. 
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T he successful development and implementation of a 
heritage project requires a lot of skills, many of which 
will not necessarily be possessed by the organizing 

group. Engaging a professional can make the difference 
between a project that looks well-intentioned but amateurish 
and one that is of high quality and can compete well with 
other facilities that patrons may have visited. Professionals 
can help a project in a number of other ways: 

• ensure that valuable heritage resources are respected and 
properly cared for 

• assist with various aspects of planning from assessing 
needs to developing strategic plans, to design work and 
financing 

• ensure that the design of interpretation, buildings and 
facilities are appealing and of good quality 

• give credibility to your project with potential funders 

• ensure that projects are carefully budgeted, are cost-
efficient, and avoid headaches and costly mistakes 

Strong organizations find ways to build professional skills 
within their staff and organizations. But they also know 
when to make good use of outside professional staff. They 
realize that the dollars spent on professional advice can be 
an excellent investment. 

This chapter looks at how to work with professionals on 
heritage projects. It addresses such issues as: 

• knowing who to get and when to use them 

• getting the most from professionals 

• getting professional input for low cost or free 

Photo: In some instances the most 

economical use of a professional is to offer 

training and supervision for museum 

yolrmtecrs. Here a conservator offers a 

workshop OIl artifact conservalion. 
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It ) ifferent aspects of a heritage project require different types of skills. Following is a 

summary of some of the types of professional assistance that a group might need to 
tap into: 

Task Type of Professional 

project planning/feasibility study -planning consultant 
Raccountant 

. 

research/inventory of heritage resources -historian (for cultural heritage projects) 
-cultural geographer 
-biologist, geologist (for natural heritage projects) 
Rarchaeologist (a requirement for all archaeological investigations) 

cataloguing of collections -curator 
-archivist (for documents and records) 

conservation and care of artifacts Rconservator 

design of buildings Rarchitect 

building restoration Rrestoration architect 
Rrestoration carpenter/contractor 

exhibit development -curator (to develop exhibitthemes and storyline) 
-graphic designer 
Rprinter/hlounter with. exhibit experienc~ 
-finish- carpenter 

. 

i nterpretive/ ed ucatio n al p rag ra mm i ng -interp!"etive planner 

development of trails, viewparks, cultural landscapes ~Iandscape architect 
-trail development specialist 

. 

incorporation of organization, seeking of -lawyer 
charitable status 

. 

development of promotional materials -marketing specialist 
-graphic designer 

. 

Not all professionals are created equal. Some are simply more creative and credible than others. 
Also, you will likely best be served by those with experience and expertise in the particular 
area that relates to your project. When seeking the services of a professional be sure to ask for 
a list of experience and take the time to follow up with past clients. 
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A) GETTING THE MOST FROM YOUR 

WITH CONSULTANTS 

Many people have likely heard the old joke, "What's the 
definition of a consultant? Answer: someone who asks you 
for your watch so he can tell you what time it is." In 
essence, what the joke is saying is that a consultant tells 
you what you already know. In many ways, that is the job 
of the consultant: to help you, as a client, articulate your 
needs and to get you to share your knowledge and ideas. 
A poor consultant essentially feeds back to the client little 
more than what they already know. Alternately, they fail to 
draw on the experience of residents, chOOSing, 'rather, to 
provide their own imposed solutions. A conscientious 
consultant helps the client to fully explore a project; to 
identify issues; and to develop workable strategies and 
solutions. He/she brings his/her full experience and 
creativity to bear on the project. 

There are a couple of ways to go about getting the best 
consultant for the job. You could do a little research and 
find out who has the kind of experience you seek and has a 
credible record and hire them. The better option - and 
required, if you get government funding - is to seek 
proposals from prospective consultants, either by invitation, 
or through a newspaper advertisement. 

What you get from a consultant or professional depends, in 
no small way, on you as a client. If you have a good handle 
on what you really need and have articulated these needs 
well, the consultant stands a good chance of satisfying you. 
If, on the other hand, you are vague or unclear about your 
requirements, the consultant will have to spend a lot of 
time trying to figure them out and may miss the mark 
entirely. A good terms of reference for your project is a 
crucial first step (see beloW). 

Also, to make the best use of a consultant's time, ensure 
that you live up to your end of the bargain. If you fail to 
provide required information, to meet deadlines for 
reviewing draft documents, or fail to show up for meetings 
and consultation sessions, consultants will find it difficult 
to do their work. Do your best to pay your consultant on 
time. He/she is trying to make a living and has bills to pay 
just as you do. 

DO WE NEED AN ARCHITECT 
OR AN ENGIN EER? 

People sometimes confuse the roles 
of an architect and an engineer. An 
architect is someone who is trained 
and skilled in assessing client needs 
and, ideally, designing in a way that 
responds creatively to a building site, 
to its function, and the building 
program. Engineers more typically 
deal with the structural aspects and 
systems of a· building. While they 
sometimes design buildings, unless 
they have architectural training, their 
designs are often 'cookie cutterl and 
lacking in creativity or particular 
visual appeal .. In the case of a 
build.ing restoration, it is important 
to get an architect or engineer with 
special expertise _in that area as they 
will best be able to dealwith some of 
the particular challenges presented 
by heritage structures. Inappropri-ate 
measures can actually- damage the 
historic fabric and character of a 
heritage structure. 

The consequences of not getting the 
right expert opinion can be seen- in 
the example of an historic 
Newfoundland brick church. The 
parish priest consulted with a local 
masonry contractor who, perhaps to 
,no one1s surprise, dedded that the 
entire.'church needed to be re-faced 
with new brick. A master mason with 
considerable heritage experience was 
brought i'n to assess the structure, 
He advised thai the old brick was still 
in good, condition and that damaged 
bricks could be replaced with a 
supply of sui lab Ie old brick. For some 
reason the masonry contractor won 
out: The church was completely re
bricked in new materiaL and historic 
features Ire-interpreted'. Much of the 
historic character. of this lovely 
church was lost. 
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LIVING UP TO YOUR END 
OF THE BARGAIN 

Often when exhibit designers are 
developing exhibits it happens that 
artifacts are slaw to be identified. 
The designer needs to know exactly 
what they are working with in terms 
of artifacts so that they accommodate 
them and design any special display 
features requi'red. When artifacts or 
additional information -show up late 

in- the process j designs have to be 
altered, often chewing up valuable 
time and. energy. While some of this 
'is unavoidable,. if too much of it 
occurs/ the consultant wastes- time 
and projects are delayed. 

While respecting your consultant (and his or her need to 
make a decent living) don't be afraid to push your 
consultant to do the work you want. If reports or design 
schemes do not meet your expectations don't be afraid to say 
so and to ask for revisions or new ideas. Conscientious 
consultants are concerned about fully satisfying the needs of 
their clients. 

Also, be realistic about the amount of time that it takes to 
do a job. As an example, a museum exhibit (depending on 
the size) can take a year or more to complete (see steps for 
developing an exhibit below). Unrealistic schedules and 
rushed deadlines will increase project costs and leave 
insufficient time for careful, creative work. 

B) HOW TO HIRE AND WORK WITH A CONSULTANT 

The Steering Committee 

In order to plan and manage a project and to work effectively 
with professional consultants it is useful to have a steering 
committee in place. This will be the group to whom the 
consultant will normally report. An effective steering 
committee is composed of individuals who have experience 
in different areas that are relevant to the project and draws. 
on various people from the community who may, or may not, 
be part of your heritage organization. It is best to keep the 

. steering committee workable in size (5 - 8 individuals) as 
too many people on the committee may make it harder to 
make decisions. 

Writing a Terms of Reference 

If you are seeking the services of a professional for your 
project you will need to develop a 'Terms of Reference' 
(TOR). This is a document that outlines the scope and intent 
of the work to be undertaken. It is important that your TOR 
be well thought out and clear for it is what consultants will 
respond to in developing their proposals. To put it bluntly, if 
tasks are not included in the TOR then you, as the client, 
cannot expect them to be completed by the consultant. 

