GARRETT COUNTY HERITAGE AREA
MANAGEMENT PLAN

5. HERITAGE AREA MANAGEMENT
DESCRIBING MANAGEMENT AND ADMINISTRATION
FOR THE GARRETT COUNTY HERITAGE AREA

HERITAGE AREA MANAGEMENT
The Garrett County Heritage
Area Management Plan
(Heritage Plan) is a 10-Year
Strategic Plan. The purpose of
the Heritage Plan is to create an
official Garrett County Heritage
Area and provide guidance for
implementing the Heritage Plan
and building a Heritage Program
in the county to enhance
preservation and related tourism
efforts. The Heritage Plan and
Program is concerned with the
preservation of heritage
resources for the enhancement
of the local economy related to
tourism.

SOURCE: Peter Johnston & Associates

5.1: HERITAGE AREA ORGANIZATION
General oversight for the Garrett County Heritage Area will require the inclusion of stakeholders and
partners with Chamber of Commerce functions. The Garrett County Chamber of Commerce will ensure
that stakeholders and partners are represented.
CREATING AN EFFECTIVE HERITAGE AREA
The Garrett County Heritage Area has a professionally staffed management structure. The goal is to
implement the Heritage Plan and achieve the Vision/Mission for the Heritage Area. Partnerships are
needed to implement the Plan and develop the Heritage Program. Therefore, creating benefits for the
entire county through the Heritage Program is important. This includes the following:
Obtaining government support, including financial and technical assistance, for local heritage
initiatives.
Building capacity in Garrett County by adding value to existing heritage offerings, while encouraging
the creation of new offerings.
Encouraging official and grassroots support for the Heritage Plan and Program.
Promoting existing heritage businesses and the creation of new ones in the private sector.
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The Heritage Area concept seeks a direct
relationship between heritage resources and
financial sustainability. This means creating and
maintaining businesses that are compatible with
heritage preservation and tourism objectives.
Several good examples in Garrett County include
the Savage River Lodge, the Deer Park Inn, the
Cornish Manor, and the Baltimore and Ohio
Railroad Station in Oakland. The Chamber of
Commerce is ideal to lead the Heritage Area
effort in Garrett because the organization is
already a well established business leader and
provides access to the public and private sectors.

SOURCE: Peter Johnston & Associates

Implementing the Heritage Plan will tax the resources of the Chamber of Commerce. This includes
coordinating Heritage Area activities and initiatives as well as general operations and management.
Success in the Heritage Area means having a professionally staffed management structure. Additional
Chamber staff is needed to implement the Heritage Plan and manage resources, projects, and partners
as the program grows. Partnerships are critical for effective implementation of the Plan and
development of a successful program. Creating benefits for the entire county is important for the
Chamber of Commerce.
HERITAGE PLAN IMPLEMENTATION
The Heritage Plan provides a strategic blueprint for action in regards to heritage preservation and
tourism. This includes a suitable management platform for oversight. The Heritage Plan:

1.
2.
3.

Seeks to build partnership consensus to enable Heritage Plan and Program implementation;
Prioritizes heritage resources to generate significant private investment in the Heritage Area;
Seeks to achieve Heritage Area sustainability through public and private partnerships.

Heritage Plan Vision: The Heritage Plan is meant to complement existing plans prepared by Garrett
County’s local governments such as Comprehensive Plans, Land Preservation and Parks and Recreation
Plans, Economic Development Plans, Master Plans, etc. The Heritage Plan shall not override the policies
expressed in these local government documents, but rather coordinate efforts with such plans in
regards to heritage preservation and tourism. The Vision for the Heritage Area is as follows:

Garrett County envisions a successful Heritage Area that links the public and private sectors in a
strong and fruitful relationship. This relationship promotes heritage preservation, enhances tourism,
and encourages economic development consistent with heritage program ideals. In the future, the
heritage program will assist the county to achieve significant quality of life benefits for residents,
5-2

CHAPTER 5: HERITAGE AREA MANAGEMENT

seasonal residents, and visitors. Garrett County’s heritage program recognizes the past, present, and
future by re-establishing viable and attractive downtowns, highlighting unique heritage sites, and
acknowledging the county’s many resources. The Garrett County Heritage Area will be an attractive
place to live, work, and recreate, whereby the successful heritage tourism program will contribute
greatly to economic development and community revitalization. Garrett County will create an
environment where private residents and businesses work together with government to take pride in
a rich history that is appreciated by those at home, those abroad, and those that visit.

