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Representatives from the National
Park Service's Northeast Regional
Division of Interpretation and

Education, Shelburne Farms, Marsh-

Billings-Rockefeller NHP and NPS
Conservation Study Institute work
in close collaboration to develop
and coordinate A Park for Every
Classroom.

Currently there are eight PEC pilot
teams in the Northeast:

Fort McHenry NM & HS
Gateway NRA

Weir Farm NHS

Valley Forge NHP

Salem Maritime NHS

New England NST
Marsh-Billings-Rockefeller NHP

Morristown NHP

A Park for Every Classroom
Executive Summary

“One of the biggest benefits is that this is such a departure of philosophy for
NPS—a beachhead to the future, a fluid and open platform, and our role as
facilitators. That concept in and of itself is huge and a big leap.”

Jonathan Parker, Chief of Interpretation and Education

Salem Maritime National Historic Site

A Park for Every Classroom (PEC) was

created in 2011 to encourage education
partnerships and community engagement. The
purpose of PEC is to build collaborations
among National Park Service staff, local
community and educational partners, and
teachers to engage students in place-based
learning that promotes stewardship of
parks and communities. A pilot program

of the National Park Service’s Northeast
Regional Office, Interpretation and Education,
PEC’s three main strategies include:

1. Building robust relationships that draw
upon the unique strengths and capacities
of each partner to co-develop profession-
al development experiences for educators
and generate new approaches for park
educational and interpretive programs

2. Providing teachers the resources and
support they need to create and lead
curriculum-based units in national parks
that provide relevant, hands-on learning
experiences for their students

3. Creating a Community of Learning, In-
quiry, and Practice (CLIP) across partici-
pating parks to provide mutual support,
share lessons learned, collectively address
barriers, and identify and apply success-
ful, innovative practices

A key tenet of A Park for Every Classroom
is that program development must be
adapted to fit the specific needs, assets,
culture, and goals of each park. It is not a
“cookie-cutter,” one-size-fits-all approach;
each team is provided tools to help make the
PEC model their own. As a result, although
each PEC pilot park shares similar founda-
tional premises and overall aspirations, each
team created its own distinct program.

Lessons Learned
Parks used the PEC program in a variety of
ways including:

« Asan organizing tool to partner with
existing programs or as an umbrella for all
park education efforts

« To encourage a whole park approach and
integrate cultural and natural resources

« To develop a deep engagement with a
school and community

«  To develop teacher professional develop-
ment on place-based service learning

+  To leverage outside resources to build a
more integrated approach to education
services

«  To support the park’s development of
programming and services

Process

“Another factor that helped make the program
a success was that WEFA was given the flex-
ibility to formulate a plan that realistically took
the PEC model and adapted it to [each] park’s
situation. Being able to be strategic about the
park’s new PEC approach based on staffing
limitations, skill sets of staff and partners, fund-
ing, partnership support, and accessibility of
local schools was essential.”

Kristin Lessard, Park Ranger, Weir Farm Na-
tional Historic Site

Modeled after the successful teacher profes-
sional development programs, A Forest for Ev-
ery Classroom and A Trail to Every Classroom,
A Park for Every Classroom was designed to
cultivate partnerships that foster the develop-
ment of high-quality, teacher-created curricula
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“In times of small
staffs and smaller
budgets, the ability
to link missions with
allied institutions

is more important
than ever.”

4 A Park for Every Classroom (PEC)

which use park resources and place-based
education practices.

As a pilot in the Northeast Region, parks were
invited to apply to the program with a team
that included a teacher-leader and commu-
nity partner. The PEC Teams were selected
through a review process that assessed “readi-
ness” factors, including:

«  Support from park leadership and park
staff with strong leadership skills

«  Strong working relationships with school
and a community partner

« Additional resource availability (time and
money)

Experiences in hosting workshops
Willingness to try something new

The selected PEC teams participated in a
series of workshops and webinars over the
course of a year. This engagement series was
designed to:

« Introduce parks to the core elements of
PEC and assist them in collaboratively
developing their pilot program

«  Create a Community of Learning, Inquiry,
and Practice (CLIP) to collectively
advance the program design and address
barriers

«  Share Promising Practices of Place-based
Education and assess how they can be
applied to advance park relevance

«  Design common evaluation strategies and
tools and a reflective case study format to
share lessons learned

«  Prepare parks to implement a successful
PEC program with local school and
community groups and to become
mentors for other parks that want to
develop similar programs

Results

Every team’s implementation of the PEC pro-
gram was unique, allowing for a rich array of
adaptations to the model and approaches to
teacher-park-community partnerships, place-
based education professional development,
and park-based unit creation by teachers.

Case studies provide a summary of each
park’s PEC program, partners, process

of development, early successes, and
challenges. The concluding chapter analyzes
the trends across all eight sites. While the
implementation the PEC pilot programs are
still in their early stages, findings from the case
studies reveal positive trends in impacts for
parks, partners, teachers and students.

For Parks

The PEC program directly addresses NPS priori-
ties related to education, relevance, stewardship,
and professional development. It advances several
of the Call to Action items, most notably #16, Live
and Learn. The eight participating pilot parks re-
ported numerous impacts of this program, some
of which were localized to an individual park
while others crossed project boundaries.

« A more cohesive framework and direction
for education programs

«  New and better working partnerships
with teachers, administrators, community
non-profits, and other public lands

«  Greater awareness of the park and its
resources

« Increased visitorship and student
involvement

« Increased understanding of what
partners, teachers, and students need;
helping make the park more relevant,
visible, and valuable to community

«  New park-based programs and units

+  Education and interpretive programs
became richer, more diverse, relevant,
and more directly connected to what the
students were learning in school



“What I gained?
Rediscovery of ‘the
place’ our students
live and learn in and
how to breathe new
life into our study of
it!”

“It is different
learning outside.
When you are in the
classroom learning,
the teacher teaches
the information. But,
when we’re outside
we are teaching it to
ourselves.”

“Place-based
Learning is not
something I was
Sfamiliar with and
it opened my eyes
to something—A
whole community
coming together to
educate students is
beautiful.”

For Teachers

Teachers are the primary audience for the PEC ~ °
program. The PEC model involves teachers on
multiple levels ranging from first-time partici-

pant in a park program to serving as teacher-
leaders as part of the PEC planning team. .
Teachers who participated in the PEC program
reported numerous benefits, including:

Learned about park employment and
internships, and capitalized on these
career development opportunities

Accomplished major learning milestones
in alternative high school programs

For Community Partners

+ Increased access to park’s resources and
staff to support curricular goals

Partnerships are essential to the PEC
approach. Partners increase and leverage

resources and provide opportunities that

+  Professional development in place-based
education, curriculum design and other
promising practices

a single organization cannot support. PEC
community and educational partners helped
to plan professional development, offered

technical expertise, created links to specific

+  Fresh ideas and support from other
teachers and resource specialists

schools and new networks, and created a
sense of importance of place-based learning

to all the stakeholders. Partners reported

«  Re-invigoration in their teaching and
connection to their community

«  Leadership opportunities in serving on
the PEC team

For Students y
The PEC program recognizes that the invest-
ment in professional development and rela-
tionships with a single teacher can touch the .
lives of hundreds of students who enter their
classroom throughout the course of their ca-

reer. The PEC program aims to give teachers

the tools, resources, and support they need to
create experiential and engaging curriculum

that enhance student learning and provides

for opportunities for them to become ac-

tive stewards of their parks and community.

Early evaluation results from the PEC pilots
report positive impacts on student learning.
Specifically, students who participate in PEC
programs:

+ Increased their level of engagement and
active learning

«  Experienced stronger connection
between classroom learning and real
world application and problem-solving

+  Developed greater familiarity with
the parks and their resources through
multiple exposures

benefits that included:

Greater capacity to help fulfill their
missions, and connect with the
community

Increased access to teacher and student
networks

Professional development in place-

based education, curriculum design and
promising instructional practices

Executive Summary 5
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Looking Across the Eight
A Park for Every Classroom
Case Studies

LESSONS LEARNED

PEC PLANNING TEAM FOR PHASE 1: PILOT TEST
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A Park for Every Classroom
Lessons Learned

This section looks across the eight case studies and identifies universal
concepts and ideas or lessons learned from the first year of implementation.
It is organized around the major case study headings of Overview,
Partnership Issues, Resources, Celebrating Success and Addressing
Challenges, Impacts, Looking into the Future, and Concluding Thoughts.
The purpose of this section is to provide a road map for readers, to show
them a bird’s eye view of the findings and help them navigate to the sections

relevant to their needs.

