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During the last decade, Congressman John Joseph Moakley has provided the leadership in the Congress to save Boston’s historic sites and
restore them as national treasures. His personal commitment has resulted in $45 million in federal appropriations to restore such
Freedom Trail sites as Faneuil Hall, the Old South Meeting House, and the Old State House. Now we must strengthen the Freedom Trail

as a whole to provide for the future,

In the past year, we have developed a plan to build upon the Freedom Trail’s historic legacy, to invigorate its message, and to increase its

ability to sustain itself in the future.

We are heartened by the energy and commitment of the citizens of Boston, over 100 of whom have pardicipated in several Freedom Trail
Task Forces. They have created remarkable vision, consensus, and excitement around the Freedom Trail, and we are deeply grateful for

their efforts. Additionally, Mayor Thomas Menino has stepped forward with a $500,000 challenge for capital improvements to the Trail.

Now the goal is to build the Freedom Trail's organizational capacity to casry forward its vital work. To thar end, the plan suggests

organizational mechanisms and financial strategies o achieve the Trail's goals.

With the foundation of national and city investment, and new energy from Boston’s historic sites and citizen leaders, let us reinvigorate
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Boston’s historic legacy for our city and its meaning for the world,

J. Burchi
upernintendent

CITY OF BOSTON - MﬁSSﬁCHUSETTS

Dear Friends of the Freedom Trail: Spring 1996

—-— ——

Boston’s historic resources set us apart from other Ameéricin cities—The Freedom-Trail-and-its-story are-an-important learning wool for . ___

Boston school children, residents and the millions of visitors who come to our city each year.

During the Bicentennial of 1976, the Freedom Trail received much attention from city leaders and the business community. After twenty
years, it is time to revisit this important educational and rourism tool, define its place in the overall market and make necessary changes.
These changes include reinvigorating interest from the business and public sectors and waking advantage of impressive new technologies

and methods of interpretation.

The Freedom Trail Study, recently completed by the National Park Service, sets the stage for the. revitalization that is necessary to sustain
the historic sites along the Trail and our comipetitive edge in the tourism arena. The Cicy of Boston has been an active parener wich the

National Park Service, the historic sites themselves, tourism and business leaders, and preservationists creating a strategy for the future of
the Freedom Trail.

The implementation of this plan requires leadership from the private sector as well as the public and really expands the concept of public/

private partnerships. The City will invest in capital improvements to the Trail, if we have the support of our partners. [ urge each of you

to continue to work with us as we implement a plan for the future of the Freedom Trail.

Sincerely-
nmasé Menino

Mayor of Boston







The Freedom Trail connects the public buildings,
houses, churches, burying grounds, markets, and
battletields where the early events of the American
Revolution unfolded — the revolution of “minds and
hearts”, the great debates and protests, the coura- ///”
geous acts of individuals like Paul Revere, the surge [
of battle at Bunker Hill; this story continues with
the evolution of freedom in the early repubhc. The
actors included men and women of many races, so-
cial classes, and cultural backgrounds. Nowhere in £
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i This complex layering of meaning and ownership, new and old, learning and enter-
i tainment, public and private is an asset of immense value — a 2.5 mile red line which...
l' * guides roughly 1.5- 2.5 million people a year to nationally known historic sites
| * largely follows colonial streets, interweaving historic and modern Boston
| *  represents an economic engine visited by roughly one fifth of the visitors who
i -cnmprise Boston's $? billion visitor economy |
i * isamarchless educational resource bringing students of all ages to the Revolution
; Unfortunately, like historic sites everywhere, the Freedom Trail is facing critical chal-
lenges: nationally, highly marketed attractions are drawing visitors from the Trail and
' the story of the Revolution in Boston; diminishing public funds threaten valuable
o ﬁ‘k o ;\ educational programs and essential preservation; faced by growing competition, Bostan's
—_—— \%\\: XS r’,{i J visitor economy-~ which last. year grew at one mghth the natmr}al pace— needs a sTron-
W W, i - :::m g7 ger Freedom Trail; as the region becomes increasingly decentralized, an enhanced Free-
" /: o & S e \‘\\m‘\_‘ dom Trail is important to draw suburban residents to downtown. The economic,
S A = W \3\"\\{\\ e R educational, and social cost of not investing in the Trail’s future will be high.
: ”iﬁ:‘&g\{\\wg‘;& ; “‘-E“&\\ ‘*§\\\\\\Q\ The Trail’s stakeholders— the Sites, the Nartional Park Service, the Foundation, the

