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Executive Summary

History is undeniably one of most significant defining characteristics of Southeastern
Pennsylvania. Tourists and residents alike cite Philadelphia’s history as one of the main reasons
they visit the city. Of all the arts and cultural organizations in our region, history organizations
have the highest levels of attendance, with 3.9 million visits, representing over a quarter of all
the visits to cultural organizations.* Despite the enormous impact history organizations have on
the quality of life and economy of our region, the history sector in Southeastern Pennsylvania is
struggling, as are many of its individual organizations. These organizations, many of them small
and volunteer-run, face unprecedented economic, technological, demographic, and social
changes and challenges. There are many regional and web-based service providers that offer
services to support these organizations but most organizations are so busy with day-to-day
survival that they do not have the time to research and aggregate these resources. Moreover, even
though numerous other types of organizations—such as theater and dance—uwithin the larger
Philadelphia arts and cultural sector have discipline-based support organizations, surprisingly no
such group exists for history. The result is fragmentation, disorganization, and lack of
coordination in the sector that weakens both individual organizations and the regional cause of
historical preservation and education.

This report is a result of an intensive nine-month research project led by consultant Calista
Cleary on behalf of the Historical Society of Pennsylvania (HSP). The research focused on
approximately 330 regional heritage organizations with the purpose of investigating the need for,
and viability of, a centralized support agency for the history and heritage organizations of
Southeastern Pennsylvania. In summary, the research shows:

e A clear need, and a willingness to participate in, a history and heritage consortium led by
HSP.

e A desire on the part of other support agencies to have a coordinating organization through
which they can communicate with the history community.

e A recommended membership structure that lowers the barriers of cost and participation.

e Anemphasis on developing a strong network through online communication and
problem-solving at the organizational level.

This research leads to the recommendation of a two-phase program. Phase | involves hiring a
full-time director for two years, maintaining an active twelve-person advisory board,
implementing a three-tiered membership program with basic membership free to registered non-
profit organizations, piloting a national mentoring program, and initiating a recognition luncheon
serving the history and heritage community. Emphasis is placed on building a strong community
through online communications and providing critical support through targeted workshops,

! Greater Philadelphia Cultural Alliance, 2008 Portfolio, (Philadelphia, 2008), 39.



professional development opportunities, and one-on-one strategic planning. Close coordination
with other service organizations in the region is stressed as part of a systems approach to strategic
growth. Care in avoiding duplication of support services, and understanding the local ecology of
each organization’s culture is important.

Phase Il in large part depends on outcomes of Phase I, but seeks to become even more strategic
in mentoring organizations, attracting and managing a re-granting program, and encouraging
resource sharing, strategic alliances and a rationalization of the history and heritage community
of Southeastern Pennsylvania.

Background

On September 14, 2009, HSP’s Board approved a four-year strategic plan that included a revised
mission statement “to inspire individuals and organizations to create a better future through
historical understanding” that focused less on its collections and much more on people and
audiences it serves. The first year (2010) was intended to “plan the plan” and one of the six
strategic goals identified was to investigate how to “increase support to the history and heritage
organizations of Pennsylvania.” The research and recommendations detailed in this report
represents part of that planning phase.

Conversations during the time of the strategic planning process corresponded with severe budget
cuts to the heritage community by the Commonwealth of Pennsylvania in late 2008. Discussions
had intensified between the Pennsylvania Historical and Museum Commission (PHMC) located
in Harrisburg, the Senator John Heinz History Center (Heinz) located in Pittsburgh, and HSP,
about how to address the severe distress being felt amongst some of the smallest entities across
the state’s heritage community. Throughout the fall of 2008 HSP hosted meetings in conjunction
with the Greater Philadelphia Cultural Alliance (GPCA), to coordinate advocacy efforts. At the
same time, a number of small to mid-sized organizations reached out to HSP directly for help,
with requests ranging from leading protests against the government cuts, to wanting advice on
how to scale back operations, to developing new marketing campaigns, and/or attracting
fundraising dollars.

HSP, which had a 2% reduction (from 2.2% to 0.3%) of its operating budget from state funding,
was less affected by the government cut backs than most of its peers.? However, during HSP’s
strategic planning process, the board and staff were trying to reconcile its budget in the face of
dwindling resources whilst recognizing it was still one of the largest and most stable of the
history organizations in southeastern Pennsylvania. Other organizations were turning to HSP for
help. HSP’s board and staff finally agreed that continuing to avoid taking on a larger role within

2 Currently HSP received $10,000 from the Commonwealth of Pennsylvania. For the 14 years previous to 2008 it
also held a $50,000 contract to provide education materials on ethnic and immigrant history across the state. This
contract was cut with the state’s cut backs.



the history and heritage community would eventually damage its own standing amongst its peers,
and further contribute to the weakening of the sector. Even more importantly, HSP recognized
that unless it accepted a leadership role, its own activities would likewise remain unfocused, as
so much of its work involves collaborations with local organizations. The question, of course,
was whether HSP clearly understood and could sustain the expectations of others in the field.

Philadelphia’s history community was acknowledged in 2007 as “disorganized” and
“fragmented” in the RAND report commissioned by the William Penn Foundation and the Pew
Charitable Trusts.® Since then, not much has changed. The Greater Philadelphia region has
always been recognized as both the largest and most complex cluster of history organizations
within the commonwealth. But in 2008 when state funding was threatened, the lack of leadership
in the region made it difficult to coordinate protest efforts. Part of the problem was that the two
organizations that might have served this role, the Greater Philadelphia Cultural Alliance
(GPCA) and the Pennsylvania Federation of Museums and Historical Organizations (PFMHO)
were constrained. For example, while twenty percent of GPCA’s 450 organizational members
come from the history community, most are well established organizations that do not fit the
typical Affiliates profile. The majority of potential Affiliates operate “off the radar” because they
have no paid staff and have minimal budgets. In contrast, PFMHO, based in Harrisburg, has a
wider group of history members, but represents organizations throughout the state. To many
organizations PFMHO is too removed from the Philadelphia-region community and lacks the
ability to actively advocate on its behalf.

Initial rough estimates placed the number of organizations in the Philadelphia five-county region
at between 480 and 500, but with judicious paring-back HSP has created a database of around
330 entities. Most of these organizations struggle to sustain operations and survive with no paid
staff and small budgets of less than $250,000. According to the 2008 Portfolio report from the
Greater Philadelphia Cultural Alliance (GPCA), 40% of southeastern Pennsylvania’s cultural
organizations operate with a deficit (22 % with deficits greater than 10%). Moreover, while the
GPCA’s 2009 Research into Action report cites that living museums and historic sites are the 2"
and 3" most visited cultural attractions in the region with around 84% of participation by the
total population, with 68% of them providing free admission. Additionally, they are twice as
reliant as other arts/cultural organizations on foundation and government support, making them
particularly vulnerable to financial instability.

