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PART I: INTRODUCTION

The first time | heard the title of this conferentpictured barren parking lots and abandoned
industrial complexes being redeveloped and transfdrinto productive sites. Later | thought in
systemic terms, about a drought-ridden Texas @skored with life, and in turn, the potential to
support a myriad of life around it.

These are ripe analogies for considering the swbdity of cultural institutions. The ultimate
challenge for cultural institutions is to sustdieit relevance in the world around them in order
to play a critical role in their larger ecology.ety all too often, cultural institutions becomeygra
dust-covered and stagnant over time. This papersks on the greening of one particular
heritage museum — the Pioneer Museum in Fredeticgsi exas — and the quest to restore it
with activity, purpose and contribution to commuyrand quality of life.

While often thought about in physical terms (asository for a collection of artifacts) cultural
institutions serve as guardians of both tangibkiatangible culture and of our relationship to
these resources.

The role of cultural institutions is even moreicat in a post-industrial age, in which our
objectives extend beyond the goal of turning ramdpct into consumable goods. Educator Ken
Robinson talks about how our new tools are thosg$hthat inform and engage our
imagination; then our imagination becomes our wtertool for problem-solving.Cultural
institutions are a ready set of such tools, buse¢heave value only if we actively put them to use.

! Ken RobinsonDo Schools Kill CreativityZNew York: Ted Conferences, LLC, 2006). OrigiBabadcast: June
2006) Accessed on October 15, 2007 at: http://wadvdom/index.php/talks/view/id/66.



Figure 1. Class Portrait. Courtesy of the Gillespounty Historical Society.

If, indeed, cultural institutions have so much oo, how is it that many find themselves
leading a rather gray existence? Is there a coiomeoetween this situation and the graying of
our environment and cultural landscapes? Whath@r@&uman factors in these equations?

Our understanding of the natural world and our ioapathin this world is dynamic. For
argument’s sake, let’s assume that we are incrgasinknowledge of ecological systems,
population impact and climate change. Why thethé22' century, do we appear to be on a
path to abusing our natural resources and natys&éisis even more aggressively than did past
generations?

It is, perhaps, because of the paradox that inldped societies, day-to-day actions are driven
more by social and culturalantsthan by basic needs for survival. We’re movingMaslow’s
Hierarchy of Needsyet our approaches remain heavily object-badealsed in the tangible —
rather than idea-based. Stated in more directstenra are promulgating a culture of
consumption in our pursuit for fulfillment. As vireard in an earlier conference session, no one
likes to be told he needs to do without. Assuntimgis true, cultural institutions can help
promote a shift toward re-discovering the valuéhefintangible aspects of culture, such as
identity, story, ritual, and human relationshipsd &aow these can provide an understanding of
the world around us and a source of fulfillmentgohe way.

I will outline three observations as to why oulatenship with the physical world is in a state of
transition. Each suggests something about the it@poe of cultural institutions.

First, in the last few generations, there has lzeepid erosion of cultural knowledge among
people living in the developed world. By cultukalowledge, | refer to the knowledge that a
community or culture acquires by living and sustagrtself in a particular place over time.
(Others refer to this as traditional knowledge jgedous knowledge or local knowledge.
Modernity blesses us with many conveniences, bsitaiso means developed society is often
disconnected from the natural resources that stigpofhe process of understanding natural
systems and cycles becomes abstract, rather tb&drin first-hand experience. We often don’t
know where resources come from -- water comes “fifogrtap” or “from the bottle.”

2 Maslow, A. H. A Theory of Human MotivatiofPsychlogical Review, 50, 370-396), 1943.
% Berkes, Fikret, Sacred Ecology: Traditional EcatagKnowledge and Resource Management. PhiladelptA :
Taylor & Francis, 1999.



Second, we are increasingly mobile. The averaggpanoves many more times in his lifetime
than in generations past. He also moves resoarcesd the planet with astonishing speed. We
don’t have to be in relationship with a specifitural environment the way past generations did.

Third, we have modified our physical landscape @enveloped our virtual landscape such that it
seems to be a Zkentury condition that we are “lost” a fair amoofithe time. We can fill our
time, our space and our mental landscape withnmétion — internet, cable, junk mail — to a
point of tremendous distraction. In the questi@aning, we often find ourselves in a quagmire
of too much information, too many facts and notwgiowisdom.

The Role Of Cultural Institutions In The 21 Century

These observations help explain a collective diseochbetween general populations and cultural
institutions. They suggest that we are still l@agrhow to harness the potential of information
technology in order to affirm relationships wittettvorld around us. In this context, the physical
space of a museum is important not only as a symbalrepository, but also as a dynamic
framework in which one can better understand ttaiomship between tangible and intangible
resources, and can exist both as a part of a t@ramunity and a global one.

To illustrate these ideas, | will share with yoe thiork that I've been doing, in conjunction with
Overland Partners, for the Pioneer Museum in Gilee€ounty in the Texas Hill Country,
approximately 75 miles west of Austin.

Figure 2. The Texas Hill Country. Photo courteEpuerland Partners.

The Pioneer Museum is a heritage museum operatdteligillespie County Historical Society,
a non-profit organization formed in 1934. Largebtunteer-driven, the society operates with a
full time staff of two, four part-time staff memisera team of paid docents and numerous
volunteers. Over time, the activities of the Pemgluseum have become a form of “social
glue” in the town of Fredericksburg, and the museaitenhas become a repository for displaced
historic buildings.

