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- ﬁl-::un t'l."i..ti!ll mike no provision for interview. Pasc job axperience
and academic background are insufficient .'I.m!icll:un for selection of a
skilled public cosmunicator.

Time and permanent suparvisors are in short supply. The rasult is that
scasonals ere mot avdited encugh either to help them improve or te
make a decent evaluation for rehire.

The weight of the load for improved interpretation rests on the seasonals
themselves. Improvement can be brought about through self-critiqua,
group uuh;nn with peers or coaching invelving supervisors. -

Howaver, thare is cause for hope. Ssasonals and permanents nlike seem
desirous of developing and maintzining high quality interpretive programs.
Critigue from outside the Sarvice may be of greac Ralp as it is fras

from sany comstraices and oiten lends a fresh vievpoimt.

1t is recommended that & second 6 week progran of essessment and
training be carried out durlng the sussar of 1971, baginning later in
the season to assure that all parks visited will have their full program
in operation. By veduction of the pusber of areas visited, tha tima

in each should be increased to allow rapport to develop.
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Final Report: Contract No. B5235P22393, Assessmamt and
Enrichzent of Esvironmental Interpretive Services im
* Hatlonal Park Service Areas nf the Pacific Northwast

In tlon

The hl.'l.w:l.n; Teport i submitted o fulfillsent of ll:l.:h‘.l;n State
Universiiy's Department of Park snd Recreation Resources SgreemEnt
with the Katiomal Pack Rervice's Pacific Northwest Regional Office
s detalled in the a:tached and above designated contract.

This raport is prepared following & primeé guidelins of breviry.
Although many praisevorthy interpretive efforts wers noted in the
areas visiced, it is net the purpose of this paper to dwell on them.
Eather, the esphasis is on those situetions, conditions. and
practices vhich 1t is felt comeributed to less than desirable qualiry
of the interprative programs obsarved.

Tt should als> be noted that the main thrust of this repozre is
tovard thosa Interpretive services which involve direct visitor-
interpreter contact rather than ihose dealing with self-guiding
experiences, displays, dioramas, and visitor centar displays.

In tha interest of coudensing chese suggestions for those who may
desire to scan the report rapidly, they have been prepared in

two forms. (1) Synoptlc or reduced form. (2) Nerrative form. It
is suggested that the synoptic form be scannad first to provide a
general understanding.

At the outset, it shaald be pored that placing a label on the”
overall interpretive guality ol proprans observed necessarily drawvs
arcention svay from the adtroemes of axecllence and its oppoasite.
The labal merely focuses attention on the average or middle ground.

In addicion, each park area vas swars of cur trip and probably had
schadulnd their better people for ua to chserve. 1f this is
accurate; the assessirat oy ia fact be too Ldgh.

Whatevar the situation, obscrved interprotation reprasanted on
average walch vas just adequate to slightly below. lhzre wele

no prograss in the oxcellent cacegery, a few wary juvod, sosa
adequata, some poor and a few of the vorst cver witnessed anyvhere.

Frobalbly, the single sost responsible factor in premoting low gquality

interpretation was lack of communication skill==poor delivary.
Inhibiting the acquisition of chease skills are inter-relsting faciors
of weak sdoiniztracion, penr trpl-ﬂ'fl-& =uralu 1ack nf unceratandinz
O LESignis reve C[ar st e rine gag wplipea  dmeecdd pegpss

training, recTuitmaat F3-14 :mrl. of incozpetent paTsOunel.
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Abstract of Narratiwe Report, Asssessmant and Enrichsent of Envirom-
mental Interpretive Services in Eational Park Service Areas of
the Pacific Northvest Regionm

Interpretive quality in the areas visited averaged about adequate or
slightly below. Tha single nost important cause for this was lack of
commmication skills. Bur, inhibiting the scqguisition of such skills
are inter-relating factors of weak park adminigtration, poor employee
morale, lack of employee understanding of Natiomal Park Service poals,

philosophias and valuas, lnluftll:!.ﬁnt training, recruitment and rehire
of incompatant personnel.

A serious weak point is the fact thar most of the permanenc staff
aspigned the duty of operating interpretive prograns have no axparience
themsalves. Thus, they are Ineffective in recognizing interpretive
guality or taking adequate steps toward izprovezent. The answver lias
in an intensive treining progras designed to improve the level of
proficiency of persssent supervisors.

““easonal tralning is too cospressed and civen esphaaizes areas of
dministrative detail which are irrelevan:t to tha i=swdiate probless
in interpretation. Demonstrations ané icproved, skill orisuted formal
training are needed. In addition, pre-season mail cuts (mimec and

taped) as well as pre-season trﬂm; sesaicns at central locations
are Tecommendsd.

