


























































































































Date: August 17, 2002
To: Mayor Sally Smith and Members of the Juneau Assembly
From: Paulette Simpson
Re: Juneau Tourism Partnership – Tourism Management Plan

Since 1995,  I have closely followed Juneau tourism issues and between 1995 – 2000,

attended nearly every meeting of the Tourism Working Group and Tourism Advisory Committee. I

have also observed Juneau’s latest effort to adopt a Tourism Management Plan.  Intrigued by the

comments of Maria Gladziszewski and Marc Wheeler at the August 16 Chamber of Commerce

presentation, I read David Chrislip’s article, The New Civic Leadership , in which he describes the

ideal collaborative model.  The comments offered below are my own – from the perspective of

someone involved in tourism but also a community-minded 26-year resident of Juneau.

Chrislip identifies four critical roles that are key to the success of any “collaborative”

process.  Before the Assembly proceeds with implementation of the Juneau Tourism Partnership, I

strongly suggest you evaluate Egret’s JTP structure and membership in light of Chrislip’s  advice.

From  The New Civic Leadership  by David Chrislip 2001, page 7

Four critical roles must be played in these public processes. First, stakeholders

must become a "constituency for change" capable of holding implementing organizations

accountable for moving to action. Without this supposedly collaborative efforts waste time

and precious political capital. Second, a community needs expert information in order to

address its concerns. Experts provide stakeholders with the information necessary for

making good decisions but do not drive collaborative processes. Third, people with

extensive knowledge of collaboration help design and facilitate these initiatives. Fourth, a

few strong, facilitative leaders in the stakeholder group convene, catalyze and sustain these

collaborative efforts.  (Chrislip goes on to say that “Strong, facilitative leaders come from the

community or region itself… No one from outside the community or region can play this

role.”)



 Critical Role # 1: Accountability:   The “JTP” model includes four “public”

members who are not accountable to anyone but themselves.  Without having to be accountable to

an organization or Board of Directors, they are free to advance their own personal agendas or

undermine the efforts of other designated JTP members who are being held accountable for their

participation in the group.  The discipline of accountability is understandably the #1 critical role.

Critical Role # 2: Expert information:  Baseline information for Egret’s Tourism

Management Plan was gathered through anecdotal interviews and a self-selected Internet poll.  If a

new group is to succeed, it must operate with “expert” data that accurately measures the breadth

and intensity of community sentiment about tourism issues.  Such information can only be obtained

through the use of a statistically valid, random “telephone book” survey of Juneau residents.

Critical Role #3: Professional design of process:  Chrislip suggests that the

collaborative model cannot succeed unless it is designed by professional consultants or facilitators.

The JTP currently resembles its predecessors (the TWG and TAC) which were also established to

address tourism issues in a collaborative manner.    If further design is required to assure success

for the JTP, additional funds will be necessary for these services.  If the process fails, undoubtedly

it will be because the CBJ did not budget for additional professional services, workshops or training

sessions.  At some point, the Assembly should recognize that because we are obsessed with

“process” instead of results, Juneau is a hungry consultant’s “dream town.”

Critical Role # 4: Facilitative leaders from within the community: Chrislip is

clear that no one from outside the community or region can play the role of facilitator.  Therefore,

before proceeding with the JTP model, the Assembly should identify WHO the local facilitative



leader of this process will be and why this person has the unique skills and credibility to “convene,

catalyze and sustain” this process.

Even if the Assembly could guarantee that the JTP would operate with accountability,

expert information and qualified local facilitative leadership, the fact remains that we live in a free

society.  At any given time, a resident of Juneau can walk into City Hall and pick up a petition to put

an initiative on the municipal election ballot.  This has been done three times since the first Tourism

Working Group was established in 1995.

In 1996, Karla Hart helped organize the first initiative drive to institute a head tax on cruise

passengers.  For several months, the debate surrounding that divisive initiative completely

overshadowed any productive work on tourism issues.    In 1999, Joe Geldhof and Greg O’Claray

led a second initiative drive to establish a head tax.  This adversarial action helped de-rail the

collaborative efforts of the Tourism Advisory Committee.  Finally, in 2000,  Ray Preston and Kim

Metcalfe Helmar spearheaded an initiative to limit flightseeing in Juneau.  For the third time in four

years, Juneau residents were catapulted into battle-mode again and forced to choose sides.

The establishment of the JTP will never preclude citizens from exercising their rights.  But

if the Assembly wants results – not expensive, frustrating, unending process – the proposed JTP

should be abandoned. Chrislip’s model could probably be implemented, but only if the

accountability, expert information and facilitative leadership pieces are all properly in place.

While I am not 100 percent supportive of the Juneau Chamber’s alternative proposal, it at

least addresses an elemental shortcoming of the two previous processes. Well-established CBJ

boards and bonafide community organizations with published membership lists should work

collaboratively to coordinate tourism goals.  Within that collaborative framework, many pro-active

initiatives, particularly infrastructure improvements (alternative heliport sites, turn-arounds, docks,

and commercial loading facilities) could be developed with a “big picture” perspective and

structured communication.  Of course, this should only happen in the public arena with the direct

involvement of Assembly members elected by and accountable to the public.




