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EXECUTIVE SUMMARY

This report proposes a strategy for involvement of nonprofit entities in the management
of Kennecott National Historic Landmark — the most visited site in our nation’s largest
national park.

There is widespread support for the joint management of Kennicott by Wrangell-St.
Elias National Park & Preserve and one or more locally based nonprofit organizations.
A new partnership, the Kennicott Coalition, will guarantee the direct participation of
local community members and nonprofit organizations in management of the NHL.
Potential member organizations include:

Friends of Kennicott

Wrangell Mountains Center
McCarthy-Kennicott Historical Museum
McCarthy Area Council
Kennicott-McCarthy Chamber of Commerce
Blackburn Heritage Foundation
McCarthy-Kenmnicott Community Church

As leader of the Kennicott Coalition, Friends of Kennicott will work with NPS and other

local nonprofits on projects that further their joint mission in the Kennecott National
Historic Landmark:

...to protect the cultural and natural resources of this historic mining district and the surrounding
glacial landscape; and to provide a safe, educational, and rewarding experience for the area’s
visitors and residents.

Over the next decade, the Kennicott Coalition will focus on the renovation and reuse of
five historic buildings in Kennicott. This “adaptive reuse campus” — consisting of the
recreation hall, company store, schoolhouse, meat house, and west bunkhouse — will be
used by NPS and Kennicott Coalition member organizations for education, research,
and visitor services.

To undertake projects in the adaptive reuse campus over the coming decade, Friends of
Kennicott will need to hire a professional staff, diversify its board, lead the Kennicott
Coalition in adaptive reuse projects, develop a strong program of earned income, and
work closely with the National Park Foundation to develop its fundraising ability.

Funding ($10,000/year) for a new part-time Executive Director has been secured. Goals,
objectives, and a budget for this director’s first two years are proposed. $75,000 — half
the estimated cost of renovating the Recreation Hall — has been secured for this initial
adaptive reuse project, and the National Park Foundation has committed to match this
amount with private funding. The proposed partnership can be started immedjiately.
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BACKGROUND
Objectives of this Report

This report, supported by a 1998 grant from the State Office of History and Archaeology and the
NPS, describes a recommended strategy for involvement of nonprofit entities in the management
of the Kennecott National Historic Landmark.

Friends of Kennicott and the National Park Service held a public meeting at the
Kennicott Glacier Lodge June 10-11, 1998. At that time, both groups identified the need
to conduct a focused investigation of alternatives for nonprofit involvement in the
management of Kennecott — a National Historic Landmark recently added to Wrangell-
St. Elias National Park & Preserve. Funding was subsequently developed for a project
entitled “Development of Partnership Management Strategy, Kennecott National
Historic Landmark, Wrangell — St. Elias National Park & Preserve.” This report
comprises the substantive fulfillment of Friends of Kennicott’s obligations to the State
Office of History and Archaeology and the National Park Service under this grant.
These obligations include:

e Propose language for a mission statement of operation that builds upon previous
documents, current conditions, local knowledge, and make recommendations for
site development and protection, including priorities for adaptive reuse, natural
interpretative options, camping, and use of appropriate technologies.

e Evaluate options for involvement of nonprofit groups in various functions at
" Kennicott, including but not limited to public safety/enforcement,
programming, interpretation, site maintenance/stabilization, community
advocacy, and fundraising/support. This evaluation will include
recommendations for (1) timing and phasing of activities, (2) developing the
capacity of locally based' nonprofit organizations to participate in various facets
of Kennicott management, and (3) recommend partner relationships with NPS.

e Identify (1) entities interested in participating in the operation of Kennicott, (2)
the potential level of commitment each party could make, (3) functions and roles
appropriate and desirable for each party, and (4) a possible structure for linking
participating entities and the NPS.

e Recommend structure, roles, membership, and procedures for an advisory
committee that could provide increased public participation and oversight for
ongoing management of Kennecott National Historic Landmark.

e Work closely with interested nonprofit organizations such as the Wrangell
Mountains Center and the McCarthy-Kennicott Historical Museum, local
community members, interested business and public members and the NPS on
all facets of this project.

e Participate in development of an NPS newsletter and development of NPS
management alternatives concerning partners.

e Participate in NPS public workshops concerning the future of Kennicott.



Kennecott or Kennicott?

Kennicott is more than a historical site — our challenge is to manage it for the diversity of its
contemporary meanings.

From 1907 to 1938, this place was Kennecott. It was a bustling copper town in the
Alaskan wilderness. For a time, the Kennecott Copper Corporation had over 500 men
on the payroll, digging and crushing and sorting and shipping the richest lode of
copper ore ever discovered. Then, after $100 million in profit, the most valuable ore was
gone. The mines and the milltown were abandoned, the railroad was closed, and the
valley was quiet. Today, it is the Kennecott National Historic Landmark.

Many people now spell Kennicott with an “i.” Why? This is the way it was before the
mines, back when explorer Oscar Rohn named the valley’s mighty glacier for Robert
Kennicott, an early Alaskan explorer and naturalist.” The company’s name was
misspelled, perhaps, through persistence of a simple clerical error.

It is the meaning of these words however — not their spelling — which matters.’ People
came to Kennecott for one thing: copper. But to the travelers and workers and scholars
and residents that come here now, Kennicott might be:

* an abandoned ghost town,

e abasecamp for wilderness excursions,

® acommunity of friends and neighbors,
B a copper mine,

° a gateway to our largest national park,
e a historic site,

e a permanent or seasonal home,

e aplace of quiet and freedom,

° amuddy river,

® astudy site for scientific research,

° athree mile wide glacier,

e avacation destination, or

e aworkplace.

Kennicott is all of these things. We must somehow consider all of these things as we
manage the Kennecott National Historic Landmark. It is, perhaps, more daunting a task
than mining the copper was 100 years ago. It is almost certainly more complicated. This
is the job at hand.



Kennicott and the Wrangell — St. Elias National Park & Preserve

The Kennecott National Historic Landmark is the most visited site in our nation’s largest
national park; visitation is increasing.

Kennicott is near the geographical center of Wrangell — St. Elias National Park and
Preserve, the largest unit in the United States National Park system. Most of the park’s
13.2 million acres are wilderness. Only two roads penetrate the heart of this wilderness;
one of these — the McCarthy Road — dead ends sixty miles inside the park near the small
towns of McCarthy and Kennicott.

Here, beside a 25 mile long glacier, in the middle of North America’s Mountain
Kingdom, seems an unlikely place for a road, a community, or a national historic
landmark. Indeed, the Kennicott Valley’s human population is very small: less than 100
permanent residents, all of whom moved here after 1950. Yet the Valley is unusually
populous in a regional sense; this land, together with adjacent parks, preserves, and
refuges in Alaska and Canada, constitutes the world’s largest contiguous tract of
designated wilderness.

Now, 60 years after the miners left, the Kennicott Valley remains the most accessible
destination in the Park. It is, not surprisingly, also the most visited.* More than half of
the visitors to Wrangell-St. Elias National Park cite Kennicott and its sister town,
McCarthy, as the reason they came here. Despite the rigors of reaching Kennicott (4
hours rough driving from the Richardson Highway to the townsite), more park visitors
go to Kennicott than to the park’s visitor center, which is itself conveniently located on
the Richardson Highway.

The actual number of visitors is still small: perhaps 15 - 20,000 persons/summer. But
this is changing. The Alaska Visitors Association and the State Division of Tourism have
targeted Wrangell-St. Elias National Park as the Alaska visitor destination with the
greatest potential. Several major hotel/ cruise ship companies have visited the area and
are considering large investments, and the Copper Basin Chamber of Commerce is
strongly promoting tourism and increased public use in the Valley. The importance of
Kennicott as an internationally significant tourist destination is growing.