1 Clt)c of Boston, the Commonwealth, and Task Force representing leaders from many
’E/ Swalles t}f hfe— have coalesced around a bold new strategy to meet the challenges
g N\ 8y £
;: Sk c1ng the Trall based on the following goals:
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\\\ 10, transfnrm the Trail from a line into a story— physical and programmatic im-
R pnbvements which engage visitors in compelling ways, interweaving Sites and Trail;
+ « % 'to promote the Freedom Trail in ways which reawaken visitors and local residents
N “alike to the Trail’s excitement and value and increase visitation to the Sites;

°  tocreate astrong new partnership able to implement the Plan and enhance, main-

_tain, marker, and preserve the Trail;

° to invite broader participation by individuals, corporations, the larger visitor iri-

dustry and others in shaping and supporting the Trail’s future.

% R The stakeholders have moved to create a precedent-setting partnership to imple-
BT R ment the Plan. Mayor Menino has issued a challenge grant for the funds required
PO g launch this effort— approximately $250,000 per year over the next two years (less than
= P 3% of the current budget to operate the Trail and Sites) for the staff and key services
R necessary to unlock critical improvements. Over time, funding will be secuted through
S onL Mo b D T e a mix of public and private sources together with growing revenues generated by new
e N \ ‘Hmﬁ\%‘%\\é\\g‘iﬁ‘:\& Trail activities to implement the Plan which calls for: | 3
- DTN RN AR, ¢ conveying the Freedom Trail’s story, told through chapters rooted in the Trail’s
ol ﬂ\\ﬁ‘ﬁ*} Mi‘?\f\ Sites and historic settings through inexpensive enhancements including new maps
'\Q\\l‘\gan\é brochures, words in the pavement, public arr, new interpreration and pro-
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\griles information kiosks, living history and similar techniques;
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some new brick Trail and signage, improved regional access, and new trans-
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B \x\\\ poftation alcmg the Trail (including a water connection to Charlestown) will en-
\

Vi ) hance th; v1sgug \experience;

WU as more ambitious. s-projects become possible, a state-of-the-art visitor orientation
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N center and a sound and light spectacle at USS Constitution could provide excit-

: i e ing new tools to tell the story.










Early in the process many participants asked whether strengthening the e 2

meant following the highly successful “Disney” model- integrating st‘atc futhe. 2t e
R T

technology, a highly managed visitor environment, and extensive prummuon°andpupu- :
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lar entertainment— to build broad new popular interest. While theu.:Traﬂr eneﬁ
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from Disney’s lessons, the Disney model itself is undesirable and unwnrkablw ll ht
of the historic integrity of the Trail’s Sites and settings and the spongan ltysnhérﬁntun
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¢ akey element in our visitor economy; and,
*  an institution in its own right.








































Key public places along the Trail represent interpretive opportunities to use public
art and other tools to tell the story, and in the process become enhanced as public

spaces. Particular opportunities include:

A map in the pavement near the Boston Common Visitor Information Center
could convey a geographic and narrative orientation to the events in Boston lead-
ing to Revolution.

Public art depicting the Tea Party story could be an integral element in improve-
ments to the plaza between Old South and the Old Corner Bookstore.

At Washington Street and Spring Lane, an installation could commemorate the
site of the first sertlement of Boston.

The colonial streets of the Blackstone Block offer 2 wonderful opportunity to tell
the story of patriots gathering at the Green Dragon Tavern and publishing the
Massachuserts Spy. |

The point at which the Freedom Trail crosses the Central Artery will represent a
unique new urban environment— a wonderful opportunity to create a children’s
event along the Trail and to recall Boston’s early topography and fabric.

North Square in the North End is a natural setting for costumed interpreters to
weave together the story of the Revolution and family life.