The challenge of the Pioneer Museum is one of sustpa critical role within the community as
the community changes and the economy shifts fromew@ture to tourism (including heritage
tourism, agritourism and recreational tourism).e Hill Country has become both a temporary
and permanent retreat for more and more peoplegdted by the growth of the nearby cities of
Austin and San Antonio. Popular publications haamed Fredericksburg a top destination for
retirement. Yet even with this growth, museumtatson and membership stagnated during the
1990s and early 2000s. As more people were cotoifrgedericksburg, a smaller percentage
were visiting the museum or participating in it$\dtes.

I will describe the physical nature of the sits,buildings and collections, as well the planning
process undertaken, but first, let me offer a brisfory of Gillespie County with some
comments about how community sustainability casdsn through this lens.



PART II: GILLESPIE COUNTY HERITAGE

Texas in the Mid 19" Century
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Figure 3: Map of Spanish Texas with orange redeimglicating the approximate location of Gillesfleunty.
Source: “Spanish Missions, Presidios, and Roattseri 7' and 18' Centuries”. Source: Adapted from Herbert E.
Bolton, Texas in the Middle Eighteenth Century, \émsity of California Press, 1915. Copyright 19B6ard of
Regents. The University of Texas Systems. Allh&dreserved.

The land of Gillespie County was recognized in1Be&h and early 19th centuries as part of
“Comancheria,” the domain of the Comanche Indidhsias not widely opened to settlement
under land grants during the Spanish or Mexicam owker Texas.

Like the governments of Spain and Mexico that pileddt, the Republic of Texas, established
in 1836, saw that encouraging settlement of Teyammigrants from the United States and
Europe was a way to establish a protective bukégwben settlements in the eastern part of the
state and the Comanche to the west. The newlyddiiRepublic sent agents to Europe, who
acted on behalf of the State, and in some cas¢ldorown benefit, promoting the promise of
Texas.

By the 1830s Germans, especially those who madielitress farming, were beginning to
experience the negative effects of the Industraaldfution: small farms could no longer
compete with increasingly mechanized productions,could cottage industries that had been
used to provide supplemental income. Politicasims, overpopulation, high taxes, the desire
to own property, to avoid military service and tirgreligious freedom also supported decisions
to leave the homeland. Embarking on a journeyhickvthere were many unknowns (especially
given the slow and limited means of communicatibtina time) required a capacity for
adventure; thus it was difficult for many Germanignants whose families had been rooted in
the same town or village for innumerable generatidAerhaps, it is from this idea that a pattern
emerged: many sought to recreate stable commsimitid were intent upon establishing the
cultural traditions and opportunities known to thenthe cities, towns and villages they left
behind.

In 1842, a group of Germans formed the Mainzer swkein, the Society of German
Noblemen, first organizing themselves around thelmse of a land grant west of San Antonio.
They intended to create a German colony in Texaisvtbuld alleviate overpopulation and



poverty (primarily among farming classes in Germaaryd to harvest natural resources for
export back to Europe.

Prince Carl von Solms was appointed commissioneeig and soon began to advertise
throughout Germany. Only after his arrival in TeXauly, 1844) did he realize that the grant
was expired; further, the Texas Republic wouldreoew it. Back in Germany, the Adelsverein
quickly negotiated the purchase of a second gkawtyn as the Fisher-Miller grant, from Henry
Fisher, a German native and the Official ConsuthefRepublic of Texas. Assured by Fisher
that the land (which included more than three omllacres between the Colorado and Llano
Rivers) could be developed for 80,000 Texas dqlttwes Adelsverein continued with their plans.

When the grant was purchased, neither Fisher nomamber of the Adelsverein had ever seen
the land, nor did they compute that it was in tharhof Comanche territory. In 1844 German
newspapers advertised that the Adelsverein, feeawould provide Texas-bound emigrants
with transport, acres of land and material aid.

journey to settlement. Source: Karte des Staatelk den zu Washington im Septbr. 1850 regulirtehdurch die
Texanische legislatur zu Austin bestatigten neuenzen. Map published in 1851, Berlin. Image & T2xas
General Land Office.

Journey and Arrival

In December 1844, three ships (the Johan Dettiertlerschel, and the Ferdinand) carrying
700 colonists arrived through Galveston to the pb@arlshafen (later Indianola). In haste to
secure settlement rights, however, the Adelsvdegied to address that the land had not been
surveyed, a condition of settlement (establishethbyRepublic of Texas) that would come at no
small cost. Newly arrived immigrants wanted to péete the long journey inland to the land
they would settle, but they were forced to camfemporary shelters in the vicinity of the port.

As a stopgap measure, Prince von Solms purchaskdd@8s along the Comal River, north of
San Antonio for use as a way station and tempaaitfement. By March 1845, the first group
settled New Braunfels and received the land atast, since they were still unable to settle the
land in the Fisher-Miller grant. Having completeait of the goal of settlement, Prince von
Solms resigned his position, and Baron von Meudebabo would take the name John O.
Meusebach) became the second commissioner-general.



When Meusebach took his appointment, the Adelswavere in a dire financial position. In
November 1845, he received word that some 4,30h&iE were departing from Germany.
Galveston and Carlshafen were both suffering freerecrowded conditions and outbreaks of
cholera and yellow fever. Realizing that a secstogpgap colony was needed, Meusebach and a
survey party traveled inland to select a site betwdew Braunfels and the Fisher-Miller land
grant. After selecting the site that would becdfmedericksburg, Meusebach resolved to move
colonists there as soon as possible, perceivittghié far healthier than the disease-ridden coast.

