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The Director's 
Report 
By William Penn Mott, Jr. 

Friends: 
How To Be One 
and Find One 

We in the National Park Service are 
fortunate to be part of an agency that is 
so well regarded. Being well received 
makes our job a lot easier, but it isn't 
something we should come to expect. 
It is something we must continually 
earn—and we must be ready and willing 
at all times to communicate our goals 
and mission effectively to others. 

I have felt for some time that dif­
ficulties and disagreements most often 
arise out of lack of communication. 
That's why I share with those I meet 
bits of information about the Service, 
and why I spend considerable time in 
the field sharing ideas with NPS people, 
giving talks, and meeting with local 
governmental bodies. I think that it is 
important that they know about us and 
our mission. 

Two years ago, based on my feelings 
that we continually need to interact in a 
positive way with others, I used the 
12-Point Plan to stress our need to ex­
pand the role and involvement of 
citizens and citizen groups at all levels 

of the National Park Service. Obviously, 
we all can help achieve this by inform­
ing those we meet about the Service 
and encouraging their involvement and 
support. I hope you already are doing 
this. Each and every one of you has the 
opportunity to serve as ambassadors 
for the Service, both on and off duty. 
Because the Park Service uniform is 
such a visible symbol to the public, we 
aren't given the luxury of having an 
"off day." 

From time to time over the last two 
years, employees have approached me, 
asking what they can do or how they 
can be of assistance. Each of you can 
help by representing this organization 
in a positive manner and letting those 
you meet know about the Service. In 
addition, you can foster communication 
and support by giving others an oppor­
tunity to learn about us, and, when ap­
propriate, encourage their involvement 
in Park Service work. 

On a larger scale, we can expand the 
role and involvement of citizens and 
citizen groups through the establish­
ment of a citizens' friends group for 
each unit of the national park system. 
Although I felt, when the 12-Point Plan 
was developed, that my intent concern­
ing such groups was fairly straight­
forward, I now find that some 
confusion exists as to what is meant by 
the term "friends group." Therefore, I'd 
like to address some questions that keep 
cropping up. 

How do you define a friends group? 
Let me define it as I intended in the 
12-Point P l an -a friends group is any 
nonprofit, nongovernmental organiza­
tion established primarily to assist or 
benefit a specific park area, a series of 
park areas, or even the entire system. 
Although we do not have an exact 
count, there are probably many groups 
that fit that definition. These groups 
vary greatly in size and structure. They 
are formed for many reasons and for 
various lengths of times. Further, they 
benefit us in a multitude of ways — 
providing services, assisting in inter­
pretation, conducting fundraising 
initiatives, and accomplishing specific 
tasks or projects. 

To be a friends group, do you have to 
have the word "friends" in the commit­
tee or organization's name? No, in fact, 
many groups do not use the term in the 
names of their organizations. I guess I 
have to say that "actions speak louder 
than words." In determining whether 
an organization constitutes a friends 
group, we need to look more at what 
they do than what they call themselves. 

Are cooperating associations con­
sidered friends groups? Yes, they are, 

but cooperating associations also are 
established under specific authority that 
confines their assistance to the areas of 
public education, interpretation, and 
related visitor service activities. They are 
friends groups that must conform to the 
restrictions placed on them. Simply put, 
all cooperating associations are friends 
groups, but not all friends groups are 
cooperating associations. 

Are the Kiwanis, Garden Clubs, the 
Jaycees, and other community-oriented 
groups regarded as friends groups? 
While we certainly hope we can develop 
cordial, supportive relationships with 
such community groups, they are not 
really what I mean when I refer to 
friends groups in the 12-Point Plan. 
Such groups are not created primarily to 
assist NPS areas, and, therefore, do not 
fit the definition. Nevertheless, these 
organizations have been of great 
assistance to areas within the system 
throughout the years, and their con­
tinued involvement and support should 
be encouraged. They are friends and 
supports of the National Park Service. 

Finally, I am asked, is every park re­
quired to do everything in its power to 
see that a friends group representing 
their particular area is established im­
mediately? How about a yes-and-no 
answer? I never intended that we create 
friends groups for their own sake —I 
don't want paper organizations created 
just for appearances. The goal, as I in­
tended it, is to see that we encourage 
citizen involvement and interest in 
our areas. Especially where citizens 
demonstrate their interest in forming a 
friends group, I think we should en­
courage them. We should foster and 
facilitate such things. Friends groups 
can be tremendously valuable allies, 
supporting the NPS in many ways. Yet, 
given certain circumstances, the time 
may not be right for the immediate 
establishment of such groups in all park 
areas. I realize that, and know as well 
that we can't and should not attempt to 
force such groups to suddenly spring 
forth. In some areas the emergence of 
friends groups will take time, and that's 
fine. I believe George Washington put it 
best when he said "True Friendship is a 
plant of slow growth..." 

