
 

Technical Memorandum 1: 

First Impressions and Initial Ideas 
To:  Upper Housatonic Valley National Heritage Area Board of Trustees 

From:  Elaine Carmichael and David Versel, Economic Stewardship, Inc. 
 Tom Gallaher, Heritage Directions LLC 

Date:  November 7, 2008 

From October 28 through October 30, we visited the 
Upper Housatonic Valley National Heritage Area, 
toured most (though not all) major heritage sites and 
met with dozens of heritage stakeholders in a variety 
of settings.  Since then, we have read up on 
UHVNHA history and prior efforts, ruminated on what 
we have learned so far, discussed our preliminary 
impressions and formed some early opinions… which 
continue to evolve.  This memo presents our first 
impressions of the UHVNHA (good, bad and 
otherwise) along with our ideas for items in need of 
consideration by the UHVNHA Board of Trustees. 

Impressions from Our Visit 

We really enjoyed our whirlwind tour (see box at right) 
and appreciate the efforts Dan and other Trustees 
made to ensure that our time in the Housatonic Valley was both enjoyable and productive.   

So far, we have visited the Sloane Stanley 
Museum/Kent Furnace, Kent Falls State 
Park, West Cornwall Village, Pocketknife 
Square, North.  Canaan Union Station, 
Beckley Furnace, Norfolk Village, 
Bartholomew’s Cobble, Colonel Ashley 
House, Lake Mansfield, Mahaiwe 
Theater, DuBois homesite, Great 
Barrington Riverwalk, Lee Congregational 
Church, Flynn Trail in Stockbridge, 
Mission House, Naumkeag (exterior only), 
Red Lion Inn, Berkshire Museum, Colonial 
Theater and Hancock Shaker Village.  
Future visits will include Tanglewood, 
Jacob’s Pillow, Norman Rockwell 
Museum, Mount, Chesterwood and 
Naumkeag’s interior. 

Visitor Perspective 

During our initial visit we strove to remove our consultant s’ hats and experience the area as 
typical heritage tourists—educated, well-traveled and curious visitors with high expectations for 
quality, consistency and learning potential.  From this perspective, we gleaned the following 
impressions. 

 The physical landscape is New England postcard-perfect.  The Upper Housatonic 
Valley’s rural landscapes are nothing short of idyllic, particularly for a region located 



 

so close to the “BosWash” Northeast Corridor undifferentiated slurb.  Vistas of 
mountains and fields set off neat and attractive historic colonial/industrial era villages 
with discrete edges; sprawl and auto-oriented development is limited to the immediate 
outskirts of the region’s largest towns (Pittsfield, Lee and Great Barrington in particular).  
In short, the region offers picaresque scenery and charm. 

 Many layers of history are evident.  Some heritage sites and areas fall victim to the 
temptation to preserve a particular story and/or era (or even particular year) in amber.  
The UHV’s heritage sites cover broad swaths of subjects and time frames, 
encompassing Colonial/Revolutionary War history (Shay’s Rebellion, Mission House, 
Colonel Ashley House), the early industrial era (Beckley Furnace, Sloane-Stanley 
Museum), religious expression (Hancock Shaker Village, Lee Congregational Church), 
African-American history (Mum Bett, W.E.B.  DuBois, Jacob’s Pillow), several 
generations of arts and music (Daniel Chester French, Edith Wharton, Tanglewood, 
Norman Rockwell) and a long history as a travelers’ retreat.  In the case of the 
Berkshire Museum (a true treasure!), all of these layers are visible under one roof. 

 Hospitality is excellent for a rural area.  The quality of lodging, dining, shopping, 
cultural events and entertainment in the UHV far, far surpasses the norm for small towns 
and rural locations.  This stems in large part to the region’s long history as a 
destination for artists, intellectuals, boarding school students and affluent vacationers.  
Equally important is the presence of more reasonably priced dining and lodging 
options, especially around the Lee exit from the Mass Pike, as it makes the region 
accessible to less affluent families.   

 UNVNHA inspires lifelong affection.  The range of hospitality offerings (price point, 
sophistication, etc) and the unspoiled landscape means that UHVNHA can become a 
lifelong destination that can accommodate people as they cycle through live stages--
from student to DINK to family to empty nester—with their concomitant change in 
desired accommodations: campsite, inn, vacation rental, second home, luxury resort.   

 Regional identity splits at the state line.  Simply put, those on the Massachusetts side 
refer to the area as “The Berkshires” and those on the Connecticut side term it “The 
Litchfield Hills.” The “Upper Housatonic Valley” brand is therefore all but invisible to the 
visitor.  Furthermore, there are few thematic connections between the two sides’ 
heritage attractions—The Berkshires mainly addresses arts, culture and African 



 

American history, while the Litchfield Hills focus primarily on industrial history.  The two 
sides are, however, unified by recreational activities. 

 Gateways are not well defined.  Since the region lacks a single dominant community 
or attraction, there are multiple points through which visitors enter the region—at 
present, none of these gateways adequately communicates a sense of arrival.  The Lee 
exit from the Mass Pike, the primary point of entry, is probably the least attractive 
single spot in the entire region and, aside from MassDOT wayfinding signage, there is 
little indication that you have arrived in an area with such a rich heritage.  The area’s 
southern gateway, Route 7 in Kent, another well traveled route, has the Sloane-
Stanley/Kent Furnace site to welcome visitors, but it is only sporadically open and not 
highly visible.  Other gateways (Route 44 in Salisbury, Route 20 in Hancock, Route 
23 in Egremont, Route 4 in Cornwall, Route 7 in Lanesborough) offer visitors no 
indication that they have arrived in the region. 

 The Housatonic River is very visible and accessible.  Regardless of whether a visitor is 
touring by car or exploring on foot or by bicycle, the Housatonic River is very easy to 
“touch.” Driving along Route 7 between Kent and Stockbridge yields eight crossings 
and numerous stretches where the river is visible by the wayside.  Many villages and 
visitor sites directly abut the river and offer easy access: Sloane-Stanley/Kent Furnace, 
Kent Falls, West Cornwall, Falls Village, Bartholomew’s Cobble, Great Barrington, Lee 
and Stockbridge. 

 The onslaught of factual information needs to be managed.  The Upper Housatonic 
Valley’s historical and cultural largesse has the ancillary effect of exposing visitors to an 
extraordinary volume of information about the region’s people, places and stories.  
While aficionados of particular personalities and/or historical eras embrace this 
approach, it can become a turnoff for the casual heritage visitor.  The means of 
communicating local and regional history to visitors therefore must carefully consider 
the audience(s). 

 The region’s complexity defies facile interpretation.  An issue related to the 
aforementioned “too much information” matter is the “too much territory” problem.  
Covering two states, 29 towns, 35 historic villages, hundreds of years of history, 
dozens of famous personalities and an abundance of outdoor recreational 
opportunities, the UHNVHA is simply too large and diverse for visitors to experience it 
all at once or grock how major themes interrelate.  On the other hand, happy first 



 

experiences could lead to repeat visitation—already evidenced by the second-home 
market. 

 The region offers many hands-on experiences.  Most historic sites fall victim to the “red 
velvet rope” syndrome—you can look, but can’t touch.  While there certainly are sites 
in the UHNVHA that fit this description, there are many more that invite visitors to 
explore art, culture and history in a hands-on way.  Outdoor sites like Beckley Furnace, 
Bartholomew’s Cobble, the Berkshire Botanical Garden, Hancock Shaker Village and 
the W.E.B.  DuBois homesite allow visitors to walk through history.  Historic 
performance venues such as Tanglewood, Jacob’s Pillow and the Colonial and 
Mahaiwe theaters offer fresh programming, and not just a peek at history. 

Consultant Perspective 

Our trip included a variety of one-to-one and group conversations with many knowledgeable 
people in the region.  So, following our return home, the visitor hats came off and we began 
to consider a few deeper issues. 

 Migration continues its large role affecting the region’s character and economy.  Early 
European settlement of the Upper Housatonic Valley was driven largely by migration 
from two proximate and more urbanized valleys: the Hudson and the Connecticut.  
Today, the region is experiencing another wave of in-migration—retirees and late 
career professionals from New York and Boston who come to the area for the very 
same reasons that have always drawn vacationers.  Though these individuals have 
helped the region transition from an industrial economy to a service-based economy, 
they are changing the culture as well, often in unintended ways.  This imported wealth 
has led to increased land conservation activity—which, while preserving scenic and 
recreational opportunities, also contributes to a shortage of affordable housing for 
working families in the area.  The shortage of affordable housing for those employed 
in the tourism industry is a potential threat to the area’s long-term viability as a heritage 
area. 

 Organizations reinforce the presence of the state line.  As noted above, the present 
visitor experience very clearly separates the Massachusetts Berkshires from the 
Connecticut Litchfield Hills.  Each region’s tourism promotion efforts are aimed at sites 
within state boundaries—understandably so, given state funding.  However, other 
factors also reinforce the state line: the strong presence of the Massachusetts-focused 
Trustees of Reservations; the direct management of the Sloane-Stanley Museum by the 



 

State of Connecticut; the existence of separate regional planning agencies on each 
side of the border with very different capabilities and priorities.  On the positive side, 
the heritage area itself and the Housatonic Valley Association have made great strides 
towards erasing the state boundary as an impediment to regional thinking. 

 The Upper Housatonic Valley prides itself on independent thinking.  From its earliest 
days, the culture of the region has been bound together by independent thinking: 
hardy early settlers, colonial rebels, Shakers, industrial innovators, abolitionists, slaves 
seeking freedom, artists, writers, performers and entrepreneurs of all stripes.  This 
independent streak permeates the history and the present of the region’s villages and 
rural areas; it persists even among newcomers who are looking to break free from the 
bonds of bigger cities. 

 Lots of cooks in the kitchen.  As with the rest of New England, town identity remains 
extremely strong in the Upper Housatonic Valley.  Even though most of the 29 towns in 
the region are very small, rural places with permanent populations of a couple 
thousand or less, there are still multiple layers of land use review and regulation, 
particular in communities with historic districts.  A related issue is the presence of many 
local land trusts, which complicates region-wide efforts to plan for land conservation 
and stewardship (though the HVA’s Litchfield Hills Greenprint Project is aiming to 
orchestrate such efforts on the Connecticut side).  Also of concern for regional planning 
is the enormous number of mainly small nonprofit entities that control individual historic 
and cultural sites. 

 Economic development is not paramount.  Most rural heritage areas are formed with 
an eye towards spurring the economic revitalization of decrepit small towns.  The 
unique nature of the Upper Housatonic Valley has allowed it to remain generally 
economically prosperous.  While increased business activity is viewed positively by the 
region’s leaders (and there are some historic villages in need of improvement), 
economic development is clearly not the central focus of this management planning 
effort. 

 Big plans are already under way.  Several of the UHVNHA’s partner organizations 
are already undertaking ambitious projects: the Berkshire Museum is in the middle of a 
$10 million renovation that is greatly enhancing its exhibits and facilities; the Sloane-
Stanley Museum is looking for ways to re-energize its long-static offerings; Great 
Barrington Trails has plans for an area-wide trail system; HVA is pursuing a variety of 



 

recreation and conservation projects; Hancock Shaker Village has plans for a major 
(but as yet undefined) initiative tied to its 50th anniversary in 2010.  These 
independent efforts add up to an impressive list of improvements that will enhance the 
region’s appeal as a heritage destination in the future.  This also points to opportunities 
to leverage significant cross-border cooperation in the management action plan and 
generate PR for the region. 

Strategic/Management Issues to Explore 

Our initial research and subsequent discussions produced a variety of ideas for potential 
initiatives as part of the UHNVHA’s management planning process. 