Although idealistic and poorly organized, the Adel®in brought 7,380 immigrants to Texas
from the period 1844 to 1846. From the arrivalrd first settlers in Fredericksburg in May of
1846 to the start of the Civil War, Gillespie Copmtould absorb thousands of German
immigrants arriving from the ports of Galveston &@watlshafen, as well as from other ports in
the United States.

Settlement

Meusebach’s descriptions of the lands that becadeFicksburg indicate that the quality of
water, stone and timber were important to its $elr@s a place of settlement. In the spring of
1846, 120 men,women and children made the 16-daadxrip from New Braunfels to settle
the town of Fredericksburg.

The town began to reveal transposed German chasticte laid out like a village on the Rhine
River, it had one long street roughly parallelingvh Creek Initially, buildings were
constructed as simple frame structures with wdllgpoight cedar posts. Settlers soon began to
build permanent structures faichwerk(which combined timber, rock and plaster) and
eventually, buildings of heavy limestone block.

The first permanent building constructed by thertavas the Vereins Kirche, an eight-sided
fachwerkstructure that served as a school, social hatkefes and house of worship for the
various faith congregations represented. ThetFattcongregations shared a common house of
worship speaks to the communal efforts made wighfélw resources assembled at that time.
This multi-purpose building became the emblem efftedgling Fredericksburg community.

FigUre 5. View of Fredérickstrg, from the laté"t@ntury, showing the original Vereins Kirche lamhtn what
today is the middle of Main Street. Courtesy @& @illespie County Historical Society.

The Meusebach-Comanche Treaty
Although Fredericksburg had begun developing asva tthe Adelsverein were still intent upon
surveying and settling the Fisher-Miller lands; ditions of the grant required that the land be

4 Ibid.



surveyed and settled by the fall of 1847. In dand 847, a treaty party of 40 men, including
German settlers, American surveyors and Mexicarpnéters journeyed into the Comanche
territory to meet with tribal leaders. Accomplisheihin a few months, the treaty assured
continued trade between the Comanche and the pgaed made it possible to survey the land
of the Fisher-Miller grant. By this time, the Adeérein was bankrupt; many who had obtained
land in the original grant sold it, preferring &ttée instead in or near Fredericksburg, which had
begun to serve all residents of Gillespie Countgragconomic, as well as socio-cultural and
religious center, much as it continues to do today.
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Figure 6. Painting of the Meusebach-Comanchetyagreement, depicted by the granddaughter of Gbhn
Meusebach. Courtesy of the Gillespie County HistbrSociety.

Settlers Continue to Come to Texas

Other settlers came to Gillespie County. Assunethb religious tolerance of the new German
community, the Mormon community of Zodiac was foeddn Gillespie County in 1847 by
Lyman Wight and 200 followers. Although it endur@dy until 1851, the settlement, which
included the first sawmill in the county, playediaxportant role in establishing the economy of
the county. Zodiac became a principal suppliese&ds, lumber and flour for the growing
communities of Fredericksburg and Fort Martin Scott

In 1848, the U.S. government established Fort Ma&tott two miles east of Fredericksburg,
providing another level of protection from Comaneltiack on the frontier, and fueling the
economy of the growing town, including trade adgiloetween pioneers and Comanche.
Soldiers and town residents did not always getglan argument between soldiers and town
folk led to a fire that destroyed the records @f tibwn from its first years in existence.

With the signing of the treaty ending the MexicaméYican War, Fredericksburg became
important as the last stop of the Emigrant Roadeoting San Antonio to El Paso. Many
travelers used this road on their journey wesbfwihg the California Gold Rush in 1849.

Traditions Renewed and Adapted

Immigrants brought many social traditions and pecastfrom Germany to the New World. Soon
after the founding of the town, residents establisgpecific cultural activities left behind in
Germany. Distinctive German traditions, such asa&hgroups, shooting clubs, gymnastic clubs
and social societies were important parts of comtylife.

Over time, the community established more tharyfiartal schools, built primarily on donated
land with donated labor. The opportunity to ob@ipublic education was held in high regard



among the citizens of Gillespie County. Germanstingén San Antonio in 1854 petitioned the
Texas legislature, resulting in the creation of Tegas public school system.

By 1850, Gillespie County was delivering signifitagricultural product to markets in San
Antonio. The successful establishment of agricaltpractices can be attributed to utilization of
practices employed in Germany and an opennessfaattn of certain Anglo American,
Mexican, and Native American crops and farming mégqies. German settlers also benefited
from communal efforts for initial crop cultivatiand fencing fields and pastures. Whereas
many Anglo American settlers utilized either sléseor or hired labor, German farmers often
employed the entire family, including women andaen.

Prior to the Civil War, the political philosophyaied by many German settlers influenced an
anti-slavery position and loyalty to the Union, il many German settlers at odds with the
increasing numbers of Anglo-Americans who werdiagttn Texas. After residents of Gillespie
County voted against secession, while the majofififexas counties voted in favor, Gillespie
County suffered not only from the general disruptamd turmoil of the war, but also from the
Confederate “irregulars” who raided and generatydrized the community in the name of the
Confederacy, and from other outlaws who took achgabf a tumultuous time.

Following the Civil War, Gillespie County retainatlich of its relative isolation. Families
expanded their landholdings, especially duringli®@0s, and the use of hired labor became
more necessary. Success in agriculture and indfustled the local economy, creating more
reason for the outside world to connect to Gillespounty.