A good Terms of Reference also helps your group to sort out 
in its own mind what it wants to achieve. It forces you to set 
the project boundaries (i.e., to determine what will be 
included and what will not) and to clarify what you want out 
of the project. 
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Components of a Terms of Reference 

A TOR should include the following: 

Background - the over all context for the project (Le., why the 
project is being undertaken, background information on your 
group and what you do) 

Purpose - a concise statement of the problem to be solved 
(e.g., research to be carried out, feasibility to be determined, 
design work to be carried out) 

Project Description - an outline of the work to be completed 
indicating the scope of the project. This would include a list 
of tasks to be completed. 

Project Meetings/Consultation - include a schedule of required 
meetings with the consultant. The number of meetings will 
depend upon the scope of the project. A feasibility study 
might only require two or three meetings with the project 
steering committee: an initial orientation session to clarify 
project scope and expectations, a personal presentation of the 
draft report, and possibly another presentation to present the 
final report. More complex, long-term projects will require 
more personal meetings in order for the consultant to gather 
information and present design options. For example, 3 meetings 
would be required to present refined design concepts, budgets 
and to actually oversee the construction of the project. The 
consultant needs to know up front how many meetings are 
required as he/she has to factor them into the cost of the 
project (e.g., consultant time, travel expenses). Don't have 
more meetings than are absolutely necessary as they can 
chew up a significant portion of the overall project budget. 

Consultant Team & Qualifications - ask for a list of related 
projects undertaken by the consulting firm as well as an 
indication of all consulting team members with their qualifications 
(e.g., experience and training). Also request a description of 
team responsibilities for the project and the amount of time 
(expressed in hours or person-days) that each will spend on 
the project. This information helps you to determine who will 
be putting what into your project. Are the experienced senior 
members going to be doing much of the work or will most of it 
be done by less-experienced, junior members? 

Reporting - state who the consultant will liaise with/answer to 
on the project (e.g., program coordinator, steering committee) 

Timeframe/Project Schedule - indicate the beginning and 
completion time for the project and ask for a project schedule 
which outlines when each of the project tasks is to be 
completed and when meetings are to be held. 

Photo: Restoration work generally requiJ"es 

the supervision of a calpenter with 

specialized skills. 
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Budget - request a breakdown of budget items such as: 
consulting fees (along with a listing of per diem rates for 
each team member), project expenses, administration. This 
allows you to better compare different proposals. There is 
some debate as to whether or not you should let interested 
consultants know what your budget is upfront (if you have a 
fixed amount). While chances are good that if you tell them 
what you have, their proposal will use up your budget, if you 
don't release at least a budget range there is the risk that 
some or all proposals will miss the mark. It is helpful for 
consultants to know whether you have a 'Chevy' or a 'Cadillac' 
budget so that they can tailor their proposals to the resources 
you have available. 

Outputs & Deliverables - state the number of copies of the 
proposal to.be submitted and, if the project requires the writing 
of a report, the number of draft and final copies to be submitted. 

Fee Schedule - outline the schedule for the paying of project 
fees. The number of payments will depend upon the size of 
the contract and will be tied to milestones in the project. 
Typical milestones might include: 

1. At the beginning of the project - to provide working 
capital for the project 

2. Upon the completion of research or fieldwork - in the 
event that this is a major component of the work 

3. Upon the submission of a draft report/concept 

4. Final Payment - upon the satisfactory completion of all 
project requirements. This is sometimes referred to as 
the 'hold back' and typically comprises from 10% to 15% 
of the project total. This is, essentially, your guarantee 
that the work will be completed to your satisfaction. 

An alternative to including your own fee schedule would be 
to request that the consultants include one in their proposals. 

Deadline for Submissions - you must state a date by which all 
submissions should be received and provide an address for 
delivery. Allow enough time between your proposal call and 
submission deadline (approximately 6 - 8 weeks). It is in 
your interest to provide consultants (most of whom are 
juggling several projects at once) with sufficient time to 
develop a good proposal. 

Developing a Contract 

When working with a consultant it is important that you enter 
into some type of contract or written agreement to protect 
yourself. A contract spells out the terms of your relationship. 
It should include such things as: 
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• indication of the work to be completed 

• the amount to be paid out and a payment schedule 

• names and contact information of both parties (including a 
contact person with your group and the cons~ltant) 

• an indication that all materials produced by the consultant 
become the property of the client 

• a clause for terminating the contract if necessary (e.g., the 
project cannot go ahead for some reason, your relationship 
with the consultant is just not working). Include something 
to the effect: "either party may end this agreement with two 
weeks written notice. All work prepared by the consultant up 
to the termination date will become the property of the client" 

For small projects a simple letter outlining project terms, Signed 
by the consultant and initialed by the client may suffice. For 
larger projects you may want to consult with a lawyer. 

C) RESPECTING THE CONSULTANT 

Just as you, the client, have needs, so too does your potential 
consultant. As was already stated, your consultant needs to 
make a living so you can't expect him/her to deliver any more 
than was agreed to in his/her proposal or contract. A couple of 
things to consider when inviting consultants' proposals: 

a) State in the call for proposals whether or not the project 
money is secured - sometimes the selected proposal will 
form part of a funding application. This must be stated (Le., 
'project funding pending' or 'the successful proposal will 
form part of a funding application'). It is very annoying to 
consultants to spend a lot of time working on a proposal 
only to find out that the funding to carry out the work may 
actually never materialize. Remember, itwill generally costs 
a consultant thousands of dollars worth of their time plus 
expenses to develop a proposal. 

b) Respect the consultant's intellectual rights - sometimes 
proposal calls ask for design concepts to be submitted. 
If this is the case, respect that any work submitted is 
the intellectual property of the consultant and, since 
you have not paid for it, you are not entitled to use it. 

In actual fact, it is not advisable to ask for preliminary 
concepts in a proposal call as this, essentially asks them 
to provide their expertise for free. Rather, ask them to 
submit samples of their work from which you can evaluate. 

D) GETTING PROFESSIONAL ADVICE AT LOW COST OR FOR FREE 

Hiring the services of a consultant should payoff in terms of 
project quality and cost-effectiveness. If, however, you don't 
have much in the way of resources there are ways that you can 
get professional expertise at little or now cost. 
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1) Seek donations of services from professionals in your community 
- local architects, planners, financial consultants and others 
- who have a stake in the community - may be willing to 
provide a donation of professional services to your project if 
you can get them interested. As with any donation, be sure 
to provide recognition. 

2) Seek technical assistance from government agencies - in some 

cases government departments may have staff on board who 
can help with important aspects of project planning or who 
can provide advice. 

3) Delphi Probe - this is a way to get profeSSional advice 
inexpensively. It involves, essentially, getting one or more 
professionals to supply you with a few hours of their expertise, 
either for a fee or for an honourarium. Each profeSSional is 
asked to proVide specific information or advice and to review 
and revise draft versions of a report. It could work well for 
the preparation of a report or feaSibility study where the 
steering committee or a staff person is able to draft out the 
framework for the work. As an example, for a feaSibility 
study to construct a museum one might want to involve the 
services of a marketing specialist, an architect/engineer (to 
cost out a capital project), and an exhibit designer (to cost 
out exhibit development costs). 

4) Involvement of Post-secondary Training Institution - heritage
related projects can make great student projects. These could 
be group or class projects - pOSSibly set up as a design 
competition - or could involve honours or post-graduate 
student who take on your project as a thesis. And, when you 
get student involvement you also get input from instructors 
and professors. 

Training institutions in your general area or in the province 
are the most likely to get involved with your project. In some 
cases, programs (e.g., architecture or landscape architecture) 
may not be available in the province but by contacting 
schools in neighbouring provinces you may be able to 
interest students from your region who are studying there. 
Many post-secondary educational institutions offer co-op 
work placements (usually of around 4 months). While 
students get paid for their work, it is generally far less than 
would be paid for a fully-qualified professional. 