Seasonals tend to fail in teking sdvantage of lieu tima to familiarize
thezselves with their areas and tharafors are not a8 wall versad as they
should ba. Assipgned duty time ought to be utilized to remady this.

Permanent Aand seasonal morale 18 at a low ebb. Im the permenent ranks the
causen are alleged lack of support from Reglon and WASO as well as
dead=und Calial iaduzrs In Loferpreteiion.

The low morale prevalent in the permanent ranks carrisa over into
soascral atticuder 22 vell. Farmanence, Jirsaciefiad vith taalr lot,
spend inadequate (ime explaining ¥PS gosls or bulldiug espel: de cozps
in the seasonal ranks, The parmanent dissatisfectlon in impossible

to concaal and this cauvses 2 lack of enthusiasa on the part of the
seasonals.

Vorse, supervision ou the park level cends to be wveak., Leadership
suthority is handled with such cantion that it i5 often inviasible.
This is especially true in the case of rehirs evaluations for ssasomals.
~Eithar bacause he doesn't want to hurt the seasonal’s fealings or
I the hong that & =irapnless creafoveestion w411 sceyr daring the
HAnty =ud raxt scsgon wall To Befpes, —EDLLEol BY LALSR ETp oI
are scldom terminated. They should be, and their place given te somecna
who can do tha job.




There are definite steps viich may be taken Lo irprove the

quality of interpretive prograsw. Thess revolve around four arcas:
training, quality costrol, adminiscration, recruitment. A fifth
ares, critique fros vithout, appesrs to have relevance and this
will be presested in a separate section st the snd of this Teport.

It 1s understood that some of the suggestions and solutions prO—
posed will ba beyond the limitations imposed by curreat budget

and manpower ceilings. However, it is the intent of this TepoTt

to propome not only immediately spplieable measures but te address it~
self to more extensive and claborate procedures which may be under-
Laken as funding, manpowver, or other factors chenge.

Training engaged in was essentislly the same in each ares. There-
fore, individual ligtinge will he presented only vhen a variation
esecurad. .

A demonstration evening progrenm designed to include varlous points
for discussion was given. In most packs the Program vag presented
to the public as & part of the ongoeing imcerprative activitias.
Ioterpratars attending were thus sble to se¢ not enly the progran
tut alse the interscticon betwesan asdience end demonstrator.

Either immadistely after the program or the following dey durimg a
training session, the interpreters discussed the program, proding
its strong and weak points and exsmiring audience resccions.

At some Lise during the stay in each park, vevally after the evening
demonstration program, a half-day formsl traiming cession was held
and principles of effective interprotation vare prasentad.

In addition, at M. Nelnfer, Norch Carcades, Lava Bads, and Crater
Lake, a demonstration nature walk was conducted, At Mr, Hainier,
Lava Badn and Crater Loke, the public vas invited to accompany

the walk whick they were told was a tralning exercise. At cach
Stop discursisn tosk place veparding vhat was interpreced, how

mml



Eerrative Beport

A. Trainipg - Are=s of Special Importance

1. HNational Perk Service Goals, Philosophies, Policies

A general observation was that seascnals sppesred to have im—
sufficient knowledge of Service Coals, pbo. wophics and policies.
Worse, several of those vhe irdicated a '*+ ;ledpe showed an un—
willingaens to insart chape into moterial waed in their presenta=
tions. This was especially trus with revence to goals and tra—
ditions.with emotional overtones such as the Laogford, Doane,
Hedges Campfire. One seasomal interpreter was wvery strong in
his expression of the feeling that presentation of such material,
especielly if done chroegh the aid of emotional appeals wa= not
only "hokey” hut entively inappropriate. His job was that of

an educator and if the visitor wes there teo he educated, then he
was the man for the job. Otherwine, the Park Sarvice hod better
"eoohire am actor." Thus, for some of the reasons mentioned,
tolks, walka, and other presentations wers almoat exclusively
devold of material whick wmisht be construed ss baving potentizl

for helping visitors understand the basic reasona Natiomal Parks
exist.

One of the major reasons seasonals seemed reluctant to discuse
such matters was intimately tied to o general sbsence of what can
only be described as esprit de corps. As a whole, seasonals felt
no commanlicy of caoas, no enthusiasm for tha orgemization ot
identification with its gozls =nd philosophies. Probably, the
best asmescoant of cha raseon for chis was chat the only contact
they had with these things was through nimeogrephed handout mater—
1al. They received lictle rainforcement from their supervisors
or indication that permancnt persoansl felt anythisg other than

p vorkran'e roerarsfhiliew ta aup Ip the miniwem honrs rasuirad
and no more work than he had to. In the absence of this
strengthaning influsnce, it is no wonder thac the resasonpls were
unzble fe develop enthwsiacs for an organization they ooly receatly
had Jolned and vagucly uvndetsteood.