The story of the Battle of “Bunker Hill” could begin with public art along the
North Washington Street Bridge, possibly augmented by telescopes which look
back into history to view the battle which raged on both sides of the Bridge.
The Bunker Hill Monument and Raytheon Pavilion offer an important opportu-
nity to link the story of the Battle to historic Charlestown- possibly in conjunc-
tion with the existing under-funded private museum at the Site.

An interpreted water connection between Charlestown and the North End could
weave together the Battle, the beginning of Paul Revere's ride, and the exploits of
The Charlestown Navy Yard offers innumerable opportunities to tell the ongoing
story of the lives of 10 generations of Bostonians who built the U.S. Navy.

Words in the pavement, public art, and other forms of interpretation should weave

unobtrisively into the larger urban context~ preserving for visitors the thrill-of. discov-
ering the Blackstone Block minutes from the Financial Districe, the Paul Revere House
embedded in the fabric of the North End, and the solitude of the Burying Grounds.

Potential locations to use public art
and other tools to tell the story.
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Programs, events, and activities

Living history, told by authentically costumed interpreters, can be a wonderful tool
for evoking the Revolutionary period and interacting with visitors. Last summer the
Foundation inaugurated the Freedom Trail Players; a yet more ambitious example is
offered by Plimoth Plantation which literally invites visitors into the colonial era. For
example, in the North End costumed interpreters, educated in the American Revolu-
tion and working closely with Revere House interpretive staff, could talk of Paul
Revere’s ride and his family and other patriot neighbors, describe interactions with
local British troops, report rumors of impending battle at Bunker Hill, describe the
privations imposed by British occupation, and engage visitors in many other ways.

Expanding the staffed, museum-quality interpretation available at the museum Sites
and through the Boston National Historical Park o Sites which receive minimal
active interpretation (the Park Street Church, Boston Massacre Site) and to other
significant points along the Trail (Brimstone Corner, the Blackstone Block) would be
a highly effective way to bring the story to life all along the Trail. Partnerships could
be formed between adjacent Sites— Old South Meeting Hause and Kings Chapel and
the City for the nearby Burying Grounds, the Old State House and the City for
Faneuil Hall, the Paul Revere House and the two nearby North End Sites, and the
Park and various Sites. This added responsibility, which would involve providing
interpreters, developing interpretive programs, conducting ongoing research, etc.
would take advantage of expertise and core staffs already in place and would be a
highly efficient and effective way to extend and enrich interpretation along the Trail.

Many popular special programs and events sponsored by the Sites, the Park, and the
City already exist along the Trail- Tea Party reenactments at Old South Meeting
House, children's programs at the Old State House, Patriots Day activities and holi-
days at the Paul Revere House, Graveyard Ghosts at the Granary, and others. These
programs, along with educational and other programs, form an excellenc basis for
major events to draw large numbers of people— including potentially every child in
Boston’s school system— to interact with the Trail and the Sites.

Visitors could rent audio “wands” at Sites and other points designed to tell the story
in many different languages and to appeal to many different interests. The wands,
which can be triggered by remote sensors located along the Trail, could enable visitors
to take an extraordinarily wide range of seif-guided tours of the Trail and Sites, rang-
ing from two hours to two days, and extending from basic history to highly detailed
literary history, art, architecture, politics, Women’s history, Black history, and many
other aspects of Revolutionary Boston. Audio wand technology already represents a
proven revenue source in other settings.

The Trail offers exciting opportunities to
build on the Sites’ considerable existing
programs: new living history, expanded
interpretation, more events. Audio
wands could unlock a wide variety of
untold stories along the Trail,
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A visitor orientation center
offers the best opportunity to
tie the story’s many elerments

together.

New ways to tell the story

In addition, two major new projects have been proposed to enhance Boston’s ability to
attract visitors interested in history, draw residents and visitors to Freedom Trail and
Sites, and provide new tools for telling the story. As important new elements along the
Trail, both must be planned and executed to build the numbers of people who walk
the Trail and visit the Sites. Like 2 number of other proposals, both of these projects
offer the opportuniry to generare revenue for the Trail; however, the first steps are
feasibility studies and private sponsorship.