 Name.  We are not convinced that the name “Upper Housatonic Valley” effectively 
communicates how residents and visitors identify with the region.  While this may be 
somewhat due to the state-specific identities of the Berkshires and Litchfield Hills, it is 
probably also attributable to two other factors: 1) the (possibly negative) association 
with the lower Housatonic, which traverses a heavily urbanized section of southern 
Connecticut; 2) from its headwaters through Pittsfield, the Housatonic trickles more like 
a stream than a river.  The degree to which people identify with the Upper Housatonic 
Valley—or don’t—needs exploration. 

 Identity.  The state line is a clear obstacle to establishing a unified identity for the 
region, both experientially and organizationally.  We strongly urge the Board of 
Trustees to explore ways to break down this barrier. 

 Transportation as Experience.  The region’s development was strongly tied to railroads, 
and the Housatonic Railroad is still intact as a freight line, although passenger and 
scenic railway service is very limited.  The only passenger rail options in the region are 
the once-a-day Amtrak stop in Pittsfield and May through October service from Lenox to 
Stockbridge on the Berkshire Scenic Railroad.  In the future, the railroad could be both 
a valuable linkage to travelers coming to the area and a great asset for touring. 

 Gateways.  Gateways to the region are poorly defined, making it difficult for an 
arriving visitor to become oriented and to easily learn about things to see and do.  It is 
worth considering how and where to greet visitors (and the potential costs and benefits 
of different options.) 



 

 Role.  The UHNVHA is operating in an environment already chock-a-block with many 
historical, environmental, cultural and community-based nonprofits of varying 
capabilities.  The heritage area organization thus has little room to stake out its own 
role as an active player.  For this reason, we believe that the management plan should 
primarily focus on building linkages among these varied groups and exploring a few 
out-of-the box funding mechanisms. 

Interpretive Themes 

The National Park Service’s feasibility study for UHVNHA identified five “heritage themes” for 
the region: 

1. Cultural resort 

2. Shaping a scenic landscape 

3. Cradle of industry 

4. Revolutionary War era and development of democracy 

5. Other Heritage Themes: Mohican Indians, Shakers, Historic Towns. 

In keeping with our conclusion that visitors to the area can easily succumb to information 
overload, we believe that the essence of UHVNHA cannot be easily communicated to all 
visitors.  Instead, interpreting this heritage area requires fitting each of these themes into a 
broader narrative.  Casting each of the more topic and/or era-specific stories within this 
singular, larger narrative lends the heritage area greater relevance to a broader spectrum of 
society and, hence, a wider array of audiences.  Ideally, the broader narrative will offer some 
sort of inspiration—to both residents and visitors—or, at least, strike them as pertinent to their 
daily lives.   

As noted above, we identify the notion of independent thinking as central to the past, present 
and future of the Upper Housatonic Valley.  The current of free thought and creativity runs as 
deeply through the region as does the Housatonic River itself.  However group work—from 
shared tasks and beliefs to the creation of communities—also plays a central role in the 
region’s heritage.  Although this notion needs much more work, we wonder if a theme 
juxtaposing original thought and group endeavor offers some potential as an organizing 
framework. 

We look forward to your feedback and to our return to the Upper Housatonic Valley.   



 

Technical Memorandum 2: 

Interviews, Issues, and Ideas 
To:  Upper Housatonic Valley National Heritage Area Board of Trustees 

From:  Elaine Carmichael and David Versel, Economic Stewardship, Inc. 
 Tom Gallaher, Heritage Directions LLC 

Date:  February 9, 2009 

Since our last discussion with the Board of Trustees in 
November, we held a public forum at the Mahaiwe 
Theater in Great Barrington that drew about 40 
people, and have spoken on the telephone with many 
more key stakeholders about the heritage area: 

During our last trip (for the November 
Board meeting and public forum), we 
visited Tanglewood, Jacob’s Pillow, and 
the Norman Rockwell Museum. We are 
still aiming to visit a few more sites on 
upcoming trips. We have also been busy 
speaking on the telephone with 
representatives of many stakeholder 
groups, as outlined in the introduction. At 
this point, we have spoken, either in 
person or via phone, with close to 100 
individuals from all corners and interest 
areas of the Upper Housatonic Valley. 

▪ Jody Carton, Appalachian Trail Conservancy 
▪ Janet Cathcart, Chesterwood 
▪ Jennifer Dowley, BTCF 
▪ Nick Gordon, Music Mountain 
▪ Julie Hannum, Berkshire Community College 
▪ Jenny Hersch, Housatonic River Museum 
▪ Lauri Klefos, Berkshire Visitors Bureau 
▪ Pieter Lips, Berkshire Scenic Railroad 
▪ Ellen Mazzer, Norman Rockwell Museum 
▪ Dan McGuinness, NW Connecticut Council of 

Governments 
▪ Norton Owen, Jacob’s Pillow 
▪ Michael Supranowicz, Berkshire Chamber of Commerce 
▪ Megan Whilden, City of Pittsfield 
▪ Darlene White, Tanglewood 
▪ Amy Wynn, NW Connecticut Arts Council 
 
This memo takes our collective thoughts from all of these visits and discussions, and presents 
our ideas for how to move forward with several key issues affecting the management plan. 
The memo is presented on an issue-by-issue basis, with our thoughts on how to proceed 
included at the end. 



 

Issues and Ideas 

UHVNHA’s base ingredients offer a tremendous foundation on which to build a heritage 
area:  scenic beauty, strong historic preservation ethic, early industrial invention, wealth, 
orientation to education, environmental awareness and activism, tolerance, rich history in 
visual and performing arts, inventive minds, devotion to physical activity in all seasons, great 
food, good hospitality, and devotion to things locally-grown and made. In short, you’ve got 
all the basics. At this point, we present you with the following ideas for addressing some of 
the issues that UHVNHA faces in moving forward with a management plan. 

Heritage Area Identity  

▪ To be blunt, the heritage area is going to need a new name:  “UHVNHA” is hard to 
type; unpleasant to look at; defies elegant “acronymization.”  

▪ Think north and south, as the region is already oriented on this axis in three ways:  1) 
the Housatonic River; 2) Route 7; 3) the Housatonic Railroad. The railroad could be a 
very strong tool in helping the region build on its strongest base of support — the New 
York City market. A passenger or excursion rail connection from Danbury to Pittsfield 
(or even making use of the existing Metro North terminus at Amenia, NY) would 
strengthen the north-south orientation. 

▪ Rethink all maps and create ONE map (using the NPS base) that clearly positions the 
Housatonic River watershed as the center of three other river watersheds (Hudson, 
Naugatuck, and Connecticut.)  Because of the UHV’s linear, north-to-south shape and 
complexity of resources, consider several maps on one page (e.g., NPS Feasibility 
Study maps on pages 11, 17 and 21) and several more on the reverse side (e.g., all 
towns and main streets, day trips, scenic spots, trails, kayak launch ramps, etc.) 

▪ Unlike the NPS regional base map (page 7 in the Feasibility Study), include New York 
City – due south – as well as Boston – to the east.  

▪ Design clever, memorable gateways that span, for example, I-90, Rte. 7, MA Rte. 23, 
CT Rte. 44 and the like. Florida DOT has started using massive – and quite beautiful – 
inverted “u”-shaped tubes (about five feet in diameter) as supports for Interstate signs.  
Nice effect.  Think about native steel and different colors, or really get creative—wrap 
them in Merino wool!  As the “u” descends into the ground on each side of the road, 
place info kiosks, phones, monitors… maybe a visitors’ center?  



 

▪ Design the best logo ever… and then create the best Web site of any National 
Heritage Area! 

Early Actions 

Hancock Shaker Village’s upcoming 50th anniversary as a conservation property (October 
26, 2010) represents an ideal target date to cut ribbons on several early action projects. 
Some ideas for early actions are: 

▪ Form “HousyCorps.”  Combine “Extreme Makeover,” “This Old House,” WPA and 
AmeriCorps approaches to preserve and expand historic and recreational properties 
through summer jobs for high school and college students seeking community service 
credits and older workers looking to retool skills; feature opportunities at Lee 
Congregational Church, Lake Mansfield, Appalachian Trail paths and shelters, 
Housatonic River kayak ramps, South Egremont’s main street, general clean-up/paint-
up/fix-up campaigns throughout the region; seek AmeriCorps participation and work 
with Congressmen Olver and Murphy to tap into some of Washington’s stimulus 
funding for infrastructure projects. 

▪ Greatly expand the “Days in the Arts” (DARTS) program begun at BSO/Tanglewood 
for inner-city youth:  one-week overnight programs at Tanglewood, Jacob’s Pillow, 
Music Mountain, etc.; focus and enlarge the existing program (the Harlem 
Renaissance and Chicago’s Great Migration, featuring Langston Hughes, W.C. 
Handy and Maya Angelou) and increase scholarships for youngsters with affinity for 
visual and performing arts; add two-week and month-long apprenticeships; add this 
repertoire to the summer attractions; seek funds from BSO and The New York Times 
Fresh Air Fund. 

▪ Hugely expand and design summertime, national-in-reach “teach the teachers” 
programs (also begun at BSO/Tanglewood):  hold national scholarship competitions; 
teach “how to teach history,” etc. and collect the best-of to help in regional interpretive 
themes; house teachers at Hotchkiss, Salisbury and Berkshire Country Day School 
dorms; create an alumni association. 

▪ “Les Tours d’Housy:”  conduct multiple annual rallies, races and marathons up and 
down the UHV (and the AT) for walkers, runners, bikers, riders, kayakers, cross-country 
skiers, antique auto (and truck) buffs, rail enthusiasts, etc.; plan welcoming pit stops on 
main streets, at hotels and restaurants; hold competitions among towns to execute the 



 

best celebration.  (OK… if you must, include a “passport” program.)  This is little more 
that the existing Housatonic Heritage Walks re-thought on a grand scale. 

▪ Expand HVA’s “Greenprint” project into the Berkshires; similarly, expand the “Berkshire 
Blueprint” into the Litchfield Hills.  Put both expansions on the shoulders of UHVNHA 
leadership. 

▪ Hold quarterly, themed and facilitated symposia on specific subjects for specific 
constituents… and religiously follow-up. Potential topics include:   

1. water quality (region-wide monitoring, coordinated seasonal clean-ups, “get wet” 
days, fishing derbies, etc.); 

2. recreational trails (joint mapping, connections among the trails, adequate parking, 
funding, security, signage, trail etiquette, links to schools and downtowns, etc.); 

3. railroads (liability issues; roadbed and equipment maintenance; joint federal and 
state funding, etc.); 

4. house museums (issues common to The Mount, Naumkeag, Chesterwood, Ashley 
House, Mission House, Holly-Williams, Santarella, Bidwell, Gay-Hoyt, etc., such 
as targeted marketing, joint programming, group tours, artifact exchanges, 
insurance, security, seasonality, etc.); 

5. performance attractions (issues common among BSO/Tanglewood, Jacob’s Pillow, 
Music Mountain, the Mahawie, the Colonial, Sharon Playhouse, Berkshire Opera, 
Albany Berkshire Ballet, etc.), such as common brochures, cross-marketing, 
performance weekends (and weeks), packages with hotels, B&Bs and restaurants, 
etc.);  

6. under-utilized sites (issues common among Sloane Stanley and related Kent sites, 
Beckley Furnace, DuBois Homesite, town greens and commons, churches, etc., 
such as interpretation workshops, thematic upgrades, links to national 
organizations, additional on-site joint-venture development, attention from the 12 
UHV land trusts, programs with “HousyCorps”); 

7. regional marketing (local/regional chambers, tourism bureaus, economic 
development agencies, arts councils, etc.); 

8. land trusts (all 12 of them). 