* Arts and Culture in the Metropolis: Strategies for Sustainability. Eds. Kevin F. McCarthy, Elizabeth Heneghan
Ondaatje, and Jennifer L. Novak. RAND Research in the Arts, 2007. This study was supported by the William Penn
Foundation and the Pew Charitable Trusts. The report states: “The disorganization and fragmentation within the
historical sector could reduce the opportunities for collaboration with the arts sector.” (pg. 64)
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Consensus Amongst Service Providers

On November 23, 2009, HSP convened a meeting of 16 non-profit service providers to discuss
whether there truly was a need, despite the disparaging remarks of the RAND study, to establish
yet another entity serving the history and heritage sector. Participants included the City of
Philadelphia’s Office of Arts and Culture and the Creative Economy (OACCE), the Preservation
Alliance for Greater Philadelphia (Preservation Alliance), the Greater Philadelphia Cultural
Alliance (GPCA), the Arts & Business Council of Greater Philadelphia (Arts & Business), the
Conservation Center for Art and Historic Artifacts (CCAHA), Germantown Preserved, the
Pennsylvania Humanities Council (PHC), the Pennsylvania Historical and Museum Commission
(PHMC), the Greater Philadelphia Tourism and Marketing Corporation (GPTMC), the
Philadelphia Area Consortium of Special Collections Libraries (PACSCL), the Civil War History
Consortium (CWHC), the Free Library of Philadelphia, Penn Praxis, CultureWorks,
RemerTalbott, and the Governor’s Southeast Regional Office [See Appendix A].

The consensus at the meeting was that while each service organization ran programs and services
with very little overlap in the types of activities being offered, there was ignorance on the part of
the small history and heritage organizations that so many programs already existed. Indeed the
plethora of programs offered by these 16 entities is confusing and it is not transparent how they
can be used together to help strengthen organizational capacity. The idea of having an
organization that aggregated information on behalf of the heritage organizations about what
services existed was considered highly desirable.

In addition, it was recognized that many of the smaller organizations who had few staff and/or
were largely volunteer run, did not in fact know what types of services they needed. It was clear
from the discussion that many small organizations were convinced that strengthening fundraising
and hiring a full-time executive director, for example, would lead to growing their operations,
when the real issues relate to strategic planning and board involvement. The idea of having an
organization mentor smaller organizations to help them develop a needs assessment and
recommend which types of programs to avail themselves of, was very compelling to the group.

Even more compelling was the idea that if HSP undertook this role through the Affiliates
program, they would be more aware of local challenges and therefore be able to provide strategic
support over the long term. Service providers at the meeting lamented the fact that often
organizations received grants to hire outside consultants unfamiliar with Philadelphia’s cultural
environment. They perform an internal assessment, give their recommendations, and then leave
with little follow-up. While outside consultants are excellent at taking an inward look at an
organization’s situation, leaders in the Greater Philadelphia non-profit sector increasingly believe
that understanding the ecology of Philadelphia’s non-profit community by working with local
consultants and engaging in collaboration, partnership, networking, and resource-sharing with
others will help many of the smaller organizations succeed.



Finally, it was understood that while most of the service providers supported history and heritage
organizations in some way, none took an all-encompassing responsibility for the sector. The
GCPA membership, for example, includes performance and visual arts organizations as well and
libraries, museums and theatres. The Civil War Consortium only deals with developing
programming for those organizations whose collections relate to the 150" anniversary of the war.
Though PHMC has a state-wide mandate, in the light of recent budget reductions, they are much
less able to support regional history initiatives.

In conclusion, there was unanimous agreement that an Affiliates program at HSP could serve a
very important role in three ways: (1) aggregating and distributing information about support
services and programs that already existed in the Greater Philadelphia region; (2) acting as a
“mentor” or local consultant who undertook a needs assessment of small organizations on a case-
by-case basis and prescribed a plan for working with the other service providers to aid in their
capacity building; (3) becoming the main contact with the 330+ small history and heritage
organizations in the Greater Philadelphia—Dboth as a service for organizations to improve
communication with each other, but also for other service providers, who would benefit from
having one organization through which to funnel information; and (4) serving as a periodic
convener of history organizations.

At the end of the meeting the idea was not that HSP’s Affiliates program would replicate other
programs and services already available or take on a central control-and-command model, but
rather look to a dispersed system model of support that positioned the program to act as “broker”
of information and advice amongst the sector as schematically shown below:
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The Historical Society of Pennsylvania (HSP) hired Calista Cleary in April 2010 to follow up on
the ideas discussed at the November 2009 meeting and investigate the viability of establishing a
History Affiliates program for Southeastern Pennsylvania. Her research focused on three specific
areas: conducting needs assessment with Southeastern Pennsylvania historical organizations;
meeting with regional umbrella groups to determine what they are and are not doing; and




investigating organizations around the county that support history organizations at the regional
level.

Specifically, Calista’s research/investigation included:

e Creation of an organizational database with updated contacts (330 organizations)
e Development of an advisory group

e Site-visits and direct phone communication (63 of 330 organizations, or 20%)

e Distribution of a monthly e-newsletter

e Survey of potential affiliate members

Advisory Board

Recruiting members for an advisory board proved challenging as many leaders of history
organizations—mid-sized and small—are extremely over committed. In addition, geography
constrained efforts since many people living within suburban counties are reluctant to commit
extended travel time. Nevertheless, Calista was able to recruit a representative mix of twelve
people from all the five counties as well as individuals who represent a variety of organizations
in terms of type and scope [See Appendix B]. To date, the advisory board has met three times: in
July, September, and November 2010. The group’s members have been instrumental in
identifying individual organizational needs as well as thinking about programs and services that
would strengthen the regional history community.

Communication

Calista quickly established electronic communication with organizations. On April 29, 2010 an
electronic letter was sent to around 350 entities and resent on May 14™ based on updated contact
information [See Appendix C]. This first email introduced Calista as the Affiliates consultant and
the Affiliates concept. On July 7, the first History Affiliates e-newsletter was sent. Since July, a
newsletter had been sent monthly, with the exception of November when the survey was
distributed. Over the summer, Master’s Group Design created a logo based upon the style of the
HSP logo giving the Affiliates its own identity, related to but distinct from the HSP brand.

A7
2

History Affiliates
of Southeastern PA

Since the first “branded” History Affiliates e-newsletter was sent, organizations have received
information about resources, grant opportunities, notice of conferences and meetings, and issues
that are of interest to historical organizations [See Appendix Items D & E]. These newsletters
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have had a strong open rate, ranging from 32% to 46.7%. The largest number of unique click-
throughs (individuals clicking on newsletter hyperlinks) tend to be for grant opportunities.