5.2: HERITAGE AREA GOVERNANCE & MANAGEMENT
Upon recommendation by the Garrett County Heritage Area Technical Advisory Committee, the Garrett
County Chamber of Commerce will be the official Heritage Area Management Entity for the Garrett
County Mountain Maryland Gateway to the West Heritage Area (GCMMGTW Heritage Area). The
Chamber of Commerce is governed by a 15 member Board of Directors representing all industries and
communities in Garrett County. The Chamber of Commerce has a membership of approximately 700
members. The Chamber also serves as the County’s Destination Marketing Organization (DMO) for
tourism. It is responsible for all tourism promotion and visitor relations (see Appendix Q for the official
management policy of the Garrett County Chamber of Commerce Board of Directors for the oversight of
the GCMMGTW Heritage Area).
On July 21, 2011, the Chamber of Commerce passed and adopted a Resolution officially claiming
responsibility for the GCMMGTW Heritage Area’s management and administration (see Appendix Q),
including governance and finances. The Chamber also will be responsible for implementing the Heritage
Plan including heritage-related projects, programming, marketing, and advertising. The Chamber of
Commerce may amend the Heritage Plan from time to time in coordination with the Maryland Heritage
Areas Authority (MHAA) and stakeholders and partners.
GARRETT COUNTY HERITAGE AREA MANAGER
The Garret County Heritage Area Manager (Heritage Manager) is a full-time position with the Garrett
County Chamber of Commerce, located in the Garrett County Visitor’s Center in McHenry, Maryland
(see Appendix Q). The Heritage Area Manager position provides advanced management level executive
functions to the GCMMGTW Heritage Area in accordance with the vision and strategic plan, as
periodically updated.
Mission Statement: To work with stakeholders, partners, and businesses to implement the Garrett
County Heritage Plan by offering technical and financial assistance for heritage-related initiatives that
preserve valuable heritage resources and enhance county tourism.
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Roles and Responsibilities: The Heritage Manager is responsible for the following:
Manage the Heritage Area Advisory Board;
Manage strategic and daily operations to implement the plan;
Write and administer grants, including technical assistance programs;
Develop an annual budget and track expenses accordingly in cooperation with Office Administrator
and the President and CEO of the Chamber;
Communicate with stakeholders about the benefits of being a Heritage Area;
Coordinate cultural heritage tourism product development activities with public and private sector
partners;
Convene and facilitate stakeholders and partners to develop driving signage, advocate for
preservation/conservation initiatives, and emphasize heritage product development and other
initiatives identified in the Management Plan and strategic plans;
Develop and implement the Heritage Area Marketing Plan;
Develop and implement the Heritage Area Interpretive Plan;
Coordinate with partners to secure funding for projects included in the Management Plan;
Develop and implement the 5-year work plan and annual work plans;
Attend Maryland Heritage Area Coalition meetings and Maryland Heritage Area Authority (MHAA)
meetings;
Serve as Project Manager for MHAA grants awarded to the GCMMGTW Heritage Area;
Serve as GCMMGTW Heritage Area liaison to partner organizations and governments within the
Certified Heritage Area conducting MHAA-funded and administered grant projects;
Work with the HAAB to create a project list and ranking of applications for MHAA grants; submits
project list, ranking copies of grant applications to the MHAA;
Serve as Project Manager for non-MHAA grants and financial assistance to the GCMMGTW Heritage
Area for projects, activities, and services;
Give presentations to the public and Garrett County Board of Commissioners;
Coordinate and implement a plan for the Star Spangled 200 Celebration and other state heritage
related tourism events;
Coordinate with Garrett Trails Incorporated;
Coordinate with partners to begin creation of a Scenic Byways Corridor Management Plan;
Work directly with the Chamber’s Director of Marketing and Tourism on heritage tourism
promotion;
Establish and work with the Heritage Advisory Board (HAAB) members to ensure the mission and
vision of the GCMMGTW Heritage Area is fulfilled;
Create and implement practices to create a fundraising plan that will supplement state funding and
allow the GCMMGTW Heritage Area to become a successful and sustainable entity;
Attend monthly Chamber Board Meetings to provide updates and make recommendations as
proposed by the Heritage Area Advisory Board. Should a difference of opinion arise between the
HAAB and the Chamber Board, arrange for a meeting between representatives of other Boards to
discuss the issue and reach consensus;
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Work with the Chamber of Commerce Board of Directors on the appointment of Advisory Board
Members;
Create and implement Fall Foliage driving tours to coincide with the Autumn Glory Festival;
Serve on the Historic National Road Committee;
Develop content for websites, brochures, and marketing collateral;
Create a heritage display for the lobby of the Garrett County Visitor’s Center;
Oversee Civil War and National Road signage; and
Other duties as assigned.
HERITAGE AREA ADVISORY BOARD
Upon recommendation from the President and CEO of the Garrett County Chamber of Commerce, the
Chamber Board of Directors will create a Heritage Area Advisory Board (HAAB) for the GCMMGTW
Heritage Area to assist with administration. This 15 member board will work closely with Heritage Area
staff to ensure that the Heritage Plan is implemented. HAAB members shall be appointed by the Garrett
County Chamber of Commerce Board of Directors and include the following groups:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.