Nevertheless, I want us to be ready to 
put in the effort by being receptive and 
by working to cultivate such relation­
ships. If we can do that, then we're do­
ing our part. In this way, maybe not 
today or tomorrow, but one day soon, 
all park areas in some way will be rep­
resented by friends groups. 
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From the Editor 

Several months ago, I was given an 
incredible opportunity to observe the 
Park Service in action. I suppose, at the 
time, I felt a little like Charles Kuralt on 
the road. A trip that started out at 
Dulles International Airport took me to 
Yellowstone NP for the Regional Direc­
tors Meeting, then to New York for the 
Urban Superintendent's 
Conference-from sea to shining sea in 
effect; from the chilly expanse of Lake 
Yellowstone to the likewise chilly shores 
of New York Harbor. Yet as distinctly 
different at these two areas may appear, 
and as diverse as their separate ap­
proaches may be to a variety of issues, 
there also were surprising similarities. 
What's the difference between New 
York City during rush hour and 
downtown Montana, especially when 
the 65-mile-an-hour highway leading to 
Gardiner is blocked for 20 minutes as a 
log cabin, delicately balanced on a mov­
ing van, lumbers down the road? 

So whether the work environment 
was the newly restored Lake Ranger 
Station near Yellowstone Lake or the 
Sheraton City Squire in midtown 
Manhattan, the issues expressed shared 
a certain similarity and a certain ring of 
truth. If proof were required that ideas 
simply "come from the air," these two 
gatherings could have provided credible 
support. In Yellowstone, for example, 
Robin Winks of Yale University ad­
dressed the subject: "Creating Partner­
ships to Commemorate our National 
Heritage." He observed that national 
parks are ideas, and that Yellowstone, 
by extension, is the creation of humans; 
indeed, that the concept of wilderness 
emerges just before wilderness areas are 
about to be lost. The national park 
system, continued Winks, is not 
preserved by accident, but by the ability 
to harness the principles of national 
pride. Indeed, the park system is uni­
que, he said, to the spirit of the country, 
so much so that visitors to individual 
units come away with a greater sense of 
the national character. 

Speaking in much the same vein at 
the Urban Superintendent's Conference, 
William Kornblum of the City Universi­
ty of New York observed that the 
national park idea has shaped visitor 
consciousness and that visitor con­
sciousness likewise has shaped the idea: 
"Looking away from Manhattan to the 
natural world, we see an urban park 
that people have created to fit 

themselves. Where can you learn to 
camp if not from your parents? 
Gateway has such a program. It also 
has a gardening program—all people 
together working in the dirt." 

In setting the tone for the New York 
conference, Bill Horn, Assistant 
Secretary for Fish and Wildlife and 
Parks, said: "Debate needs to be 
thorough. I don't think we should 
hesitate about throwing out radical 
ideas... Government institutions don't 
deserve deference. It's something we 
have to earn." 

And so, what came out of New York 
and what came out of Yellowstone was 
conversation, debate, some high 
moments of self-conviction ignited by 
challenging speakers and some not so 
high moments when the audience could 
hardly wait for the next coffee break. 
"Talk is cheap," I've heard it said, but 
it's talk, nevertheless, that starts things 
going, that keeps ideas fresh, that 
probes and pokes at questions until 
suitable answers are found. 

Yellowstone certainly had its ex­
hilarating moments, and some of them 
were orchestrated by Robin Winks. The 
park system, he said, should strive to 
be "337 branch campuses of the greatest 
university of the world... not 337 
beleagured forts trying to protect 
themselves against the ignorant public." 
Sure, he conceded, the public "does 
foolish and stupid things, but that's 
what people do when they're getting an 
education." There is a social contract 
out there, he explained, and it begins 
with a teacher defining what is required 
for his or her students. If the public is 
ignorant about the National Park Ser­
vice, he observed, the manager should 
not exclaim about the visitor's ignorance 
and be angry. Rather, managers should 
be distressed over their own failure to 
communicate. "We have to take our 
allies where we can find them," he add­
ed. "Be defenders at the gate, but 
likewise defenders of the integrity of the 
system. We can defend best by reaching 
out to all the other groups that are at­
tempting to preserve." 