A critical part of this story is not only that tpeneers survived but also that they learned to
prosper while sustaining the natural resourceb@fdandscape around them. The stories of trial
and error, of getting to know the landscape and#taral resources it produced, are basic
lessons that, today, fall to heritage museumsaohte They are lessons that museums should
teach, in that they connect current generatiortisg@nvironments in which they live, and help
them see that they share the same concerns agep&sations.

——

Figre 7. Men ohnite dome known as EnethRock. Courtesy of the Gillespie County HistdriBaciety.

The photographic collection of the museum suggéstispeople formed a special relationship
with this landscape. Countless photos show grofifsmilies and friends assembled at
Enchanted Rock and other sites.



- 3 s S

Figure 8. Family psig ata uarry. Courtesthef Gillespie County Historical Society.

Other images convey wonderment and pride in th&ybf the community to make use of
natural resources, such as this picture of a fagrityip posing at a quarry site.
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Figure 9. Famiiy pE)sed in front of a ﬁdmestead.lr&my of the Gillespie County Historical Society.

Images showing the homesteads of early Pioneeeslréive resources they used to protect and
sustain family life. Rainwater collection, kitchgardens, swept yards (which created outdoor
work environments and kept critters away from hgnaesl other practices reveal how each
family operated within its own ecology. Small ches in practice or access to tools could
significantly impact quality of life.
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Figure 10: Opera house. Courtesy of the Gille§janty Historical Society.

Immigrant culture transplanted values, traditiond arts to this new community. In this new
context, the community established familiar tramfis and practices, and often transformed them.

Modern Fredericksburg

Over time, farming and ranching changed from hoos@xen-drawn equipment to the use of

tractors. Windmills changed from wind power toam&nical pumps. With the completion of

the San Antonio, Fredericksburg, and Northern Rayhim 1913, and the construction of roads



serving automobile traffic, geography became Iésshuffer against outside influence.
Advances in agricultural equipment resulted ineagroduction of cotton, sugar cane and
grains. Sears and Roebuck catalogs and otherartl-catalogs offered residents everything
from shoes to prefabricated homes. For some, hexvéwe conveniences of modern life,
particularly electricity and indoor plumbing, didtrarrive until as late as the 1940s, when major
regional infrastructure projects were complete tilline onset of World War I, Gillespie County
continued to receive a steady flow of new settenggrating from Germany. German remained
the dominant language of the county and part osteol curriculum.

A defining event for all Americans, World War | tdi®d in a range of experiences for German
Texans.

iure 11. Familyin a fiel. 6hu‘rtey of thel€spie County Historical Society.

Like much of rural Texas, Gillespie County sufferadler the periodic severe droughts that
occurred in the 1910s, 1920s, and 1930s. Witlotiset of the Great Depression, Texas
experienced its first mass emigration of settierduding those from Gillespie County, who
could no longer make a living. Because of a steslyelopment from agricultural to ranching
and livestock practice, Gillespie County sufferestsl severely than other parts of Texas. Fueled
partly by a post-war interest in American heritage landscape cultivated by railroad expansion
and the automobile, the landscape of the Americast\Whcluding Texas, became a primary
venue for tourist excursions in the 1920s and 198351930, the natural and cultural heritage
of Gillespie County became an economic driver aftrm of tourism. Entrepreneurs began to
market the town as a resort center with huntingfesighg opportunities.

In 1934, citizens organized the Gillespie Countgtbtical Society and created a replica of the
Vereins Kirche in Marktplatz in collaboration withe Civil Works Administration. The original
was in disrepair and having served its purpose,deawlished in 1897. The “German-ness” of
Gillespie County citizens and other Americans wastfized, again, during the events of
World War II, yet many of the traditions establidhe Gillespie County survived intact through
this period. Both agriculture and manufacturingsifiespie County played important roles in
serving wartime efforts. Texas again experiencethpr population shift following the war,
this time from rural town to city. In 1960, theqdation of Gillespie County reached its lowest
for the period from 1920 to the present.

PART IIl: CONTEMPORARY CONTEXT

Fresh Eyes on Hill Country Heritage
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Figure 1: Entr of the museum (at the start efgtanning effort). Courtesy of the Gillespie CauHistorical
Society.

In 1955, the Gillespie County Historical Societyghased the Kammlah Homestead for $10,000
and opened it to the public in 1958, relocatingRi@neer Museum from its location in the
Vereins Kirche replica to the homestead site.

Lyndon B. Johnson’s tenure as Vice President (188d3) and President (1963-1969) brought
dignitaries to Johnson’s family ranch, known as‘fhexas White House,” in nearby Stonewall
and with them, journalists interested in descriliimg cultural context of these meetings. This
attention awakened interest in the history of thie®buntry and its picturesque historic sites
and buildings, many of which had fallen into disasel disrepair. The attention paid to built
heritage dovetailed with a growing national intérasHistoric Preservation, which resulted in
the passage of the National Historic PreservationiM1966. The Kammlah Homestead was
one of the first buildings to be listed in the Matl Register of Historic Places. In 1967, the
Nimitz Hotel was reopened as the Fleet Admiral @red/. Nimitz Naval Museum, to honor the
accomplishments of Admiral Nimitz (a native sorFoédericksburg), and other servicemen and
women, in the Pacific during World War Il.