To selve thio problem will roquire effort on the part of all con=.
cerned. However, it will be largely vp to the permanent staff

to overtly show seasonals, in word and deed, that KPS goals,
philozophies ond policies have important ramifications in the broad
field of envirommental senaitivity, avaraness, comprehension,
appraciation, enjoyment, -ond personzl committment. Visitors
attanding park arcas often huve no real idea of why tax dollars
arve being spent to =aincain such areas. The one man—omé vote
PEARE D & COL L Mg widhLh bl B0 el be WO AY EERL LeTE Whadhe
+<ives are tied o nor-pars value gystens dictates oAl LNIPLDUeLELE
musl take an active and effective directinm in explaining those

-



concepts. If Intangibles couthed in emotiomnal overtones are
entirely dropped from Perk Service programs, interpretation can
simply become an extension of our formal educational system,
providing technical, sterile, deadly boring lecturas on obscure
details of the natural werld te groups comprised of very polite
individuals with the fortitude of professional interest necessary
to tolerate such periods of cryptic instruction.

2. Commmirarion Skills

hodlences to whom {nterpreters speak are made up of people from

& wide variaty of cultural, educatfonzl, employnent and experience
background. Effective interpretation hinges directly on efficient
we of communication skille. The Narional Park Service i srill
caught in a situation as old as interpretation itself. That is

tha mistaken impression that training in academic filelds relaced

te the natural sciences sutomatically provides an interpreter with
the tools neccesary to deal sffsctively with the gansral public,
This is not necessarily trus. If an interpreter is trusly effective
he must be a master in the art of cersunication. His jeb is to
transmit, with no loss in accuracy, through lay terms, the ctechnical
language of the land in such manner as to develop within the visicor
ovareness, sensitivity, cosprehension, emthusiasas and personal
comsittment. EHowever, rather than enthusissa, he produces tetal
anesthesiz, A= centioned earlier, the single most {mportant

factor contributing to the lovering of interpretive quality im the
prograns cbserved was lack of commuricatiom skills. As a general
tula, the observed progrema renged from wvery poor to some very

good but mone which could be considered excellent.

Specific difficulties were several. Tnterpreters, misundarstanding
their rola, gave presentations which ware scademic and technically
oriented. Kumerous flaws of the most basic nature wara made,

such as dirsct reference to alides. "This is a pilcturs of...."
Apologles wers made at the begineming of talkes for the lack of ex-
pertisa and public speaking abilicy of the interpreter. "I'm not
teally very good at this, but....." Talks wers developad with no
appAarant central cthase, no clear begisaing and obsclutely no ending.
They just appesred to trickle sway and sink imte the sand leaving
visitors sitting in embarrassed silence mmsure vhether tha presssta-
tion had ended or mot. Presented with no interpreter enthusiasm,
thess progra=s clicited nona from the audience.

Frobably the worst example cobserved was observing interpreters

%_‘Lu talks from note cards or typewritten notes at a lighted
cturn! Needless to say, such performances are net conducivae

to the development or maintenance of credibility of either the
interpreter or tha Sarvice.

Mechanical, affected, samarized or read, talk afcay talk, losdad
vith potential success, falled miserably short of the goal.

Commurication zbility is tied to more than the knowledge of how to

b i i i Al PR B T ST S — A —— il i, i




present a slide in professional manner. 1t alsc hinges on per-
sonality and confidence in dealing with people {n & public comtact
framework. There were those wvhiose perscnalicies were such that

it is doubtful that any amount of traiaing, coschimg or groomiag
vould make them better than adequate interpreters.

ldeally, the selection of a comperent commumicator presupposes
the ability of the amployer to interview the potantial smployee.
Until current seascnal (and permsnent, a- well) esployment
practices are modified, that will remain in the vealm of fmpos-
#ibility. Ac least, it should be realissd that it is only
warginally possible to nssess communication competency based
upon sxperience and that a college or university transeript

filled with courses is no indication vhatsoever of proficlency
in this area.




3. Training - General
1. Fermanent Bealf

Due to relatively recent changes in the administrative maksup of
Narional Park Service areas, those who have ddrect responsibilicy
for tha operstion aad quality of Interpretive programs are Tather
freqguently thope with licele or no personal experience in the field
of interpretation. This is a sarious, two proaged problem. Not

only zre they unable, due to this lsck of background, to aAccurately
analyze the quality of programs presented in their areas, but they
are also unable to provide support Lo interpreters under thair super-
vision who are in need of trasining, evaluation, and coaching. Ex-
perience indlcates that those lacking In experience recognizs

this problem and arw earnest in thelir desires to find help. However,
there are somé, uvp to and including the level of superintendent

who indicate & farvent hope that interpretation will simply die

s tepid and nolseless deach and let them get on with the reslly
important business of maintenance and protection. They scem sntirely
unaware of the importance of interpretive pervices im park areas.
They display an attitude which asgumes these services to ba a

frill with no spin-off benefit to any othar sector of park operation.