Overview

A key tenet of A Park for Every Classroom
(PEC) is that the program and associated
activities must be adapted to fit the specific
needs, assets, culture, and goals of each park,
school and community. PEC does not have

a “cookie-cutter” one size fits all approach,
instead each team is provided tools and pro-
fessional development to help make PEC their
own. As a result, although each of the eight
pilot sites shares similar foundational premises
and overall aspirations, each team has created
its own distinct PEC program for their unique
situation.

What is the PEC Program?

PEC is a program model based on a strategic
approach and a way of thinking about how
parks and communities can work together. It
is not a strict series of steps that has to be fol-
lowed; it is not a template. One of the most
important aspects of PEC is that each site is
asked to adapt the model to fit the needs of all
the stakeholders. This approach resulted in a
variety of ways in which parks and partners
applied the model. While each project was
unique and focused on its own elements, ev-
ery project still contained the same ingredients
of collaborative partnerships, a Community of
Learning, Inquiry and Practice (CLIP), profes-
sional development, student engagement, and
evaluation. All the projects:

«  Developed new or enhanced existing
partnerships;

e Partnered with at least one teacher and
one community organization;

«  Participated in a geographically centered
CLIP and in the combined CLIP;

«  Provided teacher professional develop-
ment on some level but those experiences
differed in size, scope, scale, and number
of interactions;

«  Engaged students being engaged in park/
community resources;

«  Developed an evaluation plan and are in
different stages of completing the pro-
gram evaluations

Cool and Exciting!

Each project resulted in a revelation or identi-
fied a “Cool and Exciting” outcome of their
efforts. Individual case studies provide more
details about each of these items. The list below
shows the diversity of ways PEC can play out:

«  The Gateway Team developed “The Steps
of Engagement” as a conceptual model
for engaging teachers on different levels
and through a variety of programs.

+  The Fort McHenry Team used PEC as
an organizing tool to partner with exist-
ing programs. This approach allowed this
team to add value to their programs and
think more holistically about how their
community can work together to better
meet the needs of students, teachers, and
the community partners.

«  The Marsh Billings Rockefeller Team

Looking Across the Case Studies 3
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used PEC as an umbrella for all education
efforts and focused on a whole-school/
whole-district approach to integrating
sustainable practices throughout the com-
munity.

The Morristown Team focused on bring-
ing the park’s Cultural Resources division
into meaningful engagement with educa-
tion programming to encourage a whole
park approach, something that had not
been tried previously on the park level.

The New England Scenic Trail Team, in
its second year of operation, developed
a deep engagement with one school and
successfully integrated cultural and natu-
ral resources along the trail.

The Salem Maritime Team partnered with
local organizations to develop teacher
professional development on place-based
service learning in their community; two
of the six PEC teacher- developed proj-
ects took place in the park; the other were
located in the surrounding communities.

The Valley Forge Team made a strong
connection with the National Writing
Project that enabled them to leverage
resources to build a more integrated ap-
proach to education services.

The Weir Farm Team started small, built
on success, and grew its program with the
park so education is integral to the park’s
development and supports the opening of
three significant structures.

Existing Conditions

Each partnership site was in a different place
in terms of existing conditions that could sup-
port their PEC work. Applications submitted
by the parks were evaluated on the following
criteria:

Infrastructure:

« Strong leadership among park staff

« Strong school/teacher relatikonships
+ Evidence of community partner

Readiness

« Track record of successful collaborations

« Some level of experience with hosting work-
shops

«Willingness to try new things

Support

+ Management support

« Staff time to devote to the project

« Travel resources

« Staff to facilitate immersion experiences

SAMA and FOMC brought strong partnership
experience. VAFO and MORR built on a history
of offering school programs and experiencing
challenges with meeting the demand from school
audiences. WEFA, NET, and GATE had few staff
but other elements in place. WEFA had just hired
anew employee, and GATE had funds to lever-
age. MABI had strong readiness components in
place and the ability to leverage resources. WEFA,
NET, and GATE had fewer available park staff to
support the PEC project but worked to leverage
partnerships to meet that gap in staff resources.



Partnerships

Partnerships are an essential element in the
PEC approach. Partners can increase and
leverage resources and provide opportunities
that a single organization cannot support. But
as all the case studies demonstrated, the devel-
opment and maintenance of partnerships can
be a bumpy road with many challenges as well
as successes along the way.

Types of Partners

In each park, the PEC partnership composi-
tion varied and in many cases changed as

the project progressed. Many sites with well-
established partners expanded and deepened
those pre-existing partnerships. In other

case studies, some parks chose a community
partner, such as a higher education institu-
tion, while others worked with a variety of
nonprofit or community-based organizations
with similar missions or foci. GATE, SAMA,
and MORR worked with universities while
MABI, WEFA, and FOMC worked with other
community-based organizations. NET sought
new school partners to expand their com-
munity outreach along the trail while working
with the federally designated partner, CFPA.
VAFO added partners as opportunities arose,
as did SAMA, demonstrating the ever-evolving
nature of partnerships throughout the pilot.

Successful PEC Partnership Characteristics
Once they formed the team partnerships, each
team had to create a shared vision and goals,
learn about each other’s organization and cul-
ture, and figure out ways to work together suc-

cessfully to begin developing the partnership.
After they developed this, the teams had to
provide ways to maintain the partnerships by
caring for and feeding partnership needs and
taking the pulse of the partnership process.
Each of the case studies commented on the
evolution of the PEC partnerships and called
out examples of how its processes contributed
or not to success.

The most common thread that ran through all
the case studies was that communication was
a key characteristic of a successful partnership
project. Each partnership developed channels
of communication. Through these established
channels, sites were able to:

«  Develop an understanding of the culture
of each partner and address issues such a
language and terminology (MABI, SAMA,
NET);

«  Ensure the project was addressing the
needs of all partners (NET, VAFO);

+  Address issues of scheduling and work-
ing around already existing commitments
(MABI, GATE, MORR);

«  Resolve issues such as how decisions are
reached or what role each partner plays
(FOMC, GATE);

«  Take the partnership beyond the personal
level to the institutional level (WEFA,
SAMA).

Other key successful partnership characteris-
tics illustrated in these projects were:

«  Beflexible to address issues and capitalize
on opportunities (FOMC, WEFA, GATE);

«  Celebrate successes by setting small
milestones and achieving them (FOMC,
MABI);

«  Use on-going evaluation to take the pulse
throughout the project, not just at the end
(VAFO, MORR); and

«  Make changes as needed to support the
overall project (FOMC, SAMA, MORR).

Looking Across the Case Studies 5
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Celebrating Success and

Addressing Challenges

Every project team had unexpected events,
successes, and challenges that needed to be
addressed as the projects progressed. The
adaptable and flexible PEC program model
allowed for these unplanned events to emerge
and for parks to still find success.

Surprises and Successes

Sometimes surprises can lead to success like
FOMUC’s recruitment of a school coordinator
that led to increased participation by others
and an expansion beyond the original vision.
Sometimes a surprise can be devastating as
was the case of the GATE team having to deal
with the aftermath of a major hurricane. While
all parks had surprises in one form or another,
they persevered, discussed challenges with
their CLIPs, changed course if needed, and as
a result, experienced success throughout the
pilot project. Many of the accomplishments
focused on the results of professional devel-
opment and the increase in use of park/com-
munity resources through the development of
place-based learning activities.

The professional development conducted by
all of the sites was cited by each of the teams
as a success. SAMA commented on the over-
whelming success of their workshop with
many unanticipated outcomes, such as the en-
thusiasm of the teachers and the expansion of
the program to facilitate teachers’ developing
place-based learning experiences in their own
community. NET and their community part-
ners were excited by the warm welcome they
received from teachers and will build on that
in the future. MABI connected both teachers
and staff to high quality training on a variety
of topics such as education for sustainability
and whole school development. VAFO was
able to incorporate their workshops in schools
on professional development days thereby in-
creasing their reach.

The increased use of park and community re-
sources provided students with ways to engage
in place-based learning. WEFA was able to
reach teachers and students in five additional
schools and increase use of park resources.
VAFO was able to reach an increased number
of students. FOMC, MABI, and VAFO began

using PEC as an umbrella under which all
education efforts could reside and therefore
could leverage park wide efforts to increase
participation.

Overcoming Challenges

The challenges faced by the PEC teams fall
into three main categories: PEC team turn-
over, institutional differences, and getting
teachers to workshops. While challenges are
often difficult to overcome, each of the teams
found ways to address the issues and move
the project forward. A couple of examples are
used to illustrate some of these challenges.