Preserving Heritage Today and for Future Generatios

In the late 1970s, community leaders began cuitigaieritage tourism, promoting bed &
breakfast establishments and embarking on speudiketing efforts. The natural beauty of the
county, a large number of historic structures, anolst notably, ongoing traditions such as the
Gillespie County Fair (initiated in 1881) and numes festivals have been successful in
attracting not only tourists, but also newcomerks® to make a home in a community with a
vibrant, living heritage.
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The current population of Fredericksburg is abqQ080, yet it has been estimated that as many
as five million people a year visit the Hill CoupntiThe top reason that individuals list for
visiting Fredericksburg is “shopping.”

With tourists regularly forming a greater percertaf the persons on the street than residents,
Fredericksburg faces some of the same social,ralitiad economic dilemmas present in other
historic cities (Venice, Salzburg, Santa Fe) altawt to preserve authenticity while maintaining
a viable residential community. There is a riskt th tourism-oriented economy will eventually
oversaturate and that unchecked development wah put local residents, weakening the
connections between residents, place and cultaditions.

Influenced by the current director, Carol Schreidee Pioneer Museum is striving to be an
“audience-centered” museum, improving the wayitae local residents as well as tourists.
Improving the quality of the visitor experience hmgtovide for a deeper understanding of
heritage, fostering increased visitation, more a¢pesits and long-term stewardship.

Although this paper addresses the relationship &&twhe museum and stewardship at the local
level, it is also important to consider the phykioaation of the museum in Fredericksburg and
its effect on current visitation to the Pioneer Bus by tourists. There is a substantial
difference in visitation rates between the Museliitihe Pacific War, located in the hub of

tourist activity, and the Pioneer Museum, locateksal blocks west of this activity. While the
Pioneer Museum is a fitting introduction for visgas they begin their visit to Fredericksburg,
its location away from concentrated tourist acyiviteans that most visitors visit the museum at
the end of their stay, if they visit the museuralaf Current limitations on parking, congestion
on Main Street and a lack of any mass transit syste also factors in this situation.

Figure 14. Map showing Main Street. The bulls-syaks the location of the Pioneer Museum and ittodec
marks the location of the Museum of the Pacific Wgtnderlay map courtesy of Fredericksburg Coneenand
Visitors Bureau.)

5
Core Research2004 Fredericksburg Convention and Visitors Bur&asearch, Final RepofAugust, 2004).

® The difference in the visitation base betweenMiseum of the Pacific War and the Pioneer Museuai édurse
also influenced by the stories they address, asitiatild be noted that the Museum of the Pacific Uges an
excellent job focusing on the international scopitsostory. Because many visitors to Frederickgtare
daytrippers, starting with the Museum of the Padifiar (which can take several hours to visit) mdhasit is
often their “one museum experience for the day.”
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Certainly, the museum would benefit monetarily frmereased ticket sales and museum store
sales from broader tourist visitation. The readsed opportunity, however, is the long-term
benefit that would come from providing visitors ama substantive understanding of the town
and its heritage, transforming them from “casual"ested” visitors. At present, the visitor
experience is largely “consumer-based,” dictatethieyspecific shops they enter on Main Street.
In addition to the work being done at the museumijli be necessary to find creative ways to
address some of these larger issues related tigsnouranagement. Solving these problems will
benefit not only the Pioneer Museum, but also titeeecommunity, as well as the tourists who
visit. The Fredericksburg Convention and VisitBtgeau is working to address these issues,
including partnering with the Pioneer Museum tovile an “uptown” visitor center on the
grounds of the Pioneer Museum. A high-quality,lw@hnaged tourist experience is essential
for ensuring that tourism develops in a way thatauns the resident population and its potential
to participate in other economic activities beyooarism.

Figure 15: The Pioneer Museum complex is a 5-siteglocated at the corner of Main Street and Milstreet.
Photo manipulated froi@oogle Earthview.

When addressing the relationship between the musaahthe local community, it is necessary
to understand the diverse interests and needssatdmmunity, as well as the nature of its ties to
the Pioneer Museum. Whereas the founders of thes@ie County Historical Society and its
subsequent leaders who purchase the Kammlah Hoadestre a generation or two removed
from the original pioneers, the relationship ofremt and potential stakeholders to this heritage
is different. In fact, a large number of individsiactive in the historical society have relocated
to Fredericksburg as adults; not all have directifiaties to Gillespie County.

From discussions with stakeholders, we found tsasaons for being vested in the Pioneer
Museum are diverse. These include, but are nateldmo:

1. Family and cultural identity. The museum suppthesrole of elders within the
community and connects youth to their shared rgita

2. Social experience. The museum provides residboth,established and new to the
community, a place where they can develop relatimsswith others.

3. Entertainment. Events such as the Roots Musigvaggtrovide entertainment not
offered elsewhere in the area.

4. Education/interpretation. The museum helps visitaerested in history understand how
the past has informed the present, whether theg tias to Gillespie County heritage or
not.
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5. Pride. The museum acknowledges the diversity®@ttimmunity’s cultural heritage.
(This is a work in progress; particularly thosenoh-German heritage cited the potential
of the museum to do this.)

6. Civic purpose. Stakeholders feel that involvenarthe museum is a viable way to
contribute to the community. For business ownerglvement also conveys a “good
faith” relationship.

7. Economic development. Stakeholders with busingdsgslirectly benefit from tourism
recognize the importance of the museum for econalevelopment. Others emphasized
that having strong cultural institutions makes Eerégtksburg more competitive in
attracting new businesses and other high-qualigld@ment.