▪ Form board-level partnership strategies with the Trust for Public Land (both states), 
Farmland Trust (both states), the Nature Conservancy and declare UHVNHA a “petting 



 

zoo” for conservation techniques; hold a national competition for the best, most 
inventive conservation strategies.  Implement them. 

▪ Create “Housy CDs:” partner with WAMC/NPR to create audio travel guides 
featuring the people (Mohicans to Arlo Guthrie), music (BSO to James Taylor), poetry, 
humor, history and tall tales from the Housatonic region; make this the “first of…” a 
series that can be licensed to other NPR service areas; over time, create a CD specific 
to each UHVNHA  attraction – always linking it back to UHVNHA; involve “teach the 
teachers” and “HousyCorps” as potential contributors (an AmeriCorps volunteer 
created the Silos & Smokestacks tapes); in return, barter for ad time on Housatonic 
region WAMC/NPR stations in Albany, Great Barrington, etc. 

 

Physical Environment and Signage 

▪ Use October 26, 2010 to launch installation of the first elements of a very 
sophisticated, elegant and thoughtful wayfinding system (starting along Rte. 7) with 
directions to each downtown, attraction, trail, event, etc.  Treat part of the wayfinding 
system as a Parisian kiosk: daily announcements; weekly events; monitors or phones 
for UHVNHA information at 24/7 terminals at the NHA offices or (in another 
scenario) the Northwest CT CVB and the Berkshire Visitors Bureau. 

▪ Install signs on I-90, Rte. 7, MA Rte. 23, CT Rte. 44, etc. announcing “Now Entering 
(or Leaving) the Upper Housatonic Valley National Heritage Area” (or, preferably, a 
better name for the region). 

▪ Install east-west gateway signs announcing entries and exits to the Housatonic River 
Watershed. 

▪ Build car, bike, boat and ski “photo-op stops” at designated pull-offs for views of the 
River, mountains, vistas and valleys, waterfalls, farms, churches, etc. 

▪ To prevent sprawl and to provide affordable housing, consider joint-venture 
development opportunities for dense, LEED Platinum, mixed-use projects on constituents’ 
land holdings:  Hancock Shaker Village; Jacob’s Pillow; BSO/Tanglewood; 
municipally-owned, in-town sites, state-owned surplus property, etc. 



 

▪ Using an open competition model, design “view from the road” guidelines and 
ordinances for the entire length of Rte. 7 within UHVNHA.  Incorporate the wayfinding 
system. 

▪ Incorporate these ideas into UHVNHA’s 2010 request for congressional funding. 
 

Income Generation 

▪ Consider each new program and activity as a potential revenue stream for UHVNHA:  
HousyCorps; HousyFood; Les Tours d’Housy, etc. 

▪ Think about making one big, collaborative application to the $9 million GE restitution 
fund—this could even be done in conjunction with the Berkshire Taconic Community 
Foundation, as it already pools various community resources. 

▪ Think about really big collective approaches to New York, Philadelphia, Boston and 
Washington philanthropies. 

▪ Think about a micro-enterprise fund for entrepreneurial start-ups:  artists; environmental 
engineers; restoration specialists; work-release inmate training, etc.  Potential name: 
“Housy BizWorks?” 

▪ As part of HousyBizWorks, start a “HousyFood” brand to promote locally-grown and 
locally-made foods and beverages; open an incubator kitchen; market products to 
grocery stores, restaurants, schools, etc.  The Rising Paper Mill may be a good site. 

▪ Spin off the model “view from the road” guidelines as a cure for “road rash,” and 
license and sell this as a product for other locales. 

▪ Offer UHVNHA as a test case for some of President Obama’s “infrastructure upgrade” 
programs, with a particular angle on green, sustainable and a “fit nation.”  If possible, 
partner with Hudson River Valley and Quinebaug-Shetucket NHAs in making the pitch.  

▪ Create a marketing arm that assembles and manages “HousyHolidays:” consider all 
inclusive, year ‘round admissions, guided tours, seminars, lodging and dining 
packages similar to that offered on multi-day cruises and foreign tours.  (This is the one 
and only NHA we’ve visited that could possibly pull this one off!) 



 

▪ Investigate a cross-border business improvement district (BID) funded by surcharge (½ 
percent? 1 percent?) on all lodging, dining, ticketing and admissions – the things 
“bought” by outsiders, not locals. 

▪ Consider a cross-border ½ cent gas tax within UHV’s 29 towns?  Share revenue with 
the two states as an inducement? 

▪ Issue UHV vanity license plates in both states? 

 

Operating Expenses 

▪ Hire full-time staff – perhaps poaching the current best NHA director or a very good 
NPS employee.  Unlike some other NHAs, the UHV is a wonderful place to live. 

▪ Increase grants to constituents via a “partnership panel” (one representative each from 
UHVNHA, Berkshire Taconic Community Foundation, HVA, Berkshire Blueprint, 
Northwest CT CVB, MCLA, Berkshire Visitors Bureau, Tri-State Chamber of Commerce, 
Trustees of Reservations, etc.); dole out funds to the best and most replicable ideas in a 
competition among the sites.  Derive income for grants from the BID and congressional 
funding mentioned above. 

 

UHVNHA Organization and Management 

▪ Jointly create Memoranda of Understanding (MOUs) among major governmental and 
quasi-governmental groups (e.g., NPS, UHVNHA, states of CT and MA, all 29 towns, 
MassHighways, ConnDOT, NTHP, Northwestern CT COG, Northwest CT CVB, 
Berkshire Visitors Bureau, etc.) 

▪ Jointly create MOUs between UHVNHA and several constituent categories, for 
example…  

Sites Presenters Museums/Homes 
Bartholomew’s Cobble Albany Berkshire Ballet Ashley House  
Beckley Furnace Aston Magna Festival Becket Art Center 
Bull’s Bridge Dam Berkshire Athenaeum Berkshire Museum 
Bull’s Bridge Berkshire Choral Festival Berkshire Railway Museum 
Colebrook Forge Berkshire Opera Bidwell House 



 

Cornwall Bridge Berkshire Playhouse Buggy Whip Factory 
Cornwall Furnace BSO/Tanglewood Chesterwood 
DuBois Homesite Colonial Theater Colebrook Historical Society 
Kent Blast Furnace Greenwoods Theater CT Antique Machinery 
Lime Kiln Ruins Jacob’s Pillow Crane Museum  
Macedonia Furnace Mahaiwe Theater Frelingheuysen Morris House 
Mudge’s Mill The Meeting House Gay-Hoyt House Museum 
Ore Hill Mine Music Mountain Hancock Shaker Village 
Richmond Furnace Norfolk Music Shed Holly-Williams House Museum 
Rising Paper Mill Shakespeare & Company Kent Historical Society 
Rock School House Sharon Playhouse Merwyn House 
Sharon Valley Kiln South Mountain Concert Hall Mission House 
Shay’s Rebellion  The Mount 
Sheffield Bridge  Museum of the Guilded Age 
Union Station  Naumkeag 
  Norfolk Historical Society 
  Norman Rockwell Museum 
  Santarella House & Gardens 
  Sheffield Historical Society 
  Sloan Stanley Museum 

 

▪ Define criteria for becoming a “certified” or “accredited” UHVNHA attraction 
(programs, season, operating hours, ADA compliance, “greenness,” etc.).  Issue 
NTHP-type accreditation placards to all sites; require all sites to include UHVNHA’s 
logo on all collateral.   

▪ Review UHVNHA’s Bylaws. 

▪ Clearly define the UHVNHA Board’s terms of service. 

 

Moving Forward 

In preparation for developing a vision statement and, subsequently, goals, objectives and 
actions for the heritage area, the Board of Trustees will need to make several critical decisions 
about these issues below. As we move forward, we suggest tackling these issues in the 
following order and manner: 



 

1. Hold a branding and visioning workshop to work towards defining an overall 
direction for the management plan and, hopefully, coming up with a new, brilliant 
identity for the Upper Housatonic Valley. 

2. Think creatively, but realistically, about selecting some early actions to pursue 
before the completion of the management plan, so the NHA can emerge from the 
planning process with strong momentum. 

3. Ramp up discussions with Congressmen Olver and Murphy regarding potential 
infrastructure projects to advance federal funding opportunities. 

4. Start (quietly) discussions with local and state political leaders about potential ideas 
for revenue generation. 

5. Identify potential obstacles to some of the items on the Board’s “wish list” for 
development projects and programming, and start working to overcome them. 
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Technical Memorandum 3: 

Capacity Issues and Opportunities 
To:  Upper Housatonic Valley National Heritage Area Board of Trustees 

From:  Elaine Carmichael and David Versel, Economic Stewardship, Inc. 
 Tom Gallaher, Heritage Directions LLC 

Date:  February 9, 2009 

The Upper Housatonic Valley National Heritage Area’s numerous organizations devoted to 
supporting and sharing the region’s arts, culture, history, and natural resources all offer distinct 
strengths.  At the same time—and despite their ambitions—many suffer from capacity issues 
born of a poverty of resources, not a poverty of ideas or talent.  And for many, capital facility 
needs loom large. 

WHAT’S IMPLIED BY “CAPACITY BUILDING” 

Capacity building encompasses all elements affecting an organization’s ability to fulfill its 
mission.  Clearly that often entails educational, interpretive or conservation responsibilities, but 
it also includes the quality of the experience available to their patrons and service audiences, 
whether visitors or residents.   

For many organizations, capacity building is closely linked to incorporating proven business 
practices to improve decision-making and ensure solvency.  At the same time, these 
organizations must avoid watering down their missions as an unintended consequence of 
catering to tourism development concerns. 

HOW DOES ORGANIZATIONAL CAPACITY BUILDING RELATE TO UHVNHA? 

Incumbent upon the heritage community, and hence a role for UHVNHA, is the need to 
capitalize on existing assets—making more from ingredients we have, as in product 
development through packaging—and to match problems with appropriate assistance 
provided thoughtfully.  Thoughtful assistance, in turn, connotes attentiveness to needs as 
strikingly diverse as the region’s cultural institutions, made available with sensitivity to each 
organization’s ability and interest in participating.  Capacity-building entails partnerships, and 
partnerships arise out of a shared sense of purpose.   

How can UHVNHA nurture productive relationships and encourage sustained attention to 
heritage tourism development?  Capacity challenges faced by area organizations—
individually and collectively—include those centering around: 

 Visitor Readiness 
 Organizational Vigor 
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 Communications Effectiveness 
 Collaboration Opportunities 
 Information Foundation 
 Sustainability 

Although UHVNHA can’t possibly intervene effectively in all of these categories, 
understanding them illuminates potential program options.  Each category is addressed, in 
turn, below. 

VISITOR READINESS  

How to generate adequate capital investment and operating funds? 
Heritage tourism experience providers – individually and collectively – must address capital 
investment needs.  The magnitude of these needs, coupled with the number of organizations 
drawing from the same donor pool, makes this process very difficult.  How to organize and 
prioritize capital requests, coordinate multiple capital campaigns, make a strong collective 
argument for a set of needs based on a plan, and perhaps establish an ongoing mechanism 
for sorting out these issues?  Is this the purview of each individual organization or is there a 
role for UHVNHA here? 

How to balance individual and collective capital funding campaigns, grant 
applications, etc? 
Making common cause to seek and allocate capital funding provides a carrot to bring 
organizations to the table, but also creates some potential divisions.  Smaller organizations’ 
needs must balance with those of larger attractions.  Mutual trust will be crucial when some 
institutions agree to wait their turn while others move head.  If UHVNHA is to broker collective 
appeals and grantsmanship, should it go beyond program-driven oppotunities?   