Garrett County Community Action;
Maryland Department of Planning;
Private Business Representative (tourism-related), must be a Chamber member;
Natural Resources Conservation Specialist;
Garrett County Agriculture Representative (Member of the Agricultural Community);
Garrett County Arts Council;
Private Business Representative (tourism-related), must be a Chamber member;
Garrett County Historical Society;
Garrett County Municipalities Incorporated;
Garrett Trails Incorporated;
Garrett College;
Garrett County Commissioner Representative;
Private Business Representative (tourism-related), must be a Chamber member;
Chamber of Commerce Board Representative; and
Maryland Department of Business and Economic Development.

Term Limits: Term limits are 3 years; renewable by appointment from the Garrett County Chamber of
Commerce Board of Directors. Every year, 1/3 of the HAAB is eligible for reappointment.
Members 1 – 5 up for re-election in Year 1;
Members 6 – 10 up for re-election in Year 2; and
Members 11 – 15 up for re-election in Year 3.
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Administration: The HAAB shall be comprised of individual representatives from various non-profit
groups (heritage related), county and municipal governments, and tourism-related business
representatives throughout Garrett County. Each appointed member of the HAAB shall have a vested
interest/knowledge in local heritage and/or promoting the county to achieve greater economic
development opportunities through heritage tourism. Members appointed to the HAAB will be able to
provide guidance in their particular areas of expertise in order to achieve the goals and objectives of the
Heritage Plan and to see the GCMMGTW Heritage Area mission statement is carried out.
Qualifications: HAAB member qualifications include, but are not limited to: an individual, business, nonprofit (heritage-related), government entity or organization engaged in agriculture, natural resource
conservation, historic preservation, higher education, arts, cultural conservation, hospitality, and
government.
Individuals with the above qualifications may be appointed by the Garrett County Chamber of
Commerce Board of Directors, as a member of the HAAB.
The HAAB will nominate and elect officers at their last meeting of the fiscal year, which will end on June
30th. The HAAB Officers will consist of:
Chairman: The Chairman presides over HAAB Board meetings and is responsible for working with the
Heritage Area Manager in order to achieve the mission, will provide leadership to the Board in setting
policy, schedules the Board meetings and agenda with the Heritage Area Manager, appoints
chairpersons to committees, coordinates with the Heritage Area Manager to discuss heritage area
issues, leads the process of formulating the GCMMGTW Heritage Area priorities for recommendations
to the Chamber Board, helps coordinate the GCMMGTW Heritage Area 5-year work plan, monitors
financial planning and financial reports, plays a lead role in fundraising, evaluates performance of the
organization in achieving goals and objectives for achieving the mission, and attends Chamber Board
meetings.
Vice Chair: The Vice Chair will serve as a substitute Chairman in the absence of the Chairman and be
responsible for other duties as assigned from the Chairman.
Separate committees will be formed from time to time to oversee special projects related to heritage
tourism. All HAAB members will sign a “conflict of interest” form.