Turnover of key personnel, whether park,
partner, or teacher, is a common challenge

for partnership projects. Several teams had

to resolve this issue. FOMC lost both a key
park staff person and two teachers mid-way
through the pilot project. This loss could have
negatively impacted the project because of a
loss of institutional knowledge. The partner,
Maryland Historical Society, stepped up to fill
the void and the park added another staft per-
son to the project. A curriculum coordinator
joined the project which opened up additional
doors later on. For VAFO, the primary contact
person for the park took another position. The
Chief of Interpretation and Education stepped
in and took over the project shifting the focus
from natural resources to more of a cultural
resource emphasis. MORR faced the loss of a
core teacher due to a promotion. When it was
not possible to recruit another teacher from the
targeted district, the partner from a university
acted as the liaison to local teachers.

Institutional differences, both internally and
externally, can make partnerships difficult
especially when it comes to expectations and
communication. Two sites, WEFA and MABI
faced a similar issue of teacher-led program-
ming. At WEFA, teachers wanted the ranger to
present programming for students to capitalize
on the depth of knowledge of ranger staff. At
MAB]I, teachers had similar wants, and rangers
were more than happy to share their expertise.
In fact, at times rangers were uncomfortable
with teachers taking the lead because of rang-
ers’ roles as protectors of the resource.



WEFA resolved this issue by working with
teachers to provide support where needed.
MABI staff worked with both teachers and
rangers to encourage more teacher-led
activities in the park.

Recruiting for the teacher workshops proved
to be more of a challenge than anticipated
for some sites. In light of significant issues

in teacher accountability, a comprehensive
overhaul of educational standards, and less
funds for off-site learning SAMA offered

Resources

Start-up Resources

PEC seed funding was very limited. There was
enough funding to support the planning team
partners and workshops, but PEC did not
provide any funding for individual sites. Sites
applying knew that resources were scarce for
this project and therefore sought other ways to
fund the startup of their project. Parks relied
on staff time and internal funding initially),
but soon realized if they wanted to move
beyond the status quo, there was a need for
outside funding. Park teams looked to internal
NPS grant programs and base funding, grant
writing, and external partnership donations
and support. One of the most challenging
areas for parks was how to provide stipends to
teachers or transportation for classes engaged
in the program.

a sail on the ship Friendship to school
administrators as a way of introducing the
project. The team thought it would help with
recruiting teachers for a summer workshop.
The team had to use a variety of other
methods when this first effort proved fruitless.
With the loss of key teachers, FOMC used
introductions by the new coordinator to
bring in teachers. WEFA found that changing
the length and time of workshop offerings
increased teacher participation.

Money Matters

So how were funding needs addressed? Sites
used a variety of means to obtain funding to
support this pilot project. For all projects,
considerable support came from park base
funding. Partner sites provided staff and in
some cases were able to seek grant funding
unavailable to parks. Both GATE and SAMA
leveraged relationships with university part-
ners as well as obtaining grants. VAFO and
MORR relied on donations from their friends
group or cooperating associations to assist
with providing small amounts of funding.
MABI sought funding from a local foundation.

Going forward, funding will remain a chal-
lenge for all sites, but with the success to date,
parks have developed strategies to obtaining
resources and continue to work closely with
partners on this issue.

Looking Across the Case Studies 7
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Impacts

The case studies are a snapshot of where
these projects are now. As with any project,
delays and serendipitous events, like Hur-
ricane Sandy, impacted the progress of these
projects. That said, the case studies reveal
impacts on teachers, students, community
partners and parks. These impacts are high-
lighted below but are more fully described in
the individual case studies.

Teachers

Teachers are a primary audience for the PEC
program. In the PEC case studies explored
in this report, there were teachers who par-
ticipated on multiple levels of this project,
from being a participant in a park program
for the first time to being part of the core
PEC team. In general, teachers were more
engaged in the resources of not only the park
but also of those resources that exist within
the community. Teachers enjoyed the oppor-
tunity to learn as students and saw the value
of this type of learning, firsthand (VAFO and
SAMA). Using place as the context for learn-
ing was not something that all these teachers
had done in the past and many found great
value in being in the place where historical or
scientific events occurred (MORR, GATE).
MABI and GATE pointed out that teachers
experienced working with colleagues from
different schools and disciplines in new
ways and learning from each other. FOMC
and NET teachers reported that the project
provided engaging ways for students to learn
new content and skills.

Students

All sites reported positive impacts on stu-
dents participating in PEC developed proj-
ects. Many sites (GATE, VAFO, WEFA,
MABI) noted that students engaged with
park resources in more meaningful ways,
such as an increased comfort level learning
outside, demonstrating active learning, richer
and more hands-on experiences with re-
sources, and having students take advantage
of employment opportunities they discov-
ered through park/school experiences.

Other impacts included an increased number
of students having the opportunity to engage
with the park (FOMC), strong connection of
inner-city students to park cultural and natu-
ral resources (WEFA and MORR), and alter-
native high school students accomplishing a
major milestone in their learning (NET).

Community Partner(s)

Throughout the program, engaging commu-
nity partners in the process was a challenge
and new experience for several of the parks.
As with other stakeholders, several commu-
nity partners saw the increasing opportuni-
ties for this type of work in the future as a
benefit. Partners helped to plan professional
development, offered technical expertise,
created links to specific schools and new net-
works, and created a sense of importance of
place-based learning to all the stakeholders.
Parks were seen as a more active part of the
community (FOMC) and helped local people
realize the value of the park (MABI).

Park

Parks reported several impacts of this pro-
gram. Some of these impacts were localized
to an individual park while others crossed
project boundaries. While all parks saw an
increase in school visitation, perhaps the
most dramatic was at WEFA where visita-
tion increased forty-four percent. Increased
interface between working groups at the park
was noted at several sites, yet there still was
a feeling at SAMA and MORR that it would
take more time and effort to make PEC rec-
ognized as a whole park project. NET com-
mented that this project enabled the trail to
make meaning and authentic connections
with communities along the trail.



Looking into the Future

As PEC enters its next phase, each site is identify-
ing its anticipated successes and assessing its next
steps. Six of the projects will be taking on an ad-
ditional site to mentor in the next phase. Two sites
are going to continue their current level of work
but feel that due to capacity issues they cannot
expand the scope of the project at this time, how-
ever they do hope to do so over time.

Anticipated Successes

While many of the sites are looking to expand
the reach of the project and offer increased
numbers of teacher and student experiences
associated with the PEC project, the anticipat-
ed outcomes vary from site to site. Individual
site highlights are provided:

«  The GATE team is looking forward to new
teacher developed lesson plans along with
innovative adaptations of existing lessons
and park field-based activities. They have
a commitment from existing cadre of PEC
teachers and are looking forward to en-
gaging new teachers through professional
development through a grant developed in
cooperation with their partner, Brooklyn
College.

*  The FOMC team plans to expand its
reach into Baltimore City school districts
through a variety of activities, includ-
ing their continued work with Baltimore
School for the Arts. One partner, Maryland
Historical Society, will reach every county
in the state through PEC.

«  The MABI team will focus on the contin-
ued development of local schools using
the whole school model, the integration
of the Common Core State Standards into
existing programs and work to incorporate
park-based learning through a senior cap-
stone project.

+  The MORR team will continue its work to
engage other work divisions in the park,
broadening an internal understanding of
using collections in educational program-
ming and services.

«  The NET team will roll out the final ver-
sion of a video and QR code projects that
are result of PEC work. They also will

continue building their partnerships as
a strong step forward in visibility, public
awareness, and use of the trail.

«  The SAMA team will process the results of
the pilot to inform their next steps. Emerg-
ing partnerships will be strengthened.
There will also be a new focus on internal
and external communication about the
project.

+  The VAFO team is working on many dif-
ferent levels and will continue this work to
bring the pieces together to strengthen the
project.

«  The WEFA team has secured funding to
expand the program and bring the newly
reopened structures into the project as
valuable resources for teachers and stu-
dents.

Advice to Others

As mentioned above, every team’s implementa-
tion of the PEC program was unique, allowing
for arich array of experimental forays into
teacher-park-community partnerships, place-
based education professional development,
and the creation of park-based programs and
materials. The case study process helped teams
come together to reflect on what worked, what
didn’t, and how they would advise others to
proceed.

The thoughtfulness of the case studies and les-
sons learned demonstrated a real commitment
to the Community of Learning, Inquiry, and
Practice approach of the program.