The best way to explore any of the above options is to 
contact the faculties of local post-secondary training 
institutions. Be sure to give plenty of advance notice to 
faculty members about such projects so they can work them 
into their course schedules. 
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Following are some suggestions for who to involve with various types of heritage projects: 

Project 

Design of a building (e.g'l museum/ 
visitor centre, adaptation of heritage structure) 

Design of trails or landscape elements 

Educational Program/Faculty 

School of Architecture 

School of landscape architecture 
Recreation/leisure studies. program 

Research/Inventory of natural heritage features 
or writing of interpretive materials 

Natural resource management program 

Research/Inventory of cultural heritage 
features or writing of interpretive materials 

Science Faculty 

History Department 
Geography Department 
Folklore Department 

. 

Development of website or specialized 
interpretive software 

Computer training program of colle.ge or university 

Development of a feasibility study or 
marketing/business plan 

Business/commerce program af college or university 

It is important to remember that students, while they are 
often creative and full of good ideas, don't have the experience 
of professionals. As well, they will likely require a fair bit 
of supervision by the project proponent. 

E) TIPS TO WORKING WITH PROFESSIONALS 
ON AN INTERPRETIVE EXHIBIT 

Generally, the development of an historical exhibit requires 
the services of three different professionals: the curator, the 
conservator and the exhibit designer. Depending upon the 
size and nature of an exhibit some of these functions can be 
combined (Le., curator and designer). Following is a description 
of the responsibilities of each: 

The Curator is responsible for determIning the content of an 
exhibit. He/she will generally undertake necessary research, 
will develop the storyline/text to be developed, and will identify 
and recommend artifacts and graphic materials to be used. 

The Exhihit Designer takes the text/storyline and develops it 
into an actual exhibit. He/she designs the exhibit layout, 
display fixtures/systems (including such things as lighting), 
interactive exhibit elements, lays out all interpretive panels, 
and liaises with exhibit fabricators (printers, mounters, 
model builders, builders of fixtures and special displays). 
The design phase generally involves considerable interaction 
between the curator and the designer. 

The Conservator is responsible for inspecting artifacts, 
making recommendations for their cataloguing, 
conservation, storage and display, and undertaking actual 
conservation as required. Conservation involves such things 

Photo: Curators need eally access to 

artifacts in order to determine conservaUon 

and di.splay requirements. 
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as cleaning and repairing artifacts. Some conservation work may 
be undertaken by relatively unskilled staff under the supervision 
of a conservator while certain conservation functions require 
very specialized skills and equipment. 

Developing an exhibit is a fairly complex process that generally 
takes eight months to a year (or more, depending upon the size) 
to complete. A clear understanding by the sponsor organization 
of the exhibit development process (see Module 10) and their 
responsibilities wiIl help the group to avoid delays and to make 
for a smoother experience. Following are a number of tips: 

a) Always have a contract with professionals that includes a fee 
payment schedule agreeable to both parties. Pay invoices in a 
timely manner. If there are long delays in issuing payment 
consultants may have to put your project on hold and to 
devote time to projects that are paying. 

b) Work out a project schedule with all exhibit development 
professionals and do your best to meet deadlines for providing 
information or reviewing materials. If you take a month to 
review exhibit concepts or text when you had agreed to a 
week, the project will be delayed. 

c) Try to have all artifacts and information available early in 
the project. Frequently it happens that artifacts promised to 
a group are slow in coming in. Without the opportunity to 
inspect artifacts or objects for display the design process 
cannot be completed. Curators need to be able to inspect 
artifacts in order to determine a time-line and budget for 
undertaking conservation work, to recommend special design 
requirements to the designer and to actually undertake 
conservation. Designers need to know the size, condition and 
SUitability of an artifact in order to custom design display 
cabinets or mounts. Additional artifacts generally emerge 
out of the woodwork once an exhibit is set up. If this is 
anticipated, encourage your designer to design flexible display 
systems that can accommodate additional display items. 

d) Avoid making major exhibit concept changes once the draft 
design has been accepted. This will chew up deSigner fees, 
resulting in a higher than antiCipated budget or less time for 
the exhibit. 

FACILITATION GUIDE 

1. Identify the major components/tasks associated with your project (e.g., building design, planning of 
interpretive elements, curatorial functions, conservationlforwhich you need professional assistance. 
Generate a list oJ sources for such. professional assistance. 

2. Invite an: interpretive planner to discuss the exhibit deveLopment process with your group. 
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The Internet is, in many ways, an ideal tool for 
community-based heritage facilities and organizations 
to promote themselves and to reach out to their own 

communities. It offers, for the first time, an inexpensive and 
effective way to create a locally-owned media presence 
capable of attracting and servicing visitors locally or around 
the world. It also offers great potential for sharing one's 
heritage with a world-wide audience. 

The Internet has several features that can make it ideal for 
the marketing of community heritage developments. 
Websites prOVide: 

o Flexible - the images and text they present can be 
changed easily. 

o An international presence - link you to very other 
computer linked to the Internet. 

o Links to other web sites - if properly linked people can 
find out about you even if they are not specifically looking 
for your site. 

o Direct access to the visitor - allow potential customers to 
make better decisions by getting better information. The 
demographic profile of Internet users (wealthier and better 
educated than average) is ideal for communities that wish 
to attract high yield, low impact visitors. 

o Cost savings in marketing and promotion - revenue 
prospects grow correspondingly. 

o Opportunities for better managed partnerships with 
tourism agencies - also allow funding agencies to find out 
about you more easily. 

o Potential to reflect community aspirations more effectively 
than many traditional marketing approaches 

o Opportunity for the community to showcase its heritage 
and share its collections with a wider audience. 

o A two-way communications tool - allows your existing or 
potential users to share information as well as comments 
or suggestions on your site. 

o Opportunities for fostering cooperation and networking 
between different heritage organizations and tourism 
operators in your region and around the province. 
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The Internet also offers interesting possibilities for 
sharing your exhibits and collections with the public 
as a kind of 'virtual museum.' You could decide that 

the most cost-effective way to share your community's 
heritage with the public is through an Internet-based 
museum with exhibits, collections, and other historical 
information all available on-line or on one or more 
computers located in your community. More likely you will 
want to balance Internet access to your collections against 
your desire to have people visit your community. Hence, if 
you establish a virtual exhibit or have an online catalogue of 
your collection, you may decide to prOVide just enough 
information to whet the pUblic's appetite to actually visit 
your facility. 

A number of community mus.eums in Newfoundland & 
Labrador have participated in the Community Memories 
program which forms part of the Virtual Museum of Canada. 
The program proVides groups with the hardware, software 
and training to create one or more virtual exhibits that share 
some aspect of their heritage with Canadians through image, 
text, sound and video. To view exhibits go to: http://www. 
virtualmuseum.ca/English/CommunityMemories/index.html. 
For information on how you can get involved with the 

program click on 'About VMC'. The Canadian Heritage 
Information Network (CHIN) has produced an excellent 
gUide, Producing Online Heritage Projects, that can be 
ordered in a hard copy form or can be accessed online at: 
http://www.chin.gc.calEnglish/Digital_ Content/ 
Producing_Heritage/index.html 

Communities often feel that the 'official' view of them and 
their culture is not the reality. By creating a community
owned website any community or organization can present a 
face to the world which is truly authentic, reflecting the 
wishes of the people themselves, and their culture and 
values, not those of distant officials. 

Whether you already have a website or are planning to 
develop one this module looks at how you can get the best 
from your website in terms of marketing power, community 
development, and sharing your heritage. 
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:'1:: ': n the same way that you need to develop a 
heritage resources that your community is developing or 
enhancing, you also need to think carefully about what 

you are trying to achieve with your website and how it can 
best help you reach your broader goals. In fact, it often 
makes a lot of sense to plan the vision, structure and 
organization of your site as you develop and plan your 
community-based heritage resources. 

a) A vision for your website - It is important that you develop 
your website with a clear vision of what you want it to do 
that can be shared by all the groups who have an interest 
in the heritage resources you are sharing or promoting 
through the web. 