In sddizien, insidious sccitwde problems are in operation in some
minds. A cosment which provides an almost absolute guarantes of
failure iz, "1'm not really an interpretar, 8c..... . IC 15 most
importast that permanent personnel resalize that from tha minute
they are given rasponsibiliry for interpretive programs they had
better regard themselves ss Iinterprelers and pechaps even program
themselves into ths opsration from time to time. Success in diffi-
cult, if not impoasible, to attain from a tottering, axcusa
wegkaped foundation. The only parmisaibls use of simllesr phrase—
ology :hmtlﬁ be, "1 havé never bean an Interpreter, but I vant to
learn.

Obviovsly, the selution lies in the realm of training. However,
training vhich takes place ovar a loog time pericd and Tequires
permenent paisocmel Lo trickle back to Albright or Barper's Ferry
will not do the job. The probles hars rveached such a atage that
it is now izportant to train or re-train permanrent suparviscrs
a8 rapidly as possible so that they do not continus to weaken
interpretation.

A three proaged actack is recommended.

1. Each supervisor with responsibilities for interpretation should
receive by mail, materials which will ispress upen him the msasure
of importance attached by the Region and Washington 0ffiza to the
area of interpretation as well as interpretive standards and guide-
lines which %11l sssist him in making accurate assessments ol
interpretive quality in his area. (Tt s understood that such
guidelines are now in cxistence.) These guidelines will help to
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fill gaps in the supervisor's experience.

2. As rapldly as posaible, supsrvisors would be scheduled to
actead spacial interpretive mansgement coyrses at Albright and
Harpar's Ferry. These courses should stress, along with adsinis-

trative and management procedures, basics of effective interpre~
tation.

3. A roving team of crainers specializing in the area of inter=
pretive mathods and management should be developed and scheduled
into advantageous locations within che Reglem. This will reducs
the costs of crsining by making it possible for personnel to be

trained "closer to home™ and ghould alse increase the speed with
which this training can be dissesinatred.

z. ason Tralaing -

Onca the season 15 under way at the park, tise is at a premium.
Oftan the sesnonals roport and must be on the job almost immediacely.
that training they do receive is on a hir and sdss basis and Jamsed
into an alrvedy iopessible schadule.

Thersfore, it is proposed that l.ffﬂt‘t be made to provide training
prior to the season.

&, Information Packets

Frepared at the park and malled to each ssasonal duzing the
winter, the packets would include: basic park statistice—=hew
high, how leng, how often, how many, how difficulc, park area

and NPS policies and regulastions, administrative chains of command,
Plant and mnimel checklists, geological infermation, communication
akills guldelines, uniform requirenente, houaing information. The
use of such & packet could reduce greatly the materisl which neoded
to ba preseénted in formal secesions during the scason. Not ealy
would this glive thea seascpnal Interpreter a haad start but it

would provide the basis for allaviating & majeor complaint., Large
blocks of tima taken up with adsiniscrative datails vhich eat up
training time In prcblow oriented areas.

b. Fre-Seanon Mestioge

Group meetings should be scheduled inm central locations for inter-
preters living close enough to atcend. These could take placa on
wveekends during winter monthe. It is recognized that this sug-
gestion represeats a difficult logistical preblem. But, if such
ideas aren't mentionad, they mey go unconaidered.

Coats to seasonals might ba defrayed l:h.;:ﬂu.;h the use of VIP funds
or standard per diem paymants.

c. Taps Chsckost
Park aress shouls (sc=e 4o now) maintain 5 f1le of rtape recordings
L]




of example programs.

Such files cught to be enlarged by the addicion of sufficieat

duplicates to permit a loan system to be worked out permitting
seasonals to recelve materisls to be reviewed ar home. This would

go a loag way toward casing the sharp transictiom which occurs
vhen a new seasonal arrives st the park.

4. Audio-Tutorial Matarials

As it becomas penaral knowledpe thar something sust ba workad out
to better prepare lncoming seasonnl personnel, slide-tape coples
of actual programs could be substituted for audio tapas. Thase
too would ba avallsble om loan to seasonals st thair hosas bafore
the sumer satrancs on duty.

3. Seasornal On-Site Traimims

8. Formal

Presently conducted tralning sessions are of assistamce in promoting
affective intarpretacion. However, thera are several supgestions
which might ba considered.

Almost wmiformly, scasconals mentioned that training would have more
nearly accocplished its goals if leass rime had been deveted to

long, detailed, and tedious descriptions of the administrativa chains
of compand. Tha fsealing vaz thst more tima ought to be devotad to
subjects with issediare pertinence Lo tha tasks facing rthe seasomel.
For exasple, sassonales felt that it was important that they receiva
more training on communication skills weeful in interpretation snd
the makeup of good interpretive prograna.

