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INTRODUCTION
We are in the midst of a tectonic shift or revolution in culture—both nationally and world-wide—driven by the cumulative impact of powerful economic, technological, and social forces. As a consequence, the Association of National Park Rangers (ANPR) faces two major challenges. The first is primarily economic, driven by the current financial crisis and reflected in sharply declining revenues for the organization. The second, simultaneously technological, economic, and demographic, is rooted in changes underway well before the onset of the current economic crisis and will almost certainly continue and accelerate in the years ahead. Warning signs include an increasingly diverse, even fragmented park ranger profession; a stable membership that is aging and an unstable membership among younger NPS employees, students, and relevancy of the organization to other agency employees (i.e., facility management, administration, and other professional series) beyond the park ranger profession; diminished activism; and increasing expectations for more developed organizational use of the World Wide Web are among those factors now restricting the organization’s authority and reach. Even if ANPR surmounts the difficulties produced by the latter of these crises, it faces the long term challenges posed by declining membership and relevancy of the organization to current and future employees. Even as it must maintain its commitment to professional excellence, ANPR, like all voluntary professional organizations, can no longer operate according to a model that primarily serves members and raises revenue by producing a quarterly journal (Ranger: The Journal of the Association of National Park Rangers) and holding an annual meeting. 

This then is the broad context within which this Strategic Plan has been developed. The plan sets forth an ambitious agenda for ANPR for the next five years, one that aims to address contemporary challenges and move the organization in new directions. In doing so, it builds upon the organization’s historic commitment to excellence, its achievements during the past several years, and the successes of the previous strategic plan, adopted by the ANPR in 2005 (www.anpr.org/strategic.htm). The plan articulates strong support for the organization’s core mission and programs, including Ranger and the annual meeting, and for its growing commitment to history teaching at all levels. It also seeks to move the organization to respond more fully to the challenges and opportunities afforded by new technologies; and more actively to advocate for its mission and communicate its accomplishments both to members and the broader intellectual community. 

Membership and money are key and interrelated issues for ANPR at this time. Yet membership is not simply a matter of outreach—though that is certainly important—but also of creating an organization people know about and with which they want to affiliate over time. Thus, perhaps the most ambitious, challenging, and elusive goal articulated in the plan is that which defines the ANPR as a community of all practitioners of park stewardship, an organization that is inclusive in its membership, programs, and activities—a “big tent” in common parlance. Acting on this goal is not only worthy in its own right, but also necessary if the excellence that defines ANPR is to have broad effect and if the organization is to flourish. Membership issues also are intrinsic to other identified goals; continued Web site development can raise the profile of the organization among potential new members, so can increased efforts targeting communication and marketing our mission, goals, shared interests, and accomplishments. 

Likewise, money is not simply a matter of fundraising—though that remains important—but also of developing new models for doing business, practicing financial discipline, and deploying available resources efficiently. The plan promotes each of these strategies. Furthermore, while implementing any one of the plan’s goals could benefit from greater financial resources, only one—the development of an enhanced Web presence and services to members—requires considerable funds at the outset; and fundraising for this effort is currently under discussion. Other goals can, with creativity and imagination, be accomplished within the framework of available resources; some can also be revenue generating. 

If the Strategic Plan is a response to a changing economic, technological, and professional environment, it also aligns with many of the values, interests, and concerns of ANPR members, specifically as reported in their responses to an independent survey conducted by the association in 2007, entitled, “Concerns and Aspirations of National Park Service Employees” (www.anpr.org/survey.htm) conducted prior to development of the plan. Echoing the “big tent” approach articulated in this plan, employees overwhelmingly identified they would be encouraged to join an association which offered them “professional development, training programs, opportunities to learn from more experienced members, collaborate with others and advocating for parks,” and cited “morale” as an extremely important job and personal matter, along with “protecting the environment” as their most important job or personal priority. Morale issues followed concerns for park staffing and agency budgets as the single most important of all job matters for employees; with responders indicating that after protecting the environment, “collaboration with colleagues and youth programs” are very important. Thus, the survey found that personal satisfactions, comradeship, and the rewards of sharing knowledge about their work/profession, stewardship and the national parks are what NPS employees value most about their jobs. Equally, they identified an organization’s commitment to environmental activism, education, and outdoor ethics; professional mentoring and training as what they value most about membership in a professional organization like ANPR; looking to an organization to stay up-to-date on policy, scholarship, and access the latest research. The plan firmly supports the interests shared by the overwhelming majority of NPS employees. 

Additionally, members would welcome more frequent communication with ANPR and recognize that expanding services will impose increased costs upon them. Finally, the survey suggests something of a digital divide: while most members are regular, indeed intensive users of Web-based technologies, they use them in rather conventional ways; as a group, fewer have adopted more advanced, interactive technologies for professional, institutional, professional, and personal purposes. Members are also not generally regular users of the ANPR Web site, even as they urge development of the organization’s Web presence. These last comments suggest that ANPR can fruitfully leverage its reputation for excellence and the trust this has engendered among members by both providing outstanding digital content and encouraging and supporting a fuller engagement with new technologies. 