Reporting: The Chairman of the HAAB will attend the Chamber Board of Directors meetings on an as
needed basis. The Heritage Area Manager will report monthly to the Garrett County Chamber of
Commerce Board of Directors and these reports are available to the public upon request. The Chamber
Board will review and ratify recommendations by the HAAB, specifically non-routine items such as new
GCMMGTW Heritage Area policies and procedures, grant rankings, funding decisions, 5-year and annual
work plans, etc.
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Attendance Policy: Members must attend at least 50% of the meetings. HAAB members who have
missed 50% of the meetings are automatically removed, unless they write to the Chamber Board of
Directors explaining the reasons for missing the HAAB meetings and request to remain on the HAAB. The
Chamber Board may excuse absences.
Quorum and Actions: A quorum at any meeting for the conduct of business of the HAAB shall consist of
a simple majority of the HAAB members then serving. The HAAB may act with the affirmative vote of a
simple majority of HAAB members present at a meeting. There will be no voting by proxy.
The HAAB, at a maximum, will meet monthly; with a minimum of 9 meetings annually. The HAAB will set
a recurring schedule at the first meeting.
Roles and Responsibilities: HAAB roles and responsibilities shall include, but may not be limited to, the
following:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.

16.

17.
18.

Establish and implement the HAAB mission, vision, and create the strategic/action plans*;
Create and provide HAAB members with a written outline for their roles and responsibilities;
Create a HAAB manual;
Attend heritage-related workshops;
Implement the approved Heritage Area Management Plan;
Develop an annual work plan, recommend boundary amendments, changes to plan, etc.*;
Provide direction on the 5-year work plan*;
Monitor the Heritage Area’s fiscal operations;
Coordinate the HAAB operating structure;
Generate support and build relationships, provide stewardship throughout the community;
Promote economic development through heritage tourism;
Recommend special committees to serve various purposes (i.e. volunteer groups, fundraising,
events planning, memberships and sponsorships, informational workshops, etc.);
Select projects, prioritize funding, rank projects, coordinate grants, establish preservation
techniques and processes*;
Collaborate with the Chamber of Commerce Director of Tourism and Marketing on heritage
tourism, heritage marketing, marketing techniques/activities, and heritage website information;
Promote and expand the use of the Sustainable Communities Rehabilitation Tax Credit Program
for heritage area projects, develop recommendations for the Maryland Heritage Areas Authority
(MHAA) regarding the eligibility of non-historic structures and non-listed/non-designated historic
structure projects for Sustainable Communities Rehabilitation Tax Credits;
Assess program performance through the MHAA mandatory performance measures, and as
appropriate, through the creation and implementation of Heritage Area-specific performance
measures;
Determine stewardship techniques;
Develop and implement procedures for review of State-agency conducted projects within the
Certified Heritage Area, as provided by MHAA statutes; and
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19.

Determine and approve amendments to TIZ’s and existing TIZ’s*.

*Denotes that the item requires approval from the Chamber of Commerce Board of Directors.