However, if this training is to ba mada most meaningful, It muse
fluclude not just recitations of the principlss of effective inter-
pretacion, but actual cxamples tirough Jdemonstratiom. Repeatedly,
parsonne]l Indicated this facet vas cona of the =ost {sporiant pares
of cur sum—=er’s work vith them., Walka, erpecially, should be
demonstraiee on-site. The seasenal should heve the opportunicy To
witness demonstrators presenting avening programs to the general
public in order to see the full scope of Interpreter-sudlience
interaction. Formal evening progran and walk desonstrations can
provide many oppertunities to question, obeerve and ascartain
reasons for the inclusion or omission of various material as well
&8 Epproaches usad.

Duriag these formal training sessions, use should be made not only
of experienced sedsonsl and permsnent persormel but alse of others
from outside the Service who show a high degree of excellance.

Vhere sa enployee shows great abllicy, training should be scheduled
to ‘permit all scasonals to attend & program given by him Followed
by & discussion sesslion at which program content and formar could
be diacussed.




E. nior=al TIra

1. Area F-l.l'ilgl_ltlm

In most of che areas visited, some time was devoted during the
initial phases of sumser opuration to agssist seascaals in develop=
ing fapilisrity with the reglon. However, tize constraints dictate
that such scrivities wust be quite limited. Any further om-the-
ground knowledpge must be secured through the initiative of the
teamonaly themselves, However, it becames apperent that this typa
of activity was olso limited in scope. GSessonale used lieu time

te leave cthe pack rather than spending portloms of it looking around
the places they were to interpret.

Therefore, it is recommended thet, where possible, aspigned duty
tima be allocated to ellow sessonsls blocks of time designated

for this purpose. This can serve more than one function. Not

only can the peascnal hike ar drive into pew ereas and thus gain
on~site experisnce but he can also cbtain new slides for the files
or his oun talke and collect specimens for the park study collectiom.

On the other hand, Lt should be repembered -that one of the measures
which marks an employee as being a bit above the crowd in terms

of enthusissm and devorion to the job are sctivicies he indiriates
indapendently during lieu tioe.

4 il io=Tuto Mat

As mantioned earlier in this report, it is unlikely except in the
casa of the troely exceptional seployea, that 2 seasonal will

reach optimm eficctiveness and efficiency in persenal interpre-
tation until he has the opportumirty to observe sxcallent, mediocre,
and poor progrira. However, time again becvmes the limiting Tector.
It is unlikely that the seasconal will ba able to attend a grest
masy programs given by his peers sizply because of conilices with
his ove schadulé., Therafors, it Is recommended that sach park
area maintain and actively update & tape vecording file of pro-
gra=s. These tapes should be made available ot 2 central

locatlon vhete the Intispreters crn, ot thelr lalsura, sil down
and listen to them. In conjunction with good fermal training
which emphasises desirable characteristics im prograss, this methed
will provide a needed exposure which can probably net be imple-
sented as effectively in any other way.

Such a file need not be a burden to develop or maintain. Inter-
pretere giving talks should sieply be iastructed to start the

tape recorder now and then snd record themselves. (The use of these
capes for self erivigue will be discussad ‘later.)

Periodically, tha file should be "weeded" ro aveid an impossible
buildup of saterial. This could be dona by permanenis during wintar.

e
L
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Audio-tuterial materisls ought to be developed at Harper's Ferry

on subjects pertaining to interpretation and distributed to parks.
Interpretive topics would imclude: evening talks, gulded activities,
visitor center cparstion. In addition, materials for refrashment
and enhancement of training in arcas such as fire fighting, law
enforcement and gancral visltor contact should be considered.

3. Park H!I:«E:t I:EE!

Serving an important inforsal training need, this iz A source
wvhich f{a now used extersively iz mosr park arcas. It is especially
needad 1f the trend towvard weing Technicluns centinues. These
peopla are often seriously lacking in depth of understanding and
the library should serve as a primsry sourca to enhance their job
effectivences.




€4 ty Control
1. Farsonnel Morale - Permanant and Seasonal

This section should have been writiesm in ved and placed ar the
first of the repore. It is of great ismportance ss it has tles to
all sspocts of interprevive effectiveness. Morsower, its effecrs
can als¢ be felt in other arcas smuch as protection sméd maintsnance.
However, remarks here will be directed toward interpretation.