Acquisition History

Kennecott National Historic Landmark was added to Wrangell-St. Elias National Park &
Preserve in June 1998, making inholdings of over 100 private residential and commercial lots.

When Wrangell-St. Elias National Park & Preserve was created in 1980, Kennicott’s
private lands and buildings were not included in the new park. The Kennecott Copper
Corporation had long since sold the surface rights to most of its 3000 acres of original
mining claims, and by 1976 the bulk of this surface estate was owned by the Great
Kennicott Land Company and the Consolidated Wrangell Mining Company,
incorporated partnerships based in Anchorage.

In 1976, the Great Kennicott Land Company subdivided 1500 acres of the lower estate
(including all of the original Kennicott townsite) into 605 lots; these were offered for
public sale. The subdivided land went slowly (just over 100 lots were ultimately sold),
but these lots provided the literal basis for a new community emerging in the footprint
of the old. By the time the Park was created, private residences and commercial
businesses were already scattered across the landscape - Kennicott and its immediate
vicinity were in a complex pattern of multiple private ownership.

Locally based nonprofits were amongst the first voices urging NPS acquisition of
Kennicott. In November, 1990, the Wrangell Mountains Center and the McCarthy-
Kennicott Historical Museum jointly released “Keeping Special Places Special,” an
options paper prepared by Joseph Sax.” This report urged, among other things, that
NPS acquire all unsold lands from the Great Kennicott Land Company. Then in
December 1994, Friends of Kennicott made the same plea in a short report entitled “A
Proposal for Ownership & Management of the Kennicott Property.”®

The reasons for acquisition seemed obvious: it made sense for the park service to take
responsibility for stabilization of historic structures and provision of traditional visitor
services in Kennicott — the most visited destination in the park. There were
disadvantages, too. The complexity of local land ownership might hamper NPS efforts
to manage Kennicott. Some local residents were ambivalent on the idea of welcoming
NPS personnel into their community. And most of all, the tremendous costs of
stabilizing and maintaining Kennicott’s deteriorating buildings could easily have
overwhelmed the park’s small budget (in 1998, this park’s budget allotment was under
$2 million — less than 14 cents/acre).

Nonetheless, the calls for acquisition grew. After years of excruciating negotiations,
many people might now cry “easier said than done!” But done it is. On June 16, 1998,
the National Park Service purchased 2839 acres for $3.4 million. The historic structures
on that property as well as subsurface rights below it were donated to NPS on the same
date. Now, NPS is preparing a management plan for the newly acquired Kennecott
National Historic Landmark.” It is for this window of opportunity that the work
presented herein was undertaken.
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KENNICOTT’S FUTURE

A Shared Vision

We stand in a valuable moment of opportunity; a surprising degree of consensus has emerged in
the vision of Kennicott’s future.

This is an exciting time in Kennicott. Among the growing ranks of persons and
organizations interested in Kennicott, there is substantial agreement on many elements
of a collective vision for Kennicott’s future. This shared vision will provide a strong
foundation for the work that follows — a way to evaluate our plans and our actions. On
the basis of extensive public meetings, private interviews, and circulated
questionnaires, it appears that most interested parties envision a future in which
Kennicott:

o ...is stabilized to prevent deterioration of historic structures or artifacts and to
make them available to the public.

...is managed with a “light touch” in which projects are undertaken in small
steps, at modest costs, with minimal intervention.

...is not just a ghost town, but also is a place that reflects the vitality, creativity,
and community spirit of today’s residents.

...retains the slow pace, quiet, and spaciousness that foster contemplation and
individual reflection.

...is part of a larger community in which residents act both individually and
collectively to guide the future of the area.

...contributes to a strong, reasonably diverse economy that includes locally
owned and operated businesses, community-based nonprofits, and traditions of
barter and subsistence.

...protects and honors small-town values: safety, cooperation, self-sufficiency,
and personal freedom.

...is a place where tourism is allowed to evolve within the capacity of the
community, rather than a place where external intervention and control
accelerate growth.

...is seen by local residents and visitors alike in its true context: a remote outpost
of civilization in the midst of an enormous mountain wilderness.

13



Mission and Operations

Kennecott National Historic Landmark should be managed to protect the cultural and natural
resources of this historic mining district and the surrounding glacial landscape; and to provide a
safe, educational, and rewarding experience for the area’s visitors and residents.

Before addressing the question of who should manage various activities at Kennicott,
we must ask what those activities might be. What actions should be taken at Kennicott
to achieve the shared vision outlined above?

At this writing, the National Park Service is preparing an interim management plan for
the Kennecott National Historic Landmark. That plan will outline specific management
actions and physical improvements necessary to stabilize conditions and support the
visitor experience over the next five years. Until that plan is completed, any
management scenario must be considered tentative. Presented here, then, is a proposal
for the mission and operations at Kennicott. This proposal presents a scenario upon
which to base the suggested partnership management strategy, and provides NPS with
recommended management actions and physical improvements to include in their
interim management plan. It is largely based upon public comments received by
Friends of Kennicott and the National Park Service in a variety of public meetings.

Mission Statement for the Kennecott National Historic Landmark

...to protect the cultural and natural resources of this historic mining district and the
surrounding glacial landscape; and to provide a safe, educational, and rewarding
experience for the area’s visitors and residents.

Operations - Interpretation

e Kennicott should continue to be a place of self-discovery for the visitor.
Stabilization and maintenance of historic buildings should allow, as much as
possible, for self-guided tours and individual exploration. This can be facilitated
by continued availability of high quality interpretation: roving NPS rangers, the
Museum’s walking tour guide, and improved signs/exhibits. /

e Historical information should explicitly address the historical context of
Kennicott: its spatial connections to McCarthy, Chitina, and Cordova, and its
temporal connections to the pre and post-mining eras.

e Interpretive activities in Kennicott should grow to reflect the diverse interests of
the visiting public. Working in conjunction with NPS and the local community,
local nonprofit organizations should develop exhibits, short tours, lectures, and
multi-day residential programs that cover geology, glaciology, natural history,
and the humanities.

14



Kennicott does not need a museum—it is a museum. Interpretive displays in
Kennicott should complement, rather than compete with, the Historical Museum
in McCarthy.

Historical tours and residential educational programs should ultimately be
available through private and nonprofit providers. Within the constraints of
visitor safety, historical tours might eventually encompass the townsite and
portions of the underground mines. Educational programs could encompass the
cultural, social, physical, and natural assets of the Valley.

Interpretation should explicitly address the natural as well as the cultural
landscape, providing information about the evolving glacial, periglacial, forest,
and alpine environments in and around Kennicott.

Operations - Visitation

NPS, nonprofit, and commercial activities in Kennicott should, to the extent
possible, be explicitly phased to occur over an extended period that meets rather
than exceeds the demands of park visitors. Disproportionately large investments
that demand increased visitation to finance or justify them should be avoided.

Operations — Safety/Security

A fire protection/safety program for the entire Kennicott area should be
instituted as soon as possible. This program might include a jointly maintained
water system, volunteer fire department, and acquisition of fire extinguishers,
fire protection equipment, and first-aid equipment.

Security and site protection should be accomplished as much as possible through
education and prevention rather than through heavy handed law enforcement,
respecting local traditions of personal freedom and individual responsibility.

Operations — Land Use

e Land use in the Kennicott townsite should be conceptually divided into two

zones divided by National Creek. The area south of National Creek should be
developed as a mixed-use area emphasizing high-quality visitor services
(lodging, information, education, and interpretation). A mix of appropriately
scaled, locally based commercial businesses, nonprofit organizations, and the
NPS would be ideally suited to provide these services. The area north of the
creek should be maintained in a state of arrested decay, minimizing development
that detracts from the sense of an abandoned ghost town. Throughout Kennicott,
all activities should endeavor to maintain the historic integrity of the area.