Beginning with a better understanding of this imraggistakeholder base, including its interests,
needs and objectives, the master planning effotides its attention on enhancing the
relationship between the museum and the local camtgnuFrom a management standpoint, the
purpose is to allow stewardship responsibilitiebecshared by a broader group of stakeholders.
From a resource utilization standpoint, the purpste make critical changes so that more
individuals will make use of the museum and itoueses. In doing so, the institution will
intrinsically be engaged in the process of addngssontemporary community needs. (Two
programs already in place include the museum’sli@ment in a community leadership training
program, and a partnership with the county parabgmam, which allows parolees to put their
skills to use at the museum to fulfill their seeviequirements.)

Figure 16: Site plan of existing structures. lmagurtesy of Overland Partners.

Addressing the Specifics of the Physical Site

At present, the visitor entrance to the site ittt Kammlah House, through a front room that
was once a dry goods store operated by the Kamifiauhaity. Over time, the museum acquired
the Fassel-Roeder House and additional adjacett ilaciuding the First Methodist Church
building and its former parsonage, which today leausiseum administration, collections
storage and a multi-purpose meeting room. Sin&81the museum has received four other
historic buildings to the site and has construetedstroom facility and an open-air frame
structure for its buggy collection. Also constedtn site, by a different organization, is a
building that displays two historic fire engines.
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Together with its artifact collection, which randesm an extensive collection of furniture and
woodworking tools to the photo archive of the Raeéast newspaper, the buildings and site
features represent an extremely wide range of palysesources deemed important by the
Gillespie County community and entrusted to theenus. In the early 2000s, it became
apparent to the museum board that sustaining titerduevel of operation would not keep up
with the myriad collections management needs ofribeeum, particularly as artifacts and
buildings continue to age. Evaluating the museungssaging led to a realization that site and
artifact presentation needed to be realigned vidttytelling objectives.

Remedying the Gray Areas

In April 2005, Overland Partners, a San Antoniodabarchitecture firm, was hired by the
Pioneer Museum to develop a master plan, concunignthe completion of an internal
assessment by Dini Partners, a development angrodib-nanagement consulting firm.

To date, the activities undertaken by the museudntarconsultants include:

Conducting an internal assessment and formulatstgagegy plan

Completing the master plan (site use strategy angramming, planning concept, a
three-phase development strategy, storyline resgarc

Hiring a new executive director

Planning and undertaking a capital campaign

Purchasing land on Main Street and remediatingiteewhich was once operated as a
gas station)

Reconstructing the Dambach-Besier House at theecarfithe site

Hiring a full-time collections manager and a pame programs coordinator
Implementing a collections inventory, which wasegsary to inform collections
management, facility programming and interpretilanping. “The Conservation
Assessment: A Tool for Planning, Implementing, &ndd-raising” served as a guide for
this endeavor.

Developing an interpretive master plan

Future anticipated activity includes:
- Revising the collections management strategy, Spalty improving the collections
database
Developing a detailed facility program
Completing a new building that includes an oriantatheater, museum store rotating
(multipurpose) gallery, and concession area
Implementing new exhibits and interpretive programs
Developing a new identity/branding approach
Completing a new building that includes space dsditto exhibits, collections
management, collections storage and administration

" Sara Wolf, "The Conservation Assessment: A TooFanning, Implementing, and Fund-Raising," (¥fagton, D.C.:
1991).
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The planning process has been stakeholder-intertbigds important not only because it gives
stakeholders a vested interest in the succes® gfrthect, but also because it allows the
consultant team to observe the institution’s cdpads, from which we can develop appropriate
recommendations.

Current Conditions at the Museum

The current conditions at the museum speak toela¢ionship between physical, economic and
social sustainability of the museum and its resesird will mention a few highlights of what we
found.

Figure 17. West elevation of the Kammlah Homesterigoto by author.

If one thinks in terms of “gray areas” being arefistagnation, the site faces physical challenges
such as how to deal with landscaping, which cdl@abisture and harms foundations, planted
close to the buildings. In operational terms, wechallenged to increase visitation and populate
the site with activity, while also maintaining tregher tranquil sense of place that the site offers
today. We address both of these by creating distiones of activity, and considering visitor
experience, interpretation and conservation ohjestin the decision-making process.

Figure 18. Detail of historic lime plaster and «a@atterns in the second kitchen of the Kammlabgdo Photo
by author.

In terms of architectural conservation, there eead to sustain the evidence of use, such as
smoke patterns on interior plaster, while achiexanmpint of relative stability for the structure.
Sometimes, these two objectives suggest seeminglyadictory solutions. In this case, the
evidence of past preservation interventions, ssgblaster stabilization, becomes a physical
attribute to interpret, in addition to the origifastoric fabric and its patina.
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Figure 19: Installed artifacts in the White Oak8al House. Photo by author.

Books on display in the White Oak School, one efrislocated historic buildings, are presently
exposed to temperature and humidity fluctuatiorteresive natural light, and, perhaps most
critically, theft potential. They also demonstrdte need to examine artifacts in the collection
for contextual significance as well as for indivadimerit. During the survey, we found within a
series of Mark Twain novels an anomaly in the moppnbf Twain’s inscription and signature,
which appears opposite the title page. (In oneripgon, the word “all” is missing.) Being able
to describe artifacts on the basis of multiple ealinstantly expanded the museum members’
interest in stewardship of this collection. ltajgompted review of privately-held collections
and discussion about potential future acquisitions.

Figure 20: Kammlah House (temporary storage).t@hy author.

