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in the first half of the twentieth century. This panel depicts her view of
ancestors of the Cane River Creole community and people who lived and
worked at Melrose, including visiting artists. Credit: James Rosenthal, National Park
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The Prud’homme family occupied the main house at Oakland Plantation from its construction in 1821 until 1998, when the National Park Service acquired the working
core of the plantation. Today, Oakland'’s 44 historic structures and associated landscapes make up one unit of Cane River Creole National Historical Park. The park and
the heritage area work closely together to conserve the landscapes and traditions of the region, and to share its nationally important stories with the public.
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I. Background and Context for the Cane River
National Heritage Area Evaluation and Visioning

Project

Located in northwestern Louisiana along the
former main channel of the Red River, Cane
River National Heritage Area conserves and
interprets the rich multicultural legacy and land-
scapes of the region. A vibrant cultural cross-
roads in the 1700s and a base for early trade and
settlement by France and Spain, the Cane River
region eventually came under the control of the
United States through its 1803 purchase of the
Louisiana Territory from France. Cane River
National Heritage Area embodies the diverse
cultural traditions and stories of the people who
have lived in this region down through the cen-
turies—American Indian, French, Spanish,
African American, and Creole peoples. The
heritage area includes parts of the city of
Natchitoches—the oldest permanent settlement
in the Louisiana Purchase—and 116,000 acres
along both sides of the Cane River south of the city.

Congress established the Cane River National
Heritage Area in 1994 in recognition of the
national significance of the region and its

cultural resources.' In 2001, the Louisiana legis-
lature passed a resolution declaring Cane River
its second state heritage area. The federal author-
ization also established Cane River Creole
National Historical Park within the heritage area,
and charged the two to work together to carry
out a shared preservation and education mission.
This establishment of a national park and nation-
al heritage area in the same enabling legislation is
unique. The legislation also established the Cane
River National Heritage Area Commission to
assist in implementing the purposes of the her-
itage area. A broadly representative body, the
commission works with community interests,
nonprofit organizations, private landowners, and
local, state, and federal authorities to carry out its
duties. The commission’s authority and federal
funding are due to expire in 2010; however, the
national heritage area designation is permanent.

In 2006, the Cane River National Heritage Area
Commission initiated the “Cane River National
Heritage Area Evaluation and Visioning Project”

National Significance of the Cane River Region

In establishing Cane River National Heritage Area and Cane River Creole National Historical Park, Congress

affirmed the national significance of the heritage area. The Cane River area served as the focal point for

early settlement of the region and as a transportation route by which commerce and communication

reached all parts of Louisiana. This area is also the locale where Cane River Creole culture developed as a

result of early eighteenth-century French and Spanish interactions with people of American Indian and

African descent. Although Creole architecture exists elsewhere in Louisiana and beyond, the Cane River

region holds the most intact Creole plantations in the U.S., complete with their original outbuilding

complexes. The heritage area includes a great variety of historical features with original elements in both

rural and urban settings, and a cultural landscape that exhibits aspects of the different cultures that have

lived there since European settlement—particularly French, Spanish, African American, and Creole. These

assets provide the foundation for developing an understanding of the region’s history.?

The heritage area includes the 33-block Natchitoches National Historic Landmark District, which contains

more than 100 historic homes and buildings, several of which date to the eighteenth century. It also

encompasses seven national historic landmarks, three state historic sites, and more than two dozen

properties listed on the National Register of Historic Places.

' Public Law 103-49.
2 Derived from Public Law 103-49, section 302.
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St. Augustine Catholic Church is the
heart of the Cane River Creole com-
munity. The congregation formed in
1803, the first Roman Catholic church
in the U.S. established by and for
people of color.
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to evaluate its accomplishments and help inform
its decisions about the heritage area’s future. The
commission asked the National Park Service
Conservation Study Institute to provide techni-
cal assistance in implementing the project, and
identified four points to be addressed:

« Evaluate progress toward achieving the
purposes of the heritage area’s authorizing
legislation and the implementation strategies
set forth in the Cane River National Heritage
Area Management Plan of 2003.

« Identify additional actions needed to protect,
enhance, and interpret the heritage area and
its nationally significant resources.

+ Analyze National Park Service (NPS) invest-
ments to determine their impacts.