Who knows? Perhaps it was this 
thought that later inspired Director Mott 
to spend time with the Earth First con­
tingent demonstrating at the park, to 
tell them that his goals and theirs were 
the same even if some of their methods 
were different. 

Bill Bird of the Metropolitan Dade 
County Park and Recreation Depart­
ment, Florida, provided some equally 
exhilarating moments at the New York 
conference. Discussing the role of parks 
as they meet the needs of a modern 
urban population, he suggested: "Some­

times I think if you ask too many ques­
tions you'll get a 'no' answer. So if it's 
not anything immoral or fattening, you 
probably ought to go on and do it." 
Bird reviewed a number of ways in 
which Dade County parks have met the 
challenges posed by urban park users. 

See EDITOR, page 

A DELICATE 
BALANCE 
At the Yellowstone Regional Director's Meeting, 
Robert Baker of the Southeast Region unveiled this 
graphic donated by Ampersand Studios, Inc., 
Atlanta. For the artists, the finger at the bottom 
symbolized the National Park Service and the array 
of frequently conflicting elements the agency daily 
had to keep in balance. 
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Introduction 
Friends groups are helping out the na­

tional parks in many ways —establishing 
new partnerships, raising monies for 
new ventures, taking on important 
issues to protect them for the future. It 
has been enlightening and exciting, in 
the past year, to look at the overall pic­
ture. We did research and conducted an 
informal assessment that showed us 
there is a lot of activity servicewide. 
There are different concepts of what 
friends groups are, or should be—with 
strong opinions, both positive and 
negative, some confusion, and receptive 
ears waiting to hear new ideas. 

One of the clearest messages is that 
there is not, nor should there be, a pro­
totype for a friends group. Like the 
parks, these groups come in all different 
shapes and sizes, with varying centers 
of interest and differing levels of 
involvement. 

We learned a great deal that we have 
been passing on not only to individual 
parks but also in a national workshop 
just held in July. Now we would like to 
share some of the highlights with the 
entire park system through this issue of 
the Courier. 

We want to thank the regions and the 
parks for their input, insights, and 
cooperation. We especially thank the 
contributors, park personnel and friends 
alike, who made it all come together. 

—James W Coleman, Jr. 
Regional Director, MAR 
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What Would We Do Without Park Partners? 
Chrysandra L. Walter 
Superintendent 
Lowell NHP 

"Friends of," park co-operators, 
special permittees, park partners—no 
matter what you call them, they're all 
essential to the running of the National 
Park Service. In fact, I can't think of a 
national park in our vast system that 
doesn't have one or more organizations 
working with the park as a partner. We 
have all grown dependent on these 
groups in order to extend our resources 
and services to our visitors—resources 
and services that quite possibly would 
be unavailable, if not for the dedication, 
energy and commitment willingly given 
by our co-operators. 

Why are these organizations so essen­
tial to park operations? One reason is, 
of course, related to the limited financial 
resources each of us has to carry out 
park programs. I'm convinced that, no 
matter how much money each park has 
at its disposal, we would never have 
enough to carry out all our good ideas. 
That is to our credit. We all have very 
creative, hard-working people on our 
staffs, people who are never at a loss 
for new program concepts. Thank 
goodness the lack of appropriated funds 
doesn't have to stop us from implemen­
ting the best of these program ideas, 
because, somewhere out there, there is 
a group who wants to help. 

Another important reason why these 
groups are so essential to our operations 
has nothing to do with money, 
however. It has to do with pride in our 
national parks, wanting to support and 
help the parks, and good old American 
volunteer spirit. It also has to do with 
kindredship and sharing of similar 
goals. We as a people love to co­
operate, join in and become involved. 

When I first came to Lowell NHP, we 
were in the middle of planning the 
park's major development called the 
"Boott Mills." The park had acquired a 
magnificent five-story building in one of 
11 original mill complexes built in the 
City of Lowell some 150 years ago for 
the manufacture of cotton textiles. At 
Lowell, for the first time in American 
history, all manufacturing processes 
necessary to the production of a single 
product on a mass scale were housed 
under one roof, thus signalling the 
beginning of this country's Industrial 
Revolution. The park's main interpretive 
museum was planned for the Boott 
Mills, along with other programmatic 
and administrative facilities. The park 
staff was very interested in setting aside 
a portion of the building for educational 

Hands-on-activities promise to be a big part of Lowell's educational center to be run by the University of 
Lowell. Photo by Jim Higgins. 

programs because school children repre­
sent 40 percent of the park's present 
visitation. 