The first question to ask is: why are we using the Internet 
and what do we hope to achieve? The answers to this question 
are likely to fall within the following types of categories, 
and will more than likely include more than one option: 

• To communicate better with the tourism industry 

• To manage information more efficiently 

.. To develop closer relationships with visitors 

• To develop closer relationships with community 

• To generate additional income and sales through 
e-commerce. 

• To involve different stakeholders more closely in product 
development (community, government etc) 

• To provide updates and information to prospective funding 
agencies and partners. 

• To collect information of value in understanding who visits 
(or is potentially interested in visiting) your heritage site 
or using the tourism products you have developed. 

• To present comments and feedback from visitors to the 
community and the website. 

• To share your heritage with the wider world. 

It is often a good idea to start off with a clear short-term 
vision and to build upon that as your heritage product and 
knowledge of the Internet, develop. Vision statements are 
best developed in community settings (see Module 4). 

SAMPLE WEBSITE MISSION 
STATEMENT 

Our website will enhance the 
marketing and development of our 
community museum. It will enable us 
ta. market our product more 
effectively to visitors from outside our 
region and will also be a tool to 
inform and' educate our residents 
about their past, what we do and 
how we are assisting the local 
eco.nomy., The website will be used to 
facilitate- relationships, with our 
funding partners and to build long
term relationships with the people 
who vis'it us. Our website will also 
facilitate- research that can assist us in 
learning more about who visits uS 

and the impacts they bring with 
them. 
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b) Research - Before you go any further in planning and 
building your website YOLl need to do a little basic research. 
Useful information includes: 

• has someone already created a website covering your 
idea? 

• Is there an individual agency, organization, or individual 
that can help you get started? 

• Are there existing sites that you could link up with, or who 
have good ideas you can make use of? 

Typical research might include: 

a) A web-audit - this makes use of the internet to get useful 
information on such things as: i) the impact on the internet 
of your own community or heritage site; ii) an evaluation 
of other websites and; iii) an analysis of your community's 
web/technical skills. A web-audit should be conducted 
using several search engines (for example Google, Yahoo 
and Alta Vista) and should use a range of key words that 
are pertinent to your product (name of the community, 
museum etc). Consider splitting up this task between 
different members of your group. 

This type of research saves you from duplicating elements 
of websites that may exist elsewhere, and allows you to 
compile a list of potential1inks. At the same time a web
audit can help YOLl highlight inaccuracies or 
misinterpretations that exist elsewhere. A web-audit can 
also be a very effective way to get the broader population 
in your area interested in the Internet and what it can 
mean for your community. You may even be able to 
interest a group of local school students and their IT 
teachers in helping with this type of audit as part of a 
school project! 

1. Community internet impact - Do a search on YOLlr 
community, region, and site to find out what Internet 
presence your community or cultural product already 
has. While you may be familiar with local websites that 
already exist and feature all or parts of what you have to 
offer, you will also probably find a number of relevant 
sites that you didn't know existed. For example, a visitor 
to your community may decide to set up a website to 
show their pictures and provide a commentary on their 
experiences. 
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2. Other communities/sites - Find out what other communities 
in Newfoundland and Labrador and elsewhere have done 
with the web and heritage development. This is really 
similar to stage one, only it doesn't focus on your 
specific community. Instead it represents a bit of 
'shadow-shopping'. Have a look at what similar products 
and communities are out there on the Internet. What do 
their websites do? (or not do) and what are your likes 
and dislikes in relation to the sites? Also try some 
simple experiments - is there is an email link to allow 
you to ask some questions or make a booking? Try 
submitting a question and see how long it takes to get an 
answer. It is a good idea to identify a small number of 
sites (maybe even from overseas) that you think do a 
good job - use these as a way to 'benchmark' your own 
site development, you can also show these to web 
developers that you may hire in the future. 

A few websites that you might want to check out include: 

The Fluvarium (a basic site) 
http://www.stemnet.nf.ca/vsc/f1uv. html 

Colony of Avalon (includes video clip, walking tour, 
samples of collection) 
http://www.heritage.nr. cal avalonl default.html 

Newfoundland Insectarium (includes animated graphics, 
catalogue, message board, guest book) 
http://www.nfinsectarium.com 

3. Community Skills - Who in your community or area has 
abilities in web-design or computer use? Who has 
abilities in graphic design or the writing of content for 
the website? Also, who are the members of your 
community/group that may want to develop new skills 
that will be useful in the future development of your site? 

b) Analysis of Market (User) Needs - In Module 8 the 
importance of market analysis was discussed. It is useful 
to reflect upon the issues raised here when thinking of 
what you want your website to achieve and how it will be 
developed. Some of the key questions that can be asked 
about the nature of your aUdience(s) include: 

• Who are they? 

• Where do they come from? 

• What is their access to the Internet? 

• What is their value to your community and heritage project? 
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Think about how you can get your target aUdience(s) to do 
specific things through visiting your website - such as 
sending email or purchasing products. Again you may find 
that a bit of 'shadow shopping' on the Internet will provide 
you with good ideas. At the same time the experts, agencies 
or partners you are working with in developing the site will 
probably have some good ideas. If you are trying to meet the 
needs of the local community, local schools and outside 
visitors think about how your website can have different 
sections and content to meet each audience group needs. 

c) What to include in your website - It is important to remember 
that, unlike a brochure, a website can be changed and added 
to easily and inexpensively. A typical website for a community 
focused heritage product should normally include: 

o Technical Competency - The site has to load effiCiently, 
be naVigable and have a layout acceptable by current 
norms of Internet presentation. 

o Visitor Information - The site should include essential 
information such as opening hours, location (including 
directions for getting there), and contact information. 

o Attractions, Exhibits, and Programs - As these are the 
main assets of a museum or heritage site, they should, if 
possible provide descriptions and graphic images to catch 
the attention of visitors and to assist with planning visits. 

oMission - It is assumed that all museums, heritage sites, 
archives and similar cultural tourism facilities have standard 
goals of education, conservation, research and so on. It is 
likely that your group also has a number of community 
development goals. Communicate these to the public. 

o Feedback and Relationships. The primary advantage of the 
Internet is its ability to set up a two-way relationship with 
people. Include opportunities for people to post comments 
about their experiences. Also think about haVing a forum 
available to allow community members and various 
stakeholders to discuss issues relating to local heritage 
and its development. If a forum is deSigned to be accessed 
by only a specific group of people it is a simple task to 
provide them with a password. Using the website to build 
relationships is important because if you can get people 
to visit your site again and again, you will be able to build 
up mailing lists, recruit members to your organization, and 
create a pool of potential supporters or fundraisers. 
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• Links - Websites provide a great opportunity to link up 
with other internet sites including: 

i) Other heritage organizations - If you are a small museum, 
link to other museums in the region so you can begin to 
build a 'virtual trail': if your facility or site has a particular 
focus (archaeology) think about creating links with other 
similar sites in the province or around the world - this is 
a great way to 'hook' the potential visitors of tomorrow, 

ii) Businesses and local government - Link to local businesses 
and services (e.g., that cater to tourists) and to your 
sponsors. Many regional organizations (e.g., regional 
tourism associations, regional economic development 
boards), municipalities and local businesses will also be 
happy to put a link to your site if you ask them. Some of 
the most popular search engines work on the basis of how 
many sites link to yours - the more reCiprocal links you 
build the higher the chances that people will find you in 
the searches. Local business may even agree to have 

their logo on your site to show they support your aims. 

iii) Key community stakeholders - Link to schools, clubs, 
associations, and other community organizations- or 
agencies that have supported your project or that could 
do so. Children may use your site to assist in class 
assignments or to supplement actual visits to your site. 
Consider such techniques as a simple game or challenge 
to engage children as a way to encourage them to visit 
your heritage site with their families. 

• Market awareness - The Internet allows a heritage site 
to personalize the experience for guests and also to 
gather information on them. Think about including a 
simple questionnaire that people can complete. If 
possible, have a basic database constructed that can 
allow the information to be entered automatically as 
people fill in the information. This makes later data 
analysis a lot qUicker. 

