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ACTION PLANS

Key Result Area| Expand and improve membership services.

Objective 1

Objective 2

Objective 3

Objective 4

Report recommendations on AAZPA publications to AAZPA Board by August 1992

Establish an expanded zoo and aquarium data base on computer disk by 1 September
1992

Create development opportunities, including promotions, fund raising and grants that
would at least double existing development income to AAZPA and its member
institutions by 1 January 1995

Create a written public relations crisis management plan to address key issues currently
impacting on zoos and aquariums, for presentation and/or demonstration at the
1992 conference.

Key Result Area Il Enhance our image as leaders in environmental and wildlife conservation.

Objective 1
1991,

Objective 2

Objective 3

Key Resulit Area lll

Objective 1

Objective 2

Objective 3

Objective 4

Objective 5

Develop a new name which will be easily recognized and understood by September

Conduct market research which will define our audiences and issues by January 1991.

Develop a public relations plan which is based on the results of the market research
which will effectively communicate our message by September 1991.

Expand and Improve our Conservation programs.

Integrate AAZPA programs with global captive breeding and other conservation
programs by 1993.

Expand and improve the SSP and other conservation programs, with a target goal of 100

- SSP programs by 1995.

Provide increased scientific support for SSP and conservation programs.
Encourage and expand conservation education activities.

Promote conservation of resources in AAZPA institutions.

Key Result Area IV Develop and enhance an effective legislative plan.

Objective 1

Objective 2

Objective 3

Objective 4

Identify legislative and regulatory priorities and initiatives by January 1991.

Reduce institutional reaction time associated with high priority legislative and regulatory
issues to 72 hours.

Expand the professional base in order to be more pro-active across a broader range of
issues than is presently possible.

Increase association member participation in legislative challenges and process from
10% to 30%. :




- CONFIDENTIAL -
FAX MEMORANDUM
August 2, 1990
To: Jeff Marliave
Fr:  Kathryn Roberts

Jeff,

I got a call from Karen after her repeated attempts to get hold of you. Sheis
extraordinarily sensitive to the way you characterized her comments about the Hill &
Knowlton survey.

She is sensitive to Bob Wagner’s reaction to the phrase "ripped off" being attributed to
her. She did call Charlie Hoessle to explain that she had not used these words and felt
the need for everybody on the committee to know that.

I wrote the attached memo and faxed it to everyone in your absence. I hope you are
comfortable with my taking the liberty of writing this. It was really important to Karen

that something like this be received in Bob’s office prior to seeing your memo. He
returns to his office on Friday and will see both of them at the same time.

Please call me on Monday (612/431-9333) to talk about this.




August 2, 1990

Memorandum

To: Bob Wa%r/}er, Dave Zucconi, Karen Asis, Charlie Hoessle,
Doug Myers, Gerry Lentz, Jeff Marliave

Fr:  Kathryn Rob

[ have just received the fax from Jeff Marliave about the Hill & Knowlton survey
information. I understand Jeff’s concerns about lack of statistical background.

I feel compelled to say that while I agree with Jeff, I think that Karen has been
misrepresented in Jeff’s comment that she stated we may have been "ripped off" by Hill
& Knowlton.

I know from my own conversations with Karen that she believes there were problems
but I also know that Karen would never characterize those actions as "ripped off."

I hope everybody on the committee takes the comment as Jeff’s interpretation -- not as
Karen’s remarks. Ihope no one reacted more strongly than was necessary over Jeff’s
fax.




ZOQF ZOOLOGICAL

.

AsAeZ+PeA 1924

.
>
o
=
2
>
z
o
>
o
=
>
e
c
=
n

AMERICAN ASSOCIATIO

OFFICERS
President

CHARLES H, HOESSLE

President-Elect
DAVID G. ZUCCONI

Vice President
PAUL S. CHAFFEE, DV.M

Immediate Past President
PALMER E. KRANTZ, Il

Executive Director
ROBERT O. WAGNER

DIRECTORS

SUSAN M, ENGFER

STEVE H TAYLOR

STEPHEN R. WYLIE

TED A. BEATTIE

DENMNIS A. MERITT. JR.. Ph D

CHRISTEN M. WEMMER, Ph D

CLAUDIA E COLLIER

ROY A SHEA

R GREGORY TARRY

American Association of Zoological Parks and Aquariums

EXECUTIVE OFFICE AT OGLEBAY PARK, WHEELING, WV 26003 - 1698
(304) 242-2160; FAX: (304) 242-2283

20 July 1990

MEMO TO: STRATEGIC PLANNING ADVISORY COMMITTEE and NUCLEUS GROUP
FROM: LINDA BOYD, PLANNING COORDINATOR —75¢~ ‘
SUBJECT: MINUTES OF TULSA MEETING and REVISED ACTION PLANS