How to ensure that area heritage facilities are visitor-ready? 
Ensuring visitor readiness implies crafting a definition, measurement system, standards, and 
perhaps enforcement.  Overall, however, how to supplement evaluating the experience each 
provides from an internal perspective with seeing things from the visitors’ point of view?  This 
effort may entail critical self-examination, including asking outsiders to rate our attractions, 
much like Consumer Reports.  One tactic to motivate better attentiveness to visitor needs might 
entail identifying incentives to motivate superior performance.  What role could UHVNHA 
play? 

How to evaluate our menu of things to see and do? 
Conducting an inventory of heritage assets could illuminate several questions.  What is our 
unique advantage relative to other regions?  What do we need to enhance the great depth 
and diversity of our offerings?  Should we work to make this region a year-round destination?  
Can an inventory encompass evaluation, rather than simply counting facilities– can it launch a 
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process of truth telling? What advantage does crossing the state line give UHVNHA in this 
regard? 

How to link cultural attractions? 
One of the region’s advantages is a wealth of heritage attractions, but most work solo.  How 
can UNVNHA help connect cultural attractions to each other?  Can we structure ourselves into 
a unified network of attractions?  What about producing great maps along with better active 
and passive interpretation? 

How to manage visitor expectations? 
It’s important to under-promise and over-deliver.  How can UHVNHA help ensure that 
heritage-related communications—individually and collectively—set visitor expectations at the 
appropriate level? 

How to provide authentic experiences? 
Many tourists, especially cultural tourists seek out experiences they deem authentic.  What can 
UHVNHA do, as an individual organization and on behalf of cultural/heritage tourism 
attractions, to meet that demand?  How to balance visitor-centric thinking with the more 
traditional curatorial approach? 

How to improve visitor infrastructure? 
Visitor infrastructure involves the whole region and multiple jurisdictions, including those 
responsible for signage, way-finding, and information resources.  The quality of transportation, 
lodging, dining, and shopping are crucial to the visitor experience too.  How can UHVNHA 
work to improve/maintain the quality of these aspects of the visitor experience?  What new 
partnerships does this work suggest? 

Organizational Vigor 

How to ensure board members and staff possess needed skills? 
What kinds of skills do boards, staff, and volunteers need?  Is the region collectively 
producing enough board members to fulfill the needs of its not-for-profit organizations?  How 
can UHVNHA enhance them?  Who provides such training?  What educational partnerships 
need to be forged?  Can UHVNHA facilitate sharing expertise, peer to peer?   

How to facilitate knowledge sharing? 
It is important for boards and staff to increase their understanding of crucial issues in 
heritage/cultural tourism, but it is just as important for elected officials, funders, and those in 
the hospitality industry to take part in education and training.  Could UHVNHA become an 
information broker? 
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How to structure initiatives to accommodate organizations with diverse needs 
and competencies? 
Some organizations are ready and willing to participate in joint marketing, promotion, and 
other cultural tourism initiatives right now.  Others will become ready as time passes.  Can 
UHVNHA establish programs with a core group and hope others will join later? 

COMMUNICATION EFFECTIVENESS 

Better communications—much more than merely marketing—between heritage development 
champions and numerous audiences could be a vehicle for continuous, real improvements.  
These audiences certainly include residents and visitors, but also elected officials, data-hungry 
cultural institutions and regional entities concerned with economic development.  “Better” 
might encompass joint marketing efforts, new programming or product development.  
Undertaking such an approach entails addressing issues like willingness to reach out to 
commercial enterprises, to adopt a policy of honesty in all message systems, and to extend 
the hand of friendship across county and state lines as well as international borders.  How 
can this effort nurture these productive relationships and encourage sustained attention to 
cultural tourism development? 

How to identify and promulgate a strong brand identity? 
The success of heritage tourism depends on having a strong brand.  But what does that 
mean?  The Berkshires brand is now established and internationally recognizable; less so the 
Litchfield Hills.  But what does the UHVNHA brand mean?  What does it say about what 
people will experience if they come here?  What does stewarding a brand identity require us 
to do?  

Collaboration Opportunities 

What constitutes our common mission and shared goals? 
One of UHVNHA’s initial missions concerned promoting collaboration and efficiency.  Should 
UHVNHA be more up front about the tacit objective to expand the regional economy through 
heritage tourism?  That, in turn, entails improved coordination and effectiveness.  Linking 
heritage (beyond arts and culture) to tourism as a viable economic development strategy could 
help heritage institutions while increasing the region’s competitiveness.  Is this a charge for 
UHVNHA to lead? 

How to blend heritage tourism experiences into the visitor attractions mix?  
Even the most devout heritage tourist eventually succumbs to “museum fatigue” while at the 
same time, other leisure visitors would deem the region a more attractive destination if they 
knew about our diverse offerings.  Heritage tourism can’t stand apart from the larger tourism 
system in the region.  Visitors want other activities to be available, including sports and 
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recreation, entertainment, shopping, eating and drinking.  Is UHVNHA the appropriate 
vehicle to build on other tourism efforts to link the heritage and hospitality sectors? 

How to forge a relationship with the “industry?” 
The rest of the tourism industry—hospitality, meetings and conventions, group travel, 
commercial recreation attractions, and the organizations in place to increase trade—are 
already important players.  How can UHVNHA improve working relationships?  Do heritage 
organizations have a responsibility to participate in the same promotional activities as hotels, 
tour operators, and others (and is UHVNHA the vehicle for that)?  What other forms of 
cooperation are necessary? 

How to cultivate awareness and appreciation of heritage tourism?  
To engage the whole community in marketing for heritage tourism—not just the hospitality 
industry, but also political leadership, universities and schools, and the media—we must be 
able to explain “what’s in it for them?”  Elected representatives need to understand that 
spending to increase heritage tourism activity is an economic development investment.  
Everyone needs to understand that heritage tourism benefits the region by improving quality of 
life and economic competitiveness.  Should UHVNHA be leading this charge? 

How to engage other organizations that affect the visitor experience? 
Many organizations whose missions do not include tourism should be involved in cultural 
tourism development.  For example, we need help on signage from numerous jurisdictions.  
We need a partnership with the media to carry the message about the value of tourism, and 
to help improve our image and self-image.  What can/should UHVNHA do to forge these 
and other partnerships? 

INFORMATION FOUNDATION 

How to establish a system for gathering, sharing and deploying research?  
The heritage tourism community needs hard data—not merely anecdotal evidence—on basic 
visitor characteristics, behavior and perceptions, e.g., who comes to our region and why, 
how long they stay, what they spend, and what opinions they formed.  We also need to 
know how potential visitors view us as a destination.  This research might be geared to 
identifying promising potential niche markets or strategizing our appeal to the broader visitor 
market. We need research: it adds precision to decision.  However, we should also guard 
against holding immediate action hostage to data gathering.  Is UHVNHA the natural nexus 
for this effort? 

How to optimize communication with present and future visitors? 
The region’s tourism promotion organizations already distribute a lot of information through 
web sites, visitor centers, brochures, and other channels.  Maybe we need to do more, but 
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we also need to do it smarter and use both low- (maps) and high- (kiosks) technology better.  
Could UHVNHA lead the way? 

How to establish protocols for sharing proprietary information? 
We can all work smarter when we share information.  Nevertheless, managing information 
sharing processes will be difficult.  How do organizations protect the value of lists?  Is every 
contact an opportunity to collect new data?  Will organizations really share donor lists?  
Member lists?  Is UHVNHA the logical neutral third party to manage these activities? 

How to nurture advantageous joint marketing initiatives? 
Stakeholders suggest that the number and diversity of offerings is not a problem of competition 
but an important strength.  The density of attractions provides compelling reasons for visitors to 
stay longer or to return.  Are joint marketing efforts (e.g., multi-discount passes, coordinated 
exhibitry, etc.) a way to capitalize on our numbers and diversity?  A role for UHVNHA? 

Sustainability 

How to obtain and sustain funding for implementation? 
Public funding sources are under stress while corporate and foundation giving has been 
reduced by the market downturn.  Moreover, these funders are using new criteria to guide 
their decisions.  What new sources of funding can we tap?  Can we do more to increase 
earned income?  Further, the whole system of funding needs to be reconsidered.  Is the 
problem not enough money?  Or is it that money is not well spent?  Should UHVNHA be 
building grantsmanship skills in-house, helping organizations improve their skills, or both? 

How to attract and sustain corporate and foundation participation? 
Plan implementation goes better when potential participants with the interest, money and clout 
to make things happen are part of the process right from the start.  Should UHVNHA be 
attempting to involve the philanthropic community as well as the stakeholders, government, 
media, hospitality industry, and others? 

How to communicate the value of heritage tourism? 
We need to build the case for investing in heritage tourism and convey our reasoning to a 
variety of audiences, drawing on research from the marketing side.  How can we persuade 
people who question why we should invest in heritage tourism instead of other competing 
demands?  How can we include heritage values in debates on other issues throughout the 
region, such that they inform and influence decision-making?  Should we be collaborating 
with our local educational institutions?  Is advocacy appropriate?  What specialized research 
or data (e.g., on economic impacts associated with heritage tourism) to tell our story?  Should 
UHVNHA be an information originator, broker or both? 
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The tables below condense the above discussion in to a series of matrices.   
 

ISSUE:  What should UHVNHA address? 

 Issue Links to Capacity 
Issues 

Comment Prioritization Notes 

Implementation 
 What constitutes 

common mission, 
shared goals, and 
definition of 
success? 

Determining what 
UHVNHA should 
address requires an 
honest assessment of 
opportunities, issues, 
capacities, visitor 
behavior and 
perceptions, existing 
relationships, and 
willingness to 
participate over time.   

 Resolving this 
issue should 
precede any 
strategy 
development 
work 

 It also informs the 
prioritization of all 
other issues 

 

Capacity Building  What needs lend 
themselves to 
outside intervention 

Communication  How to define the 
scope of this 
initiative? 

 What does the 
system lack today? 
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ISSUE:  How to create a system to foster continuous improvement? 

 Issue Links to Capacity 
Issues 

Comment Prioritization Notes 

Implementation 
 How to establish a 

system for defining, 
measuring, 
monitoring and 
communicating 
progress and success 
in satisfying visitors? 

 How to provide for 
professional 
development? 

Valuing continuous 
improvement is key 
to maintaining 
healthy heritage 
organizations that 
can continue to 
provide quality visitor 
experiences and thus 
help the region 
compete for a better 
share of the visitor 
market and make the 
case for more 
traditional economic 
development. 

 Relatively speedy 
to implement.   

 Addresses caliber 
of visitor 
experience 

 Doesn’t 
necessitate 
involving others 
beyond the 
community of 
heritage 
organizations 

 Fosters 
collaboration 
between 
organizations 

 Builds tomorrow’s 
leadership 

Capacity Building  How to evaluate our 
menu of things to see 
and do? 

 How to facilitate 
knowledge sharing? 

 How to ensure that 
board/staff have 
needed skills? 

Communication  How to establish a 
system to gather, 
share and deploy 
research? 
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ISSUE:  How to improve the heritage experiences available in the region? 

 Issue Links to Capacity 
Issues 

Comment Prioritization Notes 

Implementation 
 How to provide for 

systemic 
improvement? 

Improving heritage 
experiences entails 
the practical as well 
as the artistic.  
Practical concerns 
affecting all 
audiences (resident 
and visitor) include 
mundane but 
essential factors easy 
access to tickets and 
adequate parking.  
No one wants 
heritage 
organizations to 
sacrifice their mission 
for market appeal.  
How can each find 
its audiences (the 
predisposed traveling 
and resident markets) 
and/or tap them 
more productively? 