5.3: HERITAGE AREA STAFFING
The Chamber of Commerce has a Heritage Area Manager. Other Chamber staff also will assist heritagerelated efforts. Funds for operation and management will be provided by the Chamber of Commerce
and the Maryland Heritage Areas Authority (MHAA). Funds for capital and non-capital projects will be
leveraged from many different funding sources and will be detailed in annual work plans issued to the
MHAA by the Chamber of Commerce.
HERITAGE AREA STAFFING ASSUMPTIONS
Table 5-1 shows potential costs for staffing the Heritage Area. The Heritage Plan anticipates one new
full-time position with the Chamber, a Heritage Manager in Year 1. Other positions are part-time and
can be filled by existing Chamber staff or contracts. The Cost Analysis also assumes that in Year 2, the
Chamber will initiate a detailed Marketing Study. Therefore, Year 2 will require $50,000, which should
be allocated to the Chamber’s marketing staff. A matching grant of $50,000 can be provided by the
Maryland Heritage Areas Authority (MHAA) to implement the Plan (additional $100,000 in Year 2).
TABLE 5-1: GARRETT COUNTY HERITAGE AREA –COST ANALYSIS FOR STAFFING (YEARS 1 THROUGH 5)
STAFF POSITIONS
YEAR 1
YEAR 2
YEAR 3
YEAR 4
Heritage Program Manager
$20,000
$42,500
$45,475
$48,658
PT Staff - Project Coordinator
$15,000
$15,000
$15,000
$15,000
PT Staff - Administrative Aid
$5,000
$5,250
$5,513
$5,788
PT Staff - Marketing Specialist
$5,000
$10,000
$10,500
$11,025
PT Staff - Advertising Specials
$5,000
$10,000
$10,500
$11,025
Direct Labor Cost
$50,000
$82,750
$86,988
$91,496
Benefits (0.20 Factor)
$10,000
$16,550
$17,398
$18,299
TOTAL STAFF COST
$60,000
$99,300
$104,385
$109,796
Contract Labor
$10,000
$18,000
$20,000
$20,000
SUB-TOTAL
$70,000
$117,300
$124,385
$129,796
REQUIRED MATCH
$35,000
$58,650
$62,193
$64,898
CHAMBER MATCH
YEAR 1
YEAR 2
YEAR 3
YEAR 4
Heritage Program Manager
$16,600
$36,975
$40,018
$41,846
Project Coordinator
$7,500
$7,500
$7,500
$7,500
Administrative Aide
$2,500
$2,625
$2,756
$2,894
Market Specialists
$2,500
$5,000
$5,250
$5,513
Advertising Specialists
$2,500
$2,675
$2,862
$3,063
Rent, Utilities, Equipment
$4,100
$4,100
$4,100
$4,100
TOTAL
$35,700
$58,875
$62,487
$64,915
OTHER STAFF OR PROGRAMS
YEAR 1
YEAR 2
YEAR 3
YEAR 4
POTENTIAL FUNDING
$0.00
$82,700
$75,615
$70,204
REQUIRED MATCH FROM OTHER
SOURCES
$0
$41,350
$37,808
$35,102
Market Study Implementation
$100,000
Peter Johnston & Associates
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YEAR 5
$52,064
$15,000
$6,078
$11,576
$11,576
$96,294
$19,259
$115,553
$20,000
$135,553
$67,777
YEAR 5
$44,255
$7,500
$3,039
$5,788
$3,277
$4,100
$67,959
YEAR 5
$64,447
$32,223