• Income generation. The Internet can offer a relatively 
inexpensive and simple way to generate direct income 
through e-commerce applications. Your site should, 
where relevant, include booking forms, souvenir sales 
and so on. Don't forget that you may be dealing directly 
with other businesses, not just visitors. Include all 
relevant information for tour operators and wholesalers 
that may currently, or plan to, incorporate your product 
as part of their package. The more specialized your 
museum or community group is, the more people will 

SOME THINGS TO REMEMBER 

Various studies of heritage site visitors 
and their use of the Internet have 
shown that certain types of missing 
web content cause the greatest 
annoyance to customers. For example 
few sites mention disabled- access/ 
and very few ha.ve opti'ons for 
international visitors or those who do 
not speak English. Surprisingly 
enough/ some sites even managed to 
forget simple information such as a 
phone number and address. When 
you are deve:loping your site and 
conducting your web audit remember 
to keep an eye on the-'simple things', 
Remember also that a picture can 
paint a thousand words. Far example l 

maps are always appreciated. Think 
about how a typical visitor would try 
to re.ach you from the airport or 
nearby larger town 
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CASE STUDY 
KEEP IT RELATIVELY SIMPLE 

A small community museum received 
welcome support from a 
telecommunications company and- a 
university to set up a website to 
feature a variety of cultural and 
natural heritage products. The 
developers at the university had an 
immense array of Internet tools at 
their fingertips and decided to use 
them all: Realvideo, Audio, 
Shockwave graphics, various applets 
that make graphics and words do 
dazzling things on the screen, 
a.nimating features and so on. These 
are all very exciting but it turned out 
that many of the prospective visitors 
from the surrounding area had basic 
PCs, early browser software and had 
telecommunications infrastructure 

that supported 14.4kb/second 
modems. None of the exciting add
ons- were accessible, and people were 
irritated by the assumption that they 
owned and operated systems 
powerful enough to deal with this 
material. Indeed many people 
complained. to the museum! 

regard you as a potential source of items. For example, 
a motorcycle museum found, to its surprise, that people 
all round the world were asking to buy surplus parts. 
An isolated South African maritime museum has built 
an international business in finding and selling 
photographs of old clipper ships to amateur shipping 
historians. On-line sales aren't necessarily for everyone, 
however. It is worth checking with other groups that 
have been involved with e-commerce to see what their 
experience has been. 

d) Other Considerations in Developing a Website - There are a 
number of other factors and issues that you should keep 
in mind as you move forward with the development of 
your heritage facility! community website. Like all things a 
little bit of advance planning and thought can save you 
from haVing to deal with a number of awkward problems 
later on. 

Policies of use - Before you build your website it makes 
sense to work out the policies you will use to develop and 
regulate it. It is important, wherever possible, to have a 
clear sense of who does (and can do) what, before you 
embark on development. Again these policies may evolve 
over time as you build new dimensions to your site. Some 
of the key questions that you may want to address include: 

• Who is responSible for content? Who is responSible for 
and gets access to the updating of the web? Remember, 
outdated information is a turn-off for visitors! 

• Whose duty is it to answer email enquiries? 

• How often should email be checked? And how fast should 
it be responded to? 

• How can performance be measured? In other words what 
are the key indicators that your community/group feels 
are important to measure your success (money generated? 
jobs created? number of school visitors? number of links 
to local businesses?) 

Specifications and usability - It is important to think 
about the minimum specification for a customer's computer 
system to access and read your site. If you have a lot of 
bells and whistles on your website that can't be accessed by 
people without sufficient software or computer capacity they 
will be unable to use your site. As a rule of thumb you may 
want to think about keeping your website fairly simple from 
a technological point of view. 
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To avoid problems, make sure that the web site is viewed 
and tested from real world situations - not a development 
centre with high speed connections and the latest equipment. 
Don't be lulled into a false sense of security just because 
the site looks great on your browser. Check it at the speed 
that many of your potential visitors will see it and check it 
with other browsers. Some key questions to consider with your 
developer: 

• What is the slowest modem that you are designing for? 

• What is the lowest specification browser? 

• What resolution screen will people likely use? 

• What is the maximum load-time allowed for any page? 

Internet hosting issues - Your website will need to be 
hosted by someone - most commonly a private Internet 
service provider (commonly called an ISP) or perhaps a 
local university or partner organization. The hosting of your 
site also raises a few important issues that you should want 
to cover in your planning phase: 

• URL issues - what is your domain name? Check the 
registration site to see what exists first. The naming of a 
URL can be a great way to get community engaged -
maybe run a contest for the best URL. 

• How big will your website be and what will be the 
associated hosting charges? 

• Back-up facilities (where is your website and any related 
data backed-up?) 

• Are there restrictions or extra costs attached for advanced 
website features? 

These are all matters that will be relatively straight-forward 
for a competent developer to assist you with. 

There are agencies (such as the Community Services 
Council of Newfoundland & Labrador) and companies 
(Yahoo's 'Geocities') that will host your websites for free but 
these have limitations. They will only permit for a small site 
and will take your name onto a lengthy URL that will make 
it more difficult for people to find you. 
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Website traffic marwgement and statistics - Internet 
service providers record website traffic statistics and present 
useful information that can playa very important role in the 
development, evaluation and evolution of your site as they 
constitute hard factual data about actual transactions. Such 
information inclLldes: 

• Number of visits per day, and their timing 

• Domains (countries) visitors come from and their addresses 

• Which web pages were accessed 

• Which search engine people come from 

• Which other sites referred browsers to your site 

• What key words were used to find your site 

• How much time do visitors spend at your site 

You can ask for examples of reports available from different 
web hosting service providers as part of your supplier selection. 

As mentioned earlier, measuring the success of community
based initiatives means that you may want to establish other 
suitable benchmarks. While statistics of 'hits' can provide 
useful information, try also to analyze how the website is 
performing as a networking and information dissemination 
tool. When conducting visitor surveys, include questions 
about your website and its use and value to visitors. Also 
check with other businesses in the community and other 
communities to see if your website is benefiting them. 

Maintenance - One of the continuing problems of all 
websites is the need for maintenance. No matter how good 
your museum collection and how skilled and dedicated your 
staff, if you website is still advertising your upcoming special 
exhibition months after it closed, your whole institution risks 
being dismissed as amateurish. All information eventually 
goes stale. Your address may not change often, but telephone 
numbers do, as do contact people and current events. Make 
sure yoUI' plans and budgets allow for ongoing maintenance 
of the page contents. Put procedures in place for monthly or 
quarterly self-audits of your own website, preferably by 
someone accessing it from outside your organization or group. 
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A Coordinating Group - It may be useful to appoint an 
Internet steering group or committee that will lead your 
website project through its various stages. It may, for example, 
conduct aspects of the research (or situation analysis) and 
present it to your group. In developing this group there are a 
few things to keep in mind: 

• Don't make it too big and cumbersome, but at the same time 
make it large enough to accommodate the skills and 
enthusiasm that you may find within your area. The external 
developer (if there is one) will normally be included and 
sometimes external partners may also be represented. 
Such a group may prOVide a way to get computer-savvy 
youth involved . 

• This group plays an important role in inter-facing between 
the general community and the website. development. If 
possible, find members who have some knowledge of 
websites and computer technologies - they can prOVide vital 
information to the broader population about what a site 
can/cannot do a'1.9.what its potential may be. 
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The type of website you decide to develop and the level of 
professional assistance required will depend upon your needs. 
Quite sophisticated website development applications 
(software) are available off the shelf. With an internet service 
provider and an email address you may be able to develop 
your own website. It may be worth your while, however, to get 
the services of a website designer who can help you to sort out 
your needs and to develop a very professional product. 

a) Types of Websites - There are, essentially, three types or 
generations of websites. Community websites often go 
through each of these stages, developing more sophisticated 
sites as needs require. These stages or generations are 
summarized in the table on the following page. 

b) Creating a community-oriented website through web-raising: 

Most community web sites aim to be an authentic representa
tion of the community. In practice most of them actually 
reflect the values and attitudes of the programmers. The 
ideal situation would be for members of the community to 
build the web site themselves. But, where most people in 
the community have no technical ability, the standard 
solution has been to get in a programmer from outside. 
He/she asks a few questions, takes some notes and then 
builds the web site without actually taking the time to 
understand the community's unique perspective and needs. 
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Types of Websites 

Website Generation Description 

First Generation 

Second Generation 

Third Generation 

~most common on the Internet 

-displays information, essentially, 
as an electronic brochure 

... 