Since 1979 the park has conducted an 
off-site education program called Lowell 
Industrial Living Experience. The 
tremendous response and demand for 
this program convinced the park staff 
that a portion of the Boott Mill should 
be dedicated to educational programs. 
As a result, we set aside some 11,000 
square feet of space for what we are 
calling the Tsongas Industrial History 
Center, a "hands-on" museum and 
education facility named in honor of 
former Senator and Congressman Paul 

E. Tsongas, who was largely responsible 
for establishing Lowell National 
Historical Park. 

Our dilemma, however, was deter­
mining who would run and operate the 
Center? Who had the expertise, the in­
terest and the resources for such a for­
midable task? The Lowell school system 
was an obvious choice, but we wanted 
an organization that could reach out to 
a much broader audience. We decided 
to approach the University of Lowell's 
College of Education. It immediately ac­
cepted the challenge. As a state univer­
sity with a mandate for teacher training, 
the University of Lowell saw the 
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Tsongas Center as a potential working 
laboratory for education majors and as a 
provider of opportunities for teacher 
retraining that could serve schools all 
over Massachusetts. The university also 
saw it as an experimental workshop for 
the development of social studies and 
history curricula. 

We are now in the midst of develop­
ing a long-term co-operative agreement 
which commits the university to run­
ning the Ed Center, and the park to pro­
viding the space and major structural 
maintenance. I don't think we would 
ever have attempted to dedicate such a 
significant amount of space, nor would 
we have dreamt of such an ambitious 
program, if it weren't for the willing­
ness of the university to become a co-
operator. There is just no way we could 
have staffed and operated this center 
with park dollars. The center is now a 
reality; because of the partnership with 
the University of Lowell, it will have 
long-term stability and support! 

I consider the cultivation of park sup­
porters a major responsibility of my job 
as superintendent. My contacts with 
the community, be they with business, 
government or private organizations, 
are key to the park's success. Those 
relationships must be in place, and 
strongly built, in case the park needs to 
call upon them to solve a problem or in­
stitute a new program. There needs to 
be a certain level of trust built between 
the superintendent and the community 
leadership so that when either needs 
help, concern about a new venture is 
minimized because your word, integrity 
and commitment have been well 
established. Nothing illustrates this 
point more, in my opinion, than the 
dilemma we faced last summer here in 
Lowell. 

For eight years we have been running 
a canal barge interpretive program on 
Lowell's 5.6 miles of canals. The 2V2-
hour Mill and Canal Tour is the 
mainstay of our summer interpretive 
offerings and the major drawing card 
for park visitation from May through 
October. In fact, our whole trolley 
transportation system was specifically 
designed to link up with the barge 
system landing areas. 

We had contracted with a private 
operator who owned the boats and ran 
the skipper service. The program had 
always opened on Memorial Day 
weekend. About May 1st, the contractor 
who had been running the boats decid­
ed to get out of the business. He told us 
he would not enter into another con­
tract and that he would be selling the 

On the cover: More than 300,000 visitors have taken the Lowell Canal Tours since their inception in 
1979. A trip through the "Industrial Canyon" provides a dramatic view of the immense mill complexes 
that line the Pawtucket Canal. Photo by James Higgins. 

Fort Mason warehouses and piers. 
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four barges used in our program for 
approximately $200,000. 

After picking ourselves up off the 
floor, we quickly contacted two of our 
park co-operators for help. Within 30 
days a business organization called the 
Lowell Plan bought the boats and 
entered into a five-year lease with the 
park to rent us those barges. At the end 
of five years they plan to donate all four 
boats to us, lock, stock and barrel. A 
second organization, The Greater 
Lowell Regatta Festival Committee, 
agreed to operate the program, hire the 
staff of 12 skippers and crew, and take 
on the liability of managing such a ser­
vice. The barges were in the water and 
running by May 27th. Those two organ­
izations saved our interpretive program. 
They acted quickly, decisively and will­
ingly, putting their dollars and their or­
ganizations' reputations on the line. If 
the park hadn't spent years developing 
a level of cooperation and trust with 
these two groups, we could have suf­
fered a huge loss to our visitor program. 
Every bit of time we spend cultivating 
our relationship with the Lowell Plan 
and the Regatta Committee is important 
to our continued success. 