Enclosed are the minutes from the Tulsa meeting and the reviged
Action Plans developed by the Task Force leaders of the Nucleus
Planning Group. They are Membership Services - Bill Dennler,

Image - Kathryi Roberts, Conservation Programs - Bruce Read and
David Jenkins, and Legislation - Steve Wylie.

David Zucconi has asked that the éggggg;y_Committggfstudy,
these enclosures and bring them to the meeting in St. Louis on 9
August. Bob Wagner was asked to estimate cost involved with the
proposed implementation of the Action Plans. He will have that
information available for the meeting in St. Louis.

Bob Smith asked that I provide you with a copy of Process for
Inventing the Future for your use in orienting staff members to
this management activity. It is included.

I am also enclosing another copy of David's excellent letter
detailing where the process goes from here.

/1ib
Enclosures

Copy to: Bob

A nonprofit, tax-exempt organization dedicated to the advancement of zoological
parks and aquariums for conservation, education, scientific siudies and recreation.




STRATEGIC PLANNING COMMITTEE MEETING
TULSA, OKLAHOMA - 18-19 JUNE 1990

The meeting of the Nucleus Planning Group of the Strategic Planning Committee
was called to order at the Westin Hotel on Monday, 18 June in Tulsa, Oklahoma.
In attendance were: Chairman David Zucconi, Facilitator Bob Smith, Planning
Coordinator Linda Boyd, Bill Dennler, Lou Garibaldi, Charles Hoessle, David
Jenkins, Jerry Lentz, Jeff Marliave, Doug Myers, George Rabb, Bruce Read, Kathryn
Roberts, Gail Schneider, Ulie Seal, Steve Taylor, Bob Wagner and Steve Wylie.

The four Task Force Chairmen (Roberts - Image, Seal - Comservation Programs,
Wylie - Legislation and Taylor - Membership Services) delivered their reports,
which received comment and input from the group. It was stated that we need to
involve the institutions' governing bodies and staff, which will take a commitment
to their education. Ulie informed the group that more than $5 million is spent
annually by zoos/aquariums for research. It was suggested that our societies be
used for letter writing campaigns and that the institutions' boards establish
government relations committees. There was much discussion regarding the
development of surveys to help determine the needs of our institutions, whether
or not to refer to groups other than AAZPA committees as '"special interest groups,"
the need to educate the general public about the roles of zoos and aquariums, the
need to determine the members' positions on critical issues, whether or not the
Association should become more involved in animal transportation, and whether or not
it would be appropriate to conduct another survey of the general public as a
follow-up to the Hill & Knowlton report.

The majority of the second day was spent in four groups (Conservation
Programs, Image, Legislation and Membership Services) preparing Action Plans.
Because of the early departure of Seal, Read assumed the leadership of the
Conservation Task Force. Each leader than verbalized the plans his/her group had
worked on, taking note of comments and suggestions from the other groups. Revisions
are to be made to the Key Result Area Action Plans and sent to the Strategic
Planning Committee members and AAZPA Board of Directors. On 9 August, the Advisory
Committee will meet in St. Louis in conjunction with the AAZPA Board of Directors
meeting to critique and recommend the prioritizing of the revised Action Plans,
and then Bob Smith will present them to the Board. Implementation of the plans
will be done by staff, supplemented by committees. Bob Wagner is to supply the
Advisory Committee with a guesstimate of the cost to implement various components.
We will publish reports in COMMUNIQUE apprising the membership of the Strategic
Plan and its implementation; and Zucconi, Hoessle and Wagner will discuss the
Strategic Plan during the Business/Awards Presentation Meeting in Indianapolis.
Additionally, Wagner will report on the Plan at each of the 1991 Regional
Conferences to further enlist input from the membership. The Long-Range Planning
Committee and AAZPA Board of Directors are to monitor the implementation of the
Strategic Plan. Dennler is to refine Membership Services, Roberts - Image,

Wylie - Legislation and Read - Conservation Programs. Boyd is to prepare a list

of existing and past publications to include printing costs, number printed,
distributed to whom, etc., for the Publications Review Committee. For backcasting,
a list of all documents AAZPA has produced will be included.