-essentially provides an online mail 
order' service for you to sell your 
products (e.g.,. gift line) 

-Ecommerce software can be bought 
off the shelf requiring you to only 
enter details and photos of products 

-include the above capabilities 

-focused on building relationships 
with and involvIng the community 

-relies on two-way email communication 

. 

-great way to get feedback on your heritage site 

Advantages/Disadvantages 

-simplest to develop 

-requires the least on-going input from spon50r 
(aside from updating) 

~doesn/t allow for interaction with visitor or the ability 
to· respond to visitors additional. information needs 

-rising expectations by users mean that a visually
unappealing or unsophisticated site isn't going to 
get people's attention 

-need email, credit card merchant account 
-must have a reliable system for responding 
promptly to orders 

-takes more time and effort to develop and manage 

-provides excellent capabilities for a truly interactive 
community website 

A WEBSITE THAT ALLOWS YOU TO INTERACT WITH YOUR VISITORS 

The third stage of website creates an online community of people associated with the mu'seum, archives, interpretation 
centre or whatever the heritage attraction might be. Its development is a·lot mare 'complex, but also more rewarding. It 
needs a .. fafr degree of dedication and time commitment: it cannot be turned on and off', The main component is email. 
Email addresses can be gathered from the web site from an: online vi'sitar1s book, from encouraging questions (and 
answering them!) or by putting· up little quizzes and competitions on the web s'ite for people to fill in. You can also use 
online questionnaires asking for comment about your site Or your actual museum to· get visitor1s email addresses. Leaflets 
inside' the attraction can be used as. well. 

The, email is used to maintain an online relationship. with visitors,. volunteers and- other supporters. By keeping up a 
regular correspondence with people, you'create an image in their minds of a warm, friendly place that they like·to hear 
from and.want to visit again and again. The correspondence can be an email newsletter, activity reparts,or news snippets. 
For example, if the attraction is' a marine heritage centre it is easy to collect news from the: Internet about underwater 
discoveries or new research coming out in the subject area, Most peopre enjoy being, kept up to date on topics relating, to 
their- hobbies or leisure interests., You can even host ema.il discussi'on. groups} ask~an~expert services, or encourage people 
to send you their reminiscences or- stories of their personal. collections and share them with the community, 

Once you have' built up and earned a relationship you are· in· a position to aSK for assistance" advertise conferences, pitch 
for donations l , ar make special offers from your gift shop. How you' use your onli'ne community offriends will depend on 
your particular circumstances, but they will always be a· valuable resource. 
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Web-raising takes website technology to the community and 
lets people access the technology on their own terms. The 
process is more like anthropology field work than 
programming. The entire community, everyone from children 
to elders, is invited to meet up with a group of developers ~ 
often IT students ~ on their own grounds. The developers 
take along scanners, digital cameras, laptop computers and 
digital recorders and take photos of family groups and 
individuals, scan old photos, record oral histories, recipes, 
gossip - whatever the community wants to talk about, 
whatever makes them unique. The result is a mass of 
authentic data direct from the source, which can be put 
straight onto the web site. How it is all organized is worked 
out in subsequent visits, where the community uses their 
own social processes to decide how the world will see them. 
Web-raising could complement well the 'Community 
Memories' approach, in which a community shares its stories 
with the wider world. With inter-active capabilities it can 
become an evolving community history. 

c) Choosing an Expert to Help 

The design and building of web sites is often done by IT 
professionals who do not fully understand the aims and goals 
of the community/heritage product that they are working on. 
On other occasions, web sites are designed and completed by 
people who are intimately involved with the parent 
organization (eg museum curator), but who do not fully 
comprehend the capabilities or culture of the Internet. 

There are a number of different options for working with an 
expert to develop a website: 

1. Your community may decide to work with a private website 
developer and have a relatively 'hands-off' approach to the 
development and operation of the website. 

2. Other groups may prefer to form a relationship with an 
internet programming company or developer and actively 
design and shape the content throughout the process. 

3. Still others may decide develop their site using their own 
internal staff and skills, using external expertise only for 
advice and in very specialized areas as needed. 

4. You may form a partnership with a local educational 
institution, organization or company that can provide 'in
kind' contributions of expertise. In exchange for their 
services they may get experience (in the case of students) 
or exposure (advertising) in the case of the private sector. 

NOT ALL WEBSITE DESIGNERS 
ARE CREATED EQUAL 

Unfortunately, because there is such 
explosive growth in. the web site 
building industry there are a number 
of designers that can best be 
described as 'cowboys": people 
holding themselves out as experts 
but who actually have very limited 
experience which they hope to make 
up for with a mixture of enthusiasm 
and learning as they go along. 
Engaging this kind of person can 
cause serious ,and ongoing problems. 
Be especially clear an intellectual 
property (your unique community 
and site specific knowledge and 
experiences that make. up what you 
are presenting to the, reset of the 
world) - make sure you control and 
own this so you can make changes 
and switch serVices when you, decide, 
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If you are going to work with a website developer or 
information technology strategist there are some handy hints 
you should bear in mind when deciding who to hire: 

• Do they listen to you? Are they taking account of 
community feedback? 

• How much time are they willing to spend planning with 
you? 

• Do they have the experience you need? 

• Have they worked on similar types of community projects 
before? 

• Are you risking being a lab-rat? 
Are they pushing untested approa<;hes? 

• Do you trust them - are they willing to spend time 
developing a relationship? 

• Will they be there tomorrow? The industry has a high turn
over rate. Seek information on past clients. 

Considerations for developer agreements: 

• Set a realistic development timeframe. Internet sites take a 
lot of fine tuning and often information or layouts change as 
development occurs. Remember that community members 
themselves may have to stick to deadlines in terms of 

content provision. 

• Document the scope of the work accurately (avoid 
'specification creep' in which the work required and the 
costs to undertake it escalate) 

• Agree on cost/terms of work up front. 

FACILITATION GUIDE 

1. With your group make a list of what you want your website to achieve for you. Consider developing 
these points into a mission statement. 

2. Ask for volunteers to undertake a web-audit and, with the use of a computer, review their findings with 
the larger group. Ask participants to note which sites or aspects of sites they like. 

3. Make a list of individuals, companies, school groups, etc. who could assist you with the development of 
your website. 
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design if they are to be attractive to the public. 
This applies to interpretive and directional signage, 

exhibits, buildings, trails and other infrastructure. Lack 
of attention to design can make a heritage facility look 
amateurish and unappealing and can result in interpretive 
elements that fail to communicate well. This module examines 
some of the elements of good design as they apply to various 
types of heritage projects. It deals primarily with aesthetic 
considerations rather than with functional aspects of design. 

I. Q~,SIGNING Q,UllDiNGS &,ii 
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Natural and cultural heritage initiatives often require the 
construction of new structures or the adaptation of 
existing ones. A well-designed building: 

• adequately meets the needs of the functions being housed in 
the structure 

• offers visitors a pleasant environment 

• meets the physical and comfort needs of users 

• relates in some way to the aspect of heritage that is being 
presented 

• responds wellto the setting or environment in which it is found 

• offers an efficient work environment for staff, by proViding 
adequate space for staff needs and an efficient physical layout 1 

Generally, if an existing building is being adapted for interpretive 
use it is desirable to maintain as much of the original character 
of the building as possible. In the case of structures with historical 
or architectural Significance, efforts should be made to restore 
significant features both inside and out. Exhibits should respect 
Significant architectural features (Le., not cover them up). 