Owners of private inholdings in the Kennicott millsite should be respected as
integral participants in the Kennicott landscape. They should be permitted to
develop their lands in conformance with the covenants and decisions of the
Architectural Control Committee. Local landowners should be encouraged to sit
on this committee.

15



° Adaptive reuse of NPS-owned historic buildings by NPS and locally-based
nonprofit organizations should be limited to a designated “adaptive reuse
campus” including the company store, meat house, west bunkhouse,
schoolhouse, and recreation hall. Explicit guidelines should be developed for the
phased development and use of these buildings.

° Camping should not be allowed in Kennicott. The current policy of allowing
camping only north of Jumbo Creek or in the Bonanza Bowl should be
continued.

Operations — Artifact Treatment

e Artifacts should be left in place unless they are out of historical context or a
hazard to public safety. Trash and debris should be cleaned up and removed.

e Curatorial inventory and storage of historic artifacts should be done in
cooperation with the McCarthy-Kennicott Historical Museum.

Operations — Vegetation Management

° Selective vegetation clearing to open up paths and views is appropriate, but most
lands in the National Historic Landmark should be left to continue their
individual courses of primary or secondary succession. These processes of
revegetation are direct responses to both glacial retreat and human activities. In
both cases, they are examples of natural processes that should for the most part
be protected and interpreted for park visitors.

e The lands immediately north of National Creek, bounded by the railroad, the
Mill, and the old community gardens, should be considered for extensive
clearing and replanting as a public use area. This was the most heavily
maintained and manicured site in Kennicott during the mining era, and it would
serve well as a historically appropriate and intensively used resting/picnic area
for visitors.

' Operations - Administration

e The National Park Service should retain lead responsibility for general
management activities in Kennicott with an ongoing and explicit effort to partner
with locally based nonprofit organizations, commercial businesses, and the local
community in appropriate and mutually beneficial circumstances.

°- Working on behalf of a variety of groups and organizations, a single nonprofit
organization (Friends of Kennicott) should take the lead role in managing
partnership activities with NPS.

° A committee (“the Kennicott Coalition Committee”) consisting of local
representatives from participating nonprofit organizations, should formally
advise Friends of Kennicott all partners on issues pertaining to the management
and development of Kennicott.
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e Bidding, concession, partnership, hiring, and occupancy in the Kennecott
National Historic Landmark should in all cases, to the extent possible, give
preference to local persons, groups, and organizations.

Operations - Infrastructure

° Opportunities should be sought for communally shared solutions to issues of
sanitation, safe water supply, and power. Whether provided by NPS, commercial
entities, nonprofit organizations, or some mixture of these and other entities,
there will be a widespread benefit to residents and visitors alike if such
infrastructure needs can be met with cooperative solutions.

e Innovative technologies should be used and showcased in the National Historic
Landmark. Kennicott’s remoteness has always encouraged self-sufficiency and a
consequently high level of technological innovation. Throughout this century,
this innovation has tended towards a quirky mix of old-timey and cutting edge
alternative technologies—composted waste, solar power, horse drawn wagons,
pelton wheels, dogsleds, and ammonia leaching. This history of self-sufficiency,
innovation, and alternative solutions should be continued and interpreted.

Operations — Access/Circulation

e Trail information, maintenance, and signage should be a primary function in
Kennicott. Though it is primarily a historic site, Kennicott is also a hub for three
of the most-hiked trails in Wrangell-St. Elias National Park — the Root Glacier
Trail, the Bonanza Mine Trail, and the old Carriage Road to McCarthy. Because
these trails provide remarkably easy access to three important natural
environments (the glacial, alpine, and forest environments, respectively),
conditions of their use and maintenance should remain a priority in park
planning.

e All possible steps should be used to minimize the need for private motorized
vehicle use in and around the Kennicott townsite. While maintaining rights of
motorized access for residents and businesses, emphasis should be placed on the
development and use of pedestrian access and public transit. Motorized access
between Kennicott and McCarthy is best suited to the old railroad right-of-way,
leaving use of the old Carriage Road for bicycles and pedestrians. Construction
of an additional walking trail between Kennicott and McCarthy along the current
glacier margin should be considered.

17
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PARTNERS
The Case for Partnership

There is widespread support for the joint management of Kennicott by NPS and one or more
locally based partner nonprofits.

In December, 1994, Friends of Kennicott presented a planning document to the National
Park Service specifically advocating cooperative management of the Kennicott site b
NPS and a locally based nonprofit organization. At that time, Friends of Kennicott had
just completed over $500,000 in emergency building repairs at Kennicott, clearly
demonstrating the ability of a private nonprofit organization to raise funds and
administer them at a significant cost savings compared to the federal government. This
fiscal efficiency was touted as the primary incentive for a public/private partnership:

“Benefits of this partnership approach:

-Combines the efficiency of a private organization with the standards and public
accountability of the National Park Service.

-Builds on the established record of Friends of Kennicott to efficiently use public
funds in cooperation with the Park Service.

-Enables the Park Service to meet its responsibilities at Wrangell-St. Elias National
Park /Preserve and to the National Historic Landmark at minimum cost.”®

The argument was apparently convincing. This idea — public/private partnership — has
successfully endured the many long years of negotiation. In the course of appropriating
$1.5 million dollars towards the acquisition, Senator Ted Stevens’ staff clearly expressed
their opinion: “The National Park Service is directed to operate and maintain Kennecott
through a nonprofit entity in cooperation with the State of Alaska.””

There is widespread support for the joint management of Kennicott by NPS and one or
more locally based partner nonprofits. In public meetings held at Kennicott June 10-11,
1998, local citizens, private business owners, and representatives of locally and
regionally based nonprofit organizations all agreed on the basic advantages of a
partnership approach. At another public meeting on September 9, 1998, local residents
were asked whether the NPS alone, the community alone, or an equal partnership
should manage Kennicott in the future. Seventeen out of 23 residents chose some form
of equal partnership."” Moreover, the park superintendent has repeatedly stated his
hope that local nonprofits will take a substantial role in the management of Kennicott.

Fiscal efficiency alone cannot explain the enthusiasm of such a diverse group; what are
all the advantages of a public/private partnership? A public/private partnership in
Kennicott:

° ...combines the efficiency of the private sector with the standards and public
accountability of the National Park Service.

° ...expands available capital by combining NPS base funding with the
fundraising capacity of a private tax-exempt organization.
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e ...provides for local participation in operation and decision making.

e ...provides opportunities to work with other regional, statewide, and national
organizations on issues relating to Kennicott.

...builds the community’s sense of empowerment and internal cohesion.

e ...ensures, through enlightened self-interest, that activities in Kennicott protect
and enhance the cultural and natural assets of the valley.

...bolsters the community’s internal capacity to provide visitor services.

There may also be drawbacks to a partnership approach. On March 25, 1998, members
of the Friends of Kennicott’s “structure committee” released a short report investigating
the pros and cons of partnering with the National Park Service in Kennicott.”? After
citing many possible advantages, they listed several potential problems with a
public/private partnership in Kennicott. A partnership might: a) produce conflicts of
interest in the Kennicott business community requiring a major change in the boards of
directors of locally based nonprofits; b) preclude involved nonprofits from acting as
local advocacy groups; c) require a lot of fundraising and administrative work from a
very small volunteer and membership base; and d) expose the nonprofit boards of
directors to potential liability concerns.

The partnership proposal that follows endeavors to avoid these drawbacks through
creation of an independent advisory committee (the Kennicott Coalition Committee),
hiring of a paid professional staff by Friends of Kennicott, and budgeting for
appropriate insurance. In any case, it seems clear to virtually all involved parties that
the advantages of a partnership-based approach to management of the Kennecott
National Historic Landmark outweigh the disadvantages.
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Organizational Profiles

Potential organizational partners in Kennicott include the National Park Service and seven
locally based nonprofit organizations.