Move Beyond the “Build It and They Will
Come"” Approach to Program and Materials
Development—PEC Teams all recognized that
engaging teachers in the development of their
education programs was essential, but that
they would need to compete with a myriad of
other pressures on teachers’ time. To facilitate
participation, they tried to meet teachers more
than halfway, providing incentives such as
graduate credits or recertification points, food,
and stipends. Some also recommended con-
necting with school administrators to earn their
support. Teachers, acknowledged as profes-
sionals who knew their students, curriculum,

Looking Across the Case Studies 9
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standards, and pedagogy, were encouraged to
take leadership in park-based, place-based unit
development and implementation. Advice from
the PEC Teams included:

«  “Adapt to the teachers’ needs and interests
while incorporating the park’s most com-
pelling resources. (GATE)

+  “Find ways to capitalize on the teachers’
strengths. They are our best resource. They
have experience and expertise that will
blossom into amazing outreach opportuni-
ties as we work side-by-side.” (VAFO)

«  “Ask teachers what they want!” (WEFA)

+  “Have realistic expectations of teacher/
community partnerships. Be cognizant of
their contributions and respectfully honor
their service to the park—acknowledge-
ment, honorariums, and other small tokens
of appreciation go a long way.” (MORR)

Get Limber, Perhaps Beyond Your Comfort
Zone—Many PEC members reported that they
had to learn how to “let go” a little and accept
the amorphous nature of the process. The
models they were creating often did not look
like anyone else’s and moved in a completely
different direction than expected. Many teams
mentioned keys to their successes were flexibil-
ity and the ability to adapt and change as they
moved forward, were keys to their success. If
one direction didn’t seem to be working, they
were encouraged by other PEC Teams to look
at it from a different perspective or try another
direction,

“Keep your mind open to possibilities.”
(FOMCQC)

“Everything does not have to be defined
and fine-tuned at the beginning, be-
cause it is a work in progress, and often
times, unexpected plot twists add new
and wonderful possibilities. Sometimes
the biggest surprises become our best
components.”(VAFO)



«  “Adapt and change as you move forward.
It would not have been beneficial to hold
on to some decisions that were made early
on.” (SAMA)

Stretch Your Capacity by Using the Energy
that Is Already There —Some of the most suc-
cessful outcomes were the result of PEC Teams
taking advantage of initiatives and/or events
that were already going on. The whole game
plan was about leveraging resources and going
for synergy. As one PEC Team reported,

«  “Realize and respect that the park is not
the only interpreter of park resources.
Community experts have a lot of valuable
things to tell us about this place we pre-
serve and protect. Collaborate with exist-
ing programs and let the park simply be the
place. For example, encourage the use of
our park as the venue for an existing water
watchers group or hiking club. Groups that
spend more time in the park are more like-
ly to be allies/partners on future projects.
These collaborators become park stewards
and park resource experts.” (MORR)

Energy Spreads—Partners are a lot more likely
to get excited about joint efforts and want to
devote their time and resources to them if the
collaborative atmosphere is open, supportive,
and fun. Good food certainly does not hurt,
either. PEC Team members agreed,

«  “Help your team be in-sync, invested,
creative, most of all, flexible, and have the
ability to ‘get it done.”” (VAFO)

«  “If you don’t have a lot of partners in
the beginning, remember that you will
find people who want to come on board
as they learn about the project and see
what is happening. Energy spreads. Ideas
multiply.”(VAFO)

Forget Quantity; Focus on Quality—This was
a mantra of the PEC effort because meaningful
learning experiences and relationships are dif-
ficult to develop on an industrial scale.

«  “Start small and build on your success.”
(MABI)

«  “Start with your low-hanging fruit; start
with what you know. But don’t be afraid to
take risks. If it doesn’t work, it is okay, at
least you tried.”(SAMA)

«  “Start smaller, build on a good reputation,
get a few teachers who are well versed in
your park, let them help spread the word.”
(MABI)

«  “Start by engaging teachers that already
utilize park resources or attend education
programs.” (WEFA)

¢ “Go slow to go fast—don’t take on too much
especially in the early stages of learning to
work together as a partnership.” (NET)

The Right Partners are Worth Their Weight

in Gold—Our PEC team members repeatedly
testified that an investment in the right partners
with the right structure paid off in big divi-
dends. Conversely, if a partnership or person
was not working out, changes had to be made.
Some of the advice for healthy partnership de-
velopment included,

+  “Develop high quality relationships with
a few logical partners and teachers, even
if it is with only one of each. These part-
nerships will be more important than any
products that come out of the first year.”
(MABI)

«  “Recognize and appreciate everyone’s con-
tributions. Not only is clarity about each
partners’ mission and goals critical to de-
veloping successful program activities and
projects, it also injects vital energy and mo-
mentum into the mix. By designing projects
that meet the needs of all three partners, we
found that the interest and commitment of
all three was enhanced.” (NET)

«  “Solid strategic partnerships are very
important. BOTH strong personal re-
lationships as well as good institutional
ties are important. As noted, several posi-
tions shifted, so the institutionalization of
PEC is important. That is, communica-
tion and relationships should not just be
restricted to one person at each of the
partner organizations, but should extend
beyond to others so that they can step in if
needed.”(FOMC)

Looking Across the Case Studies 11
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«  “The three organizations all brought differ-
ent resources, skills, perspectives and net-
works to the table. Look for good people
for your team. Strive to unite your team in
philosophy, objectives, and continual com-
munication.” (VAFO)

Settle in for the Long Haul and Keep Check-
ing Your Compass. PEC Team members agreed
that the important work of stewardship devel-
opment is inherently a marathon, not a sprint,
so partners need to pace themselves and con-
tinuously check that they are on course. Built in
reflection time was mentioned as an important
component of the process.

«  “Keep coming back to clarification of
goals, roles and responsibilities as priorities
shift.” (MABI)

+  “Invest in planning, reflection and com-
munication time so that your team can be
very strategic about how they invest their
resources—work smarter, not harder.”
(MABI)

«  “Don’t rush the process. When working
under the constraints of a pilot initiative,
it is easy to feel pressured to emulate other
parks/projects, but it is important to realize
that each park is unique and has its own
unique limitations.” (MORR)

«  “Have the guts to cut people who aren’t
making it happen (you can’t make an
omelet if you don’t break some eggs).”
(FOMC)

Partner Support is Important; Institutional
Support is a Must—Support from senior man-
agement, supervisors and other staff members
appeared to be a significant factor in the suc-
cess of the PEC Team efforts.

«  “Need [supervisors] to buy-in and sup-
port the process as much as possible. If we
did not have the support and approval of
supervisors, this would not have gone well.
They allowed me the time and permission
to do it. (SAMA)

«  “It helped to have partners who were capa-
ble of making decisions. Because each of the
main partners had a fair measure of control
over their own budgets and work, the PEC
team was able to make decisions and take ac-
tion without a lot of hold-ups.”(FOMC)

Get Your Act Together—While PEC strongly
encourages flexibility, it also supports the idea
that there is freedom in structure and being
proactive. PEC teams concurred,

«  “Create a unified programming policy
(park-wide). It seems basic, but putting in
place a clear policy about class size, teacher
engagement level, and chaperone per child
numbers reduces the number of incidents
(and ensures both student and resource
safety).” (MORR)

«  “Establish a park-wide protocol for re-
source use beforehand. It can get confusing
as different folks make up rules/guidelines
on the fly—stay consistent. For example:
Who do teachers call to schedule tours?
How do they go about looking at artifacts?
What types of experiments/sampling is al-
lowed on the trails? How can a teacher ar-
range for a special presentation/program to
be given at a specific time? Where does the
bus park? etc.” (MORR)

«  “Timing is important. Make sure the heavy
planning/work for the project doesn’t
coincide with other staff/teacher/partner
obligations.” (MORR)

+  Aschedule consisting of spring recruitment,
summer workshops, and fall/ spring class-
room visits would [work] best. “Commit to
a date and work from there—teachers need
lots of lead time to plan for workshops.”
(MORR)



Concluding Thoughts

From the PEC Planning Team Perspective

These eight case studies provide many lessons ¢
for people interested in applying this strate-

gic model to their own parks. The identified
lessons learned by looking across the case

studies are examples of how strategic thinking
shaped each project. Those looking to apply

these lessons should keep in mind that each

PEC project is unique in how the core ele- .
ments played out and that their own project

may look very different from these projects.

Each of the partner organizations in the
planning team had a strong representative
that provided both horizontal and vertical
communication within her own organiza-
tion, which can support the sustainability
of the project.

The opportunity for at least one face to
face meeting of the CLIP really helps to
establish the bonds and trust level be-
tween the local teams. It also facilitates
networking so that teams rely on each
other for help and support, not just the

The team has a few final thoughts to share:

The PEC projects exceeded the expecta-
tions of the team in terms of their reach,
successes, level of complexity, and ability
to leverage resources (people, time, and
funding).