The meeting was concluded at 5:00 p.m. on Tuesday, 19 June.

(X om o /@70(

Linda Boyd
Planning Coordinator
20 June 1990




Key Result Area:

Objective:

Strategy:

ACTION PLAN

Expand and Improve Membership Services

feport recommendations on AAZPA publicationms
AAZPA Board by August, 1992,
Examine the costs, feasibility, and quality of
existing publications and the need for new publications.

anning Leader:

Dales of Action Plan:
Presented Approved

Action Steps

Who
Responsible

Slarting
Drate

Scheduled
Completion
Date

Actual

Completion
Date

REMARKS ¢ e.g., opportunities or
problems uncovered: talenis or
weaknesses revealed; coordinated
efforts required)

Assemble a report on
existing publications

Establish a Task Force

tleeting of Task Force

Preliminary report to Board

Final report to Board

Exec. DOffice
(L. Boyd)

AAZPA Presided
(D. Zucconi)

Chairman of
Task Force

Task Force

Task Force

9/24/90

8/1/91

l].."r [.r'fga

8/1/90

9/24/90

8/1/91

This would include: costs, number
printed, comments from nmembership,
funding of publicatioms, etc.

Task Force will meet in Indianapolis
and be in communication with each
other during the 1l months to
determine need for new publications.
NOTE: Task Force should attempt to
obtain expert advice (i.e.,
from other professional
publications) at no charge
if possible,




ACTION PLAN

Kg}: Result Area: Expand and -I_‘“mprove Membership Serwvices

Objective: 2

Establish an expanded zoo and aquarium data

base on computer disk by September 1, 1992,

Strategy:

Continue to establish and expand the data bhase.

Planning Leader:

Dates of Action Plan:
Presented Approved__ °

Actlon Steps

Who
Responsible

Startlng
Date

Scheduled
Completion
Date

Actual
Completlon
Ate

REMARKS [ e.g., opportunitles or
problems uncovered; talents or
weaknessas revealed; coordinated
efforts requlred)

Put existing data on
computer disk and make
available to membership

Determine additional data
and methodeloegy (software)
needed with membership
input

Put expanded data on disk
and make available to
membership

Exec. office
(L. Bowd)

D. Jenkins

Exec. office
{1. Boyd)}

10/1/90

1/1/91

Information already contained inm
new 1980 directory.

Work with Barbara Birnmey and other




ACTION PLAN

KE"LRESU]L‘ Area: Expand and Improve Membership Services

%.._._I_E__‘m_ ¥3 Create development opportunities, including promotions,
fund raising, and grants that would double existing
ategy: development income to AAZPA and its member institutions by
January 1, 1995

¢l Complete staff and committee assignments

Planning Leader:

Dates of Action Plan:
Presented___ Approved

Action Steps Who Starting Scheduled Actual
Responsible Date Comipletion Completion
Date Date

REMARKS(eg., opportunitics or
protlems uncovered; tatents or
weaknesscs revealed; coordinated
efforts required)

Activate Development Committeg AMZPA Preside
(D. Zucconi)

c. Director
Wagner)

Hire Development Officer [Exe
(K.




OBJECTIVE #3 (Continued) - Create development opportumities, including
und raising, and graats that would double existing
acome to AAZPA and its member imstitutions by January 1, 1995

promotions,
development

£
X
4

4

ACTION PLAN

Action Steps

Who Scheduled Actual REMARKS { e.g., opportunities or
Responsible Completion Completion problems uncovered; talents or
Date Date weaknesses revealed: coordinated
efforts required)

Strategy #2: Increase income

L,

Meeting
t

of Development
Committee

e

Develop plan and guidelines
to accomplish cbjectives
and submit to Board

Implement plan

Chairman of 9/24/90
Development

. Estimated AAZPA development
Committee

income for last 4-5 years

is $700,000.
Developrent 8/1/91 is $700,000

Committee

Development 1/1L/95
Officer and
Developument
Committee




OBJECTIVE #3 (continued) - Create development opportunities, including promotions,

Do o L LY D

to AAZPA and its member institutions by January 1, 1995.