The following list includes all organizations considered potential partners in
management of the Kennecott National Historic Landmark: Wrangell — St. Elias
National Park & Preserve and all locally based nonprofit organizations. All do business
in the Kennicott Valley; the boards and staff of each nonprofit organization consist
predominantly of part or full-time Kennicott Valley residents. Though some of the
following organizations have expressed no formal interest in administrative or
programmatic activities in the NHL, all share a basic interest in Kennicott’s
development and its relationship to the broader community.

Wrangell-St. Elias National Park & Preserve (WRST)" is a unit of the United States
National Park Service created by the Alaska National Interest Lands Conservation Act
in 1980. The Park Service’s primary goal in WRST is to conserve the scenery and the
natural and historic objects and the wildlife therein and to provide for the enjoyment of
the same in such manner and by such means as will leave them unimpaired for the
enjoyment of future generations.

Friends of Kennicott, Incorporated (Friends)™ was founded to preserve and safely render
available to the public the natural and cultural values and resources of the Kennecott
National Historic Landmark; to provide educational and interpretive services at
Kennicott; and to enter into agreements or contracts as appropriate to serve these
purposes. Since 1990, Friends has focused on building relationships and partnerships
with individuals, organizations and governmental agencies to provide emergency
stabilization to many of the endangered mine buildings within the Kennecott NHL.

The Wrangell Mountains Center (WMC)" is dedicated to environmental education,
research, and arts in the Wrangell-St. Elias National Park & Preserve. From its facilities
in McCarthy, WMC offers front and backcountry-based residential educational’
programs and sponsors research in the natural and physical sciences, cultural history,
and public policy.

The McCarthy-Kennicott Historical Museum, Incorporated * is dedicated to interpreting the
mining history of the Kennicott Valley, the Kennecott mines, and the Copper River and
Northwestern Railroad. They operate a free museum on the north edge of McCarthy
and offer an informative pamphlet which guides visitors through a historical walking
tour of Kennicott.

The McCarthy Area Council (MAC)" is a quasi-governmental organization representing
the interests of volunteer community members. In recent years, MAC has focused
primarily on local land management, particularly in the areas of transportation
infrastructure, waste disposal, and water quality.
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The Kennicott-McCarthy Chamber of Commerce™ fosters economic development in the

Kennicott Valley by providing information to visitors, encouraging, and promoting
locally owned businesses, and providing a forum for business-owners to share their
experiences and concerns.

The Blackburn Heritage Foundation' was created to caretake and make available to the
community the lands and home of recently-deceased McCarthy resident Tony Zak. His
home near the McCarthy cemetery is being used for community meetings and events.

The McCarthy-Kennicott Community Church, Incorporated” built and operates a church
located on “the island” between the Kennicott River’s two footbridges. They offer
weekly non-denominational worship services and run occasional programs out of the
church’s meeting facilities.

Friends of Kennicott will welcome the inquiries and involvement of additional locally
based nonprofit organizations. No nonprofit entities from outside the Valley have
expressed interest in Kennicott.
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The Kennicott Coalition

A new partnership of cooperating nonprofit organizations, the Kennicott Coalition, would
guarantee the direct participation of local community members and nonprofit organizations in
management of the NHL.

How should a handful of locally based nonprofit organizations work with the National
Park Service to manage the Kennecott National Historic Landmark? Moreover, how can
we ensure that their activities reflect the needs and desires of the local community? The
structure of this partnership must address one fundamental aspect of the situation: the
community is small. Here, several organizations rooted in a tiny community of under
100 permanent residents are contemplating a substantial role in the management of
dozens of abandoned buildings, 3000 acres of land, the park’s most visited cultural site
and its most-hiked trails, and literally millions of dollars in stabilization, restoration,
and mitigation work. To meet the challenges of this small size, we must:

e Minimize duplication of administrative and other tasks among organizations.
e Maximize access to and efficient use of capital from a variety of sources.

e Provide for broad community participation in operation and decision making.

The primary need, then, is to structure a working relationship that encourages
consolidation and sharing of resources among groups, that strengthens the
community’s ties to outside sources of support, and that allows individuals and
organizations to participate without sacrificing their individual characters. For this
emerging consortium of locally based nonprofit organizations participating in the
management of Kennicott, we suggest a formal name: the Kennicott Coalition. Friends
of Kennicott is best suited to act as the primary liaison between the Kennicott Coalition
and NPS. But to ensure that Friends of Kennicott’s activities reflect the needs and
desires of all its partners in the Coalition, as well as the broader community, we
recommend formal creation of a new committee: The Kennicott Coalition Committee.

The Kennicott Coalition Committee will be a private, independent organization
incorporated specifically to facilitate cooperation between Friends of Kennicott, its
nonprofit partners in the Kennicott Coalition, and NPS in matters pertaining to the
management of Kennicott. One or two representative(s) from each Coalition member
organization (including Friends of Kennicott) will represent their host organization,
facilitate communications between organizations, and vote to make non-bindin
recommendations to Coalition member organizations — and less directly, NPS — about
the administration and management of Kennicott.

Members of the Kennicott Coalition Committee will sit for two-year terms as voting
members. Every representative must be a (full-time or occasional) resident of the
Kennicott Valley, and at least one representative from each group must be an elected
officer. All participants should generally support the mission statements of the
Kennecott National Historic Landmark, Friends of Kennicott, and their “host”
organization. Beyond these criteria, selection of representatives shall be at the discretion
of the participating organizations.
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Minimize duplication of administrative and other tasks among organizations.

Administration and fundraising for seven nonprofit organizations consumes a great
deal of our small community’s time and energy. Sharing of these tasks makes sense, and
Friends of Kennicott’s growing strength in these areas might prove particularly helpful.
But a mechanism must be in place to facilitate and regulate the sharing of talents,
labors, and resources. Because the Kennicott Coalition Committee will consist of
representatives from all these organizations, it will fill this role. For cooperative projects
in or related to Kennicott, the Committee can make recommendations to partner
organizations regarding the divisions of labor, funding, and responsibilities among
them. Administrative tasks and costs related to creation and operation of the Kennicott
Coalition Committee should be minor, consisting initially of the incorporation process,
and subsequently of setting up meetings, establishing agendas, and recording results. In
any case, these duties might legitimately be provided by Friends of Kennicott’s paid
administrative staff, minimizing the need for volunteer labor to maintain and operate
the Coalition.

Maximize access to and efficient use of capital from a variety of sources.

As Friends of Kennicott grows, it should strengthen its capacity to provide fundraising
assistance to NPS and other Kennicott Coalition member organizations. Since Friends of
Kennicott is a public charity whose fundraising efforts must ultimately benefit the
Kennicott NHL, their fundraising expertise and resources should be available to any
Coalition member organization working on projects consistent with Friends of
Kennicott’s mission. To strengthen its fundraising capacity, however, Friends will need
to add board members with connections to state or national resources. Because the
Kennicott Coalition Committee will always consist of local community members,
Friends can diversify the geography, talents, and resources of its board members
without losing accountability to the Kennicott Valley’s local community.

Provide for broad community participation in operation and decision making.

The Kennicott Coalition, and the Committee that represents it, is specifically intended to
provide a voice to the local community and a mechanism for the efforts of its nonprofit
organizations to work cooperatively with NPS.* It will ensure that each of the Valley’s
participating nonprofit organizations has a formal advisory role in management of the
NHL. Because the seven (current) locally based nonprofit organizations represent a
diverse array of community members and interests, this Coalition also provides a
mechanism for community participation. The Kennicott Coalition will have the right to
act independently of its member organizations in matters of advocacy, and it may
express formal opinions that respectfully differ from the positions of either member
organizations or NPS.
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Organizational Roles & Interests

Every organization has a tentative role in the partnership.

