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Our Planning Story

Paul B. Redman, Executive Director 
Longwood Gardens



The Longwood Story

2013 Building Museums Conference







5 Essentials of Planning

ÅKnow yourself

Å Inclusion at all levels is sacred

Å It begins at the top

ÅSkill of the hand is key to the vision

ÅFlexibility is key



Real and Meaningful Impact

Å 109% Increase Earned Revenue ($13.4m to $28.0m)  

Å 79% Attendance Increase (770,000 to 1,375,000)

Å 306% Member Household Increase (16,000 to 65,000)

Å Broken Barriers ςA Culture of Leadership & Innovation

Å [ƻƴƎǿƻƻŘΩǎ DƻƭŘŜƴ wǳƭŜ ςExtraordinary Service

Å Universal Performance Measure

Å A New Language ςLongwoodian



Lessons Learned

Å Invest time to create understanding

Å Connect the dots & reinforce the path

Å Terms & words are powerful & must be embraced by all

Å LǘΩǎ ƴƻǘ ŀōƻǳǘ ŘƻƛƴƎ ƳƻǊŜ ϧ ŀŘŘƛƴƎ ƳƻǊŜ ǿƻǊƪ

Å Be realistic

Å 5ƻƴΩǘ ŘŜǾŜƭƻǇ ŀ ά¢ƻ 5ƻέ ƭƛǎǘ ŦƻǊ ǘŀǎƪǎ

Å Focus on the IDEA of the task ςWhat are you REALLY trying accomplish?



Communicating and 

Reinforcing our Values
ÅWorking From Our Values course for 

Managers and a guide for them and 
their staff that defines our Values in 
behavioral terms.

Å Communicate internally, using our 
SharePoint site, staff victories that are 
in alignment with our Values.

Åtŀǳƭ Ƙŀǎ ŀ άt[hDέ with staff that 
highlights key Values and encouraged 
conversation among staff about our 
values.



Keys to Successful Implementation

ÅMust permeate all levels of the organization

ÅTrust & delegate to get the best ideas and ownership ςThe 
Planning Structure

ÅCreate a safe environment for discussion

ÅMake it as simple as possible ςsound bites

ÅBuild a big communication tool box to reinforce the plan

ÅReinforce through individual annual performance reviews

ÅOn-going evaluation 



Strategic Themes by Year

(Sound Bites)

2017-2018

ÅMaster Plan

Å IT

ÅGuest Experience

ÅHR & Safety

ÅFiscal Flexibility

2019-2022

ÅMission Impact

ÅStewardship & Sustainability

ÅAccessibility

ÅCivic Responsibility



Goal & 
Objectiv
e

Task # Tasks/Steps:
Who will take 
responsibility for 
leading? (Name, Title)

Who is responsible 
for progress 
monitoring?   (Name, 
Title)

Who else is required to assist 
or partner?     (Name, Title, 
Internal/ External)

When will this begin?
When will this be 
completed?

What are the potential 
resources required? 
(Technology, HR, Time)

What are the estimated 
budget requirements?

1A 1 1) Update the 40-year Master Plan. Executive Director Executive Director Capital Project Committee FY2016 FY2017 Consultant

1A 2

2) Affirm and establish an implementation strategy for 
15-year capital priorities: Webb Barn, West 
Conservatory Renovation & New Visitors Entry/Parking, 
Peirce-du Pont House Restoration, Open Air Theatre 
Restoration and Cultural Conservatory, Nursery 
Upgrade.

Executive Director Executive Director Capital Project Committee FY2016 FY2017 Consultant

1A 3

3) Identify failing and/or capacity constrained 
infrastructure systems and guest amenities that do not 
meet service system and guest needs (including way -
finding & site furnishings). Exmples include evaluation 
of: potable water systems for condition, useful 
remaining life, & capacity; electric distribution system; 
sanitary sewer system include STP; all utility systems; 
guest amenities such as 
restaurant/concessions,restrooms & parking for useful 
remaing life & capacity.

Facilities Facilities Guest Services/Horticulture FY2016 FY2018 Time, Consultant

1A 5
5) Advance, prioritize and fund a horticulture 
amplification strategy.

Horticulture Horticulture Program Committee FY2016 FY2022 Horticulture Review Committee

1B 1

1) Evaluate, update and implement needed tools, 
technologies, content and resources to support the 
delivery of an extraordinary virtual guest experience, 
including data capture, reporting, marketing 
automation, etc.

Marketing Marketing
Systems Team (To Be Defined by 
Marnie & Ken)

FY2016 FY2022 Technology, Time, Consultant

1B 2
2) Assess, update and implement internal tools and 
technologies to ensure they are integrated, effective, 
easy to use and support our continued growth.

IT IT
Systems Team (To Be Defined by 
Marnie & Ken)

FY2016 FY2022 Technology, Time

1B 6
6) Ensure all external-facing technologies have a 
positive user experience that is efficient, seamless, 
integrated and evokes the Longwood Gardens brand.

Marketing Marketing
Systems Team (To Be Defined by 
Marnie & Ken)

FY2016 FY2022 Time, Technology

1C 1

1) Establish and communicate a framework for 
capacities at special events, performances, programs, 
tours, classes, exhibits, general admission, etc. 
(Member vs. Nonmember, Free vs. Ticketed, Manage 
Sellouts).

GS Senior Team
PA/Marketing/Safety/Education/Pr
ogramming

FY2016 FY2018 Data about guest circulation

The Worksheet



Performance 
Management 
Process

Å Measures performance within 
ǘƘŜ ŎƻƴǘŜȄǘ ƻŦ [ƻƴƎǿƻƻŘΩǎ 
Core Values and progress 
towards Strategic Goals

Å Process is aligned with the 
Fiscal Year and includes a self 
review component

Å Reinforces Mission, Vision, 
Values and Goals with the staff
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