 Generates 
economic activity 

 Creates 
sustainable 
cultural 
organizations 

 Reinforces the 
region’s image 
and identity 

 

Capacity Building  How to ensure that 
area cultural-facilities 
are audience-ready? 

 How to provide 
authentic 
experiences? 

 How to link cultural 
attractions beyond 
one-shot deals? 

 How to protect 
artistic vision and 
other specific 
missions? 

Communication  How to ensure that 
heritage 
organizations 
provide a quality 
visitor experience? 
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ISSUE:  How to communicate the benefits UHVNHA generates beyond the community of 
heritage organizations? 

 Issue Links to Capacity 
Issues 

Comment Prioritization Notes 

Implementation 
 How to 

communicate the 
value of heritage 
tourism? 

How well do 
residents, funders, 
elected officials, 
state and federal 
agencies or other 
audiences 
understand and/or 
appreciate heritage-
oriented economic 
development?   

 Builds tomorrow’s 
leadership 

 Creates sustainable 
cultural 
organizations 

 Motivates sustained 
collaboration 

 Communicates our 
assets 

 Changes residents’ 
(and other local 
markets’) perception 
of local attributes 

Capacity Building 
 How to build a 

strong case and be 
heard? 

Communication 
 How to cultivate 

awareness and 
appreciation of 
heritage tourism? 
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ISSUE:  How to collaborate with other organizations that overlap our concerns? 

 Issue Links to Capacity 
Issues 

Comment Prioritization Notes 

Implementation 
 How to nurture 

collaborative efforts 
into partnerships? 

What other 
partners should 
UHVNHA pursue? 

 Helps foster 
collaboration by 
incorporating it 
into strategic 
planning by 
culturals and 
others 

 Harnesses the 
interests and 
talents of multiple 
organizations 

 Launches the 
initiative with 
outreach, rather 
than insulation 

 Achieves common 
purpose with non-
cultural players 

 Avenues for 
communicating 
with others (e.g., 
cabbies, hotel 
desk clerks, toll-
booth operators, 
etc.) that interact 
with visitors. 

Capacity Building  How to share 
teachings? 

 How to link cultural 
attractions beyond 
one-shot deals? 

Communication  How to engage other 
organizations that 
affect visitor 
experience—
hospitality, 
government, 
community, etc.? 

 How to forge a 
relationship with the 
“industry?” 

 How to foster 
advantageous joint 
communication 
initiatives? 

 How to blend cultural 
tourism into the visitor 
attractions mix? 

 



 

Technical Memorandum 4: 

Market Factors 
To:  Upper Housatonic Valley National Heritage Area Board of Trustees 

From:  Elaine Carmichael and David Versel, Economic Stewardship, Inc. 
 Tom Gallaher, Heritage Directions LLC 

Date:  February 9, 2009 

This memo summarizes and analyzes a variety of market trends in the Upper Housatonic 
Valley. Our review includes the following topic areas: population and demographics; 
employment and wages; real estate markets; and tourism indicators. Where possible, we 
make use of municipal-level data—for most economic and tourism data, however, information 
was only available at the county level. 
 
Following the presentation of data on each topic, the memo concludes with our observations 
regarding implications of market trends for UHVNHA’s planning efforts. 
 



 

Population and Demographics 

The overall population in the UHNVHA has dropped slightly since 2000, according to annual 
estimates by the U.S. Bureau of the Census. For the entire 29-town region, the population 
decreased by 2,686 people (-2.4 percent), from 111,948 in 2000 to 109,262 in 2007. 
This compares unfavorably with the growth rates of the United States (7.1 percent during the 
same period), the Northeastern states (2.2 percent), Connecticut (2.5 percent) and 
Massachusetts (1.9 percent).  
 
Population change has not 
occurred evenly within the region. 
The region’s four largest 
municipalities all lost population 
from 2000 to 2007, most notably 
the City of Pittsfield, which alone 
lost more than 2,800 people from 
2000 to 2007, shrinking in size 
from 45,793 to 42,931 (a 6.3 
percent loss). The three next largest 
towns in the region (Dalton, Great 
Barrington, and Lee), all lost 
between two and five percent of 
their populations from 2000 to 2007. Conversely, many of the outlying rural towns in the 
region, led by Hancock, MA, Warren, CT, and Kent, CT, have experienced population 
gains since 2000. 

Net Change in Population, 2000 to 2007
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The region’s population is somewhat 
older than the population of the states 
of Connecticut and Massachusetts. The 
median age in the 29-town region is 
about 40, and 28 percent of all 
residents are aged 55 or older. By 
comparison Connecticut’s median age 
is 37.4 and Massachusetts’ is 36.5. 

Population by Age, UHVNHA, 
2000
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Educational attainment levels 
among the region’s population 
compare favorably with those of 
the surrounding area. About 88 
percent of UHVNHA residents 
have a high school diploma or 
GED, compared with about 85 
percent of all residents of 
Berkshire and Litchfield C
The 29 percent of UHVNHA 
residents with at least a 
 percent), but is slightly below 

that of Litchfield County (31 percent). 
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Educational Attainment, UHVNHA, 
2000 (Adult Pop 25+)
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Household i
widely varied throughout the 
region; though the overall 
median household income 
in 1999 was below $50,000, 
12 percent of households in the 
region earned at least 
$100,000 per year. T
variation is expressed clear
the difference in median 
household income levels f
some of the area’s larger 
municipalities (Pittsfield, M
$35,600, N. Canaan, CT: $
towns (Warren, CT: $62,800, Richmond, MA: $60,900, Tyringham, MA: $60,300.) 

 

Household Income, UHVNHA, 1999
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Employment and Wages 

Employment data are generally reported at the county level, so this section presents data for 
the entirety of Berkshire County, MA, and Litchfield County, CT. Though most of Litchfield 
County’s employment is located in employment centers like Torrington, New Milford, Winsted 
and Watertown that are outside of the UHVNHA, many residents of heritage area towns 
commute to those locations, so it is important to understand the economic picture in these 
larger communities 

Employment Change in Berkshire & Litchfield Counties, 2002-2007

Jobs % of Total Jobs % of Total Num

 

The overall employment base in the region is stagnant; the preceding table shows that the two 
counties collectively added just 413 jobs from 2002 through 2007. As with most of the 
nation (and New England in particular), the region has suffered significant a drop in 
Manufacturing employment, with more than 4,000 jobs lost in this industry from 2002-2007.  
Job losses in this sector have been offset by strong gains in a number of other sectors including 
Education & Health Services (+1,900 jobs), Transportation/Utilities/Wholesale (+584 jobs), 
Construction (+443 jobs), Leisure & Hospitality +396 jobs), and Financial Activities (+389 
jobs). 

Though manufacturing job losses have been offset by growth in services and other industries, 
manufacturing jobs have higher wages, so real overall earnings in the region have grown 

%
Agriculture & Mining 596 0.5% 602 0.5% 6 1.0%
Construction 7,513 6.0% 7,956 6.3% 443 5.9%
Manufacturing 20,778 16.6% 16,674 13.3% (4,104) -19.8%
Transportation/Utilities/Wholesale 5,398 4.3% 5,982 4.8% 584 10.8%
Retail Trade 17,675 14.1% 17,455 13.9% (220) -1.2%
Information 1,566 1.2% 1,832 1.5% 266 17.0%
Financial Activities 4,346 3.5% 4,735 3.8% 389 9.0%
Professional & Business Services 10,287 8.2% 10,495 8.3% 208 2.0%
Education & Health Services 27,111 21.6% 29,024 23.1% 1,913 7.1%
Leisure & Hospitality 14,077 11.2% 14,473 11.5% 396 2.8%
Other Services 5,238 4.2% 5,444 4.3% 206 3.9%
Public Administration 10,715 8.6% 11,041 8.8% 326 3.0%
Total, All Industries 125,300 100.0% 125,713 100.0% 413 0.3

Source: US Bureau of Labor Statistics, Quarterly Census of Employment & Wages

2002 2007 Change

%



 

very little, according to U.S. Bureau of Labor Statistics. In 2002, total wages earned by those 
employed in the two counties were $4.21 billion; in 2007, they were $4.88 billion. This 
represents a compound annual growth rate of 3.02 percent, just a fraction above inflation. 

Seasonality in the employment 
market plays a small, but 
significant factor in the 
regional economy. In 200
the two-county area’s 
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Leisure & Hospitality, as the chart below illustrates. 
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Employment by Month, Berkshire & Litchfield Counties, 2007
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The Leisure & Hospitality sector, 
which includes restaurants, 

Leisure & Hospitality Employment by Month, Berkshire & Litchfield Counties, 2007
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hotels and arts/ cultural 
attractions, experienced a 2
variation from its lowest p
March (13,313 jobs) to its 
highest point in July (17,227 
jobs). The Construction sector 
also sees substantial variation,
rising about 20 percent in the 
summer months, and the 
Professional & Business Service
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Real Estate Market Data 

The pace of housing construction in the UHVNHA region has been relatively modest in recent 
years, averaging fewer than 300 new units per year from 2003-2007. The pace of new 
construction has slowed considerably since 2005, from a pea of 354 units permitted to just 
165 in 2007. The average unit value of new construction rose sharply from about $196,000 
in 2003 to $331,000 in 2006 (69 percent increase), before dropping to $324,000 in 
2007. 

Source: US Bureau of the Census, Building Permits Program 

 
The five municipalities with the greatest amount of new construction from 2003 to 2007 were 
all in Massachusetts: Pittsfield (273 units), Hancock (118), Great Barrington (108), Lenox 
(105), and Becket (104). In Connecticut, the most housing development activity occurred in 
Kent (68 units), Sharon (65) and Warren (62). 
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Seasonally and occasionally 
occupied housing units play a 

nal use. The nine towns 
with the highest concentrations of 
seasonal/recreational units are all 
in Massachusetts, led by Becket 
(50 percent of all units), Monterey 
(50 percent), Tyringham (47 
percent), and Mount Washington 
(47 percent). The most seasonal 
Connecticut town is Cornwall, 
where 27 percent of units are for 
such use. 
 
The region’s overall average for 
seasonality is dragged down by 
the lack of units in two of its 
largest municipalities—just 1.5 
percent of units in Pittsfield are for 
seasonal/recreational use, and there are no units reported as such in Dalton. Leaving these 
two municipalities aside, more than 20 percent of all units in the remainder of the UHVNHA 
are seasonal/recreational. 

 

Seasonal Housing Units as % of Total, 2000 Census
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major role in the region’s housing 
market. As of the 2000 Census, 
6,867 of the region’s 56,438 
housing units (12.2 percent) were 
reported as being for seasonal or 
recreatio

 



 

Tourism Indicators 

ecticut and Massachusetts regularly track the demographics, 
of visitors to their states. The Berkshire Visitors’ Bureau 
ific to visitation to Berkshire County, though no such local 

hfield County. The bullets below summarize state-level tourism 
ation for Berkshire County. 
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rcent of NY/NJ residents visit historical sites/museums. 

 visit friends or relatives (8 percent of all visitors) pursue a 
han do other visitors. VFR visitors are more likely to visit forests 

eaches (37 percent) than they are to gamble or shop (30 
cent of VFRs report visiting museums/historic sites. 

 Overall, just 14 percent of visitors to CT visit museums or historic sites. A larger proportion 
f state and many are first time visitors. These patrons often 
ely to gamble than are other visitor types to the state. 

 for CT tourism comes from the internet (60%) followed by the 
%), and state Welcome Centers (22%). How visitors get 

e group. Among those under 35, 100 percent used the 
 

sitor spent $688 dollars per party per trip. $487 was non-wager 
related and $201 was gambling related. Visitors who spend the most are those who 
travel without an out of state resident ($907), from NY/NJ ($831), are visiting for the first 
time ($1,192), make bets ($750), and do not travel with children ($702). Repeat visitors 
($602) spend about half as much as first time visitors do ($1,192). 

