Meeting Summary

Arabia Alliance Heritage Area Management Plan

Steering Committee Meeting

February 16, 2005

9:00 am to 10:30 am

Lithonia Woman’s Center

The meeting began with Shannon Kettering of Ecos Environmental Design, Inc. welcoming everyone and reviewing the meeting agenda and handouts.  Shannon informed attendees that since the last meeting they have been working on flushing out the project elements of the Hybrid Plan and progressing on the Environmental Assessment and Management Plan document.  She also pointed out that from Committee comments, the Early Settlement Gateway of the Hybrid Plan has been moved to the Lyon’s Property.

The meeting was then turned over to Jon Lane of ICON Architecture to discuss Implementation and Management.  There are 23 National Heritage Areas that utilize a variety of management mechanisms with varying complexities.  He stated that he would give his feelings on what has been done elsewhere and what he thinks will work in the Arabia Mountain Heritage Area.  Jon stated the need for a consolidated organization that can accept funding, disperse funds, and work around rules.  The Management Plan can shape the structure and direction for the area, but in the end it is the Management Entity that will be responsible for what happens with implementation.  Jon then discussed the following Management Questions.


1.  Who are the stakeholders?



-Need to define more closely


2.  How will the Arabia Mountain Heritage Area (AMHA) relate to them?

-Stakeholders may have one agenda and how will this coordinate with AMHA


3.  What role will private sector and others play?



-Funding needs to be matched and need partners to assist


4.  Who will make decisions?

-Hundreds of decisions will be made on a year-to-year basis, so need structure to organize


5.  What are the key management functions?



-Relationship to Management Plan Goals


6.  What skills will be required?



-Required staff be specific to AMHA or to specific facilities

Jon iterated that Heritage Areas are not one size fits all and describes the following possible forms for the Management Entity.

1. Commission:  These typically are Federal Commissions and encompass many of the first heritage areas.  Commissions are usually established when large National Parks are involved and can perform management tasks that they are good at, like preservation and recreation.  The commission is a separate body to be wise on expenditures and to assist in things the park service is not good at, like economic development.  Federal commissions tend to be advisory and oversee activities, rather than an operating entity.  Since they are an entity of the government, commissions are subject to many rules and regulations.  Jon does not recommend a commission for a heritage area this size.

2. State Agency:  State agencies manage several heritage areas.  Most of these heritage areas have been started or initiated by a state agency.  Examples include a heritage area in New York created by the State Park Department and one in South Carolina by the Park, Recreation, & Tourism Department to not assist in land management, but to encourage economic development.  Jon stated that a state agency does not make since for the AMHA; however, he suggests finding a way to partner with the state.

3. Public Authority:  Examples include the Lackawanna Heritage Valley, a county enabled authority and the Augusta Canal National Heritage Area, a state of Georgia authority.  The authorities do not have any legal powers, but they are powerful due to their actions, involvement, and the respect they command.  They raise money in partnership with others.

4. Non-profit:  These are tax-exempt 501C3 corporations.  Out of the 23 Heritage Areas most of the operating day-to-day management entities are non-profits.  A non-profit allows for flexibility, is on the outer realm of the government, and can engage in any type of partnerships.  Examples include the Ohio and Erie National Heritage Canal Way and the Wheeling National Heritage Area.  They act as a conduit for funds and filter funds to others through partnerships.  Partnerships are utilized to bring skilled individuals/groups on board without having paid staff, to generate money/profits, and to invest in implementation strategies.  Jon concluded that it does not make sense for the AMHA entity to be a commission, the AMHA entity should only partner with the state, and that there doesn’t seem to be precedence for a public authority.  Therefore, Jon feels a non-profit entity would make the most sense for the AMHA.

Jon then progressed to management functions and achieving the management goals.  The management entity will need to not only receive federal funds, but will also need to solicit and receive matching funds from other sources.  A benefit of establishing a non-profit entity is that many sources of funding prefer not to give money to governmental agencies.  The entity then needs to be able to disperse funds to do jobs.  The jobs that need to be done can be derived from the management goals.  The following is a list of goals and examples of how funds can be utilized for each.