ACTION PLAN

fund raising, and grants that would double existing development income

Action Steps

Who
Responsible

Starting
Date

Scheduled
Cempietion
Date

Actual
Completion
Date

REMARKS { e.g., oppertunities or
problems uncovered; talents or
weaknesses revealed: coordinated

efforts required)

Measure success

funds received
ana member

Survey imstituticnal
membership

1/1/95

8/1/95




ACTION PLAN

KEE'RESHH-AIEB: Expand and Improve Membership Services Planning Leader:

Objective:

#4 Create a written public relations crisis management plan Dates of Action Plan:
to address key issues currently impacting zoos and aquariums Presented Approved
for presentation and/or demonstration at the 1992 annual

.
kiziiggjs conference

Develon Plan

w

Action Steps Who Scheduled Actual REMARKS { e.g., opporlunities or
) Responsible Completion Completion problems uncovered; 1alents or
Date Date weaknesses revealed; coordinated
efforts required)

Initial discussion with i i {24190 NOTE: ¥Four case studies will be
public relations committee presented at 1990 conference

at 1390 conference as well as a session on working
with the media.

Develop a2 preliminary plan t PR 1 10/1/90 E: D. Jenkins and XK. Asis will
to present to Board 1i determine the timeline Eor
this plan.

Consult with AAM and other organizatio
that may have similar plans. A cost/
Ibenefit analysis will be done for a
crisis management seminar for members.

8/1/92 NOTE: Legal counsel (K. Vehrs) should
be consulted during this proces
before plan is finalized.

Final plan presented at
annual conference
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Key Result Area:

ACTION PLAN

environmental and wildlife conservation

Objective:

improve name recognition by September 1991

Strategy:

concurrence and development

Protect and enhance our image as leaders in
Develop an easily recognizable identity to

Contract with professionals for input,

Planning Leader: Kathryn Roberts

Dates of Action Plan:
Presented Approved

Acticn Steps

~ Wheo
Responsible

Starting
Date

Scheduled
Cempletion
Date

Actual
Completion
Date

REMARKS ( e.g., opporlunitics or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required}

Research field for appropriate
vendor

Request bids from acceptable
vendors

Select Vendors

Communicate concepts to
Membership

Specify parameters and cptions
for development

Create review team

Team reviews, interim
Presentation

Present to Membership

Karen Asis

Robt. Wagner
Chas.Hoessel

Robt ,Wagner
Chas.Hoessel

K.Roberts/
NPG

K. Roberts/
NPG

Asis, review
team

Asis

Sept.1990

Oct.1990
July 1990

Sept.1990

May 1991

Sept. 1930
Oct. 1980

Mar. 1991
Sept. 1990

Feb. 1991

July 1991
Sept. 1991

June 1950

e.g. either new AAZPA name and logo
or ad slogan and logo (separate

Design staffs and consultants of St.
Louis Zoo,Minnesota Zoo,Busch Garden
Vancouver

at annual AAZPA meeting
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Key Result Area;

ACTION PLAN

epvironmental and wildlife conservation

Objective:

Strategy: (s

Protect and enhance our image as leaders in

Conduct market research to determine our
audiences and issues by January 1991

Review Hill and Knowlton and determine methodology

K. Roberts

Planiting Leader:

Dates of Action Plan:
Presented

Action Steps

Who
Responsible

Starting
Date

Scheduled
Complelion
Date

Actual
Completion
Date

REMARKS ( e.g., opportunitics or
problems uncovered; talents or
weaknesses revealed; coordinated

effosts required)

Statistical and method-
ological review of Hill §
Knowlton - questions 5,6,8,
29 (1988 P.R, plan)

Recommend methodology

Approve recommended
methodology

J.Marliave

J.Marliave

K.Asis,
K.Roberts

1994

1990

July 1990

July 1990

199 D' dug. 1990

gcriteria

Approved

Including new questions, statistical
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Strategy: (B)

ACTION PLAN

Implement, assess and communicate the results

PAGE TWO

Action Steps

Who
Responsible

Starting,
Date

Scheduled
Completion
Date

Actual
Completion
Date

REMARKS ( e.g., opportunities or
pmb!ems uncovered; talents or
weaknesses revealed; coordinated
efforts required)