In a nutshell, morale within the ranks is at & low abb. Over and
ovar ve vare informed that interpretation is not being wupported

ac any level. Interpreters cxpressed the foeling that this lack

of support vas not localized ar the fiald level but that it had

its roots in high places within the Washingten Office. Llat me
emphasize. It im entively unimportanc whether this situacion is
real or {=agined. It is real to the peopla in the field who are
involved and that in the poinc. Employcss who are convinced that
thelr afforts are not appreciatsd or worse, that their whole program
and reascs for being, 18 on the verge of extinction are mot happy
pecple. They are even less sarisfied wvhen they believe that chere
is a definite plan in operation somevhere "up there”™ to do mvay
with interpretation. And, this is the belief. Clted as evidence
are cuch things s the fact that the FOST program (which will be
discussed later) has resnired fn removal of experienced interpreters
from alwoat all leadership ard superviscry positions with any direct
line contact end replacemsnt with are: menagers who have lictle

or ne experience in interpretation. Alse cited is the lack of
poasibilicy for promotion within interpretation.

Unless suppory in visible form begins to eccur in Washington and
filtar devn tangibly through active support from the teglen,
interprazation can be expecied to contiuwe its pathetic floundering.
Vieible support meaus incroased intaks of GB=7 and § interpreters
and incresssd upward wobility within the profassionel interpretive
ranks.

Lew morale in the permanant ranks can only have a deletarious
effacr on sessenels, Tt is wrealistic te expect measonals to
davoloy Ligh wovais in the face of suopatvisers who do nol possans
1E.

Aside fro= these reasons, these who are too long in contact with

an ares, on organlzation, or a parson may losa sathusiasm or

assume that uaspeken attirudes ave apparent to those sround them.
Unfortunately, this is oot the case. Overt sethods sust be vesoed

to demonscrare the existence of high sorale and espric. Scrangely,
this area sesmed to be one which pertounel were o little asbarrassad
about. They tencsd to act as though it vas enmanly er imapprepriate
to ehew such tendcncies cpenly.

Tha "now peneration' would have us balieve that such traditions and
heritags are mot modern and thus are undesirable. Dupk! It is upon
the foundation of morale and esprit that euparlative progra=s and
organigations rest. Disneyland's success ls largely correlated




with ctheir meintenance of just such high morale.

T tvision

The cream-of-the-crop is out there. But, for some ressvm, the
Kational Park Service seems only merginal in cheir ability te
select outstanding Individuals with potentinl for excellence in
interpretation. It is rare to find an Intarpréter vho obviously
was cut out for the job. Instead, most are just stusbling along
exhibiting qualities which indicate that sven with intensive
training, their levels of proficisncy can enly ba brought te
“adequuace™. The reason for this is clear. The solution is not
as sasy.

Selection for seascnal opporruniries is based almost entirely on
scade=ic background, job crperience as a teacher, etc. this is
eatirely unsatinfactorv. The job of Interpretaticn is &3
2/3 persemality and style and only 1/3 acedenic background.
Interprotatlon is an aifair of the heart. 1t is abeclutely impos=
¢ible to sssess personality characteriscics or communication skill
from a piece of paper on which is printed a college transcript.

Somo day, the Service is going to have u changs %o s method

of interview or other technigue for recruitesnt evaluation. Radia
stations of ten require a tape recording demonscrating tha applicant’s
sbilicy. '

In additisn to poor selectiom criteria, suparvisora axhibic a
rather "soft-hearied” attitude toward rehirze evaluation. Sessoncle
who arg avaluated as marginal snd even slightly below are kept on
geanon afray season in the hopa that some kind of devine inter-
vantion vill couse them to improve. There im lictle evidence

that they do. They just become firmly entrenclied in old, un-
degirable traits.

Let we re-emphasize. The best are still out there. The Park Service
should bo petting theém. A seasonal in the marginal or lowar

cetegery oupht to be dropped and replaced by &n Interprater who

win do Ll Job reguirad by the Feotiomal Fork Sarvica’sm. repubnstlon

of axcallance. Ocharoise, the public vwill scon bagin (0 TCcoEscsS

its evaluation of the guality of their park axperience. Raputations
of excellence are not carved in stone.

B. Aaditing

This posas & particularly seriocns problem in parks encompassing.
large sreas snd providing many interpretive proprame. In areas
such &8 Mz, Hainier and Olympic it is alemost impossible to handle.

It would require all of 2 supervisor's time for an antire season
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to obsarve sach program once. Therefore, the responsibilicy for
datarmination of quality in progra=s {5 cftes given to a seasonal
supervicor. It appears that the wsual criterion for salectiom is
ténura. Fe may not be a particularly effective interpreter, but
he has been sround for & long time.