Unless a building is downright ugly, some effort should be 
taken to retain something of the original character and 
historical integrity. As an example, former industrial buildings 
are often ideal for museum and interpretive functions as they 
offer large open spaces that are easily adaptable. In such an 
instance it would be desirable to maintain some of the 
'industrial' qualities of the building rather than trying to make 
it look like a totally different building. 

Photo: TlJ1's garden at the Colony o[ 

Avalon, which recreates an early 17th 

Cel1{wy English Gentleman s Garden, adds 

an interesting inteIpretive element. It 
employs local cobblestone [or walkways. 

Plant species used are based OIl carelhi 

research of period gardens. 

I For designers of new cultural (acilities, 

staff Jleeds Eire sometimes [Tented as an 

alter thought. The result can be: reception 

desks, electrical outJets/swUc1ws, and 

telephones tlwt are hi '-he wrong space: 

insufficient workspace areas, All designers 

should be requested to prepare a 
comprehensive user requhement statement 

pdor £0 developing building designs 
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KEEPING IT REAL 

When creating interpretive buildings, 
groups sometimes resort to 'reconstr~ 
ucting' historical buildings that have 
been destroyed. While not always 
inappropriate, the practice is. not 
currently fashionable amongst 
heritage preservation ists as it is 
costly, uses precious resources that 
could be used to restore existing 
heritage buildings} and risks creating 
a false sense of history (i.e., leading 
visitors to· assume that it is the 'rea.l 
thing'). An even more questi'onable 

practice i's- to 'fabricate' heritage-type 
buildings that are not based on 
actual historic ones. These are often 
of a generic type (e.g., the little red 
school house) that are based more 
on romance than on history and, as 
suchl are easily perceived by know
ledgeable visitors as 'fake'. Such 
fabricated structures fall more into. 

the category of theme park than, of 
heritage site. Another problem 
encountered in treating buildi'ngs is, 
'gentrification' in which a structure is 
'fancied: up' with decorative mouldings 
and details which it never had. Such 
detailing may be hi'storicaJly accurate 
for somewhere else'but not in your 
community and can be misleading
for visitors. If in doubt as to what is 
appropriate, see what was traditionally 
used On similar structures i'n your 
locale by examining other similar 
buildings and by examining historical 
photographs. 

Photo: A water feflture was constructed 

adjacent to the Codroy Wetlands 

inteJpretation Centre to symbolize clements 

found in the Codroy Valley. 

Purpose-built structures can communicate to the public 
something about their function. As an example, the Port aux 
Basques Railway Heritage Centre is housed in a new building 
that echoes the form of traditional railway stations in the 
province. Following are a number of suggestions for building 
new structures to house heritage functions: 

• consider the use of traditional design elements and materials 
from your community or region such as typical roof forms, 
architectural detailing, cladding (e.g., clapboard, wood 
shingles), etc. These don't have to be literal interpretations 
but can be used in interesting contemporary ways. 

• natural heritage structures (i.e., that house natural history 
interpretation, kiosks, shelters) should, ideally, make use 
of natural materials (particularly those found in the area) 
as a way to communicate 'natural heritage' and to fit in with 
a natural environment. Such materials might include wood 
and masonry (stone, brick). Even manufactured materials 
made from natural elements such as metal and glass can be 
appropriate. Synthetic materials such as Vinyls and plastics 
are generally not. Natural colours also lend themselves well. 
The same principles also hold true for building interiors. 

• Landscaping around a building helps to anchor it to its site 
(so it doesn't look like it is floating) and to make it more 
inviting. Often landscaping around public buildings consists 
of a few generic shrubs and some inter-locking brick pavers. 
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With some creativity it is possible to landscape in ways 
that are both attractive and relate in some way to what is 
being interpreted. For heritage buildings, research how 
the site was historically landscaped. If no information is 
available, find out what plants and garden designs were 
traditionally used in the community. For a residential 
building, flower beds and kitchen gardens may be 
appropriate. If it was clear that the structure was never 
landscaped it is likely appropriate, for historical reasons, 
to leave it that way. For natural interpretation sites a 
naturalistic approach to landscaping is most suitable. 
Where possible, use plantings that are native or similar 
to those found in your region. Consider incorporating 
local rock, driftwood and other 'as found' items. Another 
possibility is to use plantings that attract wildlife (e.g., 
flowering and fruiting plants to attract birds and 
butterflies, brush or log piles for small animals and 
overwintering butterflies). Contact the Memorial 
University Botanical Gardens for a list of suitable 
plantings (www.mun.ca/botgarden/). The Canadian 
Wildlife Federation has a section on its website called 
'Wild About Gardening' (http://www.cwHcf.org/) 

• Consider natural materials llke wood or stone for walkways. 

Remember that pressure-treated lumber is toxic to the 
environment and should be avoided if at all possible. 

• use interesting building shapes and roof forms to make 
your building stand out. It is important that it 'read' as a 
special type of building in the community rather than as a 

residential or commercial structure 

• before starting to design a building ensure that a 
'bullding program' is prepared. This includes a detailed 

description of all space requirements (for display, special 
activities, storage, work areas, reception, etc.) and needs 

(Le., functions) that the building must fulfill. It would 
also indicate special needs for collections such as climate 
control. You wouldn't, for example, want to use a wet 
sprinkler system in an archival storage area. Your designer 
should work with you to develop a building program. 

Photo: Historic photos can provide useful 

information when designing new buildings 

or considering ElppropIiate landscape 

features around heritage buildings. 
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Photo: Undertake inventories for new trails 

situated near water features during high 

water mark (spring and after heavy rains). 

In summer, only about hajj' of this stretch 

of boardwalk actually crosses water. This 

bridge makes use of untreated, durable 

juniper (larch) which is recommended over 

pressure-treated lumber that is toxic to the 

environment. 

Photo: The use of local rock for this hridge 

is bath cost-effective and natural in 

appearance. 

• To create trails that are comfortable and safe to use (this 
depends upon the intended users - challenging trails for 
experienced hikers will require minimal infrastructure) 

• To make trails aesthetically (visually) appealing 

• To protect and respect the natural environment/habitat in 
which the trail is found 

• To ensure that they are affordable to create and can be 
maintained over the long term without too much difficulty 
or expense 

The last decade or so has seen a flurry of trail development 
in Newfoundland and Labrador. Most of these trails have 
been developed by community groups interested in creating 
attractions for tourists and local residents. While many of 
these are of high quality and offer users a very satisfactory 
experience, there are also a significant number that have 
failed to meet their potential due to poor design. Perhaps one 
of the biggest problems is over-cutting whereby a wide swath 
has been cut through the woods, taking away the experience 
of being in a natural environment. Others have been cut in a 
straight line which, again, detracts from the natural qualities 
of a trail. Still others have damaged sensitive areas, some 
containing rare plants or natural features. And some have 
failed to take advantage of scenic features (e.g., a trail that 
runs for several kilometres along a scenic river, yet offers 
minimal views of the river). 

Here are a few suggestions for creating trails that are visually 
appealing and attractive to users. Part of the 'attractiveness' 
of a trail to a hiker - many of whom are nature 'buffs' - is 
the fact that it is enVironmentally friendly. 

• before developing a trail think carefully about the intended 
users and their needs. 

• undertake a thorough inventory of natural and cultural 
features in the area where the trail is to be developed. This 
would include various types of habitat (wetlands, woodlands, 
barrens, coastal areas), plants (which you may either want 
people to observe or to stay clear of due to their rarity), 
animals (which you may want to make people aware of or 
want to keep people away from nesting sites), geographical 
and geological features, topography (slopes), existing paths 
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and roadways (portions of which can be incorporated into 
your trail) and cultural features (such as ruins or places of 
historical significance). A good inventory will help you to: 
route a trail to places that you want users to experience; 
keep hikers away from ecologically sensitive areas; and 
adequately address steep grades, wet areas, and water 
features (Which may require bridging). A good inventory 
can also be useful when developing promotional and 
educational materials for your site. 