Finally, development of this Strategic Plan comes at critical moment of transition for the organization. While many good, often quite specific ideas were generated in the process of developing the plan, it is deliberately general in its definition of goals and strategies. Rather than tether the organization with a series of specific directives, it defines a broad framework for action while leaving ample room for the exercise of creative leadership. Implementing the plan will take intelligence, time, and fortitude; change in an organization the age and complexity of ANPR is not easy. It is therefore essential that the ANPR Board of Directors (BOD) (www.anpr.org/officers.htm) and all members fully endorse the plan, actively support the BOD’s efforts to implement it, and engage the membership, especially through the organization’s committee structure, in implementation of specific strategies. It is also understood that the plan is a living document; though intended to guide the organization for five years, it will undoubtedly require adjustments and revisions as the organizational context changes, current concerns recede, and new issues emerge. 
METHODOLOGY
This Strategic Plan was developed over a lengthy, iterative process, involving the ANPR BOD, Task Group Leaders, and staff, along with involvement from the general membership. The planning process was initiated in 2008, when ANPR President Scot McElveen, recognizing the need to develop a new plan to address the changing context of ANPR’s work, made development of a new plan a primary goal for the BOD.  
Preliminary discussions and decisions to rewrite the plan took place at the 2008 Annual Business Meeting in Santa Fe, New Mexico (site for Ranger Rendezvous XXXI), with drafting of the plan assigned to the BOD for Strategic Planning, with a goal of providing the membership with a new draft ANPR Strategic Plan by the next annual business meeting to be held in Gettysburg, Pennsylvania, in December 2009. At the 2008 business meeting the board identified major areas of concern: membership, activities and programs, finances, development and marketing, new media, and environmental advocacy/activism. These concerns were discussed at length among the board and members present and were further refined as a series of broad goals by conclusion of the annual meeting. The new plan was drafted and forwarded to the BOD prior to a conference call business meeting conducted on October 27, 2009.

The draft plan was discussed by the full BOD at the annual business meeting held on December 6, 2009, during Ranger Rendezvous XXXII, in Gettysburg, Pennsylvania, where the BOD agreed to post the draft on the ANPR Web site, as well as forward the document to members via email, inviting membership comment on the draft. The date selected as a deadline for receipt of member comments was February 15, 2010. 
[Additional methodology history to be added…]

2009 ANPR STRATEGIC PLAN: GOALS AND OBJECTIVES
I. The first and most important goal for the organization is to sustain and strengthen its advocacy for improved stewardship of the National Park System and eliminate the financial deficiency in park operations. To accomplish this, ANPR will: 
A. Coordinate efforts of the BOD and members to promote enhanced federal funding for the operations and maintenance of national parks through 2016, with the long term purpose to eliminate the financial deficiency in park operations, and realistic short term goal of maintenance of the existing agency budget in the current difficult economic recession. Advocacy efforts on behalf of the NPS include individual ANPR activities as well as collaborative activities with other organizations. An official position paper will be produced in 2010 to clarify the organization’s new environmental advocacy vision. 
B. Research and disseminate public information describing the conditions, trends and issues associated with NPS staffing and care of national parks. This includes additional management policy issues that may arise
C. Meet with and maintain proactive communications with DOI and NPS officials to promote administration requests for increased national park funding through 2016 and to discuss other policy issues that may arise; and assume a proactive role in promoting and achieving recommended goals and projects formulated by the Second Century Commission. 
D. Meet with and communicate with members of Congress and their staffs to promote increased funding for national parks through 2016; promote the goals and projects formulated by the Second Century Commission; and maintain an open and effective dialogue concerning policy issues that may arise. 
E. Continue and further develop Ranger: The Journal of the Association of National Park Rangers and the annual meeting as core activities of the organization and its ability to promote environmental activism and education, while creatively responding to the interests of an ever changing diverse profession and to the opportunities afforded by the Web and use of new technologies. 
II. Expand upon efforts to create a larger and more inclusive ANPR through increased environmental advocacy, education, and professional training to attract a membership that reflects the broad community of National Park System employees and the public. To accomplish this, ANPR will: 

A. Establish a membership committee to examine historic and recent trends in membership with the purpose to develop a more inclusive definition of the mission and vision of ANPR that will better integrate the diversity of all employees and professions working within and in partnership with the NPS. 

B. Dissimilate information to NPS employees concerning the inclusive mission/vision of ANPR and what the organization has, and is continuing to achieve, on behalf of environmental advocacy, park stewardship, and for the benefit of all NPS employees. 