• People tend to travel without children more often in the spring and winter than in the 
summer and fall. 

• Visitor incomes tend to be higher in winter (median income of $95,700) and autumn 
($93,600) than they are in spring ($82,000) and summer ($85,500). 

State governments in both Conn
spending habits and likes/dislikes 
conducts additional research spec
research is currently done for Litc
indicators, and then specific inform

State of Connecticut 

• Connecticut’s primary tourism d
concentrated elsewhere in ar
especially strong draw fo
to CT to gamble, and 56 pe

• Historic sites and mu
the New York area; 20 pe

• Those coming to Connecticut to
broader variety of activities t
or parks (37 percent) or b
percent apiece). Also, 26 per

•
of those visitors are from out o
travel with kids and are less lik

• The top information source
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internet, and just 1 percent visited a Welcome Center. Conversely, 69 percent of visitors
over 55 stopped at a Welcome Center. 

• In 2007, the average vi



 

• Out of state residents tend to visit more in summer than other seasons. NY and NJ 
residents tend not to travel to CT in the spring. Boston Area residents travel the least often 

. 
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an in summer (42%) and spring 
g and summer. On average, people stay 

about a day longer in spring and autumn than they do in spring and summer. 
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rcent for 

 

 

il 

NY (12.4 percent), CT (10.3 percent), and NH 

ts. 

to CT in the fall. 
• Parties spend more on gaming in winter and autumn than they do in spring or summer
• Total average spending per party per trip is highest in the fall ($762) followed by summe

($668), winter ($663), and spring ($651). Gambling spending is also highest in the fall. 
• Day trippers visit more in winter (51%) and autumn (52%) th

(47%). Thus overnight stays are highest in sprin

• Visitors are most satisfied with CT in the spring. Those visiting in the fall are less likely
return. 

Commonwealth of Massachusetts 

• The slowing of the economy curbed hotel occupancy rates from 73 percent in 2007 to 
69 percent in 2008, but strong room rates have kept the lodging market growing. 

• Museum and attractions attendance declined in August of 2008 by six percent from the 
previous year (888,049). 

• Domestic and international passenger volume at Logan International Airport declined 
significantly in 2008. The volume through September 2008 was down seven pe
domestic flights and two percent for international flights from 2007. 

• MassVacation.com had over 8,000 more hits in October, 2008 than in October 2007,
indicating that people are still planning travel in the Commonwealth. . During the 3rd 
quarter in 2008, the main page had 258,397 unique visits; about 12 percent of visitors
clicked on the Western Massachusetts page. 

• 54.4 percent of MA visitors are from within New England, and another 20.1 percent ha
from the Mid-Atlantic States. MA has the strongest market share among in-state visitors 
(28.7 percent of all visitors), followed by 
(6.6 percent). 

• 62 percent of visitors to MA stay overnight, with an average length of stay of 3.2 nigh
Only about a quarter travel with children. 

• Most people get to MA utilizing their own car or truck (69 percent). 17 percent fly on an 
airplane, while just 5 percent rent a car. 

• 45 percent stay at a hotel, motel, or inn. 44 percent stay in a private home. 



 

• The most common reason to travel to MA is visiting friends and relatives (44 percent) 
followed by personal (14 percent), entertainment/sightseeing (14 percent), and business 

9 percent), and winter (1 percent). 
 

ntic, 
 

h they prefer visiting cities, their interested include visiting American history sites, 
se individuals is 

n 
,000). About half of visitors come from either Metro NY (29 

id 

sitors 

ing about 360,000 visits each season, resulting in an economic impact of 

(11 percent). 31 percent attend a family or social event. 
• Most visitors come to Massachusetts in the summer (60 percent) followed by fall (20 

percent), spring (1
• According to the 2006 Travel and Tourism Demographic Segmentation study, there are

two primary targets for state tourism. The first prefers small towns that are peaceful and 
natural with family fun and different experiences. These individuals are interested in lying 
on a beach, whale watching, “doing things,” natural wonders, and hiking. The average 
age of these individuals is 45 to 47 and represents 10 to 18 percent of the U.S. 
population. The second demographic segment thinks an ideal vacation is authe
entertaining usually meaning it takes place in a large city with more developed activities.
Althoug
“doing things,” and getting off the beaten path. The average age of the
47 to 50 and composes 20 to 23 percent of the U.S. population. 

Berkshire County, MA 

• Visitors to Berkshire County tend to be older (median age of 52) and very affluent (media
household income of $100
percent) or Metro Boston (22 percent). The other leading places of origin are Other M
Atlantic (12 percent), Other MA (8 percent), Other New England (8 percent), Other NY 
(6 percent), New Jersey (5 percent), and Connecticut (4 percent). 

• In 2006, the travel and tourism sector accounted for 3,730 jobs in Berkshire County (5.9 
percent of total employment), and $85.9 million in payroll (3.6 percent of wages.) Vi
spent about $319 million resulting in about $15.7 million and $8.4 million in state and 
local tax revenues, respectively. 

• Cultural venues represent a substantial portion of visitation to the Berkshires; in 2006, the 
region’s cultural sites generated $102 million in economic impact, accounting for 32 
percent of the total economic impact of tourism. Tanglewood is by far the largest 
attraction, draw
$60 million. The ten next largest cultural attractions in Berkshire County draw about 
840,000 visitors per year combined. 

  



 

Findings & Implications 

Summary of Findings 

• The region’s population base is stagnant, with its central cities and towns all losing 
population, but many of its rural towns growing. Residents of the UHVNHA tend to be 

d 
 

ional job base does not vary greatly by season; only the Leisure & 
nger in the summer months than in the 

s being for 

age tourism are not among the leading attractions in 

is 

• Visitors of different ages and stages in life to the two states get their information in much 
 Internet, and older visitors 

dependent on more traditional information sources. 

older than other parts of Massachusetts and Connecticut. 

• Overall, UHVNHA residents are well educated and fairly affluent for a mostly rural area, 
though there is a great deal of household income variation within the region. 

• Even before the recession of the past year (for which annual employment data are not yet 
available), there was little employment growth in the UHVNHA in the preceding five 
years. The region continued to suffer job losses in the Manufacturing sector, but has adde
jobs in several service sectors, as well as in the Construction, and Transportation/Utilities
areas. This shift has resulted in flat earnings levels, however. 

• Surprisingly, the reg
Hospitality and Construction sectors are far stro
winter. 

• The pace of housing construction in the region has been relatively slow, and most new 
housing built since 2003 has been on the expensive side. 

• Though only 12 percent of the region’s housing units are reported a
seasonal/recreational use, many towns are highly seasonal, with as many as 50 percent 
of all units in some towns only being occupied occasionally. 

• Although activities related to herit
Connecticut, those visiting friends and relatives are more inclined to visit heritage sites, as 
are those from out-of-state. 

• Visitation to Massachusetts is much more concentrated in the summer months than 
visitation to Connecticut, though Connecticut’s year-round success is mainly tied to its 
casinos. 

different ways, with younger visitors geared towards the



 

• Visitors to the UHVNHA are older, affluent, and tend to come from the New York and 
Boston metro areas and surrounding states, with cultural attractions representing a 

 the area’s draw. 

population will require targeted 
approaches to reaching different aspects of the resident base. 

r working 
families to live and work in the region. 

er of the heritage area. 

 
ities. 

ive to traditional tourism 

significant share of

Planning Implications 

• The socioeconomic diversity of the UHVNHA’s permanent 

• The lack of new affordable housing construction makes it ever more difficult fo

• Continued population losses in Pittsfield, Lee, and other urban centers threaten the 
sustainability of their downtowns. 

• The overall regional economy was already shaky prior to the recent downturn, and will 
need long-term attention to protect the landscape and charact

• The seemingly limited effects of seasonal visitation on the region’s employment base 
suggests a need to translate tourism and weekend visitation into more entrepreneurship
opportun

• Broadening the UHVNHA’s appeal to younger visitors will require a more aggressive 
move towards electronic media, as this market is not recept
marketing approaches. 

 



 

Technical Memorandum 5: 

Diagnostics: Strengths & Aspirations 
To:  Upper Housatonic Valley National Heritage Area Board of Trustees 

From:  Elaine Carmichael and David Versel, Economic Stewardship, Inc. 
 Tom Gallaher, Heritage Directions LLC 

Date:  May 28, 2009 

With your help, we are pleased to begin transitioning from the Diagnostics phase of the 
management planning process to the Prescriptions phase.  This memorandum summarizes 
Housatonic Heritage’s strengths and identifies potential new activities that could become part 
of the Management Action Plan.  It’s organized by key topic areas corresponding to our 
original scope of work, and draws upon our earlier memos and subsequent discussions to 
encapsulate where you’ve been, where you are now, and where you might go next. 

Market Forces/Development Economics 

Memo 4 reviewed socio-economic data describing the region’s population/demographics, 
employment/wages, real estate market data, and tourism indicators.  Key findings included: 

• The upper Housatonic Valley’s permanent population’s socio-economic diversity suggests 
that targeted approaches will be necessary to reach each segment of the resident base. 

• The lack of new affordable housing construction makes it difficult for working families to 
live in the region. 

• Continued population losses in Pittsfield, Lee, and other urban centers threaten the 
sustainability of their downtowns. 

• The overall regional economy, shaky before the recent downturn, will need long-term 
attention to protect the heritage area’s built and natural landscape and character. 

• The minimal influence of seasonal visitation on regional employment suggests the need to 
translate tourism spending into opportunities for entrepreneurs. 

Visitor Product/Audience 

Memo 1offered first impressions while Memo 2 sketched out some product development ideas 
discussed at length by the Board.  The recap below reflects the Board’s reactions to Memo 2. 
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• The UHV offers strong visitor product, especially for an isolated rural area: world-class 
arts/cultural experiences; high quality lodging/dining/ shopping; excellent outdoor 
recreational opportunities; picturesque historic settlements; and year-round activities. 

• Broadening the UHVNHA’s appeal to new visitor markets (especially younger people) will 
require a more aggressive move towards electronic media, as these segments are less 
receptive to traditional tourism marketing tactics. 

• The audiences for the UHV’s “anchor” cultural attractions (Tanglewood, Norman Rockwell 
Museum, and Jacob’s Pillow generally treat those sites as stand-alone destinations, and fail 
to generate much visitation to nearby heritage sites. 

• The heritage walks and thematic trails initiated by Housatonic Heritage have increased 
residents’ and community leaders’ awareness of the region’s historic and cultural 
resources, but could be better integrated into visitor promotions and marketing activities. 

• Circulation remains an obstacle to further heritage tourism development, as both getting to 
getting around the region can be daunting. 

• Truth be told, not all heritage attractions are created equal. The heritage area will be 
served by implementing quality standards/criteria to ensure that sites both tell accurate 
stories and provide experiences that contribute to the region’s appeal. To the extent 
possible, sites’ individual stories need to be thematically linked. 

Potential Partnerships 

Both Memos 1 and 2 identified specific partners available to Housatonic Heritage while 
Memo 3 outlined how these partnerships could unfold.  Moreover, partnerships proved to be 
a popular topic at both public forums.  To summarize:  

Capacity Building 

▪ Many small, local heritage organizations throughout the upper Housatonic Valley 
need technical assistance addressing various administrative, communications, and 
educational outreach functions.  Housatonic Heritage could choose to devote some 
of its federal funding to partially subsidizing such services. 

▪ Limited knowledge in the region about which entities possess what information 
suggests that the heritage area can act as a “knowledge repository,” tracking what 
information already exists and what could be shared among organizations. 