History Affiliate Newsletter Open Rate
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“Creating Connections” Conference

The “Creating Connections” Conference took place at HSP on October 18, 2010. It was co-
sponsored by the Conservation Center for Art and Historic Artifacts (CCAHA), the Greater
Philadelphia Cultural Alliance (GPCA), and the Preservation Alliance for Greater Philadelphia
(PAGP) [See Appendix F]. The event was designed not only to introduce the History Affiliates
idea, but inform small organizations of the services that are already available to them (as
discussed previously, this was identified as an issue in November 2009) and begin a conversation
about the future of the history/heritage sector of Southeastern Pennsylvania as a whole. About
100 organizational representatives attended this conference—twice as many as had been
estimated—which was important both in terms of identifying priority issues, and gauging interest
in the long-term development of an affiliates-type program.

The conference featured two sessions. The morning session had several components: an
introduction to the History Affiliates concept; a presentation of existing resources for nonprofits
by CCAHA, GPCA, Preservation Alliance, and the Foundation Center at the Free Library of
Philadelphia; a speaker, Andrew Masich, the President and CEO of the Heinz History Center in
Pittsburgh who talked about the Affiliates program in the Pittsburgh region; and a breakout
session to brainstorm and share ideas about what a similar initiative here in the greater
Philadelphia area should include. The afternoon session was led by representatives of the
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“People’s Contest”: A Civil War Digital Archiving Project. Project representatives explained
their collections survey project and how Southeastern Pennsylvania organizations could
participate and benefit.

Andrew Masich’s presentation on the Pittsburgh initiative was extremely relevant and sobering.
Believing that “people value what they have to pay for,” the 125 Heinz Center Affiliate
organizations all contribute a flat $50 annual membership fee, which pays only a small portion of
the Heinz Center’s estimated $75,000 annual cost, the largest portion being the salary of a full-
time coordinator whose salary is paid out of the Heinz History Center’s operating budget.* As
Mr. Masich acknowledged:

“That’s a tremendous commitment to our region, especially in the light of recent government
cuts. But we feel strongly that we have to do everything we can to support the stewards of our
heritage. The [Heinz Center] Affiliates as a group drive significant tourism dollars to our state
and underpin the history education of our community.”

Importantly, when asked what the single largest reason organizations chose to become an
Affiliate was, Mr. Masich responded that it was to have direct access to the Heinz History
Center’s staff and resources. “They feel,” he said, “as part of the Heinz History Center team.”
Many participants expressed envy towards the Affiliates system in Pittsburgh and agreed that
they would be willing to pay a membership fee to gain access to similar resources. As will be
noted later in this report, this willingness to pay a fee was also borne out by follow up surveys.

Particularly in the breakout groups, there was spirited discussion about what organizations
needed and a strong sense that people wanted to be more connected to each other. Many spoke of
their frustrations as small organizations seeking to be recognized for their community impact
amongst larger government agencies and the philanthropic community. The shared stories
created a sense of camaraderie at the end of the day and a strong endorsement of an affiliates-
type program regionally [Appendix G]. Afterwards Calista received a number of testimonials
from participants who summed up the sentiments of Bruce Knapp from the Paoli Battlefield

group:

My impression, observing and talking to the attendees, is that this was a perfect example of the
“Field of Dreams” motto: If you build it, they will come. The timing of the HA grant during this
challenging economic era made the acceptance of the concept almost a fait accompli. In fact,
during my breakout session, the desire and confidence in the concept was so strong that | had to
step back and ask them if they thought HA was an actual, existing, program or a planning step

*To put this in context, while the Heinz History Center has an annual operating budget of around $8.8million, HSP
has a $2.7 million budget. The Heinz receives around 9% of its operating budget from government sources. HSP
receives around 2.3%. The Pittsburg Affiliates number 125 members, while it is estimated that the Philadelphia-
region Affiliates could climb to twice that number.
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towards such a program. They all considered it a program that just needs to be implemented.
The “table” combined some HA advisory council members, 3 persons who represented both
service provider groups and separate preservation organizations and the rest straight
preservation organizations. So I think it was a good mix.

At the conclusion of the conference a survey was handed out [Appendix H], to which HSP
received 37 responses. As can be seen from the top ten most sought after services, organizations
asked for tools to market themselves and create an online community for shared communication
and resource-sharing.

Programs on Marketing & social media
Online calendar

Online directory

Online listsory

Programs on Fundraising

Programs on archival digitization
Programs an callections care

Programs on technology

Online regional map of organizations

Programs on moambarship

As the Conference survey confirmed, three priorities quickly emerged: (1) funding;

(2) marketing/public relations; (3) communication and access to resources. A second tier of
needs included collections care, visitation, membership, programming, board and volunteer
issues, technology, exhibits and interpretation, and advocacy. Organizations identified a third tier
of needs related to planning, including: preservation planning, strategic planning, disaster
planning, and environmental controls.

Regional Umbrella History Groups

Calista met or talked with representatives of regional umbrella history organizations including
the Tri-State Coalition of Historic Places, the Rural History Confederation, the Chester County
Historic Preservation Network (CCHPN), the Delaware County Historic Preservation Network,
Historic Germantown, and the Fairmount Park Houses. The purpose of consulting with these
organizations was: (1) to find out what programs and services these organizations were
providing, and (2) to determine what they saw as the collective high-priority needs of their
constituents.

Umbrella organizations tend to identify overarching needs of history organizations in the region,
rather than the needs of individual organizations. They provide their members with marketing,
limited workshops or professional development, and an opportunity to network and share
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information. While these groups understand the broad needs of history groups in the region, their
limited resources constrain them from fully addressing these needs. Each group struggles to
sustain themselves through both money and staff time, and all were keen to learn about a
possible Affiliates program for Southeastern Pennsylvania of which they could become a part.

The Tri-State Coalition of Historic Places, for example, which represents 25 historic sites and
has an annual budget of $1,000, voiced the need for a central organization that would advocate
on behalf of history and heritage organizations to community leaders. They felt there was a
strong need to lobby government and policy makers. They cited the desire for an umbrella
organization that would support the smaller historical organizations in the region.

Umbrella History Groups Beyond the Philadelphia Region

Calista’s research also focused on examining organizations around the country that serve history
organizations and investigated what programs and benefits they provide as well as how they fund
their operations. The Ohio Historical Society (OHS), the Indiana Historical Society, and the
Minnesota Historical Society (MHS) are three entities that support smaller historic organizations
in their respective states. The local history office of the Ohio Historical Society offers a host of
programs including workshops, networking, technical assistance, and on-site needs assessment.
For a small annual fee correlated with their budget, organizations can take advantage of these
services. The local history services department of the Indiana Historical Society (IHS) offers
mostly free programs that fall into three broad categories: communication, training, and
resources. Specific IHS services include a weekly e-newsletter, a lending library, workshops and
consultations to individual organizations. Organizations can receive slightly upgraded services
with an IHS membership. The Minnesota Historical Society offers three main services:
networking, technical assistance and on site workshops and consultations. The organization also
produces a weekly e-newsletter and a bi-monthly newsletter with more substantive content.