The planning team consists of individu-
als with complementary skill sets so that
together there is a strength to the team. As
one of the local teams stated — you need
depth in the bench. This team has that
depth so that the project can be sustained
even when a key player leaves.

planning team.

Supporting the teams is an essential ele-
ment to success. Having one person act
as a liaison from the planning team to the
local team helped to build strong support
and facilitate communication.

Finally, even a small amount of fund-

ing to each park would help support the
program and move it forward. One of the
challenges to the planning team is how to
move this project forward with the exist-

ing eight teams and engage new sites in
the current economic climate and limited
budgets.
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From the Park Team Perspective

Each of the project teams was asked to sum-
marize the PEC experience. As expected, each
team took a slightly different tact and focused on
different aspects of the program based on team
goals and outcomes. The quotes below represent
recurring themes throughout these projects.

Strategic Thinking

FORT McHENRY NM & HS

PEC provides a model, a framework and
method in which parks can connect and stay
relevant on multiple levels — with community
institutions and urban schools. Fort McHenry
always wanted to go in that direction and PEC
showed us how to get there.

— FOMC Chief of Interpretation

WEIR FARM NHS

For Weir Farm National Historic Site, adopt-
ing the PEC model has been incredibly lib-
erating! We don’t always have to be the mes-
sengers or presenters and we definitely don’t
own the park’s stories. By sharing knowledge
and resources with teachers, we’re also shar-
ing the workload. Teachers are empowered to
develop and present their own lesson plans in-
tegrating the park and PBL principles. Teach-
ers know their students’ needs better than we
do. PEC has totally changed how we view our
role in resource education - as partners and
peers rather than proprietors. The first step is
just letting go.

— WEFA Management Assistant

MORRISTOWN NHP

PEC is the most innovative and provocative
initiative the NPS has undertaken from the
cultural resources perspective in twenty years.
PEC provides a working model for the OAH
study Imperiled Promise, which calls out
loudly for the integration of the interpreta-
tion and historical/cultural resources fields.
May PEC continue to provide the impetus for
change. - MORR Chief of Cultural Resources

Partnerships

MARSH-BILLINGS-ROCKEFELLER NHP
Participating in PEC has allowed our MABI
team to understand how the way we partner
with our local school systems fits into a larger
movement in the NPS. It is uplifting to rec-
ognize that changes in interpretive trends are
in a great paralle]l movement with that of the



public education system. We are all seeking to
serve students and educators by engaging in
true dialogue, effectively using the resources
of our community and sites, and allowing
space for critical thought and authentic expe-
rience. PEC reinforced the notion that we’re
all in this together--park staff, teachers, and
partners alike.

— MABI Teacher

Impact on Teachers and Students

SALEM MARITIME NHS

It was made abundantly clear after our first
trek out on the trails, that what we were doing
was a special kind of teaching. It is difficult as
a teacher sometimes to keep our students en-
gaged in something that is not only meaningful
to their learning, but can hold their attention
enough that they connect to its importance in
their own lives. This project did just that. Our
students were unsure of what we were asking
them to participate in at the start of the school
year, and very soon after our first trip out on
the trails, they were begging for more.

— SAMA Teacher

NEW ENGLAND NST

This program has been a wonderful opportu-
nity for our students to contribute in a mean-
ingful way to a project that is a real benefit to
the community.

— NET Teacher

NEW ENGLAND NST

This has been one of the most challenging &
rewarding teaching experiences. My students
and I not only practiced 20th century skills of
problem-solving, communication, and coop-
eration but we developed a deep connection
with our community and the environment. We
have built partnerships that I hope will extend
beyond this year.

— NET Teacher

Community-based Service Learning
GATEWAY NRA

Park for every classroom gave Gateway NRA
the opportunity to better connect natu-

ral resources with the students of the local
community around Jamaica Bay, enhancing
sustainable stewardship in a down-top ap-
proach. Thanks to the collaboration with a
middle school science teacher, students had

the opportunity to analyze the water qual-

ity and collect data. They also collected clay
pots and food, left over after religious rituals
from the Hindu community living around

the bay. The class decided to reuse the clay
pots by beautifying them with colorful design
patterns. Then they used the artistic vases

to grow American beach grass as part of a
restoration project of the dunes wrecked by
Hurricane Sandy in 2012. “This is so much fun!
My grandmother will love my artwork” said a
7thgrade student from the Hindu community
during the artwork activity. The project al-
lowed the new generation to learn to take care
of their natural environment enhancing sus-
tainable living messages for their families and
ultimately for the local community.

— GATE Sustainability and Outreach Coordinator

Flexibility

VALLEY FORGE NHP

Thank you for everything the NPS staff did
for my Cadets during the Experiential Learn-
ing Day at Valley Forge. It was an outstand-
ing learning experience, myself included.

I learned that teaching distance education
classes is much more difficult than I had antic-
ipated. I think the third time I gave the stron-
gest lesson. It was a great professional experi-
ence. This interactive collaborative lesson was
a productive and enlightening experience not
only for my cadets, but for me as well. Thank
you for giving me that opportunity. I can tell
that the ranger’s presentations at the learn-
ing stations made an impact on my students
from the high level, analytical questions they
were asking me on the way back to campus.
Our cadets participated in an “After Action
Review,” and offered their perspective on the
strengths of the program and how they felt it
could be improved. Their critique identified
insights into the pedagogy of distance learning
and their suggestions will be implemented in
future education doctrine. Too cool! Thank
you for everything!

- VAFO Teacher
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A Park for Every Classroom

Fort McHenry National Monument and Historic Shrine

What is the PEC Program? Fort McHenry’s A Park for Every Classroom
program constitutes the keystone for a number of educational initiatives
between Fort McHenry National Monument and Historic Shrine (FOMC),
the Maryland Historical Society (MHS), and the Maryland State Depart-
ment of Education (MSDE). These initiatives focus primarily on the Bicen-

tennial of the War of 1812, however, the on-site activities, lesson plans, and
partnerships will stand as a legacy after the bicentennial commemorations

conclude in 2015.

Cool and Exciting!

A Park for Every Classroom drives six major
initiatives at Fort McHenry National Monu-
ment and Historic Shrine.

The First, “200 for 200,” challenges the park to
host 200 additional school groups each year of
the bicentennial, targeting especially inner-city
youth from Baltimore. To this end, the strong
support from the Department of Humanities,
the Baltimore City school system (the cur-
rent Social Studies Coordinator served as the
park’s PEC teacher before being promoted),
and the expertise of the Maryland Histori-

cal Society proves invaluable. As part of this
program, teachers pick one of fifteen newly
developed lesson plans (http://www.friend-
soffortmchenry.org/education-programming.
html) and visit the fort for an on-site activity
that reinforces the themes and objectives of
the lesson. Activities are both land- and water-
based, using sailing craft like skipjacks and
schooners from park partners such as the Liv-
ing Classrooms Foundation.

The Second initiative, titled “Precision and Dis-
cipline,” involves fifteen Junior ROTC groups
from various city schools. Each JROTC group
(approximately twenty students per group)
will not only receive a curriculum-based pro-
gram at the fort, but will perform in front of a
large audience at one of the summer twilight
“Tattoo” ceremonies.

The Third initiative, titled “Music and Mari-
time!—The Privateers of Baltimore!” involves
music departments in Baltimore City schools.
In this initiative, park staff train participants
in fife and drum as part of their weekly band
electives. Once they are proficient, partici-

pants perform historical music at the fort and
in Baltimore for events such as Memorial Day;
Defenders’ Day (anniversary of the writing of
“The Star-Spangled Banner” in 1814); and the
annual Martin Luther King, Jr. Parade.

The Fourth PEC program, titled “The Drama
of History,” is spearheaded by the Education
Department at the Maryland Historical Soci-
ety (MHS) and the Baltimore School for the
Arts (BSA). Students research primary source
documents at MHS, visit Fort McHenry and
then students take over all aspects of develop-
ing and implementing an educational play. For
example, they write the character treatments,
make costumes, handle all elements of stage
management, and deliver a play based on their
research. Last year, the play focused on the
home front during the War of 1812. This year

it will highlight the effect the Emancipation
Proclamation had on Maryland.

The Fifth PEC initiative centers on historic
preservation. PEC teachers take an active role
in light maintenance duties, such as painting
historic rooms in the fort and developing les-
son plans from the historic structures report.

Lastly, the Sixth initiative blends history and
nature for the first time at FOMC. At a work-
shop held in November, city teachers slogged
through the fort’s wetland and heard a brief
overview of the fort’s history. They are devel-
oping lesson plans on the changing landscape,
comparing the current state of the natural
environment to the way it was in 1814 when
Francis Scott Key saw the “Star-Spangled Ban-
ner.” The first test-pilot groups are scheduled
for March of 2013.