Lowell has many more co-operative 
ventures I could share, but so do most 
parks. Everywhere you go, park 
superintendents and staffs are out there 
hustling, trying to push their programs 
and parks forward. One of the finest ex­
amples of maximizing a park's resources 
through co-operation with a partner is 
the Fort Mason Center in Golden Gate 
National Recreation Area. 

When Golden Gate NRA was first 
established in 1972, it took over many 
acres of land and abandoned facilities 
from the military. One of the largest 
concentrations of buildings was at Fort 
Mason, once a debarkation station for 
personnel and supplies being shipped 
to the Pacific Theater during World War 
II. The five warehouse buildings and 
three large pier buildings were empty 
and in various stages of disrepair. It 
would have been impossible for the 
park to tackle the renovation or the pro­
gram potential of all that space. It im­
mediately turned to the San Francisco 
community for help. A group of very 
creative, energetic individuals agreed to 
enter into a partnership with the park. 
They formed an organization called the 
Fort Mason Foundation, developed a 
funding strategy, and forged partner­
ships with other non-profit groups 
working in the arts and environment, 
then brought them all down to Fort 
Mason. The foundation renovated and 
leased out the space at below-market 
rates. They developed a promotion pro­
gram that resulted in many other 
groups wanting to join in. Ultimately, 

San Francisco Fall Antiques Show, 1982, Pier 3. 

they established a resident studio pro­
gram and developed space for one-time 
workshops and special events. Finally, 
they entered into a co-operative agree­
ment with the park to manage the 
center for 20 years, with options for 
extensions. 

When the Fort Mason Center first 
opened in 1977, it offered seven dif­
ferent programs to more than 100,000 
people. Last year it offered 15,000 dif­
ferent programs to more than 1.7 
million people, working with an 
operating budget of $1 million. Fort 
Mason Center is now conducting a $7.5 
million capital fundraising program to 
complete renovations of park-owned 
buildings. 

Golden Gate NRA could never have 
achieved so much without the Fort 
Mason Foundation. That partnership, 

which is 10 years old now, is a prime 
example of what can be done when 
parks reach out to their local 
communities. 

People love their national parks. They 
want to help and become involved, to 
make a park a lively place to visit and 
an exciting place to work. The develop­
ment of co-operative programs is the 
entrepreneurial side of the Park Service, 
one that brings a park superintendent 
and the park staff a great deal of per­
sonal recognition. Far more important, 
it also brings immense personal satisfac­
tion. They know they have contributed 
to their park's success and its future. 
Looking back at all the parks I've 
worked in or visited, I just don't know 
where the National Park Service would 
be without park partners. 
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Citizen Group Involvement-The Flip Side 
Harvey Wickware 
Superintendent 
Canyonlands NP 

National Park Service involvement 
with friends groups is an expansion of 
activities that have gone on for more 
than 30 years. Now, Point 6 of the 
Director's 12-Point Plan suggests friends 
groups for every park, or, at least, for a 
group of parks. The focus of this article 
is to expand on some of the benefits 
and/or detriments of working with 
friends groups; to discuss how we can 
be more effective in these relationships; 
and to offer minimal advice for those 
about to launch into these sometimes 
swirling waters. 

Friends organizations can be extreme­
ly beneficial to parks. This is partly 
because, once motivated, they tend to 
be action oriented. Once a group has 
coalesced, it generally has a broad range 
of expertise available to carry out its ob­
jectives. Involved in the group will be 
lawyers, local and state politicians, busi­
ness leaders, architects, landscapers, 
contractors and farmers—all the ingre­
dients necessary for effective political 
action. As a result, friends groups can 
get the attention of government entities 
in ways that federal agencies, either by 
the nature of their hierarchy or by the 
constraints of law and policy, cannot. 

Generally, the membership of a 
friends group comes from among the 
people who live close to the park the 
group wishes to serve. This provides 
great, natural credibility for the mutual 
goals of the group and the park. The 
members become salespeople for the 
park's projects. The group also provides 
a built-in sounding board. This does not 
eliminate the need for other public 
reviews, but it can provide a fresh, con­
cerned perspective that can be par­
ticularly constructive for the park. 

The diversity of a group also can pro­
vide the park with valuable expertise. 
Members offer professional advice and 
give credibility to projects they help 
support or develop. 

However, there is a "flip side" to this 
LP. Not all is sunshine. The pitfalls and 
perils are many. Some of them are 
capable of giving a career's brilliant 
potential a real body-slam. 