Assumptions for Staffing include the following:
In Year 1, fill the Heritage Manager position and use existing Chamber of Commerce staff to get the
Heritage Program started (prepare the first year’s work program, arrange the official organization
and management of the Heritage Area, delegate tasks, and initiate agreements and any legal work
for actualizing the Heritage Program under the Chamber of Commerce);
The value of salaries for existing staff assigned to the Heritage Program, and other costs such as
benefits, rent, utilities and equipment, should satisfy the “cash match” requirements for the MHAA
management grant;
Primary contract labor on an “as needed” basis;
Other Staff or Programs is the residual of a maximum potential operating budget ($200,000 total
with half local match/half MHAA funds) and may be used for an additional staff position(s), contract
labor and/or programs related to targeted activities. These funds, if matched, could be assigned to
assist with program operations. Potential match sources might include memberships (individuals,
businesses, organizations), corporate sponsors, higher level of funding from the Chamber, and
additional funding from the county commissioners, municipalities, or other organizations;
In Year 1 or 2, the Garrett County Heritage Program will prepare a detailed Marketing Plan and
utilize MHAA grant funding to implement the Plan; and
The Chamber of Commerce should evaluate the Heritage Program’s success by Year 3.
HERITAGE AREA STAFF JOB DESCRIPTIONS
Program/Project Coordinator (Part-Time): The Program/Project Coordinator will take the lead in
coordinating programs and projects under the Heritage Program, as described in the Heritage Plan.
These programs and projects involve stakeholders and partners, requiring expertise with
project/program planning, management, and administration. Primary duties may include, but are not
limited to, the following:
Assist the Heritage Manager with heritage programming duties and preparation of annual Work
Programs;
Administer grants and/or work with partners to administer grants;
Assist in the preparation of a detailed Interpretive Plan for the Heritage Area;
Administer community planning and revitalization efforts;
Assist with project and program development and Heritage Plan implementation; and
Conduct the annual project solicitation and evaluation process for inclusion in annual Work
Programs submitted to the MHAA for grant funding.
Marketing Specialist (Part-Time): The Marketing Specialist will be tasked with determining the most
effective ways of marketing the Heritage Area, both internally and externally. Primary duties may
include but are not limited to the following:
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Assist the Heritage Manager and Project Coordinator, when needed and requested;
Oversee the Marketing Plan (Years 1 or 2);
Assist the Marketing and Outreach Group with heritage tourism initiatives and implementation;
Develop Heritage Area promotion and other products;
Establish a marketing campaign for the Heritage Area; and
Implement Heritage Area marketing strategies.
Advertising Specialist (Part-Time): The Advertising Specialist will be tasked with developing and
implementing an image and a branding program for the Heritage Area. Many of the Advertising
Specialist’s specific tasks will be defined in the detailed Marketing Plan. Primary duties may include but
are not limited to the following:
Assist in preparing a detailed Marketing Plan for the Heritage Area;
Determine the most effective means for promoting the Heritage Area and its resources;
Develop an image for the Heritage Area and a branding program;
Coordinate with various media sources to promote the Heritage Area; and
Develop Heritage Area promotion and other products.
Administrative Aide (Part-Time): The Administrative Aide will provide technical support services to the
Heritage Program Manager and other Heritage Area staff as directed and needed. Primary duties may
include but are not limited to the following:
Filing and reporting duties (letters, memorandums, coordination, communication, etc.);
Database development regarding partnership lists and financial/technical contributions; and
Other tasks to be determined.
Contract Labor: Contract labor includes consultants, businesses, and other groups that may assist
specific Heritage Area development efforts. This includes grants administration, project and program
development, and/or economic development and tourism initiatives including marketing and
advertising. This may include the following:
Assisting the Chamber of Commerce and/or its stakeholders and partners with project/program
development (planners, engineers, architects, landscapers and landscape architects, designers, and
other such consultants);
Assisting the Chamber of Commerce and/or its stakeholders and partners in finding and obtaining
funding for projects and administering grants in-aid and other financial resources (planners, lawyers,
accountants, investment counselors, and other fiscal managers, etc.);
Assisting the Chamber of Commerce with heritage product development such as brochures, signs,
interpretive displays, interactive media, mapping, and coordinating, etc. (product development
businesses, including physical products such as signs as well as technological products);
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Assisting the Chamber of Commerce with Heritage Area development and public
participation/government coordination (planners, public participation consultants, visioning experts,
as well as specific consultants and groups that specialize in evaluation and analysis for heritage
preservation, economic development, and tourism); and
Assisting with other undetermined tasks that may arise at a future date.
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