The partnership framework established by the Kennicott Coalition Committee will
provide considerable flexibility to all the participating organizations. Each will retain =~
the right to choose, on a project-by-project basis, which projects to get involved with and
how to become involved. This is referred to as a “project-based partnership.” The
framework is established in advance, but the projects are fleshed out one at a time, as
they arise, giving all parties ample opportunity to respond to changing conditions.

Each participating organization might consequently find its goals and responsibilities
changing over time. Given the many uncertainties surrounding management and
development of the entire Kennicott Valley, it is almost certain that each group’s role in
the management of Kennicott will evolve and change. The following summaries, then,
are simply a starting point — an attempt to suggest where NPS and the local nonprofits
might each make their strongest contribution to ongoing management of the Kennecott
National Historic Landmark.

"Wrangell-St. Elias National Park & Preserve (WRST)

Primary interest in Kennicott: to safely protect Kennicott and make it available to the
public through basic site operations, including but not limited to site maintenance,
visitor contact and public safety, trash and waste management, and ongoing
stabilization/cleanup work.

Secondary interests and responsibilities:

e Cooperate with Friends of Kennicott in stabilization of buildings in the adaptive
reuse campus, working with Friends to prepare agreements that allow
appropriate usage of these buildings for activities compatible with NPS and
community goals.

e Provide logistical and administrative support to Friends of Kennicott as
available.

e Maintain an active dialogue with Friends of Kennicott, the Kennicott Coalition
Committee, and the community at large, respecting the twin roles of Kennicott as
a visitor destination and a private community.

Friends of Kennicott, Incorporated

Primary interest in Kennicott: to act as the National Park Service’s lead partner for
planning, development, renovation, and administration of buildings in the adaptive
reuse campus (which includes the Company Store, Meat House, West Bunkhouse,
Schoolhouse, and Recreation Hall). This work will be done in a consciously phased
manner over a period of many years, in close consultation with potential users. In many
cases, other organizations (including NPS and local nonprofit entities) may become the
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primary occupants and programmatic users of these buildings under appropriate
memoranda of agreement.

Secondary interests and responsibilities:

° Undertake other projects outside the adaptive reuse campus on a project-specific
basis.

° Establish administrative and visitor contact facilities (for temporary or long-term
operation of historical tours and book sales) in the Kennicott Schoolhouse.

e Actas the primary private fundraiser in Kennicott, striving to build internal
fundraising skills and capacity. Beyond funding its own internal projects, Friends
will provide fundraising assistance to its partner organizations on projects that
have substantial support from the both visitors and the local community, and
enhance the area’s cultural resources, natural resources, community character, or
economy and infrastructure.

e Establish a solid base of earned income to support basic operations.

e Participate in the Kennicott Coalition.

The Wrangell Mountains Center (WMC)

Primary interest in Kennicott: a phased expansion of residential environmental
education, research, and arts programs into Kennicott’s West Bunkhouse. A program of
gradual renovation and occupancy might lead to full seasonal use of the building in 10-
20 years.

Secondary interests and responsibilities:

e Assist NPS interpretive staff in the planning and execution of programs for
short-term visitors that interpret and also emphasize the context of the NHL—its
natural history, landscapes, and resources.

e Facilitate the development of new community-oriented programs in which
visitors can learn about a particular topic through the unique eyes of local
residents. These programs will utilize the diversity of local skills and talents.
Such programs might also involve rehabilitation and use of the communi
garden in Kennicott. These programs might be run as part of WMC’s activities or
under the auspices of a newly formed nonprofit organization.

e Participate in the Kennicott Coalition.

The McCarthy-Kennicott Historical Museum, Incorporated

Primary interest in Kennicott: to display a highly detailed scale model (constructed by
Ron Simpson) of the Kennicott townsite in the Company Store. The Schoolhouse,
Powerhouse, and West Bunkhouse are possible alternative sites.
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Secondary interests and responsibilities:

° Retain the physical building in McCarthy as the Valley’s primary historical
museum. The board does not wish to establish or compete with a similar
museum (historical photos, documents, and artifacts on static display) in
Kennicott.

e Consult with NPS on issues of historical presentation and interpretation in
Kennicott, and in particular would like to continue publication of the existing (or
a revised version of) historical walking tour pamphlet. This pamphlet is a
significant source of donated revenue for the organization.

° Merge the Museum’s collection of undisplayed documents and artifacts with
NPS materials for purposes of storage and curation. Without forfeiting
ownership of these materials, this merger would complement NPS holdings. This
could involve a facility and/or personnel in Kennicott.

e Participate in the Kennicott Advisory Committee.

The McCarthy Area Council (MAC)

Primary interest in Kennicott: to participate in ongoing discussions of the effects of
Kennicott development on the Valley as a whole, particularly as it affects tourism levels,
infrastructure, and community character.

Secondary interests and responsibilities:

e Occasionally use space in the adaptive reuse campus (particularly the Recreation
Hall) for periodic community meetings and events.

e Participate in the Kennicott Coalition.

The Kennicott-McCarthy Chamber of Commerce

Primary interest in Kennicott: to establish and maintain a site in Kennicott for the
provision of business information to visitors. Such a site might include an informative
sign, brochures, and ultimately perhaps a staffed kiosk identifying types and locations
of commercial visitor services throughout the Valley.

Secondary interests and responsibilities:

° Remain in close contact with Friends of Kennicott and NPS to ensure the
compatibility of federal, nonprofit, and commercial activities.

e Occasionally use space in the adaptive reuse campus (particularly the Recreation
Hall) for periodic meetings and events.

e Participate in the Kennicott Coalition.
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The Blackburn Heritage Foundation

They have no specific interest in activities at Kennicott.

Secondary interests and responsibilities:

e The Blackburn Heritage Foundation should be invited to participate in the
Kennicott Coalition.

The McCarthy-Kennicott Community Church, Incorporated

They have no specific interest in activities at Kennicott

Secondary interests and responsibilities:

e The Church should be invited to participate in the Kennicott Coalition.
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FRIENDS OF KENNICOTT
Mission

Friends of Kennicott should expand its mission statement to embrace connections between the
Kennecott NHL, neighboring lands, and the community at large.

The current mission of the Friends of Kennicott is to preserve and safely render
available to the public the natural and cultural values and resources of Kennecott
National Historic Landmark; to provide educational and interpretive services at
Kennicott; and to enter into agreements or contracts as appropriate to serve these

purposes.

Clearly, the Kennecott National Historic Landmark is and will continue to be the
primary focus of Friends of Kennicott’s activities. Equally as obvious, though, is the
interconnectedness of the townsite, the landscape, and the community at large.
Conditions and management of adjacent land will increasingly affect the quality of a
visitor’s experience in Kennicott. Conversely, management activities within the NHL
will unquestionably affect the entire Valley.

Friends should retain its traditional focus on the Kennecott National Historic
Landmark. As leader of the proposed partnership in Kennicott, however, Friends must
expand the arena in which it is allowed to pursue its goals. This starts with an explicit
expansion of the mission statement.

Mission Statement for the Friends of Kennicott, Incorporated (amendment in CAPITALS)

... to preserve and safely render available to the public the natural and cultural values
and resources of Kennecott National Historic Landmark, ADJACENT LANDS, AND THE
NEIGHBORING COMMUNITY; to provide educational and interpretive services at
Kennicott; and to enter into agreements or contracts as appropriate to serve these
purposes.