The {dea of seamonale supervising saasonals fs highly undesirable.
Eot only is it like the blind lesding tha blind but it provides
tha besis for real personnal problems. "y should this guy boss
me? I'm just as good as he le-——better!” It places the seasonsl
suparvisor in tha position of being considered s threat snd a
resantad presence. Feedless to say, thi: severely limits his
sffactivenvss. Auditing should be carried out by permanemt por-
sonnal. This 1s especlally true vhen evaluations and determin-
ations involving rehire are involwed.

o matter vhat the problems, auditing is importent. And, this ocons
cheerving = seanonal's program rore than cuce during o season.
Granted, parscnnal ceilings will for a time wmake this racommendation
fall inte the realm of dresms. Howewer, it sust ba realized cthat
propar euparvision iz one of che keve to effective intarpretatiom.
Tharefors, as interpracerion regaine support increasses in perzanent
staff to parzit this vill hava o taka places

£: Cogching

e ides of eritiques, auditing, and evaluations in ona with
built-in implied threat. Neo amount of reassurance can elimirate
this overtone entirely. Thezefore, quality control and sshancement
when vTapped in soch titles often results in less Chas depirsble
success, It is with this thought chat the concepr of coaching is
introduced.

The term itself {mplies far lese threat and the technigues esployad
to carry 4t out tend to promote cooperative interaction. Coaching
can be & very effective mathod for isproving interpretacion.

The grrundwork for effpctive cozching must be laved in decailed and
cezelul eipluetlon 26 Akl conczernad. The pgoel Is enlanses Inter-
srativa quality, somsthisgz "in hich ve are intaresced”. "if we
work togather, sharing ocur insights and ideas, this park can have
the finest imterpretive prograss anywhere."

Coaching implims interacriocn. It caa imvolve, (1) segsczsls intar-
acting with perncnents &nd, (1) seascnmals interscting with othar
saasczals. Both types can operate during the season. The pain
probles sssociated with scasonal/permanent cesching ie tha iahibitory
effec: vhich the presence of the permanent may have.

It meez be clearly establiched that he is only there to functiom
ss pert of the group and make his own contribution to the izproved
interprecation which {5 the common goal of the group. Is ordsr to
get the most out of coaching, scasonal/seasomal conching grovps
ought to function as well.
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Whichever crrangament i used, coch manbar of ihe group must have
contact vith the subject under diccusgicn. In other words, it is
important for seasomals ©0 ohserve sach other in action. The
whole idea of ccaching is the cooperative exchange or discussion
ralating to prograns ond program comtent.

Tor axample: What did you like or dislike about the programs
observed in the lasc few days? What have you tried in your owm
prograss in an effort te isprove them? Did thess imnovations bear
degived frult? Why? Uhy oot? What does the growp think? What
did observers noctice sbout your sudisnce responses vhich you misssdl

Coaching can be & very rewarding enterprise. It not only has
importanca in terms of streagthening weak points im delivery but
alseo has a great comtridutisn to make in the bullding of rapport
among permcanel-

3. Self Imp-overswat

Mo matter vhat zction is tokea on the part of trainers, super-
visors, adeinistrotora and groupo of sassonals, the burden for
isproved isterprerive prograss falle on the individual. After
all, he 1s tho one giving the prograns, fesporgding to feadback
from visitors, innovating or not, familiarizing himself wirth the
ares or not, showlng eathusiosm or not.

Cne of the most affective waye for am Individual to assews tha
gealicy of bhis programs is to record them....and then listen

to them. Difficulties arise becouse most of us do not liks ro
listen to our own woices and tead to suffer it only for short
periods and only if we sust. The interpreter mwst make a definite
effort—force himself to record and listen. -Recorders do not lie,

flntior, or mask., Personal peculisricies in delivery such as

vh's ond abh's, mispronounced or fmproperly uvsed words, freguently
repeated worde and phrases stand ocut gleringly.

Ancther affactive procadure is te 24k a respocted chserver to
criticize progrem content sad delivery. &nd then be [lexible
eesnih Lo srafit by Lha aeviee. Aeeeptimee of eviticien is

probebly one of the hardest thinpgs a pereon evar learns to do.

D. istra

1. TOST

The FOST progra= seems to this observer te be at the heart of the
separation of supervicory intezpretors from offective llne conLact.

Area vansgers vho are being given rosponsibilitien for all facets
of park operations usvally have no experience in interpretatcion
ond aTe orible Co sccurately assess the guality of their area's
prograss or make affective sugzmestions Tegarding imprevement.

1t is entirely unreasonable to oxpect that a man who is not trained
in & particolar mrkill chould be placod in a position vhich contrels




the effectiveness of a program dependant on that skill.

A particularly interesting pltuation exists when chief natural-
ists are resigmned to the suparintendent's staff and have oo line
authority. Arrangements should be made by superintendents Lo
delcgate thelr authority in matters of interpretatiom in such a
manner as to allow the chief naturalisc to functiom more directly.

An ares nof special iportance is that of rhe wse of technicisms

in most interprective roles. Most of those we contacted exhibiced
ability only on the level implied by the title. Omestione which
went into more then rhumbnal]l depth struck bedrock. This was
especially noted in discussions regarding Nationdl Park Service
philosophies and goals as wvell as subjects in the natural sciences.