C. ANPR advocacy issues and efforts will be communicated to members, NPS employees, and the general public through effective use of the ANPR Web page, Ranger, and development of an advocacy flyer (for publication on the Web, email, and in Ranger) that outlines “key issue” accomplishments of the organization on behalf of the parks and employees, including continued efforts and relevant critical advocacy issues that concern and require the attention of the organization. 
D. Develop means of attracting and retaining the cohort of younger employees (i.e., those who have joined the agency within the past five years); continue development of college chapters to broaden awareness of the relevancy of ANPR, strengthen awareness of the National Park System and the benefits of environmental advocacy, education, and outdoor ethics; and continue to provide and aggressively promote the availability and professional benefits of the ANPR sponsored seasonal employee health insurance program. 

E. Create opportunities for NPS employees with varied forms of work classifications and practice to understand and engage with each other’s work for the benefit of the parks and the public. 
F. Use the annual meeting to reach out to and educate students in the region about environmental advocacy, resource preservation, education, and outdoor ethics; and promote the legacy of the National Park Service and ANPR toward these endeavors. 
G. Strengthen existing and develop new partnerships with other environmental advocates, i.e., related agencies, organizations, institutions, and the public (both nationally and internationally). 

III. Create an integrated, sustainable and efficient program of environmental training and education for the twenty-first century. To accomplish this, ANPR will: 

A. Partner with the NPS employee development program to gain “legitimacy” (i.e., develop an MOU) recognition for ANPR sponsored training programs and sessions at the annual Ranger Rendezvous and other organizational training venues. 

B. Expand the scope of the annual meeting to include training and sessions that address relationships among people (both nationally and internationally) engaged in resource preservation and environmental stewardship (whether by profession or public/personal interest), that represent the collective effort to protect the environment and preserve resources—working to resolve issues that cross the boundaries of public concern and professional interest.

C. Forge deeper, broader, and more inclusive relationships with NPS employee training centers (i.e., STMA and HOAL), and the Hartzog Institute at Clemson University, in co-sponsoring training, research, and educational opportunities for park professionals throughout the Service.

D. Cultivate collegiality among members and develop opportunities for greater exercise of membership talent in the achievement of ANPR goals.

IV. Meet the challenge of the revolution in information technology. To accomplish this, the ANPR will: 

A. Examine the factors (pro and con) inherent with combining the digital operations of the ANPR Web page and Ranger: The Journal of the Association of National Park Rangers into a unified and expanded operation that would strengthen ANPR’s overall digital presence. 
B. Develop the ANPR Web page as the default for operational information and professional awareness, by providing outstanding and expanded digital content, such as downloadable distinguished lectures and resource stewardship training and programming for classroom, professional, and personal use. 

C. Explore converting an abridged Ranger into digital-only format. 

D. Create online services for members, to include a professional network that allows each member to create a profile that links with other members, new forms of publication, Web hosting for blogs and online exhibits, and connections to career opportunities. 

E. Analyze and implement ways an expanded digital presence can contribute to a new business model and enhance revenue, such is now being accomplished in the effective communication and promotion of ANPR’s Fall Fund Campaign. 

V. Advocate for and communicate ANPR’s mission, programs, and achievements and the accomplishments of its members to both the profession and a larger public. To accomplish this, ANPR will: 
A. Sustain and strengthen ANPR’s efforts at advocacy for the park ranger profession and all forms of park stewardship work and avocations, in collaboration with the National Park Service, International Ranger Federation, Coalition of NPS Retirees, Hartzog Institute, and other relevant bodies, as well as among the membership. Among others, areas of concern include sustainable agency funding, support and awareness of national and international conservation programs, efforts, and environmental issues, the conditions of employment and professional development for seasonal, part-time, and permanent employees, and the erosion of environmental awareness, scientific, and historical knowledge and common understanding of outdoor ethics at all educational levels. 

B. Position the ANPR in a broader intellectual environment, helping members and nonmembers alike understand what the organization does, why it does it, and what benefits the organization provides. 

C. Create an overall organization communications plan; revise it as needed, depending on results. 

D. Use marketing and outreach to attract and retain members, producing both e-mail and print messages that describe the benefits of membership for both current and prospective members and tailoring messages to address interests of particular groups of historians. 

E. Update the ANPR website frequently to highlight new information about the ANPR and the achievements of its members. 

F. Communicate news about the ANPR and its members to non-members via well placed advertisements, news stories, and announcements in both Web and print publications. 

G. Plan dedicated and measurable marketing campaigns around important anniversaries likely to attract widespread public attention, such as the upcoming 100th anniversary of the National Park Service in 2016, important benchmarks (legislation and actions) in environmental protection, preservation, and national park history, as well as special events and historic anniversaries like the 150th anniversary of the Civil War (2010 – 2015). 

H. Develop mechanisms for providing media outlets access to members with specific areas of expertise. 
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