+ Examine models, options, and opportunities
to enhance state and local partnerships,
including consideration of a new manage-
ment framework to support the work of the
heritage area.

In response, the study team investigated three
aspects of the heritage area’s partnership
efforts: (1) accomplishments and investments

(to document progress toward heritage area
goals), (2) the structure and operations of the
current management framework, and (3) the
perspectives of partners on how the heritage
area initiative has worked.” The team gathered
information from various written sources (e.g.,
management plan, annual reports, project docu-
ments) and used participatory techniques (e.g.,
confidential interviews, meetings, informal
conversations, visioning sessions) to engage and
gather insights from key individuals. These indi-
viduals included commissioners, commission
staff, heritage area partners, and people with
expertise in heritage areas.

This report summary reviews heritage area
accomplishments and investments (section II),
discusses the strengths of the heritage area and
the challenges it faces in the near future (section
IIT), and presents critical ingredients for sustain-
ing success in the future (section IV). These
sections are followed by discussions of two sets
of options, the first (section V) relating to the
overall heritage area framework, and the second
(section VI) on other options and opportunities.*

National Context for the Cane River Evaluation and Visioning Project

Heritage areas are an important direction in conservation, as demonstrated by the growing interest in this
model across the U.S. There are currently 37 national heritage areas, 10 of which were authorized in 2006,
and as of January 2008 legislation has been introduced in Congress to designate 14 additional areas. In
2004, the director of the National Park Service asked the National Park System Advisory Board to examine
the future of national heritage areas and their relationship to the NPS. The board, composed of 13 citizens
with diverse expertise and a commitment to the NPS mission, has the statutory responsibility to advise the
NPS director and the secretary of the interior on policy and program matters. In 2006, the advisory board
reported its findings and recommendations. It proposed, among other things, that a legislative foundation
for a system of national heritage areas be established within the NPS, and that a study be required for
individual heritage areas three years prior to the end of their federal funding authorization to make recom-
mendations regarding future NPS involvement.®> Studies conducted by the Conservation Study Institute at
the request of the John H. Chafee Blackstone River Valley National Heritage Corridor Commission (2005)
and the Delaware & Lehigh National Heritage Corridor Commission (2006), as well as this Cane River

Evaluation and Visioning Project, may inform future evaluations at other national heritage areas.®

w

“Heritage area initiative” refers to the collective body of activities and projects undertaken to implement the management plan,
and the people and organizations that carry them out.

The full project report can be obtained from the Cane River National Heritage Area Commission (http://www.caneriverheritage.org/
main_file.php/info.php.

The advisory board’s report, Charting a Future for the National Heritage Areas, can be found at http://www.cr.nps.gov/
heritageareas/nhareport.pdf.

Reports on the Blackstone study (Reflecting on the Past, Looking to the Future) and the Delaware & Lehigh study (Connecting
Stories, Landscapes, and People: Exploring the Delaware & Lehigh National Heritage Corridor Partnership) are available at
http:/Avww.nps.gov/csi/pub_resources/pub.htm.

«

o
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Cane River, once the main channel of
the Red River, winds through the
region’s agricultural landscape.

Il. Cane River National Heritage Area:
Accomplishments and Investments

Although Cane River National Heritage Area was
designated in 1994, Congress appropriated no
funding for the heritage area until 2000. In the
intervening years, the NPS conducted several
pre-planning studies and undertook management
planning for both the national park and the
heritage area, the latter at the request of the
commission. Progress was slow in the absence
of federal funds for heritage area operations. In
1998, however, the park provided funding to
complete management planning for the heritage
area. The final management plan was signed by
the governor of Louisiana in 2002 and approved
by the secretary of the interior in 2003. The
management plan has three primary thrusts:

(1) conservation, preservation, and research to
help ensure the long-term integrity of heritage
resources, including traditions, landscapes, and
structures; (2) education and interpretation to
foster public support and appreciation for the
region’s history and resources; and (3) support
for marketing a full range of heritage tourism
opportunities.