▪ Linking heritage development/tourism with regional economic development 
initiatives will raise the heritage area’s profile and expand its political leverage. 
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▪ Housatonic Heritage must identify its “value added” to the region (i.e., what can it 
provide that no other entity can?) so it is always invited to the table and can offer 
its perspective on important regional issues. 

Programming 

▪ The success of the upper Housatonic Valley Experience convinced educational 
leaders that the heritage area can effectively marshal its resources.  MCLA is 
interested in furthering the partnership, perhaps by establishing summer programs 
using the upper Housatonic Valley’s landscape as a tool for teaching teachers from 
throughout the country.  This effort could also involve the region’s boarding schools, 
especially since it would create a summer market for underutilized dormitory space. 

▪ Heritage groups share a strong interest in helping Tanglewood expand its Days in 
the Arts (DARTS) program, which offers great opportunities to link to the African 
American and Performing Arts Trails. 

▪ If feasible, the heritage area would be the ideal vehicle to extend successful 
initiatives across state lines. For example, the Berkshire Grown agricultural program 
and BerkShares could be extended into Connecticut, and the Litchfield Hills 
Greenprint project could be expanded to encompass Massachusetts towns as well. 

Promotion 

▪ To link heritage events and sites with the region’s existing base of cultural, natural, 
and recreational tourism, Housatonic Heritage will need to work proactively with 
the Berkshire and Litchfield Hills Visitor Bureaus, as well as local and regional 
chambers of commerce to develop specific heritage itineraries and packages. 

▪ More effort to reach out to underserved populations within the region, especially 
youth and lower-income families, could be achieved through partnerships with 
educational, business, and community groups.  

▪ Part-time residents and second-homeowners comprise a large, and somewhat 
untapped, market for heritage development (supplementing both audiences and 
volunteer corps).  

▪ The region’s major roadways offer little sense of arrival.  While major investments 
in gateway signage or features may not be short-term solutions, visitors should be 
made aware that they are entering a “special” place. 

▪ Although private autos will always be the most common travel mode, visitors 
arriving by rail represent another market segment that deserves attention. 
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Conservation  

▪ The region’s abundant local, regional, state and national conservation groups are 
both a blessing and a challenge.  While many important habitats, landscapes and 
viewsheds are preserved, these groups often act alone.  Groups like HVA, BTCF, 
and regional planning agencies are working to coordinate these activities, and 
Housatonic Heritage should take part in (if not initiate…) any such regional efforts. 

▪ Past conservation efforts have not focused on the region’s agricultural heritage and 
many small farms are threatened. The heritage area can help protect this economy 
while preserving the agricultural landscape. 

▪ Although unlikely as a short-term step, the regional conservation corps idea holds 
appeal and the potential to support many activities. 

Educational Programming 

Ideas for educational programs were presented in Memo 2 and subsequently discussed in 
detail at several Board meetings. Some thoughts include: 

• Housatonic Heritage’s Upper Housatonic Valley Experience (UHVE) educator training 
program represents both a great achievement and a blueprint for future efforts.  This 
successful partnership among heritage, educational, and business interests has already 
prompted participants (most notably MCLA) to higher heritage education ambitions.  As 
Housatonic Heritage grows, both demand and potential suggest UHVE can expand too. 

• Many potential partners expressed interest in holding regular, topic-based symposia 
geared toward different constituencies, which would clearly fulfill a need. Potential groups 
include: house museums, performance venues, land trusts, watershed groups, trails groups, 
and tourism/economic development promoters. 

• Consensus opinion holds that Housatonic Heritage can take a leadership role in 
education.  Potential partners enthused about including an Educational Coordinator on the 
heritage area’s staff. 

Interpretive Themes 

Interpretive themes first came up in Memo 1, and have continued to inform discussions with 
the Board ever since.  Taking the five heritage themes NPS developed in the original 
feasibility study as a starting point, we believe that: 

• UHVNHA defies simple explanations and so cannot be easily communicated to all visitors.  
Interpreting UHVNHA means fitting the five NPS themes into a broader narrative that gives 
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the heritage area greater relevance to a broader spectrum of society and, hence, a wider 
array of audiences.  One notion—using the balance between original thought and group 
endeavor as an organizing framework—holds promise but still needs further exploration. 

• Housatonic Heritage’s four thematic trails (Iron, African American, Performing Arts, and 
Paper) cut across both the landscape and the five heritage themes, setting an excellent 
precedent for ongoing activities. 

• One anticipated challenge entails ensuring that the region’s heritage attractions subscribe 
to the chosen interpretive framework.  Given that the many local historical, arts, and 
conservation groups all have their own agendas and objectives, wholesale endorsement is 
unlikely, but the interpretive plan should still offer an armature that supports most of their 
site- and organization-specific themes.  Visitors can connect the dots. 

• There is consensus that a few more thematic trails can be developed, and Housatonic 
Heritage should, of course, play a key role. “Trail fatigue” (on the part of Board members, 
partners, visitors, and the general public), however, presents a potential stumbling block. 

• The Heritage Walks are undeniably successful, but the present format constrains them to 
one topic, one place, and one narrative.  Taking the walks to the next level entails linking 
them thematically relating them to the region’s overall tourism menu. 

Public Investment and Potential Matching Sources 

• The management plan must balance expected federal funding support with strategies to 
raise funds from within the region.  Options include memberships, sponsorships, earned 
income, and/or public sector support. 

• On earned income, Housatonic Heritage must determine what types of revenue generation 
are acceptable, and what types, if any, conflict with the organization’s mission and goals. 

• Since funds spent by local, regional, and national groups within the upper Housatonic 
Valley count as matching dollars when the benefitting program or project supports 
Housatonic Heritage’s efforts, proactively identifying eligible investments will pay 
dividends.  Local land trusts, regional groups (Trustees of Reservations, HVA, BTCF, etc.), 
arts organizations, museums, national groups (Appalachian Trail, Trust for Public Land), 
and even the two state governments are all candidates for contributing matching funds. 

• Major investments by federal agencies besides NPS could greatly benefit Housatonic 
Heritage.  The proposed $100 million Danbury-Pittsfield rail corridor restoration project, 
for example, would improve UHVNHA’s accessibility and marketability.  Housatonic 
Heritage should stay abreast of this and other potentially advantageous federal projects 
and ensure that the region’s congressional delegation considers its perspective. 



Technical Memorandum 6: 

Converting Topics to Themes: 
An Agenda for June 11, 2009 
To:  Upper Housatonic Valley National Heritage Area Board of Trustees 

From:  Elaine Carmichael and David Versel, Economic Stewardship, Inc. 

 Tom Gallaher, Heritage Directions LLC 

Date:  June 9, 2009 

 

We’re really looking forward to our June 11th meeting and the opportunity to refine 
salient interpretive themes.  As you’ll see in the attached agenda, we envision the 
meeting as a structured brainstorming session.   

Identifying Compelling Interpretive Themes 

All of you have a deep sense of many dimensions of history in the Upper Housatonic 
Valley; your past projects, especially the four trails systems, plus the topics explored in 
the NPS feasibility study makes a hearty blend with which to work.  Our goal is to 
distill that rich brew into its essential, core ingredients.  To mix metaphors, we need to 
develop a framework for understanding and interpretation that can be applied by 
many participating institutions and organizations within the Heritage Area.   

UHVNHA has charged itself with identifying ways to leverage the region’s rich 
historical, cultural, environmental, and physical resources in ways that increase its 
appeal to visitors and relevance to residents.  In our view, that means using the 
resource base as a vehicle for exploring topics and issues that are authentic and 
indigenous to the Upper Housatonic Valley, and also focus on people and their 
experiences:  stories that reflect the human condition and so help visitors and residents 
understand and identify with the past, connect emotionally (a path to learning) and 
renew their sense of pride in themselves and respect for what people can endure, 
envision and accomplish.   

In working with you to find this common ground, we need your expertise and grasp of 
the region’s history to help us uncover potential interpretive themes that will organize 
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the vast amounts of available information into readily discernable patterns for the 
benefit of UHVNHA’s many audiences:  so that visitors and residents can absorb key 
messages and core stories and integrate their Heritage Area experience into their 
worldview. 

Now for some definitions to ensure that we’re all using common terminology in the 
same way. 

Themes vs. Topics and Intent vs. Interpretation 

 Themes concern the content visitors are intended to take away with them from the 
experience. Themes may be dictated by the availability of stories and artifacts and, 
especially, insights into conflicts and tensions over values, economics, society, etc. 
that resonate throughout history.  Themes emerge from such universal aspects of the 
human experience as: 

 Acceptance 

 Aging 

 Beauty 

 Betrayal 

 Choice 

 Creativity 

 Death 

 Deception 

 Denial 

 Despair 

 Education 

 Envy 

 Fear 

 Family 

 Faith 

 Freedom 

 Friendship 

 Greed 

 Hatred 

 Hope 

 Honesty 

 Honor 

 Identity 

 Innocence 

 Justice 

 Law 

 Loss 

 Love 

 Loyalty 

 Money 

 Nature 

 Peace 

 Poverty 

 Pride 

 Purity 

 Revenge 

 Sacrifice 

 Time 

 Truth 

 War 

 

Finally, themes reflect actions or points of view:  “Quest for Freedom” is different 
from “Freedom.”  Examining the “Subjectivity of Truth,” a la Rashomon, is different 
from examining “Truth.”  Themes encompass many topics. 

 Topics represent the separate storyline, personages and events that breathe life into 
the theme and demonstrate its truth.  Drawing upon the above example, “Quest for 
Freedom” could encompass both Revolutionary War stories and the devotion 
people feel for their Harley Davidson motorcycles.  Similarly, a Plains State theme 
might contrast nature’s bounty and cruelty, with supporting topics exploring, say, 
hurricanes, John Deere and the commodification of food products. 



 Intent concerns desired outcomes in terms of altering the visitors’ outlook or 
behavior:  the “takeaway” message.  At its simplest, most heritage attractions 
intend visitors to emerge enlightened by an ability to relate artifacts and 
information to a broader context of ideas, history and their day-to-day experience 
of place.  Others want visitors to emerge with a new point-of-view or, at least, an 
appreciation for other opinions and interpretations of the content.   

 Interpretation is the implementation tool for illuminating the theme while achieving 
the intent.  Interpretation devices are the means to communicate with the visitor 
via the storyline and experience delivery system (exhibits, trails, appreciation of a 
place or events, etc.) 

 Audience describes the envisioned visitor:  whom you intend to enjoy and benefit 
from UHVNHA offerings.  The audience exists primarily in the imagination, but it 
becomes a multi-faceted character whose needs influence (and even dictate) 
design and interpretive decisions.  Target audience and intent are thus closely 
related:  will the experience provide a primer, a survey or a seminar?  More than 
one?  If so, where?  Are we defining markets according to demographic or 
behavioral characteristics?  Niches?  (NOTE:  UHVNHA can also choose to 
ignore certain niche market segments, for example, choosing not to explicitly 
attempt to appeal to people visiting Crane on business, even though the "paper" 
story receives extensive attention.)   

What the theming will allow us to do is help our potential niche audiences recognize 
their own affinity for UHVNHA and self-select for the experience.   

Our meeting will feature two major brainstorming sessions as briefly sketched below. 