Enlist institutions who can
include items in upcoming,
planned survey instruments

Conduct the surveys

Compilation and analysis of
Tesults

Communicate results through
Communique, Regiomal, National
and Board Meetings

¥. Roberts

J.Marliave

J.Marliave
K. Asis

K. Asis

Aug. 1990

Nov. 1990

complete

Nov. 1990

Jan.1991

Aug.1991

June 19/90

, St. Louis Zoo, Minnesota Zoo,
tBusch Gardens, San Diego Zoo
| (J.B. Marliave to contact Calgary

i Zoo and Metro-Toronto)

- same participants as above.




ACTION PLAN

Key Result Area: Protect and enhance our image as leaders Planning Leader: K.Roberts

in environmental and wildlife conservation

Objective:

Dates of Action Plan:

o g & : 1
Develop a public relations plan based on market Prasenied Approved

research to determine our message by September 1991

Strategy: ()

Create a team to develop an Implementation Plan

Who Starting Scheduled Actual REMARKS {eg., oppm‘mnit'tz:s or

AN PUBLIC AAUARTILM

Action Steps

Responsible

Date

Completion
Date

Com plelion
Date

problems uncovered; talents ot
vueaknessesreventcd;cnardinaled
efforts required)

Identify team Members

Recruit and organize the Cteam
Assign tasks to team

Carry out tasks

Monitor and evaluate the
progress abd resutts of the
tasks

Review and report at all Board

meetings and through
communique

C.Hoessel
C.Hoessel
K.Asis

K.Asis
Team dMembers

long-range
planning
COmm.

long-range
planning
K.Asis

June 199C
Aug. 1990
July 1990

Oct. 1990

Aug . 1990
Sept. 1990
Oct.1990

Annuat
rTeview

Annual

review

Annual
review

note: '"team!" versus npR committee"
refer to different groups. "Team"
must include at least one from

PR committee

Perhaps quarterly via self-veporting
mechanism
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trategy:

#

ACTION PLAN

(B) Coordinate P.R. skills and information within Member Institutions

PAGE TWO

Action Steps

Whe
Respansible

Starting
Date

Scheduled
Completion
Date

Actual
Compiletion
Date

REMARKS ( e.g., opportunitics or
problems uncevered; talents or
weaknesses rovealed; coordinated
efforts required)

Identify which institutions
currently have P.R. staff and/
or capabilities

Secure willingness to co-
operate by sharing instruments,
results, ideas.

Develop Mechanism for sharing
information

Implement ongoing sharing and
cooperation

Asis

R. Cowm.

Asis

.R. Comm.

Asis

Aug. 1990

Oct . 1990

dug.199Q

Oct. 1990

Jan, 1991

Will asist-AAZPA office and nember
institutions

Will check periodically and report
Board,
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Key Result Area: Developméent of Conservation Programs

Preamble

The highest priority of the AAZPA and its menmber
institutions is conservation. Over the next five years in
order to expand and improve conservation programs, we must
fully integrate captive breeding programs with other global
efforte; expand species gurvival plans in both the
terrestrial and aquatic realm through training and increased
efficiency; encourage research in support of these programg;
encourage conservaticn education and habitat preseprvation at
all levels: and finally, promote internal resource
conservation within all member institutions.

TOTOI D w2
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Key Result Area;

Objective: -

ACTION PLAN

Development of Conservation Programs

Integrate AAZPA programs with global captive

breeding and field conservation programs by 1993.

Strategy: (1.) Coordinate planning to determine resources, species

prioritization, and more efficient means of animal exchanges

Planning Leader: Read/{Jenkins

Dates of Action Plan:
Presented Approved

internationally.

Action Steps

Who
Rcsponsi-ble

Starting
Date

Scheduled
Completion
Date

Actual
Completion
Date

REMARKS { e.g., opportunilics or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required}

Develop a continuing and
efficient liason and communi-
cation system with inter-
national and regional con-
servation organizations with
similar objectives.