The technician concept may heve potantlal, Dut it certaluly should
b used with & great degre¢ of centlon. The Image of the Service
is a fruplile thing buedlt wpon personnsl possecsing a thoTeugh
knowledpe of goals, philesophics, land vee, natural scionce,
public relactiony, and commwnication skills. To relegate larpe
blocks of interpretation to techmicianm is o wery hazardous
eanterprise and T belleve upvarronted.

However, if the Service is going te continue to use them; then
their training had better be gréatly Intensified.

4. Leagership

Agatn and again, it was observed that supsrvisors were not taking
o firm leaderchip role in dealing with thaiy seascnal amployees.
Beme of the Teasons for this appeared to be copnected directly to
the lzch of backgrousd om Lthe supervisor's psrt. "1 really den't
know what I'm doing, so why should T be telling them?” This is
understundable and remediable rhrough trainiag.

Some of the shortage of leadaruhip also sppeared tisd te low
morale oa the pazt of the permanznt.

Fhutovne the roasong, this s seriows and needs to be corrected.

E_.. Critigqus From Without

Any orpsnization can becoms inhred and puffer from deterioratiom
brought sbout by the perpstuation of practices which are not
eondecive to efficiency and effeccivenass.

Groups withia u:ynua.:inrnl can zlzo suffer from the same

It is ¢ur te pay, "we've bheen doin' it this way for 1% years lnd
thare ain't mo Teason to change now'. That is happening in such
cases is chat participents are too close to the actiom. They
lose perspective. Thelr personal preferences, prejudica and com=
cerns create tumnel vision obscucing 3 clear, evaluative lock at
the situation.




Obscrvations this symmar seiésed [0 show that many of cha programs
posstssed a cortain sameness. Some of thie I desfizable. The
park visiting public ought 1o hear about the Langford-Doane
Cazplire. Buf, vhea the humor, the jargon, the basic delivery
takes on A sort of mirror imagery from area to arce, some changes
are in order.

You, =lmost a contradiction mcems built into the fact that each
park arce appesred to regard irtself az sn entity uanto iiself wich
licele or no relatienship to the Xational Park Service or the
nation as a whole, Pride in area is ome thing but proviacialism
hes no place in aflfective lnterprecation. This kind of attitude
teods to isolate and ingulate areas snd prevent or Inhibic the
injection of batter ideas and practices frem outside.

Input from eutside the orgsnication can serve tha important purpose
of providing fresh pevspective and pev poiats of view. Therefore,
it s the feslinj of this iwvestigator chat such contuct should be
contioued.

F. Hﬂ:ﬂmdsrlnm fg'r Future Action

Since cther recosmendarions are contained in the body of ths reporr,
thin section will deal entirely with recomsendatlons relatiag to

2 second pummor poticd of assesswent and training to be carried

cot by this iovestlesator during rhe gr=ner of 1973 ea [olloweit

The first tim= much & program is carried out, numrous ATezE ATE
dizeovered vhich owght to e sodified. This is ne exceptionm.

It 15 falt that a sccond phage of this program ought to he earried
oul daring the summer of 1571 as Isalloesa

1. e laes than a vech ahould ba spont in each area vizited.
Cffnctiveness is directly reloted te tha developsant of repport
b&twesn (e fnvistigotor and Patk Smivice persemnel. Oly=pic
and Ht. Rainier are too large to pernit proper coverage io under
10 days esch.

o & 'mipcbgrephed weoAl=out stal lug In detall the porls
amd purpopas of the wigit should bo prepared during the winter and
sent to each area in the spring.

3. Every effort should he i=ako to provide the investigator
vwith lodging in or very clese to Lha park.

Loss of time and rapport both octered due to .p:yu:al distances
iovelved. Moch cam be done during informal get-togethers in the
svening over a cup of cofiev amd such =eatings are izpossible when
the investigstor has to travel 40 milea to A motel Cha soma eveniog.

A rentsl pickup camper might be the snswer.
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4. In the Intercst of tise and efficlency, fower sraas should-
be schedvled. 1t is impossikic 1o make the necessary impact when
time is spread too thin.

$5. The travel pericd should be planned later in tha scason.
Several of the areas hod mot yet reached full operation while we
were there., July 1 to Asgust 15 or July 15 to August 3] =might be
considered, .

LLb-r i T

Agiin let me say that this report has purposely dealt with the
shoctconings observed. But, the conclusisn should nmot be drawn

that thiugs are so grim in incerpretation that there is no hops.
Thire wos 8 streng vadercurreat of that., Seasonsls and permanants
alike wast paod inmtevpretarion. They just need help. 1f progress
similay £o chis pasc wuzmer's are continecd and various of the
suggescions conloined in this report are irplemsated, interpretation
within the Pacific Northwest Roglon can be the finest in the
Sarvica.
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