• looped trails (Which may contain shorter loops within them) 
are preferable to linear trails which require people to 
backtrack over ground already covered. 

• gently curving trails appear more naturalistic than straight 
ones and provide hikers with a sense of something new to 
discover around every turn. 

• sensitively incorporate natural features. This means going 
around mature trees rather than cutting them down, skirting 
interesting rock outcroppings and providing access to water 
features such as streams, lakes and ponds. Where possible, 
provide opportunities for looking out over attractive vistas. 

• keep trail clearances (Le., the trail and its shoulder areas) 
to no more than around eight feet 

• use local, natural materials where ever possible (Le., ideally 
trees and rock found on the site). This will help to keep 
costs down, will make maintenance easier, and will create a 
pleasing 'naturalistic' trail. Pressure-treated wood should 
be avoided as it is toxic to the environment, not to mention 
expensive. An alternative wood with good natural preservative 
qualities is juniper (larch). Boardwalks should be used only 
where necessary as they are expensive to build and maintain. 

• use attractive directional signage (e.g., arrows) to keep 
people on the trail. This is most important on wilderness 
trails where it can be easy to get lost. Trailhead signs are 
useful for providing information such as: hiking length/ 
time; degree of difficulty; a map; and information about 
interesting features on the trail. 

• incorporate professional-looking interpretive signage along 
the trail to explain important natural and cultural features. 
This can help to engage the hiker in a greater way and 
prOVide learning opportunities. 

F or more information on designing and building a trail see: 

Trapp, S., et al. Signs, Trails, and Wayside Exhibits: Connecting 
People and Places. Stevens Paint, WI, UW-Sp (1994) 

Long, Alan & Anne Todd-Bockarie. Trails, Bridges & 
Boardwalks, www.sfrc.ufl.edu/Extension/pubtxt/for5htm (1994) 
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Photo: The use of a laIge g.raphic image in 

this display case provides a strong focal 

point and a context artifacts. 

2 A divrf-lI1la is a three-dimensional 

recreation or simulation of a particular 

natuml habitf-lt or cultural space (e.g .. a 

room or street scene) intended to create a 

sense of reality. While generally popuJaJ; 

they can be quite costly to create and to 

maintain. 
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I nterpretive elements c~n:'~()lJsist of displays of 
interesting/significant ~'bj~'6ts (cultural artifacts, natural 
history specimens) and/or interpretive panels with text 

and graphics. These can be located indoors or outdoors. In 
the case of the latter they may be situated along trails, at 
Significant natural or historic sites, and on the exterior of 
buildings. The purpose of interpretive elements is to engage 
and inform/ communicate with the visitor. Some things to 
consider when developing interpretive displays and signage 
include: 

• Keep text to a minimum and present only the most 
important information - people will not read text if there 
is too much of it or if it is too technical. 

• Avoid visually cluttered panels - not only should 
excessive text be avoided but too much visual information 
in the form of a lot of photographs or sketches can make a 
panel unfocused. Include graphiC images (none too small) 
of various sizes, one of which provides a dominant focal 
point (possibly as a backdrop image). Allow for some 
'white space' on the panel to make it more restful to the 
eye. Always think about how much information a person 
can take in at one stop. And remember that panels are a 
visual medium that, to communicate effectively, must be 
visually stimulating. 

• Avoid crowded, cluttered displays - too many artifacts 
jammed together make it difficult to focus on anyone 
thing. Some community museums cannot resist the urge 
to display all of their artifacts at once. Think seriously 
about how many examples of a particular item visitors 
want or need to see (one may be enough unless the 
display is focussing on particular items and the variations 
in them). If you have more than one example of an artifact 
keep some of them in storage and revolve artifacts from 
time to time. This can give people a reason to come back 
on a repeat basis. Give artifacts enough space and, where 
possible, group artifacts in ways that demonstrate their 
traditional use or context. This can be done with the use 
of props and/or photographs and graphic materials. As an 
example, a large backdrop photo of a blacksmith shop 
would be effective in displaying blacksmith tools. 
Specimens or models of animals could be displayed 
against a backdrop or diorama 2 of their habitat. 
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• Select durable signage systems for exterior use -
exterior sign age is open to the elements and can be 
subject to vandalism. Some systems are somewhat 
resistant to vandalism and can be repaired if necessary. 
Most are quite costly. Consult a designer with 
experience in developing exterior interpretive panels as 
to the appropriate system for your needs and budget and 
shop around. Signage companies may try to sell you the 
most expensive system or whatever particular system 
they offer. The following chart includes information on 
a number of different signage systems: 

Signage System Characteristics 

Porcela.in Enamel over stee.l ~graphi.c image on enamel finish on steel 

~attractive, glossy finish 10 year guarantee 

-not suitable for windy locations where 
grit damages enamel surface resulting in rust 

-moderate vandalism resistance 

Price Range 

high . 

High pressure Laminate/ -graphic image is embedded in a phenolic (plastic) moderate to high 

embedded image 

Screen-printed on various 
materials (fibreglass, plywood) 

Painted on treated plywood 

skin that can be laminated to a' variety of surfaces 

-up to 10 year guarantee 

-very resistant to scratching(vandalisml 

-non-rusting 

-can be repaired- if damaged 

-embedded images will not be as. clear as 
other techniques 

-can' be clear-coated to increase resistance 
to- vandal'ism 

-7'10 year guarantee 

-not particularly scratch resistant 

-hand-painted by commercial,:artist 

-offer limited range of graphic options 

-will fade 

-poor scratch and vandal- resistance 

Moderate 

Moderate 

The Newfoundland InscctariuIIl in Deer 

Lake veIY successfully adapted a former 

daby bam [or use as a naturn1 histOIY 
museum. The 'barn! chnJ'ncter of the 

structure was retained, in part through 

leaving wood posts and beams exposed, 

while creating a contemporary, dynamic 

exhibit space. 
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Photos: The Grand Codmy Wetlands 

InteJpretation Cenlre incorporated a 

number of features into its landscaping. 

Foundation planting around the building 

included shrubs liwt attract birds and 

butterflies. Steel cut-outs of' birds set on 

posts help add visual interest to the 

structure. A water feature was constructed 

adjacent to the centre that incorporates 

landscape elements laund in llw Codmy 

Valley (rock, water fall, bog, becu.:h) 

When considering different signage systems the real 
measure is cost-effectiveness. Clearly a signage that costs 
$300 with a 3 year guarantee is not as cost-effective as a 
$500 sign with a 10 year guarantee. 

Some practical considerations for interpretive signage: 

• ensure that sign fabricators manufacture appropriate 
mounting devices that are compatible with your display 
systems 

• consider removing outdoor panels during the winter. This 
will prolong their life. Develop easy to remove mounting 
systems and plywood 'pillow cases' at the outset 

• for outdoor silk-screened panels, consider getting a 
second copy printed during initial manufacturing. The 
cost will be conSiderably cheaper than having it done at 
a later time. 

• It is advisable to work through your exhibit designer to 
select the appropriate type of signage and the best 
company to undertake fabrication. 

Professional-looking interpretive displays require professional 
input. For additional information on working with professionals 
see Module 12. For additional information on developing 
effective interpretive strategies see Module 10. 

FACILITATION GUIDE 

1.rl your group is designing a new building have the group identify what defines typical traditional 
structures in the community (e.g.,. building shapes, roof forms, decorative detailing, materials). 
Use photographs and sketches to demonstrate typical features either in a scrap book form Qr on panels 
on a wall. 

2. Further to the above exercise, ask your group to identify buildings that they like (i.e .. , that they have 
experienced or seen in a book or magazine). Discuss them and select ideas that you. might want to have 
incorporated into your building. Present them to your designer. 

3. For a trail project,. ask members of your group to think about trails that they have visited. Ask them to 
identify features/amenities that they might like to see. 

4. Plan a field trip with your group to a successful heritage facility/trail and identify elements that you feel 
are successful/ appealing. You might also want to identify design elements or inadequacies that you 
experience. 

.. 
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