AAZPA
President

Ongeing
with an
annual
review

IUCN: SSC, CBSG, other specialist
groups

ISIS
EEP Programs
IUDZG

Above are closest organizations but
associations of private holders or
fanciers may be important for
coverage of several major animal
groups
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Key Result Area:

Objective:

Strategy:

ACTION PLAN

Page -2-

Planning Leader:

Dates of Action Plan:
Presented Approved

Action Steps

Who
Responsible

Starting
Date

Scheduled
Completion
Date

Actual
Completion
Date

REMARKS ( e.g., opportunities or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required)

Participate in global heritage David Jenkins

species program.

Propose a program to appropriat¢ Bruce Read

govenment agencies, congressiongl

committees to facilitate the transier

of genetic material between animgl
populations internationally

O_ngomg
with an
annual
review

1992

SSC directed initiative in
cooperation with IUDZG, CBSG
prospectively will assemble biological
information for program targets

AAZV is a natural allied organization
Will require a coordinated effort to
plan and perhaps exertion of the
lobbying capacity of AAZPA members
to effect.
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Key Result Area:

Objective: 1.
Strategy:

ACTION PLAN

Development of Conservation Programs

Integrate AAZPA programs with global captive
breeding and field conservation programs by 1993.

Increase participation in field conservation programs.

Page -3-

Planning Leader:_Read/Jenkins

Dates of Action Plan:
Presented Approved

Action Steps

Who
Responsibie

Starting
Date

Scheduled
Completion
Date

Actual
Completion
Date

' REMARKS ( e.g., opportunitics or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required)

Participate in state-of-the-art
workshops on a regional basis

Further development of
consortium programs
in developing countries

Conserva-
ticn directo

Ongoing
with annual
review

Ongoing
with annual
review.

CBSG, Government agencies %
others who are apt to be
initiators of such workshops

Institutional representatives

from AAZPA members zcos and
aquariums will be central to this
program (existing programs are
Madagascar Consortium, Sumatran
Rhio, Kouprey, etc.)

Collaboration with international
organizations is essential
(WCL, WWF, IC&P, etc.)




ACTION PLAN Page -4-

Kev Result Area; Development of Conservation Programs Planning Leader:__Read/Jenkins

S 3 : h i tes o ion Plan:
Objectives 2. Expand and improve the SSP and other conservation . Dates of Action
programs. ' Presented Approved

Strategy: 1

Develop more effective and efficient procedures
for SSP and other conservation programs.

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunitics or
y Responsible Date Compietion Completion problems uncovered; lalenls. or
Date Date weaknesses revealed; coordinated
efforts required)

Streamline meetings Conservation
travel, ete. Coordinator

Participate in developing Conservation Funding for program development
user friendly software. ‘| Director

Develop a more efficient Chris Wemmen
communication system
including the publication
of research, ete.

-
o

Evaluation of programs. WCMC Annual Revi|

Seek & procure political
~and financial support for
the conservation programs

37 ST.LOUIS Z00
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Page -5-
ACTION PLAN

Key Result Area: Development of Conservation programs Planning Leader: Read/Jenkins

Objective: 2. Expand and improve the SSP and other conservation Dates of Action Plan:
programs. Presented Approved

Strategy: 1. -Develop  more effective and efficient procedures
Slalegy: for  SSP and other conservation programs.

Action Steps Who Starting Scheduted Actual REMARKS ( e.g., opportunities or
' Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated
efforts required)

. {continued)

Review policy and goals for President, 1991
CEF fund. AAZPA Board (mid-year)|

Project menu for development WCHMC 1981
purposes. 7 (ongoing)

Develop a process to Kris Vehrs Ongoing &
facilitate political support at David Jenking Review

all levels {bosrd, local,
& national)
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Page —6-—
ACTION PLAN

Planning Leader: Read/Jenkins

Key Result Area: Development of Conservation Programs

2. Expand the SSP and other conservation programs.  Dates of Action Plan:

Objective:
Presented_____ Approved

Strategy: . Educate and recruit people to manage SSP, studbook
and Taxon Advisory Groups

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunilics or
Responsible Date Completion - Completion problems uncovered; talents or
Date Date woaknasses revealed; coordinated

efforts required)

1. Rstablish an AAZPA Conser-
vation Biology School

a. Appoint a task force AAZPA
President

b. Establish a self-sustaining]
program-. AAZPA
Board
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ACTION PLAN —a

Kev Result Area; Development of Conservalion Programs Planning Leader: Read/Jenkins’

Dates of Action Plan:
Presented Approved

3) Provide scientific support for SSP and conservation

- {
Objective: programs.