A. Progress and accomplishments of
the heritage area initiative

In 1999, with funding from the national park, the
commission hired staff and launched its compet-
itive grants program as a key strategy for engaging
partners in the heritage area initiative. Since this
early decision, the commission has invested the
bulk of its funds through two separate but com-
plementary tracks: the grants program and
commission-initiated projects. Both have involved
working with a wide range of partners, and
together they have resulted in 177 projects being

Philip Gould

undertaken between 1998 (beginning with the
management plan) and 2007. Of these, 130 (73
percent) have been completed, 38 (21 percent)
are still underway, and 9 (5 percent) are consid-
ered annual or ongoing,

Many of the projects address specific actions
included in the management plan’s implementa-
tion categories. Through historic preservation
projects, 21 buildings have been restored or
rehabilitated and numerous historic documents
have been conserved. Fifty-eight research
projects have produced information about the
region’s various cultural groups. Among these
are oral histories (e.g., Caddo Indian, African
American, Creole, civil rights), genealogical
studies (e.g., Creole, African American, French),
archeological studies, a database of Indian bas-
ketry, and a digital library of Adaesafio Spanish
recordings.” Sixty interpretation and education
projects have led to exhibits and documentaries,
children’s programs, online information, and
books, brochures, and other publications. A
signage system and a GIS database have been
developed and implemented for the entire her-
itage area, a concept plan for a joint visitor center
has been prepared for the heritage area and the
national park, and map guides have been com-
pleted for walking and driving tours.

In reviewing heritage area accomplishments and
investments, the study team analyzed projects by
their relationships to geography and cultural
groups and by their purposes. Figure 1 (page 8)
shows how project investment has been distrib-
uted across the heritage area geographically,
using the 177 projects undertaken between 1998
and 2007. Figure 2 (page 8) shows how project
investment has been distributed across the
primary cultural groups that have historic con-
nections to the Cane River area. Projects were
analyzed as to whether their focus was African
American, American (i.e., referring to the set-
tlers—and their cultural influences—who came
to the region following the Louisiana Purchase in
1803), American Indian, Creole, French, Spanish,
“mixed groups” (ie., more than one cultural
group but not encompassing all of them), or “all
groups.” Both figures aggregate grants program
projects, commission-initiated projects, and the
funds leveraged by both.

7

“Adaesanos” refers loosely to descendants of Los Adaes, the eighteenth-century Spanish mission and presidio (or fort), that served

as a provincial capital in New Spain. Today the Los Adaes State Historic Site is one of the heritage area’s “satellites.”
8 These categories were developed by the study team in consultation with heritage area staff.

National Park Service Conservation Study Institute 7



Total Project Investment by Geographic Area
$6,509,755

Satellite Area Projects
$100,259 (2%)
Town Projects
$2,041,986 (31%)

Figure 1. Total project investment by
geographic area, fiscal years 1998
through 2007.

Area-wide Projects
$1,905,525 (29%)

Downriver Projects
$2,461,985 (38%)

Based on its overall analysis of accomplishments
and project investments, the study team made
the following observations:

« On the whole, there has been a relatively even
spread of the $6.5-million total investment in
relationship to both geography and cultural
groups.

« Through its direct investments, the commis-
sion has emphasized projects that apply
area-wide to all cultural groups and provide
a broad foundation for future work and
activities. Examples include heritage area
brochures, the master interpretive plan, and
creation of a logo and signage.

+ The study team’s analysis reveals that projects
addressing multiple purposes have increased
over time. Of the 17 projects begun in 2001,

3 (18 percent) were multipurpose, while 16
of the 31 projects in 2006 (52 percent) were
multipurpose. Research at other heritage
areas suggests that increased integration of
goals within individual projects reflects the
continuing maturation of the heritage area.

+ The commission’s early decision to establish
a grants program to engage partners has
helped build the involvement and capacity
of collaborating organizations.

+ The commission has increasingly demonstrated
the ability to undertake and complete complex,
large-scale projects.

Total Project Investment by Cultural Group
$6,509,755

All Groups
$1,906,335 (29%)

Figure 2. Total project investment by
cultural group, fiscal years 1998
through 2007.

Mixed Groups
$1,027,295 (16%)

Spanish
$27,450 (0.5%)

African American
$981,451 (15%)

American
$801,569 (12%)

American Indian
$63,809 (1%)
Creole
$1,083,576 (17%)

French
$618,270 (9.5%)

B. Highlights of selected heritage
area projects and programs

To better understand how the commission
conducts its work, the study team examined in
depth two projects (interpretive planning for the
heritage area and rehabilitation of the Texas and
Pacific Railway Depot) and one program (com-
petitive grants). The narratives that follow were
developed with the assistance of commission
staff and are meant to complement the analysis
of investments and progress described in the
previous section.