To understand the subtle importance of this change, imagine that ten years from now
motor vehicle traffic begins to create undesirable levels of noise and congestion in the
Kennicott townsite. Out of concern for the conditions within the NHL, Friends might
choose to address the problem at a broader level. To stimulate greater use of alternative
and shared transportation, they might: 1) work with local shuttle companies, MAC, and
NPS to construct improved shuttle “waiting stations” at Kennicott, McCarthy, and the
footbridge; 2) work with local shuttle companies and the Chamber of Commerce to
encourage greater visitor awareness of available shuttle services; 3) raise funds to
subsidize unprofitable shuttle schedules (i.e. late evenings or shoulder seasons); or 4)
work with NPS to build or improve bicycle and pedestrian trails linking McCarthy, the
glacier, the footbridge area, and Kennicott.

This freedom to act on issues that are not strictly “within the box” has proven very
valuable to Friends organizations in other parks (Friends of Acadia and the Rocky
Mountain National Park Association, for example) that share Kennicott’s strong
connection between park and private lands.
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Development Plan: Overview

To undertake projects in the adaptive reuse campus over the coming decade, Friends of Kennicott
will need to hire a professional staff, diversify its board, lead the Kennicott Coalition in adaptive
reuse projects, develop a strong program of earned income, and work closely with the National
Park Foundation to develop its fundraising ability.

Over the next ten years, Friends of Kennicott must reinvent itself as leader of the
Kennicott Coalition - a group of locally based nonprofit organizations working closely
with the National Park Service to manage Kennicott. This leadership role will demand
that Friends develop the organizational strength to provide financial, administrative,
and programmatic assistance to all of its partners. That strength, and the willingness to
share it, will be the glue that holds this partnership together.

The concrete steps that must be taken to develop and utilize Kennicott’s organizational
strength are presented in the following pages. After a brief narrative overview, goals
and objectives for three periods between 2000 — 2010 are described. It is recognized that
many variables will affect and undoubtedly alter the details of this development plan.
For example, funding sources are uncertain; the NPS interim management plan is not
yet finalized; and the exact levels of community and visitor growth are unknown. For
these reasons, financial projections are presented (in Table 2) for only the first time
period: years one and two.

The plan is adaptive: it should be subjected to periodic review and revision. Details are
in many cases purposely omitted, reflecting the need for continued work. And all
recommendations are made with the express understanding that Friends of Kennicott’s
projects, cooperative agreements, and activities will all be undertaken consistent with
federal and state law, applicable provisions of ANILCA, NPS policy, and any other
legislative /administrative rulings.

Staff

The most substantial change required in Friends of Kennicott’s existing organization is
the addition of a professional staff. The volunteer board (which has already
accomplished so much in that capacity) cannot undertake this expanded mission alone.
Initially, one part-time director should be hired with primary responsibilities for
organizational development and fundraising. Over time, staff responsibilities may grow
to include contracting and oversight, building and program administration, book sales,
caretaking, and tour development. In the coming decade, these responsibilities could
occupy one full-time year round director and more than five seasonal staff.

Board of Directors

Over time, Friends of Kennicott will be compelled to diversify the board. It must be
recognized that the board, along with its professional staff, is the single most important
group in determining the degree to which the organization succeeds in achieving its
mission and stated objectives. In assuming the role of primary private fundraiser at
Kennicott, Friends must specifically commit to building the board’s ability to raise
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money for accomplishing its goals. This will include new board members with
fundraising background, financial resources, and personal connections to potential
donors. This can be a gradual process, and it should be done with care to ensure that
new board members share the vision for Kennicott’s future. But it must be done.

Projects

The adaptive reuse campus will be the primary focus for Friends over (and probably
beyond) the coming decade. In addition to the large and obviously important tasks of
fundraising and renovation, Friends will provide leadership to NPS and the Kennicott
Coalition in development of plans for management and adaptive reuse of each
building. Detailed criteria for the appropriate uses of each building will developed.

The first project will be renovation of the Recreation Hall for use as a community center,
to commence in summer 2000 and be ready for use by the summer of 2002. It should be
emphasized that the adaptive reuse of subsequent structures by Friends, NPS, and other
Kennicott Coalition member organizations will be consciously phased to meet (and not
exceed) the natural pace of visitor growth. Though the stabilization schedule will
probably in any case be constrained by funding, the pace of building renovation and
use should in part be dependent upon visitation levels. For this reason, a detailed
timeline of subsequent projects is not presented for subsequent renovation activities in
the adaptive reuse campus.

Funding

The overall cost of the adaptive reuse campus’ renovation (not including Friends of
Kennicott’s basic operating budget, or the costs of subsequent maintenance and
management) is over $1.5 million. An endowment to provide continued funding for
maintenance of the campus might add half that — $750,000 or more — to the total funding
need in the adaptive reuse campus. These figures are based on estimates developed in
1991 by NPS personnel who examined the campus’ five buildings in 1991. In 1998, a
revised estimate for the Recreation Hall only raised the predicted cost by 61%. The
original and revised estimates are presented in table 1.%

Table 1. Funding needs of the adaptive reuse campus. Cost estimates (circa. 1991) for
stabilization of individual buildings are shown. A more recent estimate of renovation costs
suggests actual contemporary costs may be approximately 61% higher.

STRUCTURE SQUARE FEET STORIES COST ESTIMATE
Recreation Hall 2280 1 $90,960
Company Store and Warehouse 13,185 3 $466,114
West Bunkhouse 11,830 3 $316,387
Schoolhouse’ 1200 1 $42,938
Meat House 778 1 $38,986
RENOVATION SUBTOTAL $955,385
PLUS 61% (revised estimate) $1,538,169
Maintenance Endowment $750,000
TOTAL FUNDING NEED $2,288,169
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Friends of Kennicott should not work alone to tackle this fundraising challenge. Though

Friends will act as the Kennicott Coalition’s primary fundraiser, it can and should

receive substantial assistance from: National Park Service (challenge grants, base ~
funding for stabilization work, logistical support); National Park Foundation
(membership in the “Park Partners Initiative,” expressly designed to assist local

nonprofit organizations with development of their fundraising capacity®); Alaska

Conservation Foundation (support for community based economic development); and

the National Trust for Historic Preservation (fundraising and marketing programs for

historic structures).

While working on the project-specific fundraising necessary for work in the adaptive

reuse campus, Friends of Kennicott will simultaneously need to support its basic

operations. Professional staff salaries and administrative expenses, though much lower

than capital expenses associated with building renovation and maintenance, are

typically more difficult to fund and more critical to the long-term stability and success w‘
of nonprofit organizations. To ensure the long-term success of the entire Kennicott (
Coalition, Friends must design and implement a solid program of earned income '
(income derived from product sales and services, rather than from donations and

grants). Over the coming decade, the most promising sources for this income are:

e historical tours in the NHL and contracted (through NPS) building/site
supervision in conjunction with such tours; and

° sales of educational books, maps, and materials in Kennicott and potentially
McCarthy under a cooperative agreement with NPS and the Alaska Natural
History Association;

 rental fees paid by occasional and permanent tenants of FOK-renovated and
administered buildings in the adaptive reuse campus.