Preservation



-Give grants and technical assistance for preservation guidelines and 

information material


Education



-Work to make information more widely available



-Create programs in cooperation with other entities for materials and 

events


Economic Development & Tourism



-Encourage economic development to make the most of the AMHA 

resources

-Establish partnerships with business and economic entities to create new 

Activities

-Work with community and government entities to guide development and encourage smart growth

-Heritage areas are forbidden to get involved with zoning


Conservation/Protection of Natural Resources



-Advocate giving money to someone else to acquire land, but heritage 

areas are forbidden to give/use federal funds for the purchase of land


Interpretation



-Tell a more coherent story with the assistance of the Management Plan



-Coordinate content to celebrate the Heritage Area and to avoid 

duplication and contradictions


Recreation



-Partner with Path Foundation and others to expand open space resources

Jon then posed the question of where should priorities be placed for management.  The first priority would probably go to the focus areas or clusters.  These areas have significant resources clustered more closely together.  When using funds within the focus areas the visitor experience, communicating stories, and creating appreciation should be kept in mind.  The next priority should be the linkages or routes that connect between and within the focus areas or clusters.  Funds should focus on how to encourage people to move through the heritage area, maintaining the quality of the experience, establishing an identity for the area, and interpretation.  Another priority is other resources within the Heritage area.  

The next question was how resources will be appropriated to each of the three priorities.  The following is a list of resources within the capacity of the management entity to engage in.


-Technical Assistance


-Funding Assistance


-Establishing an Identity and Marketing


-Site operations and management – Avoid having the Management Entity to 

operate and manage sites due to the different level of capabilities and skills 

required, instead Management Entity should form partnerships with other groups.  Partnerships could be formed with State DNR, DeKalb County, Rockdale County, Henry County, City of Lithonia, or Community/Non-Profit Organizations


-Innovate – Probably the most important function of the Management Entity is to 

get out front to push ideas and do the unthinkable

Jon presented a likely management model for the Arabia Mountain Heritage Area.  The Management Entity would receive funding from a variety of sources.  The management entity could take the form of a non-profit corporation called the Arabia Mountain Heritage Area Alliance (AMHAA).  The stakeholders within the AMHAA could include public partners (GA DNR, Counties, City of Lithonia) and non-profit, community, and business groups/organizations.  The AMHAA may also have an advisory committee that is not part of the month-to-month business, but could assist as necessary.  The National Park Service, large landowners, and the Path foundation are examples of who may be represented on the advisory committee.  The next element of the model is the sites of the heritage area.  Many of the sites are already protected and the AMHAA would not want to take over these sites, but rather create partnerships to assist with preservation, conservation, and interpretation.  The AMHAA would want to make a cooperative agreement with groups such as GA DNR, the counties, Lithonia, and/or other private landowners.  The three activities that the AMHAA can engage in to accomplish the management goals are AMHA Initiatives, such as identity, marketing, coordination, and projects; financial assistance; and technical assistance.  The AMHAA may work with many partners at different levels to accomplish activities and goals.  The AMHAA should avoid being too large and as a ground rule should consist of less than 20 people.  A model should also be established of who should comprise the board or management entity.  The following is a list of comments and discussions amongst attendees.


-For Marketing can look to partner with Augusta Canal National Heritage Area


-Non-profit will work the best, Alliance has been doing what needs to be done, 

but need to formalize


-Bus Tour of the Arabia Mountain Heritage Area so Steering Committee 

understands all of the resources, but also a tour of the Augusta Canal and to 

explore how there management entity works


-Need to speak to people involved in getting Augusta Canal National Heritage 

Area established, important how they tell there story along the canal and with 

Storytellers in a museum


-Heritage Area Director must have incredible passion about the area


-More longevity with Non-profit verses a government entity


-Can form partnership to accomplish goals, but need director/staff to oversee and 

coordinate activities


-Director/staff is typically evolutionary and will grow with time as needed


-Management Entity Board can be broken into committees


-Need to define how people on the Management Entity Board will be appointed 

and then they can determine there own management


-How can funds be obtained for cemeteries or resources not within a focus area?  

As funds come into the Management Entity Board they decide how to allot the 

money.  Typically this is done by reviewing proposals from different people and 

groups, then determining which is the most important to implement.  It does not 

have to wait for larger things within focus areas to be done.  It is beneficial to get 

a wide spread of things started or done throughout the area.


-Management Entity Board could establish a magazine and talk about what each 

group, such as Flat Rock or Rockdale County, is doing throughout the area

The attendees agreed that since a Management Entity needs to be established whether or not the area becomes a National Heritage Area that the next priorities need to be to get a statement of intent from public entities involved; flush out who is represented or on the management entity board; get a cooperative agreement between stakeholders, this may be broad, but can be amended later.  A draft will be presented at the next Steering committee meeting for attendee approval and comments.  

The next Community Meeting will be March 1st from 6:30 pm-9 pm at Murphey Candler Elementary School

The next Steering Committee Meeting will be March 16th at 9am at the Lithonia Woman’s Club

The meeting was adjourned.