8 Shared Legacies in Cane River National Heritage Area: Linking People, Traditions, and Landscapes

1. Interpretive planning for Cane River
National Heritage Area

The methods used to develop the Cane River
National Heritage Area Master Interpretive Plan
demonstrate the commission’s inclusive approach
to planning and to involving stakeholders in
general. In 2000, the commission funded the
development of a plan to refine and expand the
interpretive themes identified during manage-
ment planning and present a unified approach to
telling the region’s stories. Twwenty people repre-
senting diverse perspectives were invited to serve
on an interpretive committee. They included



The “Landmarks in Time” exhibit,
developed through an inclusive
interpretive process, orients visitors
to the region’s stories and places.

managers of historic sites, representatives of
cultural organizations, community leaders,
scholars, local historians, commissioners, and
staff from the national park. Finalized in 2003,
the master interpretive plan that resulted from
the committee’s deliberations contained strategies
applicable throughout the region as well as site-
specific information and recommendations.

Of equal importance to the plan itself was the
process by which it was developed. The interpre-
tive committee brought together people of
diverse cultural backgrounds who had never
before sat at the same table to talk about their
shared and often difficult past. For the first time,
descendants of slaveholders and of slaves came
together to discuss how their ancestors’ history
was part of a national story and why it was
important to share that history. Slavery was but
one of several complex historical and cultural
issues discussed by the committee. “Jim Crow”
segregation, the definition of “Creole,” the
romanticism of the Old South, local legend
versus historical accuracy, and the question of
which sites and cultural groups “owned” certain
stories are other examples of topics with widely
divergent perspectives.

At one point during the meetings, an older
African American participant pointed out the
difficulty of having such discussions, stating that
in Natchitoches people had always gotten along

because they didn’t talk about the differences of
the past. By creating a safe environment in which
people felt they could open up, the interpretive
planning process helped to establish trust and
respect between the cultural groups, the historic
site partners, the national park, and the commis-
sion. This trust and respect have carried over
into many other aspects of the commission’s
work, and this inclusive process has become
standard practice for all commission projects.

2. The Texas and Pacific Railway Depot
rehabilitation project

The Texas and Pacific Railway Depot, a passenger
and freight facility built in 1927, is a landmark
Natchitoches structure. One of the city’s finest
buildings, its Spanish Revival-Italian Renaissance
design is quite different from that of the other
few surviving urban train depots in Louisiana.
Located in the heart of a predominantly African
American residential section of the city, the
depot saw its passenger heyday when trains were
the primary transportation mode for soldiers
serving in World War II and laborers leaving
plantations during the “Great Migration.” By
the late 1960s, service had dwindled to freight
only; Union-Pacific closed the depot and gave
the building to the city of Natchitoches in the
1980s. An early effort to raise restoration funds
failed because the city did not own the land, but
in the mid-1990s Union-Pacific donated the land
to the city, sparking renewed interest in preserv-
ing the building,

Today, a major partnership project seeks to
rehabilitate the depot as an African American
heritage center and multimodal transportation
hub. The building is close to the downtown
Natchitoches National Historic Landmark
District and could potentially provide parking
and easy access to transportation, both of which
are otherwise problems in the district. The idea
of a heritage center evolved in part from the
importance of rail travel to African Americans at
a time when the mechanization of agriculture
was increasing and they were leaving in search of
jobs and greater economic opportunity elsewhere.
Furthermore, the depot holds cultural significance
as one of the few Natchitoches buildings in
which the “Jim Crow” policy of racial segregation
is apparent in its architectural design. Separate
“white” and “colored” entrances, ticket windows,
waiting rooms, and restrooms remain as a testa-
ment to this practice. Through the rehabilitation
project, the depot will become the primary loca-
tion where the African American experience in

° When applied to African Americans, “Great Migration” refers to the movement of seven million people between 1916 and 1970
from the rural South to urban areas in the North, upper Midwest, and West, with the largest population shift (about five million

people) taking place between 1940 and 1970.

National Park Service Conservation Study Institute 9



The Texas and Pacific Railway Depot
rehabilitation project is a community
effort. Residents, the city of
Natchitoches, the heritage area, and
the park are working together to
give the building new life.

the region is interpreted, thus complementing
and connecting with the interpretation of
African American history at other sites in the
heritage area.