Fort McHenry National Monument and Historic Shrine 3
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Partner Organizations

These six initiatives meet the combined mis-
sions of the Maryland State Department of
Education, Baltimore City School System,
Maryland Historical Society (MHS) and the
fort. While the site receives over 100,000
school students per year, few are from Balti-
more City. City and county educators want to
visit the fort but want a user-friendly infra-
structure; specifically, well-developed lesson
plans which they had a role in developing,
streamlined reservation system, free trans-
portation, and involvement by a community
institution (in this case MHS). The Maryland
Historical Society’s mission is to reach stu-
dents in every county in the state, with a spe-
cial emphasis on the underserved. In addition,
MHS boasts one of the most comprehensive
collections of primary source documents and
historical artifacts related to the history of

Beginnings

Existing Conditions

The strength of the PEC program relies solely
upon the skill and dedication of the core
members. Specifically, the condition that
makes the start of the program possible is the
way that the members work together prior to
the creation of PEC. Some examples are: one
PEC teacher had served as a Teacher-Ranger-
Teacher, the Education Director of MHS
“moonlighted” as a Seasonal Park Ranger at
FOMUC, other PEC teachers worked extensive-
ly with MHS for years, and the Chief of Inter-
pretation at FOMC assists MHS with educa-
tional programming (through a living history
medium) and cross-promoting the sites during
high-profile media events. PEC provides the
structure to make the existing partnerships
more effective.

Developing and Maintaining Partnerships
Partnership Issues: Communication,
Leadership, and Visibility

The organizing structure evolved as the pro-
gram progressed. For example, the Director
of Education at MHS recruited the teachers,
as she already had a network of proactive
educators to draw from. Park staff developed
engaging activities that were fun and educa-
tional. Teachers experienced cool “extras” in
addition to learning the history of the fort;

Maryland and the nation. Partnering through
PEC enables them to reach more underserved
students and link these objects with one of the
highest-profile historic sites in Maryland, Fort
McHenry. Finally, PEC enables the park to
improve the level of educational programming
on-site while reaching numerous National
Park servicewide goals in the Call to Action
(C2A); such as, #2 Step by Step—creating deep
connections between the younger generation
and parks through a series of diverse park ex-
periences (Note: the park is also targeting ac-
tors from the Baltimore School for the Arts for
seasonal employment), and others (#3 History
Lesson, #4 My Back Yard, #5 Parks for People,
#7 Generation of Stewards, #?? Arts Afire,

#13 Stop Talking and Listen, and #18 Ticket to
Ride) listed in the plan.

such as, firing a large cannon, dressing in
1814 reproduction uniforms, taking off-site
tours of battlefields, and volunteering for
special events. Members of the PEC team
communicated primarily via internet and
old-fashioned phone calls. They also forged a
sense of camaraderie was forged through so-
cial activities such as going out to eat, sports,
etc. PEC leadership is balanced among the
members of the group. For example, there
were representatives for teachers, MHS, and
FOMC. The title “the Triumvirate” shows
the esprit de corps that developed during the
course of this process.

Startup Resources

Startup resources from the PEC project pro-
vided some seed funding to support teacher
travel and to cover some initial meeting
supplies to launch the program. The PEC
program began with interested teachers, the
park’s Education Coordinator, and the Direc-
tor of Education from the Maryland Histori-
cal Society. Time was the primary resource;
there were four meetings to get the program
off the ground and to orient the teachers to
the community institution and park. The en-
thusiasm of the participants and park manage-
ment team drove the program in a major way.



...the project can
have a far greater
impact than
originally planned.

Evolution of the PEC Project

Moving from Idea to Implementation

The largest change in the PEC program as the
organization moved from idea to implementa-
tion was broadening the mission. Following
the initial PEC meetings, MHS, and FOMC
engaged four teachers to write new lesson
plans and on-site activities. During the course
of the program, two teachers were unable to
continue (they didn’t have time to devote to
it) and three were recruited. The three new
teachers pushed the program into new direc-
tions. They spearheaded the efforts to develop
the historical scenes, worked with the FOMC
Park Ranger and Music Director to develop a
junior fife and drum corps, and now continue
to work with the park to conduct training

and the large-scale drill competition. None of
these initiatives was planned at the initial stage
of the program. This is a classic example of

a teacher-driven program. Moving PEC into
these avenues represented a strategic choice,
as participants did not know whether they
had the time or the money to sustain such an
effort. It should also be noted that the Chief of
Interpretation at FOMC sometimes needed a
“reality check” to avoid over-committing staff
and straining financial resources. In this case,
PEC partners, motivated by a spirit of adven-
ture, decided to risk launching multiple initia-
tives at once. The gamble paid off, as these
new partners were so enthused and motivated
they wanted to work with MHS and the park
and they made it happen.

Success and Surprises

The single greatest success for the PEC project
was embodied in a teacher who earned the
nickname “the Super Teacher”—her person-
ality motivated other members of the pro-
gram. She rapidly developed an institutional
knowledge of the park that rivals permanent
employees. She had worked extensively with
Maryland Historical Society before PEC. Her
work ethic landed her a promotion within the
Baltimore City School system where she now
works as coordinator for social studies and
humanities. Since her promotion, the “Super
Teacher” has helped the park work with the
most promising schools and students. For
example, she introduced the park to a Major
who, in turn, pushed the JROTC effort. She
engaged heads of music departments in city
schools to develop the fife and drum corps,
and she vetted the application system for “200
for 200” to make this as efficient as possible.
The take home lesson here is that the PEC
model is designed to be flexible. Park goals
change and so do the needs of the partners.
While the outcome of the project may be dif-
ferent than what was initially intended, the
project can have a far greater impact than
originally planned.

Problems and Challenges

Problems and challenges took the form of
staff turnover. For example, when the project
began, the park had a designated Education
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Coordinator. Unfortunately, over the course
of time this individual did not share the same
vision as other members of the team. In ad-
dition, this member was unable perform the
basic duties of the position and lacked ad-
equate knowledge of resources, resulting in
their dismissal from the PEC project. Losing a
key NPS park player months into the program
presented a hard “bump in the road” for the
project. At around the same time, two teach-
ers left due to work and other commitments,
and new members recruited. In short, institu-
tional knowledge was lost at a time when new
members were being brought onboard. In this
instance, the Director of Education acted as
the needed glue to hold the program together.
Working also as a seasonal Park Ranger, she
knew FOMC and the NPS and was able to
bring the Chief of Interpretation up to speed.

Lessons Learned about Early Transitions
In a nutshell, lessons learned:

 Expect turnover and develop “depth in the
bench” for all participants. There are ben-
efits to having more than one staff member
involved in PEC. Staff are pulled in many
directions; follow-through can happen more
efficiently when they can cover for each other.

« Teachers are more likely to come and go;
make the network between the park and com-
munity institution strong, so key players will
be less likely to turnover.

+ Have the courage to cut people who aren’t
contributing (you can’t make an omelet if you
don’t break some eggs).

* You can make your PEC program as formal
or as informal as you want—sometimes start-
ing small is a good thing

The “Key” (pun intended) partnership factor
contributing to the success of the program is
the strong relationships between the individu-
als. The members of the PEC program are
really motivated because they see the program
as fun, as well as beneficial, to students and
their institutions. While a social component

is not needed, in this case it helped create
friendships that broke down natural barriers
naturally existing between different agencies.
Adpvice to future PEC coordinators: Set a tra-
jectory, but expect to be pushed in new direc-
tions (this was part of the reason for PEC).
Your relationships with your partners, as well
as your end product, will evolve over time.

Later Strategic Choices, Turning Points,
Transitions

The main turning point for the PEC program
occurred five months after the program was
underway. The program lost some of the
teachers who were initially involved and the
park lost a key staff member. One lesson
learned is that it is critical that the teachers
involved receive either financial compensa-
tion or continuing education credits. Teachers
have very busy lives and while they may love
the PEC program, the reality is that they, like
many, juggle families, mortgages, and addi-
tional requirements demanded by their school
districts. Had the program been able to offer
Maryland Department of Education credit,

it is very likely all of the teachers would have
continued. A second turning point occurred
when time was given for teachers to talk more.
They have really good ideas and both the
Maryland Historical Society and park learned
from them.

Procedures for Handling Recurring Issues
There were no recurring issues with the
program. Frequent communication kept
things on track.



Leaders in the PEC
program were also
managers at their
institution.

Perhaps most
importantly, it
enabled each
institution to learn
the “culture” of
the other and to
understand and
appreciate each
other’s desired
outcomes.