All of these organizations however, are primarily state-wide organizations with significant
budgets subsidized in the range of 60% to 80% by local taxpayers. The annual operating budget
of the MHS in St. Paul for example, is $60 million with over 78% provided from annual
appropriations. MHS includes two major museums, the state archives, and over 25 historic sites
In a way, MHS mirrors the Pennsylvania Historical and Museum Commission (PHMC) based in
Harrisburg, who directly operates 11 sites, as well as the state museum, archives, and
preservation office, and whose annual operating budget last year was $18 million.”

The challenge with the state-subsidized model however, has been recently demonstrated when
PHMC’s annual allocation was cut by 52% over two years. Because PHMC staff are employed
by the state, they are powerless to directly protest government cuts, and depend on their

> It should be noted that PHMC'’s budget has been reduced 52% since FY 2008.
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constituents to lobby policy makers on their behalf with mixed results. The coordinator of the
local history office at the IHS recounted that when the state legislature recently proposed cutting
the line item that supported their operations, a vigorous protest campaign by member
organizations to their local legislators was rewarded by having their funds reinstated in the
budget. In contrast, PHMC was unable to effectively rally their supporters to the Pennsylvania
assembly, and their department took the single largest reduction of any agency in the state.

In addition to state historical societies, there are numerous other organizations around the
country that support small to mid-sized historical groups, some of which are more comparable in
size to HSP. As mentioned previously, the Heinz History Center in Pittsburgh offers an Affiliates
Program that supports 125 small to mid-size historical organizations in Southwestern
Pennsylvania. A membership-based program with a nominal fee ($50 per organization), Heinz
Center Affiliate benefits include access to the History Center’s staff, workshops and programs,
publications, a network directory, limited marketing, and free and discounted admissions to
various local institutions. Similarly, the Connecticut League of History Organizations (CLHO) is
an organization that supports 112 small to medium-sized history organizations throughout
Connecticut. The CLHO offers resources, professional training, and networking to museums and
history organizations. In addition to an annual conference, the organization offers a professional
basics series; museum primer program; and an “Out and About” program, giving professionals a
chance to do professional development; as well as a series of “Connecting to Collections”
workshops. Membership in the Heritage League of Greater Kansas City, whose geographic reach
is comparable to the greater Philadelphia region, provides over 80 organizations with an annual
collections-care workshop, ongoing professional development opportunities to visit and
experience other sites, networking opportunities and a regional history map that is both a
directory and marketing tool for organizations.

Though there is variation in the programs and services offered by organizations supporting local
historical groups, two factors are common to all of them: they operate on some version of a
membership model, and none of them have found a way to make their activities self-supporting.
In fact two organizations—the Heinz History Center and CLHO recorded deficits in the last IRS
990 income tax statements.® As Liz Shapiro, the Interim Director of the CLHO said, “Our
members just don’t have the money.”

The CLHO obtains up to five grants a year totaling about $45,000. These monies in combination
with $13,500 in membership dues and $10,000 in workshop registration fees do not quite cover
the costs their programs. Most of CLHO grants are program/project-based grants from the

® The Heinz History Center in 2009 recorded revenues of $7.6 million and expenses of $8.9 million. This drop in
income was largely due to cut government subsidies, and left them with a $1.3 million deficit. The Connecticut
League of History Organizations in 2009 recorded revenues of $69,000 and expenses of $75,000 leaving them with
a $6,000 deficit. Curiously the Heritage League of Greater Kansas City’s last registered a 990 tax statement form in
1997. In that year they had revenues of $84,000 and expenses of $80,000.
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Connecticut Humanities Council. Organizations pay both an annual fee of $35 and additional
registrations fees for programs that are never more than $35, with members getting a $10
discount. The Heritage League of Greater Kansas City supports its efforts with a combination of
membership dues set at $45, donations and underwriting. The Heinz History Center, as
mentioned previously, requires a $50 membership fee that only covers 8% of the total operating
costs of the program.

Regional Discipline-Specific Umbrella Organizations

Research also focused on several Philadelphia-based discipline-specific umbrella organizations
to determine what functions these organizations serve and what successful discipline-specific
initiatives, ideas, or lessons might be adapted for the History Affiliates program.

The Theatre Alliance of Greater Philadelphia, for example, which is a membership-based
organization with a budget just under one million dollars has 134 organizational members and
350 individual members. It functions in four principal ways to support the Philadelphia theater
community: (1) as an aggregator of pooled resources, (2) as a convener that gathers
organizations to network and share ideas, (3) as an advocate to help the sector gain greater
recognition and visibility, and (4) as an umbrella marketer to assist small organizations in
gaining access to a level of marketing that would otherwise be unavailable to them.

In interviews, Margie Salvante, the Executive Director of the Theatre Alliance, revealed that no
single program or service meets the needs of all her constituents, and as a result the Theatre
Alliance has to differentiate members’ needs and carefully tailor the range of programs they
offer. Because the primary way in which members choose to participate in the organization is
online, Ms. Salvante also spoke to the importance of a well-developed website, and collaborating
closely with the Greater Philadelphia Cultural Alliance (GPCA) around a shared advocacy
agenda. She further suggested that the history community may benefit from the Theatre
Alliance’s experience with creative marketing initiatives that have increased the capacity of
theaters, despite the fact that a high percentage (68%) of history organizations do not charge
admission. Ms. Salvante advocated for the value of charging a membership fee for no other
reason than keeping membership statistics makes it much easier to maintain accurate information
about the community.

Dance/USA Philadelphia is another local support agency that provides advocacy, resources,
services, and collaborative opportunities for the dance community of the greater Philadelphia
region. But unlike the Theatre Alliance, it is not membership based. Founded in 2007 as a branch
office of Dance/USA the national service organization for professional dance, Dance/USA
Philadelphia effectively functions as a stand-alone organization with an annual budget of
$430,000. Though it does not have a membership base, Dance/USA Philadelphia serves 148
dance organizations. It performs three primary functions: (1) as a testing ground for new cultural
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models, (2) as an aggregator of web-based resources, and (3) as a provider of one-on-one
consultations for dance groups that focus on creating programs and problem solving. The
organization takes pride in measuring the needs of its membership, and developing and testing
new cultural models in response to these needs. For example, its New Stages for Dance Program
(formerly the Theater Rental Subsidy Program), subsidizes facility rentals, encourages
collaborations among companies, and leverages joint marketing initiatives, in order to expand the
availability of affordable rehearsal and performance spaces and increase income for its
constituents. Its example is serving as a model to other cities, including Chicago. While this
specific program does not transfer exactly to history organizations, the principle of assessing
needs in the community and developing new cultural models/programs to meet those needs does.