Since 2000, the commission has worked collabo-
ratively on depot restoration with the city of
Natchitoches, the Ben D. Johnson Educational
Foundation (a local nonprofit organization
working in the African American community),
and the National Park Service. Between 2000
and 2007, the commission invested considerable
staff time in community outreach and fundraising,
and committed $66,000 in direct funding for
stabilization, architectural documentation, and
preservation planning. The commission has also
pledged $100,000 to match federal transportation
enhancement funding.® Grants received include
$15,000 from the Great American Station Found-
ation in 2001 (matched by $3,000 from the city);
a $24,500 Louisiana Historic Preservation
Emergency Rescue Grant, also in 2001; $5,000
from the Louisiana Main Street Program in 2003;
and, in 2006, $274,000 for preservation planning
from federal transportation enhancement funds
provided by the Louisiana Department of
Transportation and Development. In 2007 the
city of Natchitoches requested $1 million in
capital outlay funding from the state of Louisiana

and $282,000 in transportation enhancement
funding for construction. In January 2008 the
city received the first $100,000 (for planning)
from its capital outlay request.

Although at times the project appeared stalled due
to lack of funds and the daunting rehabilitation
task, momentum has been building in recent
years. In 2006, the Louisiana Preservation
Alliance designated the depot one of the “Ten
Most Endangered Historic Sites in Louisiana.” In
2007, grassroots involvement increased rapidly
as a result of preservation planning, which
invited significant community input. As this plan-
ning proceeded, community members formed a
committee to spearhead development of the
heritage center within the structure. The process
also sparked interest in developing an African
American historic district for potential listing on
the National Register of Historic Places, which
would allow residents of the district to seek tax
credits for preservation and development.

The scale and complexity of the depot project
have challenged the commission and its partners.
Although periodic project delays due to lack of
funding caused some distrust among depot-area
residents, the commission’s work over the years
has helped foster an environment where residents,

19 States receive transportation enhancement funding as a percentage of their annual Surface Transportation Program appropriation
from the Federal Highway Administration, then reapportion these funds to eligible local projects. See http://www.fhwa.dot.gov/

environment/te/index.htm for more information.
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the city, and nonprofit organizations can work
together to create something greater than any of
these groups could have done alone.

3. Cane River National Heritage Area
competitive grants program

Competitive grants, the commission’s longest
running program, has strengthened partner
capacity, advanced heritage area purposes,
provided an important source of leverage, and
raised public awareness about the heritage area.
Program objectives include (1) conserving, inter-
preting, and promoting Cane River resources,
cultural landscapes, and history; (2) interpreting
and promoting understanding of the region’s
cultures; (3) increasing visitation and public
participation through programs and events; (4)
providing opportunities for residents to assist in
preservation and education; and (5) promoting
local partnerships with organizations, educa-
tional institutions, businesses, and individuals.

In 1998 frustrations were high on the part of
commission members as the heritage area had
received no federal appropriations since its
establishment in 1994. Funding provided by the
park to the heritage area late that year through an
interagency agreement enabled the commission
to begin its grants program, thus helping to alle-
viate these frustrations. In 1999 the commission
awarded grants to four highly visible historic
preservation projects managed by four local
nonprofit organizations. Two of the projects were
in Natchitoches and two were downriver, and
together they encompassed the region’s major
cultural groups.

During the program’s early years, the application
process remained simple—a committee of com-
missioners reviewed the one-page applications
and recommended grant awards to the full
commission. In late 2001, the commission hired
a grants manager to develop a formal application
process, manage the existing grants, and promote
the program. As a result, program goals and
guidelines were developed and applications
became more rigorous. The application form was
revamped to better ensure that projects would
further heritage area goals and that applicants
were capable of carrying out their plans.

As the program evolved, formal criteria were
adopted and the grants committee was expanded
to include non-commissioners with pertinent
expertise. Applicants were required to show
leverage, either financial or nonfinancial, and
later to quantify the nonfinancial match. Perhaps
most importantly, the grants manager improved
the services available to applicants, providing

assistance throughout the grant process. This
technical assistance has been significant, as many
potential applicants are unfamiliar with the
process of preparing grant proposals and carry-
ing out projects. The grants manager not only
raised the standards of the program, but also
helped build capacity so that individuals and
organizations could meet those standards.