Patches, Stiches, and Seams

Staff Roles, Functions, & Supervision

From early on, staft roles and functions were
clearly delineated. For example, the Director
of Education from Maryland Historical Soci-
ety made the final decision on all things PEC-
related pertaining to that institution. The
teacher representative proved especially ben-
eficial once she was promoted to be Social
Studies Coordinator for Baltimore City. The
Chief of Interpretation at FOMC represented
the park. In retrospect, it was fortuitous that
leaders in the PEC program were also man-
agers at their institutions. This makes things
move faster as people didn’t have to “wait for
permission.” (Note: the Director of Educa-
tion at MHS also knits as a hobby so patches
seams and stitches were easy for her.)

Addressing Key Issues

The PEC team handled key issues through
regular communication. Generally, PEC
coordinators met once or twice a month to
touch base regarding major projects. For ex-
ample, when scripts for the Baltimore School
for the Arts play were being developed, the
PEC team met to review content for accuracy
and to make sure mutual goals were met. Staff
and capacity were major issues as well. In
this regard, the benefit of having department
chairs as PEC leaders was very beneficial
because they had the power to allocate more
staff for a particular project. For example, the
Chief of Interpretation simply assigned two

intermittent Park Guides and a Park Ranger
to monitor and mentor members of the “Bal-
timore Privateers!” fife and drum corps. The
department chairs also have control over
budgets (within reason) and that helps as it
kept goals realistic and manageable.

The Current PEC Program Model

The current PEC program model serves well
in providing a structure for a three-way part-
nership. Prior to PEC, the park’s partnership
initiatives were on a one-on-one basis. While
useful, the PEC principal, in providing a
template for a three-way partnership helped
leverage talent, funding, and student oppor-
tunities in a better way; for example, some

of the teachers and targeted schools worked
with Fort McHenry and MHS separately, but
this program enabled them to work together,
speeding communication. Perhaps most im-
portantly, it enabled each institution to learn
the “culture” of the other and to understand
and appreciate each other’s desired out-
comes.

The PEC program also evolved in terms

of expectations. Initially, the objective was
to develop new lesson plans and on-site
activities. This became a long-term, active
learning initiative with schools. Instead of

a class visit, for instance, the teachers and
students from Booker T. Washington Middle

Fort McHenry National Monument and Historic Shrine 7
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The members of the
PEC team avoided
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communicating
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School invested in a long-term relationship
with MHS and the park through continued
practice in the fife and drum corps. The
Baltimore School for the Arts works every
year with MHS and the park. PEC provides a
template for developing sustainable programs
and services with partners.

Resolving Problems

Problems are resolved collegially and
through open communication. Members

of the PEC team know each other well
enough to be frank. As noted, since they

are department heads of their respective
institutions, they have the ability to take
action; for example, when a school failed

to come to a prescheduled class trip, the
Social Studies Director for the Baltimore City
school system was able to call the principal
of that respective school and the principal
talked to the teacher who missed the trip.
The members of the PEC team avoided many
problems by communicating frequently,
sharing a common vision, and clarifying the
expectations of the program.

Bridging Cultures

Rules, Values, Language, and Terminology
One way in which PEC has benefited all

three institutions (Maryland Historical So-
ciety, Baltimore City School System, and

Fort McHenry) is that it forced members to
get outside their own institutions. This also
meant minimizing institutionalized acronyms,
lingo and other “newspeak” terms. Members
work as colleagues, equally sharing input and
decision-making. A benefit in terms of “lan-
guage” is that members act as translators for
their own institutions. For example, “Project
Management Information System” or “PMIS”
isn’t known about outside the government,
but when it is explained as a funding tool and
the funding cycle is explained, partners more
fully understand why the park does things the
way it does. Currently, MHS and Maryland
State Department of Education are helping
the National Park Service understand the

Money Matters

Given the size of the PEC project at this stage,
having three leaders, each of whom represents
a pillar of the project, was the right fit. In
terms of funding, each had access to different
funding sources; for example, the Baltimore
City School System had access to leftover
grant monies, MHS used a grant from Wells
Fargo to fund the play, and the park’s friends
group funded $20,000 in bus transportation.
In addition, the park committed approximate-
ly $3,000.00 in base funding to the project.

Financial resources proved limited in the be-
ginning. Teachers volunteered their time and
staff from MHS and FOMC worked a number
of hours both on and off the clock. One perk
was transportation funding #18 C2A Ticket to
Ride, which came in the form of a humani-
ties grant by the park. This grant paid for bus
transportation for forty-four schools to attend
“Young Defenders!” the annual commemora-
tion of the Battle of Baltimore and writing of
the National Anthem, and a teachers’ work-
shop (30 teachers), held in the spring of 2012.

Common Core State Standards. One result of
this PEC project will be a webinar whereby
NPS sites in the Northeast Region will more
fully understand the concepts and language of
Common Core.

Decision Making

Decisions are made among the three
individuals who represent their respective
institutions; the community institution, The
Maryland Historical Society, the Baltimore
City School System, and the park. Although
not formally established as a rule, all decisions
have passed by unanimous vote and are made
to fulfill the objectives of each institution.
Since all members are heads of their
respective departments, they can easily reach
decisions. An additional result is that meetings
are more efficient.



MHS sees the park
as an active partner
and part of the
broader museum
community of
Baltimore.

The park has
helped to reinvent
itself and now has
the infrastructure
to implement its
key bicentennial
mitiative,

“200 for 200.”

Evaluation: Learning from Your Program

Impact for Students, Teachers, Community
Partners, and the Park

The impact of PEC at all three institutions

has been huge. The historical scenes devel-
oped by the Baltimore School for the Arts
were performed in multiple middle schools

in Baltimore City and County. Because of the
involvement with FOMC, the scenes received
widespread media coverage—being featured
in The Baltimore Sun paper and CBS affiliate,
W]JZ-TV. Their audience trebled in size from
the previous year. The teachers and students
loved the exposure and they got greater fulfill-
ment out of performing this educational activ-
ity. Maryland Historical Society was able to
reach more students and draw from the park’s
professional interpretive staff for specialized

programs, not only of the War of 1812, but the
American Civil War. MHS sees the park as an
active partner and part of the broader mu-
seum community of Baltimore. In a sense, this
program has enabled members of both institu-
tions to become less insular. Because of this
project, over 2,000 students who would not
otherwise have come visited the park. More
importantly, through the fife and drum corps,
BSA project, and the Junior ROTC program,
students are engaging the park in new ways
that are not only relevant, but involve a deeper
involvement in the park. The park has helped
to reinvent itself and now has the infrastruc-
ture to implement its key bicentennial initia-
tive, “200 for 200.”

Fort McHenry National Monument and Historic Shrine 9
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Looking into the Future

PEC has reached its adolescent stage at FOMC.
No longer cared for like a neophyte, the project
is approaching maturity but has not become
fully established. For example, to make the Ju-
nior Fife and Drum Corps fully sustainable, the
park has written a PMIS project and is combin-
ing it with its existing youth initiatives. MHS
will continue to compete for grants and has a
proven track record of winning grants to sustain
the Baltimore School for the Arts project. Other
sources are special bicentennial monies and the
park has used its PEC partners in an applica-
tion for $200,000 for educational initiatives and
bus transportation to the fort. As PEC becomes
more established and fixed costs become more
fully known, a yearly budget will be developed.

Anticipated Challenges

Challenges will be growing the program at a
time when budgets are tight and grant oppor-
tunities are fewer while visitation at the park is
increasing. Greater visitation is generally a good
thing but requires greater NPS staff involvement.
Working with city students can also be challeng-
ing—learning to deal effectively with inner-city
youth requires understanding, patience, and
willingness to break down cultural barriers.

Anticipated Successes:

« Baltimore School for the Arts will develop a
play focusing on the 150th anniversary of the
Emancipation Proclamation which will be pre-
sented to over 1,000 students.

« Park will develop a junior fife and drum corps
involving city youth.

« 200 more school groups (mainly from Balti-
more) will receive a curriculum-based education
program in 2013 and 2014.

« Maryland Historical Society will reach every
county in the state because of their involvement
in PEC.

« The fort will be the hub of a long-term rela-
tionship with JROTC units in Baltimore.

+ A new history/nature on-site program will be
implemented, students will attend, and thereby
foster a spirit of stewardship.



Take advantage of
initiatives and events
that are already
going on—leverage
resources, go for
synergy.

Solid, strategic
partnerships are
very important.
Strong personal
relationships, as well
as good institutional
ties, are important.

Make it fun.