The leaders of these two discipline-specific membership organizations stressed the importance of
building a strong network that both gets and gives information, and not duplicating services that
are already being offered by other organizations. As evidence, Lois Welk, the Director of
Dance/USA Philadelphia, said that her organization had made a strategic decision not to provide
professional development services because so many other organizations already do so. The only
exception to this rule is one workshop that is not offered by any other organization in the dance
community.

Surveys

Based on the results of the short survey that was distributed at the “Creating Connections”
conference, conversations with the advisory board, and ongoing needs assessment with
organizations, an electronic survey was developed and sent to approximately 336 representatives
of history organizations on November 29, 2010, followed by a reminder on December 13, 2010.
The brief, ten-question survey was designed to get a sense of the specific programs and services
that organizations are interested in as well as how much they might be willing to pay for these
programs and services [Appendix Items | & J].

The online survey had a strong response rate of 30%, with 100 representatives of history
organizations completing the questions. The majority of the respondents (77%) were 501(c)(3)
nonprofits, with a few municipalities represented as well. Not surprisingly, entirely volunteer-run
organizations represented the largest group of respondents at 43%. This factor was something
that Calista Clearly had become increasingly aware of during her research period. In Delaware
County, for instance, there are a total of 80 history organizations, with only 18 of them
employing professional staff, while the rest (78%) are volunteer run.” Volunteer-run
organizations are typically managed by people who often have other full-time jobs, and they
have little or no experience in leading non-profit organizations and/or fundraising. Sixty-nine or
over two-thirds of the organizations responding had three or fewer staff members, while the

’ Harris, Donna. “Public History Feasibility Study & Implementation Plan.” Power Point Presentation to Delaware
County Historic Preservation Network, Media, PA. 21 May 2010.
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majority of this sub-group, 43%, operates with no paid staff. Organizations clustered around two
annual operating budget ranges: $500 — $24,999 and $100,000 — $249,000. Fourteen (14%) of
the organizations had budgets that exceeded $500,000, and only four (4%) had budgets over
$1,000,000.

HA Survey Respondents: Organization
Type

B Nonprofit

® 501 (c) (3) nonprofit
B Municipality

B Other

HA Survey Respondents: Staffing

B Volunteer Run

B 1-3 Paid Staff

I 4-6 Paid Staff

B 7-10 Paid Staff

B QOver 10 Paid Staff
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HA Survey Respondents: Budget

M No Formal Budget

® $500-24,999

= $25,000-49,999

H $50,000-99,999

¥ $100,000- 249,000
= $250,000-499,999
¥ $500,000-999,999
¥ Over $1,000,000

Organizations identified fundraising, marketing/pr, volunteers, membership and collections care
issues—in that order—as their top five challenges. When asked what specific programs or
services they wanted, organizations prioritized:

Programs on fundraising and grant writing.

A region-wide online calendar for history organizations.

A regional resource website.

Programs on increasing membership.

Marketing, public relations, and social media.

A regional directory.

Programs on board and volunteer recruitment and retention.
A regional listserv.

N GREWDPE

These responses largely correspond with the results of the prior survey distributed at the
conference, in which the respondents identified the following programs and services as those
they would most be interested in:

Programs on marketing, public relations and social media.

A five-county listserv for historical organizations.

A region-wide calendar for history events.

An online directory of history organizations.

Programs on fundraising, including endowment development.

IR

Question #6 asked which programs and services organizations would be willing to pay for. This
question saw a dramatic 57% drop in the number of responses. Clearly, while organizations are
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interested in a host of programs and services, they are not necessarily willing and/or able to pay
for them.

In Question #7, 55% of respondents indicated they would prefer a set fee for each History
Affiliates event, versus 43% who indicated that they prefer to pay a flat membership fee for the
overall benefits of a History Affiliates program. If a History Affiliates program provided a
regional directory, a listserv, a monthly newsletter, a resource website and reduced rates for
workshops, more than half thought that membership fees ranging from between $35 to $175
annually was ““fair” to “very reasonable”. In response to a range of suggested fees, over 50% of
organizations indicated they would be “quite likely” to participate, while an additional 27%
identified themselves as “likely” to participate. That indicates that 77 organizations would be
either “likely” or “quite likely” to join an Affiliates program with the proposed benefits. This
response suggests that overall respondents perceived considerable value in the benefits that are
focused on communication.

The Issue of Membership

Leading up to this study HSP had assumed that it could not charge a membership fee because
with multiple other support organizations to choose from (GPCA, Preservation Alliance,
PACSCL, Arts & Business, etc.) organizations would not join, and/or the other service
organizations would not appreciate the additional competition for membership dollars. As the
online survey showed, however, neither assumption is true. Over 50 organizations said they
would be “fairly likely” or “very likely” to pay a membership fee, while an additional 27
organizations indicated that they would be “likely” to join. Moreover, none of the above
organizations are currently providing the type of discipline-specific services that would be
available though a History Affiliates program at HSP.

“Membership” as explained in the survey would entitle organizations to be listed in a History
Affiliates directory and post events to a master calendar on the History Affiliates portion of the
HSP website. In addition, Affiliate members would receive discounts on twice-yearly programs
presented by HSP, as well as discounts to programs at their respective member rate. At first, the
barrier to participation should be low, particularly for the smaller organizations. The surveyed
annual membership fees were tied to annual budget:

e under $50,000, $35;

e under $100,000, $75;

e under $500,000, $125;

e under $1,000,000, $150;
e over $1,000,000, $175.
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Based on survey results, it is realistic to predict that a minimum of 50 organizations would be
willing to pay to become Affiliates netting a modest $2,500 — 3,000 received in the first year.
The question, of course, is whether it is worth HSP time and effort to collect membership fees.

At the “Creating Connections” Conference, Andrew Masich from the Heinz History Center
recommended levying a membership fee believing that organizations “valued what they pay for.”
However, he did acknowledge that there was significantly less “competition” for membership
dollars with fewer support organizations in Pittsburgh as compared to Philadelphia. Discussions
with the Greater Philadelphia Cultural Alliance have centered on offering a membership program
whereby small history and heritage organizations would be both a member of HSP and GPCA at
a discounted rate.

Other service organizations derive a portion of their revenues from membership fees, but upon
closer analysis these fees account for only a small amount of their annual budget. The
Conservation Center (CCAHA), for example, derives less than 0.7% from membership (FY
2009); the Preservation Alliance derives 7% (FY2008); the Theatre Alliance of Greater
Philadelphia derives 9% (FY2009); and the Cultural Alliance (GPCA) derives around 13% from
membership fees (FY2010). If HSP decided to charge a membership fee for the Affiliates it can
be expected in the first year to cover around 4% of the total expenses.