The grants program has especially benefited
cultural stewardship in the region by providing
funding for cultural groups and organizations to
conduct projects on topics they identify as
important (while also helping the commission to
accomplish its mandates). The politics of cultural
identity and stewardship are complex, and allow-
ing the control of grant projects to remain with
the grantees is significant for these groups. The
projects reflect the breadth of partners’ priorities
and interests, and partners have gained impor-
tant knowledge through the process of applying
for funds and implementing projects. Completed
grant projects have made major contributions to
accomplishing the heritage area’s mission of
preserving and promoting the resources of the
Cane River region.

On an annual basis, grant projects often produce
the largest portion of leveraged support. Overall,
the grants program has provided nearly $1 million
in funding to 89 projects, leveraging more than
$1.3 million in cash from partners as well as
in-kind support valued at $632,000. This is a
significant investment by partners given the small
scale of most grants and the relatively poor, rural
setting of the heritage area.

C. Funding and other public invest-
ments in the heritage area

The legislation establishing the heritage area did
not require that federal funds appropriated by
Congress be matched by other funding sources,
nor did it specify an authorization ceiling for
federal funds. Most national heritage areas
receive federal appropriations through the NPS
Heritage Partnership Programs (HPP) budget.
While this has been the case in recent years for
Cane River, its funding through HPP did not
begin until fiscal year 2001, seven years after des-
ignation. What is unusual at Cane River is the
funding and other support provided by Cane
River Creole National Historical Park in the
years prior to the beginning of direct federal
appropriations. In 1998, the park allocated
$400,000 to the NPS Denver Service Center for
professional assistance on the heritage area’s
management plan. In addition, a 1998 interagency
agreement between the park and the heritage
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Figure 3. Total federal funding
appropriated to Cane River National
Heritage Area, fiscal years 2000
through 2007 (through the budget
of Cane River Creole National
Historical Park in 2000 and through
NPS Heritage Partnership Programs
thereafter).

Figure 4. Sources of leveraged funds,

fiscal years 1998 through 2007.
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area allowed the park to transfer $300,000 to the
heritage area—$100,000 for operations and
$200,000 for projects in 1999 and 2000. This
funding enabled the commission to hire staff and
begin its work.

The first federal appropriation (of $100,000)
specifically designated for the heritage area was
included in the park’s budget in 2000. From 2001
through 2007, annual federal appropriations to
Cane River through HPP ranged from $379,050
to $888,000. Federal funds directed by Congress
to Cane River National Heritage Area during
these years totaled $4.75 million (see figure 3)."

The commission has invested nearly $3.08 million
in projects on the ground (just under $1 million
through the grants program and $2.1 million in
commission-initiated projects). This investment
has leveraged $3.4 million in cash ($1.3 million
through the grants program and $2.1 million
from commission projects). The leveraged funds
have come from diverse sources, as shown in
figure 4. At nearly $1.2 million, private sector
funding has been the single largest source of
leveraged funds (91 percent of which has come
through historic preservation projects). Cane
River Creole National Historical Park has been

an important funding partner, which is one
important dimension among many of the
park-heritage area relationship. Beyond NPS
grants, the commission has recently obtained
several large federal awards, most notably the
$274,000 in 2006 federal transportation
enhancement funds for the depot project, and

a $197,000 grant in 2007 from the U.S. Environ-
mental Protection Agency Brownfields Program.
Efforts to engage the state of Louisiana as a
funding partner have begun to bear fruit
recently, as shown by the legislature’s 2008
budget approval of $110,000 for the heritage area
and the $100,000 provided in January 2008 in
response to the city’s $1 million capital outlay
funding request for the depot project (neither is
included in figure 4).

In addition to financial leverage, the commission
has collected information on nonfinancial
partner support, at first anecdotally and more
recently with associated dollar values. Of the 177
projects undertaken by the commission and its
partners, 158 (89 percent) show some type of
nonfinancial support, with a total reported value
of more than $1.4 million. This figure is
undoubtedly low, however, due to sporadic
reporting prior to 2003.