Brainstorming Session I  

The first session will be devoted primarily to identifying specific concepts, topics and 
food for thought for themes. These concepts might include built environment sites, 
historical events, unique landscapes, artifacts and places where the Upper Housatonic 
Valley’s history evolved or is otherwise revealed.  From the perspectives of visitation 
and education, what should not be left out?  Possible topics for consideration include:   

 regional history - important events, people, larger trends, causes and legacies 

 the natural environment: how place shapes culture and vice versa 

 the built environment and other places of historic importance 

 ethnicity, cultural processes, sources and directions  

 making a living: exploiting natural resources, ways of life, etc. 
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 the material legacy, e.g., tools, processes and inventions unique to this area 

Brainstorming Session II 

With the second session, we will launch our search for the big picture–the most 
compelling and lucid themes.  We will attempt to tie together the several concepts and 
topics that emerged earlier into gripping thematic narratives that reveal the patterns 
and connections weaving our topics together.  Finally, we will examine these themes 
in light of their utility for tourism, education, and heritage area development and 
suitability for potential partnerships given the existing attractions base.   During this 
session, we may explore such questions as: 

 What would make the UHVNHA experience compelling? 

 Who is the audience? 

 What are the learning objectives? What knowledge should people take away 
from the experience? 

 Are there emotional or behavioral objectives too?  In other words, do we want to 
affect their view or themselves or the world?  Do we want them to commit to doing 
something or changing something? 

 How often do we want people to visit? 

 How can UHVNHA best become part of community life?  School life?  Business 
life? 

 How can we overcome barriers to UHVNHA’s success? 

 What’s the best way to increase support for UHVNHA? 

 What pitfalls should (or must) be avoided? 

See you Thursday! 



Agenda 

Identifying Interpretive Themes:  June 11, 2009 

1 Quick Review:  Technical Memo Five 

2 Context for Brainstorming 
 How does this session fit into the Management Action Plan?   

 Why are interpretation and themes so important? 

 How do the NPS feasibility study themes relate to today’s work? (see attached page) 

3 Considerations in Developing Interpretative Themes 

 Essential human experiences and conditions 

 Using local history to explore national stories 

 Unity and diversity 

 Controversy and sensitivity 

4 Brainstorming Session #1:  A Search for Themes and Major Stories 

 This session will be devoted to identifying specific concepts and topics to inform new/ 
expanded themes.  These concepts might include built environment sites, historical events, 
unique landscapes, artifacts and places where the cultures of the area are evident or otherwise 
exemplified.  From the perspectives of visitation and education, what must not be left out? 

5 Break:  During a brief break, David, Elaine and Tom will distill the morning’s work into some 
candidate themes and generate some ideas for determining how to communicate an otherwise 
unwieldy mass of information about UHVNHA to visitors in an efficient, logically organized 
and useful format.   

6 Brainstorming Session #2: Interpretation and Integration 

Here we search for the big picture–the most compelling and comprehendible themes.  We will 
attempt to develop strategies that tie together the several concepts and topics discussed earlier 
into compelling thematic narratives.  We will explore the patterns and connections between 
our topics.  Finally, we will evaluate our themes in order of their utility for tourism, education 
and area development.  

7 Next Steps 
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NPS/Feasibility Study Themes 
During the Feasibility Study stage, the National Park Service identified a number of themes of National 
importance in the Upper Housatonic Valley1.  These themes included: 

• Cultural Resort – The upper Housatonic Valley is noted for a long-standing literary tradition, the 
work of prominent artists and architects, and world-class music, dance, and theater. The region is 
home to dozens of world-renown cultural institutions that provide exploration of, education in and 
enjoyment of performing arts.  A diverse range of galleries and museums provide access to the rich 
body of work of visual artists, past and present.  Monuments to the enduring work of famous 
authors dot the landscape, affording visitors a glimpse into the world that shaped the story line of 
some of our most loved books. 

• Shaping a Scenic Landscape – A phenomenon occurred in the Upper Housatonic Valley of 
identifying natural resources at risk, the unrealized potential of the landscape, and the planning for 
restoration and implementation of restoration and beautification on a large scale.  By the early 
1800s, much of the area had been cleared for farming.  The iron industry required extensive tree-
cutting to make charcoal to fuel the furnaces.  After the Civil War, when the papermaking industry 
started to use wood pulp as a raw material, that industry put further pressure on the forests.  In 
1850, 75% of the region was deforested, while today 75% of the land is covered with trees. 

• Cradle of Industry  – Two of America's earliest industries had a conspicuous presence in the upper 
Housatonic Valley.  The iron industry began to develop in the 1730s, drawn by the presence of 
high-grade iron ore.  Forges and furnaces manufactured cannons and supplies for the Continental 
Army during the American Revolution.  During the 19th century, the region's iron industry 
manufactured armaments, tools and train wheels.  After the Civil War, the region's industry 
became less competitive; the last iron furnace closed in 1923. 

• Revolutionary War Era and Development of Democracy – The upper Housatonic Valley was the 
site of several important events during the American Revolution.  Among these, the Sheffield 
Declaration, an early petition of grievances against British rule, was drafted at Colonel John 
Ashley's House (maintained by the Trustees of Reservations) in 1773.  Militias from Ethan Allen's 
original home in northwest Connecticut joined the "Green Mountain Boys" in their capture of Fort 
Ticonderoga in 1775. 

• Other Heritage Themes: Mohican Indians, Shakers, Historic Towns  – At the time of European 
colonization, the Mohican Indians were lightly settled in the upper Housatonic.  Stockbridge's 
Mission House was the home of Reverend John Sergeant, who oversaw a mission to convert local 
Indians to Christianity starting in 1734.  This was a center for a Christian Indian community until 
they departed to the west in 1783, eventually relocating to Wisconsin as the Stockbridge-Munsee 
Band of Mohican Indians.  Western Massachusetts and upper New York State were hospitable to 
the Shakers, who were one of 19th-century America's best-known communitarian sects.  The 
Hancock (MA) Shaker Village is one of the country's foremost interpretive sites of Shaker culture. 

 
1  Adapted from summary provided on UHVNHA’s website as of June 9, 2009 



 
Technical Memorandum 7:  

Building the Management Plan 
To:  Upper Housatonic Valley National Heritage Area Board of Trustees 

From:  Elaine Carmichael and David Versel, Economic Stewardship, Inc. 
 Tom Gallaher, Heritage Directions LLC 

Date:  June 9, 2009 

 
This memorandum initiates Phase Two (Prescriptions) of the Management Plan development 
process1.  TM Seven begins with a review of the UHVNHA Mission statement and goes on to 
recap the National Park Service general guidelines for preparing a successful management 
plan.  It also lays the groundwork for UHVNHA’s staff and board to consider how to frame a 
management plan that will help this heritage area succeed.  TM Eight will then present a 
refined mission and goals statements, as needed, following our session June 11th.   

UHVNHA Mission 

UHVNHA’s current Mission Statement reads (emphasis ours): 

The Upper Housatonic Valley National Heritage Area exists to illuminate the 
diverse, rich identity of the Upper Housatonic River Valley region and to 
preserve and promote its historical, cultural and natural resources.  We 
support, stimulate and advance the region’s economic vitality and quality 
of life, looking towards a sustainable future for the benefit of residents and 
visitors.  This National Heritage Area facilitates collaboration with regional 
organizations, working as a catalyst for regional thinking. 

The Upper Housatonic Valley National Heritage Area will: 

                                        
1Beginning this phase with the end goal—creating an effective Management Plan—in mind, we will now 
present interim work in ways that inform and reflect how the document and its appendices might be organized.   

1 
 



• heighten the region’s knowledge of its heritage and promote public discourse 
and decisions through educational programs that are the envy of the world; 

• make the region a premier destination for travelers and potential residents by 
engaging active participation in using and celebrating the heritage resources; 

• integrate the celebration of regional historical, cultural and natural 
resources with regional economic development and planning; and 

• be a high-performing and financially stable organization, working with 
other regional businesses, organizations and individuals. 

We wonder:  do these ambitions comport with how UHVNHA is approaching its role now 
that designation has been achieved?  Does it express UHVNHA’s priorities correctly?  A close 
reading suggests that the current Mission Statement may not be a precise reckoning of 
UHVNHA’s intentions. 

Note:  This is isn’t about word-smithing… it’s about ensuring consistency between the 
management plan and the mission statement. For example, in some cases, the question 
revolves around whether UHVNHA intends to take direct action or simply support the work 
of others, including initiating partnerships. 

From the first part: The Upper Housatonic Valley National Heritage Area exists to 
illuminate the diverse, rich identity of the Upper Housatonic River 
Valley region and to preserve and promote its historical, cultural 
and natural resources.  We support, stimulate and advance the 
region’s economic vitality and quality of life, looking towards a 
sustainable future for the benefit of residents and visitors.  This 
National Heritage Area facilitates collaboration with regional 
organizations, working as a catalyst for regional thinking. 

• Does “illuminate” mean “interpret” or is it more like “uncover” or “apprise people about?” 

• Is UHVNHA really about… 

• the region’s “identity,” which has marketing connotations, or is it more like 
“character,” “heritage,” “integrity,” “distinctiveness,” or another concept? 

• “preserv[ing]” the region’s resources through direct action? 

• “promot[ing]” the resources, in a marketing sense? 

• “support[ing], stimulat[ing] and advance[ing] the region’s economic vitality” by any 
means necessary… or more like the later bullet that puts economic development in 
the context of celebrating the resources?   

• What does “a sustainable future” mean to UHVNHA? 
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What Does a Management Plan Entail? 

As you know, the Management Plan fulfills three principal purposes.  It: 

• documents how the provisions set forth in authorizing legislation will be accomplished; 

• details how the federal funding (and other resources) will be deployed; 

• describes the heritage area’s aspirations and objectives, including potential partners, 
projects and programs … in short, its raison d’etre. 

The Management Plan builds on previous work (e.g., the feasibility study and resource 
inventory) and compiles all pertinent information (including National Environmental Policy 
Act- and National Historic Preservation Act-related findings) into a unified strategy 
document.  The National Park Service identifies eight plan components:  

1. Comprehensive policies, goals, strategies, and recommendations for telling the story of 
the region’s heritage and encouraging long-term resource protection, enhancement, 
interpretation, funding, management, and development of the National Heritage Area; 

2. Proposed actions and commitments that governments, private organizations, and citizens 
will take to protect, enhance and interpret the natural, historic, scenic, and cultural 
resources of the National Heritage Area; 

3. Specific existing and potential sources of funding or economic development strategies to 
protect, enhance, interpret, fund, manage, and develop the National Heritage Area; 

4. An inventory of the natural, historic, cultural, educational, scenic, and recreational 
resources of the National Heritage Area related to the stories and themes of the region 
that should be protected, enhanced, managed or developed; 

5. Policies and strategies for resource management including, but not limited to, the 
development of intergovernmental and interagency agreements to protect the National 
Heritage Area’s natural, historical, cultural, educational, scenic, and recreational 
resources; 

6. An implementation program including a) performance goals; b)  plans for resource 
protection, enhancement, and interpretation; and c) specific commitments for 
implementation made by the local coordinating entity or any government, organization, 
business, or individual; 

7. An analysis and recommendation for ways in which local, State, Tribal, and Federal 
programs may best be coordinated, including the role of the National Park Service and 
other Federal agencies associated with the National Heritage Area; 

3 
 



4 
 

8. A business plan that a) describes the role, operation, financing and functions of the local 
coordinating entity and major activities contained in the management plan; and b) 
demonstrates that the local coordinating entity has the partnerships, and financial and 
other resources necessary to implement the management plan. 

NOTE:  The above was adapted from Components of a Successful National Heritage Area Management Plan, a 
National Park Service publication available at http://www.nps.gov/history/heritageareas/REP/Notebook.pdf. 

Ultimately, the Secretary of the Interior must approve and sign the plan for the heritage area 
to maintain its eligibility for federal funds.   

With the above in mind, and informed by the board’s April work, the following pages set 
forth a draft plan outline.   

http://www.nps.gov/history/heritageareas/REP/Notebook.pdf
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