The value of membership for these service organizations however, is not primarily financial.
Membership allows for much easier gathering of information about constituent organizations and
requires organizations to “put some skin in the game” by placing a value on services and
demonstrating their financial commitment to a cause. From the organizations’ end, becoming a
member allows them to become part of a larger interest-driven community.

Fee for Service

As previously mentioned, only a small portion of the expenses needed to sustain a History
Affiliates program can be raised through membership fees. Another possibility is to charge for
individual programs and services, and provide a menu of options for organizations to choose
from. However, as programs in Minnesota and Connecticut demonstrated, a fee-for-service
model has not proved viable because small organizations with limited budgets would rather pay
once than face the uncertainty of not knowing what costs they will incur throughout the year.

The online survey confirmed that half of the organizations would be slightly more interested in
paying for events, but in general, they were less willing to allocate money for programs and
services than an annual membership fee. It is Calista’s opinion that survey respondents were
“playing it safe” because they were not quite sure what benefits would be attached to
membership. Therefore, the issue of charging a fee-for-service comes down to the basic “value
proposition” presented. Services that offer “advice” such as board training, collections care, and
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“how-to-workshops,” are less attractive because organizations at the end-of-the-day still have the
costs of implementing the programs they studied to deal with. But if the services deliver
quantifiable cost savings, such as increased membership, securing a grant, or gaining design
services organizations are more willing to pay.

The amount of revenues that service organizations derive from workshop fees and fee-for service
contracts varies widely. The Conservation Center (CCAHA), for example, derived less than 2%
in workshops fees but an amazing 82% in conservation treatments contracts in 2009; the
Preservation Alliance derived 23% from service contracts in 2008; and the Theatre Alliance of
Greater Philadelphia derived 47% in service contracts and program fees in 2009. The services
offered, however, were either very specialized or could not be replicated elsewhere (such as
conservation of artifacts, or delivering a specialized theatre booking software).

A conundrum obviously exists for HSP if it decided to provide specialized services because of
the significant staff costs involved. The most successful approach to this issue in recent years has
been a shared solution as demonstrated by the fifteen-member Historic Germantown Preserved
consortium that divides the cost of key personnel and coordinates activities across organizations.
Another example can be found at Culture Works whose Enterprise Platform charges
organizations with annual budgets of less than $250,000 an annual fee to run the back-office
operations. Their program is viable only because of economies of scale.

The question of what specialized services HSP could develop that are not duplicated and are in
its area of specialty (archival processing, special collections care, historical research), has been
considered. Below are a number of past, present, and future ideas:

e There had been serious discussion about ten years ago about HSP and the Conservation
Center (CCAHA) partnering to offer archival storage for paper-based collections, but it
was recognized that although there was a need within the sector for these types of
services this would take a substantial financial/capital investment by both organizations.

e Renting office spaces for organizations either in the short term or long term is something
that HSP has done in the past and is exploring as part of its capital expansion plans.®

e Also underway, in partnership with Night Kitchen Interactive, is the idea to provide the
software platform of the PhilaPlace community history website to other organizations for
a fee. Night Kitchen and HSP are giving a joint lecture on the idea of “AnyPlace” at the
Museums and the Web Conference to be held in Philadelphia this May.

e A grant has just been submitted to the Mellon Foundation to help support a survey of
small archival repositories in the Greater Philadelphia region. If successful, this initiative

® HSP has in fact rented office space in the past to the genealogical Society of Pennsylvania and the Civil War
History Consortium.
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could lead to the development of archival standards, protocols, database software,
archival processing and basic conservation services.

e In the spring of 2011 HSP will be hosting a CCAHA Collections Care Workshop and a
State Archives Archival Basics Workshop, both of particular interest to prospective
History Affiliates.

Taking a Systems Approach

What this report, and the research behind it indicates, is that developing a sustainable approach
to supporting the history and heritage sector is extremely complex. This fact was recognized by
the Technical Development Corporation (TDC) in 2009 when they called for a history system
between history organizations, support organizations, and the media.? By taking a more
expansive view of sustainability that relies on building a “collective American memory” led by
entities who share a mission to collect and share the history of the United States (libraries,
museums, tourism agencies, places of higher education, publishers, the entertainment industry,
community developers, preservationists, and the media), TDC asks history organizations to re-
engineer themselves by becoming more responsive to contemporary events. In TDC’s view by
placing history in context, organizations can improve their “value” in the wider community and
share the responsibility for historical understanding.

The recommendations of the TDC report go beyond the focus of this report of sustaining
operations by questioning the programming of small history and heritage organizations.
Nevertheless, the fundamental issue of creating public “value” by working as part of a wider
system of organizations is close to the ideals of HSP’s History Affiliates program.

TDC is developing a follow-up report that will focus on organizations based in the Northeast and
Mid-Atlantic that will conceive, articulate, and evaluate potentially sustainable solutions based
on a systematic framework. HSP will be part of this study and closely study their
recommendations.

Summary of Findings

There is consensus amongst both the service organizations in Philadelphia, regional umbrella a
organizations, and the small history and heritage organizations themselves, that HSP can play a
valuable role in aggregating and distributing information about support services and programs
that already exist in the Greater Philadelphia region; act as a local “mentor” brokering programs
between organizations; and centralize all information about the history sector. Furthermore
organizations saw value in HSP providing a unified “voice” on behalf of the history and heritage
sector at the state and local level, and working with other regions across the commonwealth

° Technical Development Corporation, Inc., Building a Sustainable Future for History Institutions: A Systemic
Approach, (Boston: 2009). www.tdccorp.org
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(most notably Pittsburgh and Harrisburg ) to affect a unified approach in terms of policy
development, education, and heritage tourism initiatives.

Although the majority of the history and heritage organizations surveyed are registered nonprofit
entities many have no paid staff and one-third have annual budgets of less than $25,000. By
their actions they have demonstrated that they would actively participate in electronic forms of
communications such as a monthly e-newsletter, listservs, and directories, and personally attend
workshops and conferences. Furthermore they would prefer to pay a modest annual membership
fee to be part of a larger community, rather than pay on an individual basis for programs and
services. As demonstrated by the survey results, the single largest issue of immediate concern is
fundraising, followed by how organizations can market themselves and attract new audiences.
The third largest concern is having access to resources—particularly in the area of fundraising.
All organizations valued developing a stronger peer-to-peer communication network to
encourage resource sharing and facilitate joint programming.

Defining Affiliate Organizations

While a number of advisors suggested that organizations “value what they pay for,” HSP
believes that the primary value of the Affiliates program is to act as a convener of information to
ALL the history and heritage organizations in the Greater Philadelphia region. To that end,
removing any barriers to inclusion and providing incentives to become actively engaged is the
foundation of a two-phased program.