Total Sources of Leveraged Funds
$3,430,745

Historic District Development Commission

$81,000 (2%)

City of Natchitoches
$83,170 (2%)

State of Louisiana
$540,264 (16%)

Private
$1,191,416 (35%)

Other State/Local Public

$47,782 (1%) Cane River National Historical Park

$432,400 (13%)

Other NPS
$565,438 (16%)

Other Federal
$489,275 (14%)

" In fiscal year 2002, the heritage area’s budget included a congressionally-designated pass-through of $250,000 for the Creole
Heritage Center (CHC) at Northwestern State University of Louisiana. These funds were transferred to CHC and do not appear in

the figures cited here.
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Children at Main Street’s summer
camp learn about history and
architecture at Melrose Plantation.
A heritage area grant supported
the program.

lll. Strengths and Challenges of the Cane River

Partnership System

The strengths of the Cane River partnership
system'" from the perspectives of heritage area
management (the commission and its staff) and
partners are presented separately below. Those
observations are followed by an integrated
discussion of challenges that reflects both per-
spectives. The management perspective is drawn
from meetings and conversations with commis-
sioners, staff, and individuals knowledgeable
about the commission, and from two commis-
sion visioning sessions. The partner perspective
is drawn from confidential interviews conducted
with 30 partners.”

A. Strengths of the current system:
the management perspective

A fundamental strength of the current partner-
ship system, according to study participants, lies
in the breadth of the Cane River vision (i.e.,
preserving historic sites, conserving cultural
landscapes and traditions, providing economic
benefits, enhancing quality of life). A broad,
integrated vision provides an important founda-
tion for ongoing work and a tool for engaging
diverse audiences.

The heritage area’s relatively small size is also
seen as a strength. Many of the key players have
long, well-established relationships, and the core
stories are encompassed by the heritage area’s
geographic boundary, which benefits interpreta-
tion and education. In addition, coordination
and logistics are more manageable, limited
resources can have a greater effect, and it is easier
to reach a higher percentage of the population
than in similar initiatives involving larger areas.

Study participants saw the commission and its
staff as a strong feature of the partnership system.
The commission transcends the agendas and
interests of individual commissioners and the
organizations they represent, and fulfills a wide
range of roles that no one else plays in the region.
It is able to partner effectively with diverse inter-
ests; it is not allied with any one organization or
interest; and it is not viewed as a competitor for
funding. The commission’s federal status brings a
number of key attributes, including clout, credi-
bility, respect, and leveraging ability. Participants

observed that the commission fills a unique and
critical niche, and that no other existing entity
could be as effective in leading the work of the
heritage area: no other organization has an
equally broad mandate or the ability to bring dif-
ferent interests together. Also, the commission’s
staff is highly regarded by local, regional, and
national partners. Staff members are seen as
capable, dedicated, professional, and culturally
sensitive, and they understand how to work
effectively through partnerships.

One of the heritage area’s greatest strengths is its
relationship with Cane River Creole National
Historical Park. With interwoven missions
established by their shared authorizing legisla-
tion, the heritage area and the park have created
a strong, mutually beneficial partnership that
enables them to achieve more together than
either could accomplish alone. The park provides
a variety of support to the Commission and her-
itage area partners, including technical and inter-
pretive assistance, legal guidance, administrative
services, and funding for projects. The NPS
National Center for Preservation Technology
and Training (NCPTT) based at Northwestern
State University in Natchitoches also works
closely with the park and the heritage area.
Although NCPTT provides services nationwide,
its expertise, capacity, and resources have bene-
fited local projects as well. The remarkable
complementarity and synergy that have existed
in recent years among the staff leaders of the
heritage area and the park, and also with
NCPTT, are widely seen by study participants
as vital to their collective accomplishments.

Partnerships with other key governmental bodies
and private sector interests have also been essen-
tial to the accomplishments of the heritage area.
In particular, the commission has developed a
strong, mutually beneficial relationship with the
city of Natchitoches. There is good alignment of
goals and priorities; the city has provided crucial
capacity, leadership, and leveraging ability; and
the two staffs have had close, productive working
relationships. Some arms of Louisiana’s state
government have played important partnership
roles; these include nearby state park units, the
Divisions of Historic Preservation and

12 “Cane River partnership system” refers to the overall array of components, participants, and processes that interact as a system

within the heritage area. See section IV for more details.

"% Throughout the remainder of this report, the term “study participants” is used to denote the people who participated in these

meetings, conversations, and interviews.
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