A sound and light spectacle at the Charlestown Navy Yard could tell the story of USS
Constitution and the ongoing defense of freedom. This ongoing event would draw
new visitors to walk the Trail and end their day at the Navy Yard on a summer evening.
Using state-of-the-art laser technology, sound eftects, including period music, deliv-
ered through ear phones (avoiding impacts on nearby Charlestown residents), and a
mix of video projection techniques, a sound and light show could be combined with a
full program of evening activities at the Charlestown Navy Yard, including picnic
dinners by the Harbor and water transportation from downtown. Offered every night
of the week in-season, the program could reach audiences of more than 50,000~ 100,000
people per year.

A visitor orientation center would provide the single most effective way to reawaken
people to the drama of the Freedom Trail’s story, infusing them with its excitement,
and sending them off to explore the Trail and the Sites. The National Park Service
Visitor Center at 15 State Street and the Boston Common Visitor Information Center
are both important, but far too small to use audio-visual and other emerging tools to
awaken visitors to the excitement of the Trail or to offer comprehensive Freedom Trail
oricntation and services. Like the Sound and Light Show, a visitor orientation center
would offer an impottant opportunity to introduce state-of-the-art technology to tell-
ing the Freedom Trail’s story, creating a vivid context for the story told in the Sites and
along the Trail.

Moving visitors through a galiery sponsored by the Sites and a short state-of-the-art
audio visual program, a facilicy of possibly 20,000-25,000 square feet could welcome
500,000~1,000,000 people per year 1o the Freedom Trail and the Sites. Unlike con-
ventional visitor attractions which are intended to hold visitors, the visitor orientation
center would be designed to draw large numbers of people onto the Trail and the
streets of downtown Boston. Several possible locations have been suggested based on
key criteria— proximity to the Freedom Trail , public transportation, and public park-
ing— including the vicinity of the Boston Common, the Government Center area, the
new Central Artery, and the Charlestown Navy Yard.
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Tools for making the Trail more inviting and convenient

The Freedom Trail is currently marked by many different materials, most notably
layers of red paint. At times the Trail appears to head in several directions at once and
at others apparently disappears completely. The physical quality of the Trail— its mate-
rial, handicapped accessibility, signage, maintenance— are critical to shaping visitors
impressions of the Trail and of Boston. Mayor Menino has issued a challenge grant to
the private sector, as the first step in a partnership to enhance the Trail, to pave the
entire Trail as a continuous red brick line, add new information kiosks to help visi-
tors find their way and tell the story, and install bronze medallions marking official
Freedom Trail Sites.

The Freedom Trail may be the ultimate symbol of Boston as a walkable city, but many
visitors, particularly the rapidly increasing number of older visitors and visirors with
young children, need other convenient options for traveling portions of the roure. The
Freedom Trail is well served by the MBTA, particularly the Green Line, and this fact
should be better publicized. An additional option which would combine transporta-
tion with interpretarion and entertainment, would be a dedicared Freedom Trail Ride,
possibly run in partnership with the Freedom Trail. The current popular trolley tours,
which report 1,000,000 passengers per year, allow visitors to see Boston, but at the
same time generally bypass the Sites. Initial discussion indicates that a dedicated Free-
dom Trail trolley is feasible.

The 1.25-mile hike from the North End to Charlestown via the Charlestown Bridge is
devoid of services, interest, and shade and discourages many visitors. A water connec-
tion, also operated in partnership with the Freedom Trail could link the Trail in the
North End more directly to USS Constitution which draws as many as 1,000,000
visitors per year, and could be combined with interpretation— for example Paul Revere’s
crossing to Charlestown.

Minor route improvements would enhance the Trail. The mosr notable would be to

shift the route betwgen the Bunker Hill Monument and the Navy Yard to pass through

the historic Training Field, reducing the current distance by roughly halt. Consider-
ation should also be given to approaching the Monument via Monument Avenue
which offers a dramatic view of the Monument.

Access to the Freedom Trail can be made far more convenient, both by car and by
public transportation. Public transportation offers great untapped potential. There
are more than 20,000 park and ride spaces available on summer weekends, with an-
other 10,000 in the pipeline by the year 2000, available along the MBTA's transit and
commuter rail lines. A public information campaign would alert visitors from the
region and suburban hotels to this very convenient way to spend a day along the
Freedom Trail and in downtown Boston.