With the goal of the Affiliate program being as inclusive as possible, organizations:

Do NOT have to:
e Be aregistered non-profit entity, but they cannot be for-profit company. (For profit-
organizations can become HSP organizational members)
e Employ staff
e Hold programs for the public.

Affiliates DO have to:
e Support either the care of historical collections or assets (i.e. an historic site) OR/
e Engage in activities that support historical research and education.
e Have a formal organizational charter and/or mission statement
e Designate a main contact person.
e Be in contact via email and have access to the internet.
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Membership
It is recommended to establish a 3-tiered membership program as follows:

Affiliate Basic

A FREE membership with access to a host of online resources. These resources would only be
accessible through a password-protected portal on HSP’s website, designed in order to capture
organizations’ updated contact information and track usage. Online resources would include:

e Arregional directory with addresses, contact names, etc.

e A master calendar of public and internal organizational events to avoid conflicting dates.

e Lists of local, regional, and federal resources.

e List of grant and funding opportunities.

e Online library of new literature, interesting articles, news-in-the field, etc.

e List of HSP staff resources / advisors / services.

e Invitation to join social media (chat room, blog, listserv and/or Facebook ) to encourage
idea-sharing.

e Monthly e-newsletter.

Responding to the advice that paying a membership fee drives the harvesting of accurate
information, Affiliate Basic members will only be granted a password to online resources if they
provide updated contact and organizational information.

Affiliate Partner

This is only available for organizations with annual operating budgets of less than $500,000,
which accounts for 96% of the surveyed organizations who were willing to pay a membership
fee. The two levels were determined in consultation with the Advisory Board and supported by
the December survey.

Membership Fee

A. Annual Budget under $100,000 $75.00

B. Annual Budget between $100,000 - $500,000 $125.00

Benefits include all the online services listed in the BASIC category, plus:

e Two free workshops / Affiliate meetings a year

e Discount to workshops given by HSP and other support organizations (CCAHA, GPCA,
Preservation Alliance, etc.)

o 30% discount on Greater Philadelphia Cultural Alliance (GPCA) membership

24



e Free passes to HSP’s Reading Room for pre-designated staff (A= 20 passes / B = 50

passes)

e 10% discount on all items in HSP’s online store

Affiliate Client

Affiliates would have access to a menu of discounted client programs and services offered by

HSP. In Phase | they would include:

Hourly

Service / program Annual Fee | Rate

Includes forwarding-on mail each
Mail-holding service $100.00 week

Includes coffee/tea service, set up and
Facility rental 2nd Floor conference room $200.00 | break down

Includes coffee/tea service, set up and
Facility Rental 1st floor conference room $400.00 | break down

Includes coffee/tea service, set up and
Facility Rental Document show-and-tell $200.00 | break down
Research by Mail - up to one hour $30.00
Research by mail - each additional hour $25.00
Research by mail - rush service per hour $75.00
Archival collections needs assessment $35.00 | Travel time and supplies additional

Travel time and supplies
Archival collections basic processing $60.00 | additional. Available on or off site.
Basic archival conservation workshop $125.00 | Two-hour minimum

Phase I: Implementation

As indicated above HSP’s primary goal is to aggregate information about and for the history and
heritage community. In order to do so, HSP believes it needs to make the program affordable and
accessible to a wide range of organizations. Therefore it recommends establishing the three
tiered membership program referenced above: (a) Free online access (Affiliates Basic) to ALL
organizations, (b) a modest membership fee for organizations with budgets of below $500,000
(Affiliates Partners), and (c) a limited menu of fee-based programs and services (Affiliates

Clients), that can be expanded in Phase 1.

HSP believes it will take 18 to 24 months to implement Phase | with the assistance of a director
of the program working between 30 to 40 hours (40 hours is full-time at HSP) per week.

The focus for this position will be to:
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e Build a password-protected History-Affiliates portal of HSP’s new website that will
launch in the fall of 2011. The portal would include: a regional directory with addresses,
contact names, etc; lists of local, regional, and federal resources; grant and funding
opportunities; a library of new literature, interesting articles, news-in-the field, etc.;
summaries of conferences and seminars attended by HSP staff and Affiliate members;
and, a list of HSP staff resources / advisors / services.

e Establish a public online calendar that aggregates events being offered around the region.

e Continue to send a monthly e-newsletter with timely information on resources, grant
deadlines, and issues in the field.

e Hold two free professional development workshops (one outside Center City
Philadelphia)

e Coordinate with other support organizations on discounted programming opportunities.

e Coordinate with press and media organizations to promote History Affiliate activities.

e Establish a Facebook page as an online networking component.

Advisory Board
It is recommended to retain and supplement if necessary the current Advisory Board structure
(12 members) and continue meeting at least four times a year.

Mentoring Pilot Project: StEPs

HSP also proposes piloting a “mentoring” project whereby the Affiliates Director would work
closely with four to six organizations to do an organizational needs assessment and suggest
programs and services managed either by HSP or other support organizations in Greater
Philadelphia to help them achieve their goals. The program would tie-into the new Standards
and Excellence Program for History Organizations (StEPs) created by the American Association
of State and Local History (AASLH) with funding from the Institute of Museum and Library
Services in 2010.

StEPs is a fast-paced voluntary assessment program largely delivered online and reliant on a lot
of self-study. HSP proposes supplementing the StEPs assessment questions and performance
indicators (basic, good, better) that rate an organization’s performance in six areas: Mission,
Vision and Governance; Audience; Interpretation; Stewardship of Collections; Stewardship of
Historic Structures and Landscapes; and Management. The program is designed to serve as a
map to improve awareness and achievement of national standards. The StEPs Program has a
$250.00 participation fee ($150 for non AASLH members) which organizations in the pilot
program would be asked to pay as a way of showing their commitment to the program.

Recognition Luncheon
HSP further proposes instituting an annual luncheon each October to recognize milestones and
recognize excellence amongst the history and heritage community of Greater Philadelphia. While
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the Preservation Alliance for Greater Philadelphia holds a very successful luncheon for over 500
each year, their focus is on rewarding historic preservation activities. Likewise, while the Arts
and Business Council holds a luncheon for over 1,000 to celebrate programs between the
business community and the Arts, as the name suggests, history is totally excluded.

In the first year the Advisory Board would develop the award criteria and nominate the
awardees. The goal is to create a more robust peer-group within the history and heritage sector
focused on best practice. It is envisioned that in Phase | the Affiliate Director would need the
additional help of a part-time coordinator (20 hour a week) for three months leading up to the
event to manage the catering, advertising / media , sponsors, and guest speakers. Ideally, the
costs of the event in the future would be sub-vented through sponsorships, and a goal for the
future would be to use the luncheon as means to raise funds to help support the costs of
managing the Affiliates program each year.