Advice to Others

Be flexible and creative. Don’t get stuck if one
direction doesn’t work out. Keep your mind
open to possibilities. Where there is a will,
there is a way. Some of the partners obviously
had a few challenges, but they worked through
them, and made changes when needed. Keep
in mind it is okay if the final product is vastly
different from its initial conception, as long as
the objectives of the park and partners are still
met. Be prepared for your partners to give you
“outside the box” ideas and have the guts to cut
an idea or person if they aren’t working out.

Take advantage of initiatives and events that are
already going on—leverage resources, go for
synergy. Some of the best projects piggyback
on other programs. It is important to look for
opportunities, especially low-hanging fruit,
and be nimble enough to make them happen.
By working together, partner organizations can
achieve more than by working alone.

Solid, strategic partnerships are very impor-
tant. Strong personal relationships, as well as
good institutional ties, are important. As noted
in this case, several positions shifted, so the
institutionalization of PEC is important. That
is, communication and relationships should
not just be restricted to one person at each of
the partner organizations, but should extend

beyond to others so that they can step in if
needed. Documentation is also important.

It helped to have partners who were capable
of making decisions. Because each of the main
partners had a fair measure control over their
own budgets and work, the PEC team was
able to make decisions and take action without
a lot of holdups. This allowed them (again) to
be nimble and take advantage of some good
opportunities.

Make partner or staff adjustments if needed.
Sometimes a partnership or person just isn’t
working, or isn’t clicking with the group and
you have to cut your losses and move on and
let others move on.

Make it fun—it was clear during this project
that people were working hard, but also en-
joying themselves. A positive attitude draws
people and projects. A “Can Do” attitude gets
things started. This can be complemented by
“Will Do” skills.

Partnerships complement one another. The
three organizations all brought different re-
sources, skills, perspectives, and networks to
the table.

Fort McHenry National Monument and Historic Shrine 11
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Project
Agreement

One on One
Consulting

Outreach and
Professional
Development

A Park for Every Classroom
Gateway National Recreation Area

What is the PEC Program? Gateway’s Division of Education and Interpreta-
tion has prioritized a goal to expand its menu of quality education services
to NYC students and teachers. These services include providing ranger-led
student programs, offering regular, content-based professional development
for teachers, and developing programs and materials collaboratively among
partnerships, educators, and education professionals. Program information
and education materials will be available as online resources for guided and
self-guided programs, and to enhance classroom learning.

Gateway began its development phase of the team of education professionals, to support the
Park for Every Classroom (PEC) initiative NPS and Gateway mission to engage students
with the New York City Schools in the and teachers in park stewardship through
spring/summer of 2012. Based on a desire to citizen science.

strengthen ties between Gateway’s sites and

local schools and capitalize on the current Cool and Exciting!

research underway in Jamaica Bay, park staff In 2012 Gateway identified an action plan
and university partners formulated a plan to and a model that facilitated the movement
build educational involvement for elementary of teachers through a continuum that the
and middles school classes. Inherently, this park labeled “The Steps of Engagement.”
PEC model enabled Gateway, along with its The action plan describes how teachers

can progress from participating in self- or
ranger-guided programs to designing their
own activities for park visits, to the PEC
model, which involves team commitment in
developing lesson plans and activities for their
own and other teachers’ use. For their time
and professional commitment, these PEC
teachers receive a stipend.

Partner Organizations

DESIGN
TEACHERS These efforts would not have been successful
Design, Test, and Improving Educational if not for the influence and expertise of the
Replicate New Programs Performances partners.
TAILOR The park collaborated with faculty of

Understanding
TEACHERS Student Demands

Tailor Existing
Programs to Students Needs

Brooklyn College’s School of Education and
the Department of Earth Science, an outside
educational consultant, and interns. The
Brooklyn College team members included
an assistant professor of education and a
graduate student in the middle childhood
TEACHERS with Schools science education program. Their expertise
Participate in Exlsting Self and in curriculum design and experience with
Ranger Guided Programs the successful Urban Advantage professional
development program (standards- and
inquiry-based learning with science cultural
institutions) were combined with the
classroom teachers’ interests, and the park’s

PARTICIPANT Connection
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goals to ramp up its school programming
and to be more inclusive of sustainability and
stewardship practices.

The Intern from Polytechnic of Turin, Italy,
has an educational background in EcoDesign
and sustainability and is experienced in
reaching out to diverse communities. The

Beginnings

Existing Conditions

In 2012, Gateway obtained Parks as
Classrooms funding to present a series of
professional development workshops—
Seminars in Science. That effort was merged
with the A Park for Every Classroom project
the park had initiated in 2011. A small group
of teachers who participated in the Seminars
in Science workshops became part of a
newly forming learning community of NPS
staff, park researchers, and Brooklyn College
faculty from the School of Education.

Developing and Maintaining Partnerships
The partnership with Brooklyn College, which
began in 2004, is a collaboration that enables
the park’s education division to provide
professional development and learning
experiences for students, pre-service and in-
service teachers based on current scholarship
in science, history, and educational pedagogy.
This long-term relationship has resulted in
common vision and goals and identified ways
to expand the informal learning opportunities
at the park. Because of his familiarity with the
park and its resources the professor quickly
identified an excellent candidate to intern with
the park on the project.

outside educational consultant and the Italian
intern were especially helpful in synthesizing
many disparate ideas among the park staff into
a concrete action plan. Creatively merging
related grants into the PEC project and
designing the Steps of Engagement model are
examples of the benefits of having outside
partners and interns assist park staff.

The relationship has grown by continually
identifying and working on projects that
capitalize on the strengths of each partner—the
educational and scientific expertise at Brooklyn
College, and the resources and educational
potential of Gateway and Jamaica Bay.

Partnership Issues: Communication,
Leadership, and Visibility

Initial challenges included how to balance
Gateway staff time to work with teachers and
how to keep the PEC teachers motivated and
engaged.

Student Conservation (SCA) Interns from
diverse backgrounds and neighborhoods led
on-site programs, which aided in balancing
program delivery with program development
needs. The interns gave twenty-six programs
at the park.

Teacher participation was encouraged by set-
ting a realistic schedule, establishing regular
communication through a combination of
conference calls and face-to-face meetings in
locations convenient for the teachers, establish-
ing and maintaining a realistic timeline, and
providing monetary compensation via stipends.

Startup Resources

In 2012, the park received a Parks as Classroom
grant to fund the Seminars in Science. Semi-
nars in Science connected the teachers who
participated in the workshops to the science
topics that interested them and spurred several
of them to take ownership of their curriculum
development within the learning communities
that emerged. This NPS grant was the catalyst
that reinvigorated the PEC project. By com-
bining this grant money for the seminar with
the PEC project, the park was able to provide
stipends for a few teachers who attended the
seminar and wanted to continue to work with
the park in the PEC project.



Evolution of the PEC Project

Moving from Idea to Implementation
Gateway’s PEC program experienced many
changes in its early phases. An initial approach
of recruiting teachers from a pool of existing
contacts proved to be unsuccessful; stops and
starts in the project began to affect the com-
mitment of some of the original team. By re-
cruiting teachers from the Seminars in Science
workshops, we gained individuals who were
energized, motivated, and ready to fully engage
in the project. New PEC members—including
faculty, intern, consultant, and teachers—in-
vigorated the program with an infusion of dif-
ferent ideas and fresh approaches. The revital-
ized PEC team connected the idea of using the
Seminars in Science series—and the learning
communities of scientists, park staff, faculty,
and teachers it forged—to the PEC effort.

The PEC team implemented a working plan
in August 2012. The first meeting provided the
structure on how to approach the curriculum
development through a mini-workshop on
Understanding by Design© The idea of this
initial meeting was to provide a framework
and develop the relationship of its members
to create an atmosphere of trust and col-
laboration. It was difficult to conduct regular
meetings and by necessity a large portion of
the communication was done via phone and
email. At times this posed a challenge in clari-
fying ideas, requests, and structure. Through
these experiences, the teachers, partners, and
NPS staff were able to practice honest and
open communication and overcome differ-
ences and misunderstandings.

Successes and Surprises

By working in partnership, the team was able
to help to shape “The Steps of Engagement”
model. But beyond model development, the
concepts imbedded in the model helped

to solve some bigger issues related to
providing programs and services to teachers
and students. One example of this was in
identifying different ways to engage teachers
and thereby reach more students. This process
also helped the park make greater inroads into
the local communities.

It is critical to leverage resources. The
combining of PEC with the Science Seminar
created a mechanism to grow the project.

In looking at how to do this in the future,
Brooklyn College, in partnership with
Gateway has just received a grant from

the National Center for Science and Civic
Engagement as one of six SENCER-ISE
Partnership Support Program awardees. These
funds will provide some support to the PEC
program through internship support, faculty
engagement, professional development, and
teacher stipends.