Strategy: (1) Determine the research priorities for SSP and
conservation programs.

Acticn Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunilies or
Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated
efforts required)

The formation of WCHMC
scientific advisory committee

2. Encourage and assist the Chris Wemmer
WCMC committee in the :
identification of critical
research priorities.
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Key Result Area:

Objective:

ACTION PLAN

Strategy: 2. Facilitate the development and implementation of
research on agquariums and ZooS

Page -8-

Read/Jenkins

Planning Leader:

Dates of Action Plan:
Presented Approved

Action Steps$ Who
Responsible

1

Starting
Date

Scheduled
Completion
Date

Actual
Completian
Date

REMARKS (eg., opportunikies or
problems uncovered; talents or
weaknesses revealed; oo rdinated
efforts required)

Develop the model research Conservation
protocol. Director

A means of recognition Honors &
Awards Com

1992
(end)

Ongoing
review
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Key Result Area:
Objective:

Strategy: (1)
activities.

Compile and dis

ACTION PLAN

(4) Encourage and expand conserva

Development of Conservation Programs

Action Steps

Who
Responsible

T

Starting
Date

Scheduled
Completion
Date

tion education activities

Actual
Completion
Date

seminate information on conservation education

l

Page -9-

Planning Leader: Read/Jenkins

Dates of Action Plan:
Presented Approved

REMARKS { e.g., opportunitics or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required}

As part of the AAZPA data
base determine the scope
of existing conservation
programs.

Compile an easy access
inforamtion system on
outstanding conservation
education programs and publicat
tions within our institutions
or related institutions.

Develop "generic, easily
adapted series of aguarium
and zoo media {graphics,
video, iraveling exhibitions,etc
to demonstrate to the public
cur role in conservation.

D. Jenkins

Education
Coord.

Public
Education
Commiitee

8

July, 1992

Dec. 1993

Some data already in existence,
put little numerical

To be updated annually
thereafier

1st materials, more to follow
on an annual basis.




ACTION PLAN Page -10-

P.11714

Planning Leader: Read/Jenkins

Key Result Area:

Dates of Action Plan:

Objective:
Presented Approved

Strategy: (2) Bnter into national and global conservation education
programs.

Action Steps Who Starting Schediled Actual REMARKS ( e.g., opportunities or

Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated

efforts required}

Identify appropriate govern- P.R. Office Initial list
mental programs and opportunities Conserv. Dec, 1991
Center staff
Identify appropriate potential Education Ongoing
partnerships. Ccoordinator

2.

[~

Enter into at least one major Conservation Continuing
program per year, Center Staff
(Ed. coord)
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Page -ll-
ACTION PLAN age

Key Result Area: Development of Conservation Programs Planning Leader: Read/Jenkin

ik 4. Encourage and expand education activities Dates of Action Plan:
Objective:

Presented Approved
3. Provide necessary staff and funding

Strategy:

Who Starting Scheduted Actual REMARKS ( e.g., opportunitics or

Responsible Date Completion Completion problems uncovered; talents or
Date " Date weaknesses revealed; coordinated

efforts required)

Action Steps

1. Hire AAZPA conservation AAZPA Exec.| 1881
coordinator.

Hire AAZPA grants % AAZPA exec.|end 1991
develop. efficer.

Seek and obtain national Granis &
level funding for con- develop. coorgd. Ongoing
servation education pro-
grams (government
funding, corp.)
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ACTION PLAN

Planning leader:

Key Result Area: Development of Conservation Programs

Obiective: 5. ?rorpote_ conservation of resources in AAZPA Dates of Action Plan:
R eelive: institutions. Presented Approved_____

trategy: . el , : ‘
Strategy: . Obtain and disseminate information on wise
resource management.

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunities or
Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated

efforts required)

1. Establish a task force to collect AAZPA Important to image, effeciiveness
and communicate information President in lobbying. Topics to coveT includs
on zoo and aquarium operations. water usage, waste management,

material recycling, energy conser-

vation. Data should be in AAZPA
cdata base central.

o
o
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Key Result Area:

Objective:

Strategy:

ACTION PLAN

Development of Conservation procgrams

Promote conservation of resources in AAZPA

institutions.
Suggest goals and recognize achievement in
this area of concern.