Ideally, earned income will provide greater than 50% of Friends’ basic operating

expenses on an annual basis. Membership dues, individual donations, and a fixed (
fraction of the endowment would comprise the remainder.
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Development Plan: Years 1 -2
(October 1999 through September 2001)

Goal 1: Establish a professional staff

Objectives:

e Seek seed money from private foundations to fund basic operating costs the first
two years of the partnership.” Hire one part-time, year-round director. Start this
individual time at a salary of $13,000/year — comparable to the industry standard

of $30-40,000/year for director of a small non-profit organization. (By November,
1999)

e Define the new director’s responsibilities to include: a) communications among
the Friends of Kennicott, other Kennicott Coalition member organizations, and
NPS; b) planning and organization of the Kennicott Recreation Hall project; c)
organization and maintenance of the Friends’ files and supporting materials®; d)
fundraising in cooperation with NPS and NPF; e) establishment of a personnel
policy/payroll; e) membership services and recruitment; and f) development of
the earned income program. (By November, 1999)

e Procure and equip office space in McCarthy/Kennicott for the new director. In
this first phase, a home office or shared use of the Wrangell Mountains Center
office in McCarthy are the most likely options. Discuss options for shared office
space in Kennicott with NPS. (By November, 1999)

e Maximize use of in-kind donations and assistance from all sources. In the first
" two years, these may include donated office space (Wrangell Mountains Center),
donated computer equipment (National Park Foundation), technical and
administrative assistance (National Park Service), and other items. (Ongoing)

Goal 2: Strengthen the existing board of directors

Objectives:

e Create a Board Development Committee with the responsibilities of defining
criteria for board membership, identifying board needs, developing a broad list
of individuals to meet those needs, and nominating qualified individuals to serve
on the board.

e Renew the commitments of existing board members to support Friends of
Kennicott’s new direction. Replace uninterested board members one for one with
new locally connected members (current, occasional, or former residents).

e Add atleast additional board members with strong fundraising skills and
connections (possibly from outside the area).

e Continue directors and officers insurance policy.
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Goal 3: Commence renovation of the Kennicott Recreation Hall

Objectives:

Join the National Park Foundation’s “Park Partners Initiative” for assistance in
raising $50,000 for a maintenance endowment for the Recreation Hall. This will
also assist Friends in developing the fundraising skills and connections that will
ensure success in future projects. (By November, 1999)

Work with NPS to allot $75,000 (already raised through the “Save America’s
Treasures” federal matching grant program) to renovation of the Recreation Hall
for use as a visitor and community center. (By February, 2000)

Work with the National Park Foundation to raise $75,000 matching funds
through private funders. (By November, 2000)

Develop criteria for adaptive reuse, management plan, and partnership
agreements for the Recreation Hall project. Consult with local community and
review plans with project partners. (By November, 2000)

Begin work on the Recreation Hall project in summer 2000. Use NPS
maintenance crews to complete the renovation work by autumn 2001. (By
September, 2001)

Goal 4: Generate earned income (through historical tours) to support basic operations
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Objectives:

Work with NPS, the Chamber of Commerce, and local guide businesses to
confirm the desirability of Friends of Kennicott taking over historical tours as a

primary source of earned income to support its charitable efforts. (By November,
1999)

Prepare and sign an agreement with NPS designating Friends of Kennicott as the
exclusive operator (via either direct employment or contractual agreement)® of
historical tours in Kennicott. Ensure that this arrangement does not infringe
upon the status (if any or applicable, under ANILCA) of historical operators in
the area. (By March, 2000)

Prepare and sign a contract with NPS to provide year-round caretaking services
at the Kennicott townsite. Friends of Kennicott and NPS have mutually agreed
that basic caretaking and access control (for tour- and public-accessible
buildings) might best be performed under contract. These part-time
responsibilities, performed in winter by the director and in summer by tour
guide staff, might add $6,000 to the Friends budget. (By March, 2000).

Prepare logistical support for historical tour operation, including liability
insurance, payroll and workers compensation, housing (if needed), and training
(by NPS). Work with NPS to clean and prepare (no renovation) the historic
Schoolhouse for use as a basic visitor contact station and sales area for tours. (By
May 2000)



e If Friends decides to run historical tours in-house, hire up to 3 seasonal staff to
conduct tours beginning summer 2000. Start a full-time supervisor/guide at
$1800/month, and two part-time guides at $1000/month. (By May, 2000)

e Initiate tours in summer 2000. As a crude estimate, 10 persons in 2 tours per day
at $25/tour might raise $45,000 gross for Friends activities in the initial years. (By
June, 2000)

Goal 5: Facilitate creation of the Kennicott Coalition Committee

Objectives:

e (all a meeting to establish interest among the seven local nonprofit organizations
in joining the Kennicott Coalition. Identify preliminary delegate/representatives
from each organization. Draft preliminary mission statement. (By October, 1999)

e Hold meeting of preliminary delegate/representatives to formally draft mission,
vision, operating principles, and bylaws for the new Kennicott Coalition
Committee. (By November, 1999)

e File articles of incorporation, bylaws, and nonprofit status paperwork with
appropriate agencies to formally create the Kennicott Coalition Committee. The
Friends of Kennicott professional staff should assist with this process. (By May,
2000)

e Establish regular meeting schedule. The Friends of Kennicott professional staff
should continue to provide logistical and administrative support to the
Committee. (Ongoing)
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Table 2. Proposed two year budget for friends of Kennicott.

PLANNING YEAR 1 2
DATES Oct. 1999- Qct. 2000-
Sept. 2000 Sept. 2001

OPERATIONS BUDGET
INCOME

Membership Dues $1,500 $2,500

Board Meeting Minutes $150 $250

Donations $500 $2,500

Alaska Conservation Foundation $10,000 $10,000

Historical tours-Receipts $45,000 $45,000

NPS caretaking contract $6,000 $6,000
subtotal income $63,150 $66,250
EXPENSES

Director - salary and benefits $13,000 $13,000

Tour Supervisor/Guide - salary and $7,200 $7,200

benefits

Tour Guides - salary and benefits $8,000 $8,000

Schoolhouse - Cleanup and Repair $2,000 $500

Directors and Officers insurance $1,000 $1,000

Liability insurance $2,500 $2,500

Office Rental/Equipment $1,000 $2,000

Office/communication expenses $1,000 $2,000

Printing and postage $1,000 $1,000
subtotal expenses $35,700 $36,200
NET INCOME (OPERATIONS) $26,450 $29,050
PROJECT BUDGET
INCOME

"Save America's Treasures" NPS $75,000

Grant

NPF matching funds $75,000

NPS base funding/appropriations $5,000

Private fundraising $15,000 $30,000
subtotal income $90,000 $110,000
EXPENSES

Recreation Hall - Renovation $73,222 $73,222

Recreation Hall - Planning Meetings $500 $750

Endowment — Rec. Hall Maint. $15,000 $35,000
subtotal expenses $88,722 $108,972
NET INCOME (PROJECTS) $1,278 $1,028




Development Plan: Years 3 - 5
(October 2001 through September 2004)

Goal 1: Strengthen Friends of Kennicott’'s fundraising ability

Objectives:

e Continue process of board development, focusing in this phase on the

recruitment of individuals from a broader geographic area. The board
development process should at this point be heedful of the cardinal rule of
fundraising — an organization’s ability to raise money is generally in direct
proportion to the number, involvement, and commitment of influential and/or
affluent individuals on its board of directors.

Initiate a board-led process of strategic planning to consider long-term project
goals. Involve all partners in this process.

Continue directors and officers insurance policy.

Increase the director to halftime or greater, if necessary.

- Goal 2: Initiate educational book sales to supplement earned income for basic operations

Objectives:

Add additional historical guides to the staff as needed.

Hire one full-time seasonal retail sales clerk (starting at $1000/month) to staff a
retail sales outlet for educational books, maps, and cards. Conduct these sales
and visitor contact for historical tours in the lobby of the Recreation Hall, thereby
allowing historical guides to help maintain the sales outlet and allowing the
guide supervisor to add the sales outlet to his/her responsibilities.

Begin use of the Schoolhouse lobby for book, map, and card sales by Friends of
Kennicott.

Prepare logistical support for book sales operation, including housing, sales area
supplies, and vehicle support.