As we proceeded with the collection survey, we tbarcache of unaccessioned artifacts that had
been temporarily stored in a storage cabinet balowxhibit case in the Kammlah House. The
artifacts were dust-covered and damaged by p&sther than viewing this condition merely as
mechanical failure or human error, we interpretezldache of artifacts as a sign of weakness in
the overall collections management strategy. Hbasekeeping plan were being thoroughly
implemented, the cache would have been locateddefae it was discovered in the survey
process. Findings such as these prompted the mu®econsider the reality that future
acquisitions will only increase the need for resesrdedicated to preventive maintenance; it
also prompted them to consider how to continuely lreavily on volunteer activity, but with

more specific protocols and more redundancy.
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Figure 21: Woodworking planes on display in theritalah Barn. Photo by author.

The museum includes a notable collection of woodkimg tools beautifully displayed in the
Kammlah Barn. Particularly when speaking to anenxk that doesn’t have a great deal of
knowledge about specific practices, interpreterstredplain the purpose of the artifacts.
Otherwise the visitor’'s appreciation is limiteddahe artifacts are simply perceived as “a
collection of old tools related to woodworking.”tf@r than having seen the artifacts, the visitor
does not come away with more of an understandiag tie had before he experienced the
exhibit. To expand interpretation, we recommentthadl the museum involve and rely upon
carpenters, masons and other such workers frormotimenunity. These craftsmen retain specific
knowledge about the use of these and other toatstheir involvement might influence them to
become engaged in what the museum is trying toraglish.

Figure 22: Museum docent Lydia Fishel explaingotyg in the kitchen of the Kammlah House. Photadtjor.

Lydia Fishel (Figure 22) is one of three docent®\whs worked at the museum for more than 10
years, making her a unique asset. When | firsab&dpserving the museum environment, | was
critical of many of the practices | noticed, sushadack of consistent monitoring of temperature
and humidity. It was only through conversationhittie docents that | understood that Lydia
and her colleagues maintain an acute knowleddgeeoétvironmental conditions of the museum.
They also understand how resource conservatiobéws practiced in Gillespie County over
time, and can explain it in culturally specificrites. Lydia explained, “These people knew about
ecology. They didn’t throw water away. Saturdagsvbath day: a family would start with the
cleanest person first. After that person was dmathing, the next person in line would make use
of the same bath water.”

While there is a need to establish a collectionsagament strategy that can be followed by
more than a small number of individuals, dialoguthwhe docents was a turning point in the
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way | viewed the museum'’s ability to operate ireatremely resource-efficient manner. The
history of operation advocates for improving fd@k and systems in a way that keeps processes
simple and continues to rely heavily on voluntegyort. The museum needs volunteers, and
volunteers need to be part of the museum.

Planning Concepts

One of the most important things about the PiohMagseum’s planning process is that it has
considered physical, financial and social/cultstadtainability concurrently through the many
initiatives at work. The credit for this goes e tleadership of the museum board who, like the
original pioneers, are taking the long view on thevestment of time, energy and money.

Like any cultural institution, the Pioneer Museuenv&s a dual mission of preserving and
presenting cultural heritage. The tension of thission tends to put people into two camps: the
conservator versus the programs director. The moqghasis that is placed on cultural
knowledge as the primary resource, the greateinthi@ation for the institution to be manifest as
a place of living culture. The more the institatis object-based, the more restrictive or re-
active conservation policies are likely to be. Téality is that culture is not merely the idea or
the object, but also the relationship betweenwee tThat relationship is defined in human
terms: intellectual, emotional, economic, soaald physical. The challenge is to strike a
balance between preservation of the physical rescamd the need to access, use and even alter
the resource. No decision is perfect, but fromdifigculty of deciding how to proceed comes a
deeper understanding and appreciation for whatstalie. In the process, stakeholders assign
value to the roles of both cultural heritage areldbltural institution, positioning us to take the
necessary actions as stewards of these resources.

Figure 23. Master Plan with Overlays. Courtespuérland Partners.

From a site planning standpoint, the consultanhtaddressed this tension by balancing
conservation needs with interpretive objectives layndelineating the way different historic
buildings are treated on site. The treatment @eikbmmlah Homestead and Fassel-Roeder
House, in-situ resources, will follow the Secretafyhe Interior's Standards for the Restoration
of Historic Buildings. Historic buildings located the other zone of the site will follow less
restrictive Standards for the Rehabilitation oftblic Buildings. In addition, this zone will carry
the load for diverse visitor services and actigitieat respond to the broadest visitor interests.
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Figure 24. The Zoning Use Diagram. Courtesy oéfand Partners.

A reconfigured site entry heavily emphasizes thedrte “bring people in the door” and to
provide an enjoyable place to socialize and intavace they have arrived. In particular, this is
something the current entry sequence is not acashipd well. The site configuration responds
directly to the documented interests of visitorgtedericksburg, while also providing
orientation, information and route options for #ake of better visitor management.

A concept design rendering, developed by OverlaarthErs for informational and fundraising
purposes, conveys the site development in termgl@ean understand, acknowledging that the
planning and design process is crucial for builddrgitement and support by the local
community. Taking a “come join us” approach, uksthe rendering acknowledges the benefit of
inviting the entire community to play a role in thiewardship of this institution.

Figure 25. Stewardship Model. By author.