Phase II: A Catalyst for Strategic Change

The direction and scope of a second phase of the History Affiliates program would in large part
depend on the outcomes of the first phase and available funding. Ultimately, while it makes
sense from HSP’s perspective to establish a clear and limited focus for a History Affiliates
Program at the outset, simply providing communication, aggregated online resources and
networking opportunities is not be enough to fundamentally change the way the history and
heritage sector sustains itself. The larger goal has to be to build capacity within the history sector
and provide ways in which to rationalize its future direction. The more important question is:
How can a strong Affiliate network — established in Phase | — become a catalyst for strategic
change within the region?

While it is somewhat premature to design Phase 11, it is envisioned that the following elements
would be included:

1. Maintain the 3-tier membership, but add more fee-based programs and services to
the Client category as HSP further develops its strategic plan. For example, HSP is
planning a renovation and expansion of its building and plans include creating temporary
offices that can be rented to outside organizations. Similarly, as more collection storage is
built, HSP may be in the position to help facilitate paper-based collection storage.

Finally, just nearing its pilot phase, the Digital Center for Americana (DCA) has received
requests to digitize collection materials of other organizations, a service that could be
added to the menu.

2. Maintain and grow the online communication tools, expanding to offering online
Webinars and co-produced program materials (see below).

27



Continue to offer two free workshop and/or professional development meetings a
year. A second phase may include videoing these sessions and making them
available to view remotely.

Continue to offer discounted workshops, programs and services offered by other
support organizations in the Greater Philadelphia area, and further explore how the
Affiliates program could take on a systems approach as discussed by the TDC
report. For example, additional programs may involve local colleges and universities
such as the University of the Arts who have had initial conversations with HSP to
develop a continuing education certificate course in historic site interpretation for
volunteers.

Depending on the success of the pilot mentoring program, expand the number of
organizations undertaking the StEPs / Affiliates mentoring program.

ADDITIONAL:

Develop a robust education advisory board that coordinates with the Philadelphia School
District and local Intermediate Education Units.

Serve as a testing ground for developing new program models that both creatively
address the pressing needs of history organizations and foster collaboration within the
community. Similar to what is being undertaken at Dance/USA Philadelphia with the
New Stages for Dance Program, the History Affiliates program would begin to look at
developing creative programs that emphasize collaboration to address pressing
challenges.

Initiate a re-granting program whose funds are dedicated to supporting resource-sharing
and conjoined activities and initiatives between one or more organizations. Funds for
example, may support a shared marketing manager, a combine board training session, or
complimentary exhibition schedule.

Funding

The research in this report has made it clear that in this economic climate, an Affiliates program
is not going to completely sustain itself financially. Examples, both local and national, of like-
minded initiatives have shown that without major support from government or foundations the
resources needed to continue developing a centralized network will soon disappear. The Tri-
State Coalition of Historic Places, which represents 25 historic sites and has an annual budget of
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$1,000, is a sobering example of how difficult it is to maintain momentum simply on volunteer
labor, no matter how enthusiastic.

The assumptions entering this pilot phase by HSP in terms of funding were three fold:

1. Organizations would not pay to become members

2. The program would be sustained through fee-based programs and services

3. Because the Affiliates program would be embedded within a large, fiscally-stable
organization such as HSP, it would have a better survival rate.

Each of these assumptions has been challenged by our research. Firstly, we now know that the
majority of organizations are prepared to pay a modest annual membership fee. However, if we
were to make a conservative estimate that fifty organizations would join at the $75 level and
another ten at the $125 level, this would equate to around $5,000 of revenue. Whilst still
recognizing that the membership fees will not cover the costs of administering the program, HSP
does believe that it good practice to expect organizations to demonstrate their commitment in this
way.

Secondly, while it seems to make sense for HSP to develop a menu of fee-based archival
services, regional history organizations expressed little interest in availing themselves of these
services. In the online survey, organizations rated several types of archival services as those they
would be least inclined to take advantage of. In the few areas of relative interest such as archival
management and digitization, several organizations including CCAHA, the Pennsylvania State
Archives, and the Drexel University Archives already offer programs locally, and it makes more
sense for HSP to help broker the use of these programs than to manage them itself. The issue of
perceived value comes into play here, as does the concept of HSP taking a systems approach that
leverages on the already present programs, services, skills, advice, time, and efforts of a wide
range of support organizations. Until HSP is able to provide services that either save staff time
and/or money, organizations are most likely going to be unable to spend money on what they see
as “ancillary” activities that do not help them balance the bottom line.

Finally, the assumption that HSP’s ability to absorb a certain amount of the costs of managing an
Affiliates program has been proven based on the experiences of other organizations who have
partnered with HSP such as the Encyclopedia of Greater Philadelphia and the Civil War History
Consortium. The conservative estimate of absorbing utility costs (heating, lighting, telephone,
internet etc.) and sharing operational overheads (financial management, human resources,
cleaning etc.) is around 30 — 45%. However, the real benefits come from the daily interaction
with HSP staff and its constituents. Throughout her consultancy, for example, Calista Cleary
worked closely with marketing and communications, library and archives, and managerial staff;
attended all-staff and strategic planning meetings, and worked in the history community as a
representative of HSP. It is HSP’s belief that by becoming the lead anchor for the History
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Affiliates program, the sector as a whole has a better opportunity not just to survive financial
hardship, but thrive through sharing the knowledge and skills of its employees and partners.

Conclusion

Developing a History Affiliates Program presents a significant opportunity for HSP to provide
leadership in the regional history community and broaden its identity from an archive and
research library to a Center of History and Learning. With that same opportunity, however,
comes significant challenges including: how to sustain the program; how to create connections
and foster collaboration amongst historically independent, even territorial organizations; how to
work with organizational leaders who often have little non-profit management experience; and
how to strategically strengthen the entire sector in the long-term.

The sheer number of organizations—a possible 320—is also a daunting prospect, and if
successful, would make the Affiliates one of the largest non-profit culture consortiums in the
region. With this size, however also come tremendous opportunities to collaborate on education
initiatives, heritage tourism, messaging, and advocacy.

Developing a first-phase History Affiliates Program focused on communication and aggregation
of resources makes a lot of sense. It provides a firm foundation for the history sector to
communicate better amongst itself, support prioritized needs, and develop a strategy for the
future—one that should include sharing resources, downsizing, and building upon shared
strengths. Finally, it allows a central point of access to the history community to other service
organizations and funding agencies. A second phase concentrating more on taking a systems
approach to capacity building, will only be possible after developing a strong network based on
trust and mutual benefit. In the long-term the success of the History Affiliates program will
depend on whether the material and physical culture of the Philadelphia region is not only
preserved but serves as a driver for educational and economic growth for the next generation.
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List of Regional Service Organizations

History Affiliates Advisory Board List
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History Affiliates Online Survey

Overall Results of History Affiliates Online Survey
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