Major regional routes to downtown could be marked by signs “follow this route to
historic Boston and the Freedom Trail” leading visitors directly to the roughly 15,000
parking spaces available near the Trail on Spring and Summer weekends. Pedestrian
signage would then direce visitors to the Trail and the visitor orientation center. The
general perception that driving to, and parking in, downtown are difficult contributes
to the relatively low regional use of the Freedom Trail- confirmed by the survey find-
ing that roughly one-tenth of visitors drove to the Trail. While emphasizing public
transportation is Important, attracting more residents from the region into the down-
town on weekends would be healthy for the Freedom Trail and the City.
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Business plan strategy

In 1995, the collective operating budgets of the Freedom Trail Sites, the Boston Na-
tional Historical Park and the City of Boston to staff and operate the Trail totaled
roughly $11 million, This figure is on par with the budgerts of Boston’s most respected
cultural institutions and visitor attractions— the New England Aquarium, Museum of
Science, and Museum of Fine Arts. However, this budget level is not sufticient to meet
the deeper challenges facing the Trail. The Freedom Trail must turn to its own business
plan strategy, based on the following key principles:

*  new funding from a partnership between public, private, and foundation sources;
e the Plan will be phased and implemented as funds become available;

* cach element is viewed as a stand alone project with a specific strategy;

*  many elements will sustain themselves, requiring an entrepreneur and seed funds.

To launch this Plan, Mayor Menino has issued a challenge appropriation of $500,000,
contingent on others matching this amount by December, 1998. The anticipated
matching funds will be used to initiate Core Elements which lay essential groundwork
for the Trail’s future. Additional public and private funds will be sought for other
important Public and Private Improvements.

Core Elements

*  Operations- staffing, office space, and support; basic marketing, fundraising, and
public relations programs; maintaining current educational programs. The Opera-
tions budget is approximately $475,000 per year. The National Park Service intends
to invest $200,000 annually (in cash and kind) in a renewed Freedom Trail; the
difference largely represents the amount of Mayor Menino’s challenge, to be secured
primarily through corporate and foundation fundraising and revenues.

*  Programs— quotes in the pavement; basic interpretive improvements along the
Trail; additional marketing programs; expanded Site interpreration; a preserva-
tion trust fund; feasibility studies for a sound and light show and a visitor orienta-
tion cencter; expanded events such as living history. The annual cost of these pro-
grams averages $300,000 over five years. More than half of the expenditures for
these Programs can be supported through earned income through a combination
of retail sales, licensing opportunities, special events, parking revenues, and enter-
prises such as the “audio wand” system. In addition, supplemental funds will be
sought through national and local foundation grants, targeted at specific fundable
programs, and through special campaigns focused on particular programs.

Public and Private Improvement Projects:

*  Public Projects — significant reconstruction and rehabilitation projects for major
elements along the Trail, and some Sites: a continuous red brick Trail and signage
kiosks; interpretation projects— for example at the Boston Massacre Site, and the
plaza between Old South and the Old Corner Bookstore; essential repairs and
new interpretation at the burial grounds; substantial rehabilitation of the Bunker
Hill Monument and enhanced interpretation. The City is committed to totally
rehabilitate the Trail itself as it winds through Boston. This project and the other
capital projects identified in this Plan, which range from $30,000 to $5 million,
will be undertaken over the next five to 10 years as funds can be identified to pay
for them. In this way, the organization will not be burdened with major capital
costs. It is expected that the Foundation will take a major role, with the other Trail
partners, to identify and pursue funding for each of these capital projects, and
others not now foreseeable.

Summary: Costs and Revenues

[1996 $'s in 000's]

6-10

years -2 3-5
Core Elements
Operating Costs $475 3500 $580
—NPS 200 200 0
[—Eevenues 25 i (A0
lus {Deficit
?r%rr% %r:gia?:tsm ) 0 0 400 .
Operating
fundraising U 4 _
Program Costs 200 300 620
[ Sources of Funds I
~Revenues 75 175 230
Frogram 125 125 390
Fundraising
Total Core 375 350 390
_ Fundraising ;
improvement Projects
Costs
—Private Projects 0 320 1,200
[Baurce of Funds _
—Cicy, NPS, etc. 250 350 1,000
| [Revenues 0 320 1.600]
. Surplus (Deficit) o 0 400

from projects
