Political, action-oriented friends 
groups can indeed get "action" from 
senators, representatives, governors and 
agency heads. In this area, matters can 
be as perilous as TNT with a lighted 
fuse. The wrong memorandum before 
the wrong eyes at the wrong moment, 
or the inappropriate telephone com­
munication with a staff member of an 

"out" political candidate can place a 
project, its coordinator, or a park 
manager in deep water. When a group 
is in "action," extreme care must be 
taken to ensure that "the lines" are not 
crossed by any NPS employees. It is 
easy to get caught up in the fervor of 
such heady efforts but, regardless of 
how tempting it is, the lines we all 
know about must not be crossed-at 
least technically. And we must look for 
the lines we don't already know about. 

An action group comprised of truly 
capable enthusiasts will move to fill any 
vacuum in any effort underway. Even a 
brief lapse in management's control of 
direction can quickly result in loss of 
that control. Once control is relin­
quished, it's doubly tough to reclaim. At 
this point the group will likely have 
reached considerable size; if manage­
ment doesn't take strong measures to 
keep it under control, it can run 
roughshod over other smaller yet 
valuable groups associated with some 
other aspect of the park. 

With a full head of steam built up, a 
group can consume an inordinate 
amount of management or staff time — 
time perhaps better applied to other 
facets of park operations. If the group's 
leaders assume they have management 
rights over park operations, they can 
leap to the conclusion that the park 
works for them. This pitfall is ever-
present. There can and will be requests 
to make unacceptable adjustments to 
park operations in order to accom­
modate the mission of the group. There 
also may be requests for special favors 
because, individually or as a unit, the 
group has contributed heavily to a 
project. 

Most members of a new support 
group will not have had much ex­
perience with park regulations, chains 
of command, or policies, all of which 
will frustrate them no end. They will 
seek to circumvent NPS requirements at 
times. Insistence on procedure therefore 
can lower their esteem for the NPS, at 
least temporarily, until progress is 
evident. 

With the formation of literally hun­
dreds of friends groups, each with its 
own agenda and each using political 
means to accomplish its aims, Ser-
vicewide park issues could be lost in the 
smoke of the brushfires generated by 
lesser concerns. The Park Service is 
proud of its skillfully developed plans 
and of the related prioritization of needs 
identified in them. Because support 
groups tend toward political action, the 
results of their work have been known 
to seriously alter rational priorities, par­

ticularly development projects. To say 
the least, this causes unrest. In that the 
orientation of support groups also 
strongly tends toward bricks-and-mortar 
projects, the matter is all the more 
serious. This can mean that critical 
operational concerns, such as research 
and interpretation, take a back seat. The 
mundane or the unseen, which can't 
have a brass plaque attached, tends to 
turn these groups off. 

Many of us are not very comfortable, 
at least initially, with cranking these 
groups into the workings of our daily 
lives. There are good reasons for this 
reluctance. Perhaps foremost is the in­
grown conviction that all taxpayers 
should provide for the development and 
operational needs of the park through 
the normal processes. Running a close 
second is our fear of the unknown in 
direct group involvement. These rela­
tionships have not been a part of Park 
Service skill development training. It is, 
therefore, necessary to find ways to 
develop the skills, rather than have the 
process develop by trial and error. Addi­
tional skills in group motivation and 
fund raising also are needed. Using trial 
and error, it is difficult at best to get 
these groups to emphasize less 
"glamorous" goals. The inability to 
secure change in the motivations of a 
very effective group strongly oriented in 
one direction will result in large peaks 
and valleys in organization size and 
effectiveness. 

Serious citizen group involvement is a 
realm of great highs and lows. Friends 
groups can produce success beyond 
anticipation, as well as unfathomable 
frustrations. Here are a few hard-won 
bits and pieces of advice from one 
recently baptized adventurer: 

• Make sure group members under­
stand that their purpose is for the 
overall benefit of the park. Even though 
they have specific goals, they must 
know these will change from time to 
time. This may seem self-evident, but 
it's not. 

• Much of the motivation for friends 
groups is a mercenary one. Groups 
want new facilities and programs to put 
people in their motels, restaurants and 
communities. Concern for the park very 
well can be only a secondary motiva­
tion. This is fine, as long as its is 
understood by park managers. 

• Understand also that the welfare of 
the park in general, and staff coordi­
nating group affairs in particular, walk 
the razor's edge a lot of the time. Along 
this edge the difference between huge 
successes and potentially career-shatter­
ing disasters can be a fine one; so keep 
everyone as informed and involved as 
possible. "Going it alone" is more than 
mere risk taking. 
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