Goal 3: Begin adaptive reuse of the Kennicott Recreation Hall

Objectives:

Begin adaptive reuse of the Recreation Hall as a community center managed and
maintained by Friends of Kennicott for use by all project partners, NPS, and the
community subject to the approved management plan.

Initiate one project: preparation of the Kennicott Company Store for adaptive
reuse as a visitor contact center.
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° Develop criteria for adaptive reuse, management plan, and partnership
agreements for the Company Store project. Consult with local community and
review plans with project partners.

° Begin work on the Company Store project in summer 2001. Use NPS
maintenance crews to repair the foundation, and reconstruct the basement and
decking. Continue work on roofing, additional structural work, and finish to
prepare the building for use in summer 2005.

Goal 4: Commence work on additional buildings
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Objectives:

e Work closely with NPS to begin planning for adaptive reuse of the historic
Company Store as an NPS visitor contact station, display area for Ron Simpson’s
model, and administrative offices. Work with NPF to raise matching funds as a
supplement to NPS base funding for the project.

® Begin work on the Company Store in summer 2002.

° Begin planning and fundraising for adaptive reuse of the Schoolhouse as a visitor
contact station, book sales area (already in use as a primitive shelter for these
activities), and administrative office for Friends of Kennicott.

° Begin work on the Schoolhouse in summer 2004 with primarily private funding.



Development Plan: Years 6 — 10
(October 2004 through September 2009)

Goal 1: Continue building Friends of Kennicott’s fundraising ability

Objectives:
e Continue process of board deVelopment.
e Continue directors and officers insurance policy.

e Increase the director to fulltime, if this has not yet occurred.

Goal 2: Commence work on the West Bunkhouse

Objectives:

* Complete an occupancy and use plan for adaptive reuse of the West Bunkhouse
as a residential educational center to be operated by Wrangell Mountains Center.

e Commence planning and fundraising for the project.

¢ Commence renovation late in this period, perhaps summer 2008, depending
upon the Wrangell Mountains Center’s degree of need.

Goal 3: Initiate comprehensive planning and fundraising drive for the Kennicott Coalition

Objectives:

e Convene meetings of the Kennicott Coalition member organizations to set major
project and funding-goals for the next 5 years. Focus on new projects outside the
adaptive reuse campus, and particularly on building the capacity of member
organizations.

e Set priorities for Friends of Kennicott’s funding awards to Coahhon member
organizations. Commence fund-raising drive.
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NOTES

! The term “locally based” is used throughout this report. Indeed, locally based nonprofit organizations
are fundamental to the proposed partnership. They ensure that the partnership provides for local
participation in operation and decision making, builds the community’s sense of empowerment and
internal cohesion, protects and enhances the cultural and natural assets of the valley, and bolsters the
community’s internal capacity to provide visitor services. But a literal definition of “locally based” is
difficult. For the moment, we propose a common sense understanding of the term: locally based
organizations are those a) that do their primary work in the Kennicott Valley, and b) whose boards and
staff are substantially composed of full-time and /or occasional local residents.

? The correct contemporary spelling for Kennicott is still debated: “i” or “e”? In this report, I will follow
conventional modern practice and spell Kennicott with an “i,” except when referring to the mining
company or the National Historic Landmark, which still uses the “e.”

® Thanks to NPS historians Geoff Bleakley and Logan Hovis for pointing out how this small difference
between spellings reflects a major difference between worldviews.

* These visitor figures come from an NPS-sponsored visitor study conducted in the summer of 1995. For
more information contact Dr. Gary Machlis, Project Leader, at (208) 885-7129.

® Sax, Joseph L. “Keeping Special Places Special: McCarthy —~Kennicott and the Wrangell-St. Elias National
Park, A Great Challenge, a Unique Opportunity.” Wrangell Mountains Center and McCarthy-Kennicott
Historical Museum, November 1990.

® Anonymous. “A Proposal for Ownership & Management of the Kennicott Property.” Friends of
Kennicott, December 1994.

7 NPS began an interim management planning process in May 1998. This plan will outline specific
management actions and physical improvements necessary to stabilize conditions and support the visitor
experience over the next five years. The draft environmental assessment summarizing this plan was
released in June 1999. Additionally, NPS is producing a Cultural Landscape Report to document
historical conditions in Kennicott from 1900-1938 and to make recommendations for treatment of various
landscape components in order to preserve the historic scene.

*Ibid., p. 3.

? Jarvis, Jon. “Kennecott Acquisition, Past, Present, and Future.” National Park Service and Friends of
Kennicott, January, 1997, p. 21.

' For minutes of this meeting, contact Sally Gibert at (907) 269-7477.

! Results of this survey published in “The Kennicott Cable.” National Park Service, Vol. 1 No. 2, March
30, 1999.

2 Kirkwood, Rich, et al. “Friends Structure Committee Report.” Friends of Kennicott, March 25, 1998.

 Wrangell-St. Elias National Park & Preserve. Contact Jon Jarvis or acting Superintendent, PO Box 439,
Copper Center AK 99573, (907) 822-5234, <Jon_Jarvis@nps.gov>.

 Briends of Kennicott, Incorporated. Contact Sally Gibert, Board President, 3018 Alder Circle, Anchorage
AK 99508, (907) 258-7349, <sgibert@aol.com>.

®The Wrangell Mountains Center. Contact Marci Thurston, Board President, PO Box MXY McCarthy,
Glennallen AK 99588, (907) 554-4430, <Marcithur@aol.com>.

'® The McCarthy-Kennicott Historical Museum, Incorporated. Contact Betty Hickling, Board President,
PO Box MXY McCarthy, Glennallen AK 99588, (907) 554-4488.

7 The McCarthy Area Council. Contact Carly Kritchen, Board President, (907) 554-4425,
<ckkritchen@aol.com>.

' The Kennicott-McCarthy Chamber of Commerce. Contact Kelly Bay, Board President, PO Box MXY
McCarthy, Glennallen AK 99588, (907) 554-4411, <wmair@aol.com>,

** The Blackburn Heritage Foundation. Contact Laura Bunnell, Trustee, PO Box MXY McCarthy,
Glennallen AK 99588, (907) 554-4469, <LAB915@aol.com>.
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* The McCarthy-Kennicott Community Church, Incorporated. Contact Rick Kenyon, Pastor, PO Box
MXY McCarthy, Glennallen AKX 99588, (907) 554-4454, <WSENews@aol.com>.

# The Kennicott Coalition Committee is not designed to formally advise NPS on behalf of a broader (i.e.
national) constituency. Creation of such a committee, if deemed necessary, should be undertaken by NPS
in accordance with the requirements of the Federal Advisory Committee Act.

% Peterson, Steven, et al. “Condition Assessment and Stabilization Cost Estimate.” National Park Service,
October 1991.

% The National Park Foundation was established by an Act of Congress in 1967 as the official fundraising
partner of the National Park Service. NPF’s “Park Partners Initiative” offers parks and their fundraising
partner organizations support in building capacity for donor identification and prospecting,
communications, and solicitation. “Through grants of staff time and other in-kind support, NPF helps
offset some of the fundraising start-up costs that local groups face, and helps turn ambitious
philanthropic goals into proven fundraising plans. For more information, contact Jay Vestal, Vice
President of Development (801) 533-0486.

* Alaska Conservation Foundation recently awarded Friends of Kennicott $10,000 for this purpose. This
one-year grant is renewable: it might ultimately provide two years of operating costs.

% Supporting materials include all the documentation generally needed for grant applications: Case for
Support, financial statements, IRS determination letter, media clippings, letters of support, copies of
bylaws and articles of incorporation, mission and strategic plan, and brochures.

% The author recommends the Friends of Kennicott directly operate historical tours with its own
employees rather than subcontract the work. Direct operation will be more flexible, generate more earned
income, and avoid the difficult decision of which local operator to work with.
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