During the course of this symposium, the word “steghip” has come up several times, and Dr.
Gracy has encouraged us to think of ourselves akatesis. As a consultant, my role is
important, but compared to the day-to-day impadctakeholders, it is a mere blip in time. As
heritage conservation professionals, we are pogitido navigate among layers of stewards
(society members, staff, the broader local commutourists, etc.). We must focus on
strengthening each layer, as each can play a &peali.
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Figure 26: Sustainable Strategies. By author.

In the same vein, the consultant team explaineenpial “sustainable strategies” (derived from
the United States Green Building Council’'s LEED @?eon) by using the language of the local
community and by reflecting its values. This nolyoexpanded the stakeholders involvement in
the conversation, but also generated powerful iftasterpretive programs.

Figure 27: Database entry by volunteers. By autho

Addressing the systems that help manage thesercespthe collection inventory included a
survey of all locations dedicated to managing,istpand exhibiting artifacts, and a review of
the information systems that support collectionsiagement. The Canadian Heritage
Information Network’sCollections Management Software Evaluatjemaluating 15 distinct
collections management programs) and questionnaiigeen for institutions to establish
priorities for a broad range of collection managetaetivities, have been invaluable resources
for this process.

The current collections database, developed imfaler Pro, includes approximately 12,000
entries. Two incredibly dedicated volunteers haweked diligently to add to this database.

This presents several issues. With an estimat8@@8 historic photographs and thousands of
other artifacts, it is imperative to expand the ratinformation input into the collections

database. The database originally resided ongéestomputer (albeit with backup copies.)
Though the database does not yet exist on a netwerkave created duplicate copies for all

staff and consultants who need to access the isfitomon a regular basis. Making this

database available on the web will significantlgrease the public’s access to museum resources
and appreciation for the museum’s role as a cadleghanager.
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Figure 28. Society member Domingo Sanchez spea&ksivic leadership group on the Hispanic heritaige
Gillespie County. By author.

Another “greening” of the museum is manifest in tieseum’s efforts to research and interpret
the history of Gillespie County’s non-German resideand pioneers. There is growing
scholarship about the occupation of the Gillesper@@y lands by Spanish, Mexican and mixed
race peoples, although the area was not formattiedeinder Spanish land grants. Settlement
records are incomplete, but there is a record afteadition and material culture maintained by
families who reside in Gillespie County today. alitdition, historical records can serve as the
basis for interpreting the lives of permanent restd and the migrant worker communities that
support agriculture. There is also a rich heritaige coming together of German and Hispanic
cultures, manifest in intangible cultural practicesch as unique cuisine and Cinco de Mayo
celebrations.

This activity is critical for securing a broadealstholder base with greater ethnic diversity and
for developing an understanding of the convergeaficiltures between Native American
populations, German, Mexican, Anglo-American sedfléfrican American and other European
immigrants. Providing opportunities for dialogue@mmon ground is a way for the museum to
engage issues relating to racial, religious andipal differences that impact the community.

Figure 29: Picnic scene. Courtesy of the Gillespounty Historical Society.

In closing, the Pioneer Museum illustrates thresably applicable lessons.

The Pioneer Museum seeks to steward both the terayildl intangible culture of Gillespie
County, as well as the relationship between the t&p means of this purposeful practice, the
museum contributes to quality of life and also hredghe community to define collective actions
for developing and sustaining this quality of life.
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Figure 30. Reception for new committee memberssaaift program coordinator Liz Brookshire prepares
traditional German noodles. Photos by author.

Public programs and special events educate anteg®ang ties between the community and
the museum. By strengthening connections betweendmmunity and its intangible aspects of
culture, the museum is able to demonstrate waygioh the community can gain broad cultural
experiences. At its root, the relationship betweencultural institution and its community gives
the institution its purpose. Therefore, supportimg relationship, especially in periods of
significant change and development, is paramotintbe sustainable, cultural institutions have
to be of a size and complexity that the commurstwilling to support for the long term.
Conservation activity is not limited to the physitaatment and storage of artifacts and
information any more than interpretation is limitedthe visitor's experience within specific
exhibits. Rather, it is the entire activity of timstitution, considered collectively, that justsiit
present and future generations.

Figure 31. Portraits. Courtesy of the Gillespmunty Historical Society.

On an individual level, cultural institutions hglpople to find meaning in their lives and to
better understand their relationship with otherd a&ith the world around them. The challenge
lies in finding ways to effectively and economigatbnnect individuals to the resources of
cultural institutions, so that individuals percethe relevance of the cultural institution to their
own pursuits.

Figure: 32: Board member Linda Langerhans anchisband with a recent acquisition. Photo by autho
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Pictured in Figure 33 are Linda Langerhans anchheband. Linda is a former Mayor of
Fredericksburg, as was her grandfather. One ofost recent artifactual finds includes eight
hand-drawn awards bestowing titles to the commitegrmen of a Gillespie County fair in the
late 1930s. Depicted with humor and wit, theytaeeGillespie County equivalent of a New
Yorker Magazine cartoon. Linda found the award&bay. The seller, who was based in
Indiana, reports that he purchased them in lowaday, these artifacts once again reside in
Fredericksburg.

Finally, when | began this project in 2005, the edifioneer Museum” was the first thing that |
perceived should be changed. As the project edolvesalized that rather than discard the name
and start over, we should continue to use it, ghigea new paradigm. Our task is to help
visitors and the community to consider what it meembe gioneer not only in the 19

century, but also in the Ztentury. It is also our task to define what it meto be anuseunin

the 2F' century: a steward of knowledge and culturesauece for facing the challenges of the
day; a physical place that fosters relationshipgyraunity and discovery; a place of living
heritage.
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