Page 13

Planning Leadet:

Dates of Action Plan:
Presented Approved

Action Steps

Actual
Completion
Date

Scheduled
Completion
Date

Who
Responsible

Statting
Date

REMARKS ( e.g., opportunities or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required)

Task force to analyze the collected
information io identify desired
performance levels.

Establish awards for resource
consortium accomplishments and
innovations.

Chairman of

the task forpe 1991

Honors % 1891
Awards

Commiitee

P.E. committee participation,
comparisons with other professional
associations desirable. Will
involve management, operations
personnel in AAZPA institutions
who otherwise might not be in
conservation picture.




ACTION PLAN

Key Result Area:  EFFECTIVE LEGISLATIVE PLAN

Objective: Identify legislative and regulatory priorities and initiatives

by January 1991.

Planning Leader: S. WYLIE

Dates of Action Plan:
Presented Approved

Strategy: #1 - Appropriate staff and Association members who have broadest perspective and knowledge of
of legislative and regulatory history and challenges should establish priorities.

Action Steps

Who
Responsible

Starting
Date

Scheduled
Completion
Date

Actual

Completion
Date

REMARKS ( e.g., opportunities or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required)

schedule and hold meeting
at 1990 Annual Conference
to establish priorities

Prepare document identify-
ing priorities

Distribute document to
institutional CEQ's for
their information and
comment

K. Vehrs

K. Vehrs

9/23/90

9/28/90

11/1/90

9/28/90

10/31/90

12/1/90

E. Schmitt, D. Jenkins & B. Heffern
to assist

E. Schmitt, D. Jenkins & B. Heffern
to assist

D. Jenkins to assist




ACTION PLAN

Key Result Area: EFFECTIVE LEGISLATIVE PLAN

Objective: Reduce reaction time associated with legislative and regulatory
issues to 72 hours.

Strategy: #2 - Develop a decision-making process which insures timely responses.

Planning Leader: S. WYLIE

Dates of Action Plan:
Presented Approved

Action Steps

Who
Responsible

Starting
Date

Scheduled
Completion
Date

Actual
Completion
Date

REMARKS ( e.g., opportunities or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required)

1 - Develop a step-by-step

process that will result °

in timely responses.

K. Vehrs




ACTION PLAN

Key Result Area: EFFECTIVE LEGISLATIVE PLAN Planning Leader: 5. WYLIE

Objective: Identify legislative and regulatory priorities and initiatives Dates of Action Plan:
by January 1991 Presented Approved

Strategy: #2 - Design and distribute a survey to institutional CEO's that will solicit comments and concerns
on institutional positions relative to legislative and regulatory questions.

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunities or
Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated

efforts required)

1 - Formulate survey and K. Vehrs 7/20/90 9/1/90 E. Schmitt, D. Jenkins to assist
distribute

2 - Collate survey responses | K. Vehrs 9/2/90 9/20/90 To be used for input into priority
meeting of 9/23/90




ACTION PLAN

Key Result Area: EFFECTIVE LEGISLATIVE PLAN Planning Leader: S- WYLIE

Objective: Expand the professional base in order to be more pro-active. Dates of Action Plan:
Presented Approved

Strategy: #1 - Hire an outside firm or legislative specialist who will supplement the Association's
professional legislative staff

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunities or
Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated
efforts required)

1 - Identify agencies that
can be of assistance to
us

2 - When required, develop B. Wagner K. Vehrs to assist
and distribute requests
for proposals from these
agencies

3 - Select appropriate out-" | AAZPA Board B. Wagner & K. Vehrs to assist
side assistance for of
specific topics Directors




ACTION PLAN

Key Result Area: EFFECTIVE LEGISLATIVE PLAN Planning Leader: S. WYLIE

Objective: Expand the professional base in order to be more pro-active. Dates of Action Plan:
Presented Approved

Strategy: #2 - Form coalitions with other conservation organizations.

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunities or
Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated

efforts required)

1 - Identjfy appropriate B. Wagner 10/1/90 D. Jenkins, K. Vehrs & E. Schmitt
organizations to assist

2 - Select appropriate AAZPA Board |[2/91 B. Wagner & K. Vehrs to assist
organizations of
Directors

3 - Identify and assign AAZPA AAZPA Board and B. Wagner to assist

AAZPA professional President
members to selected
groups and coalitions




ACTION PLAN

Key Result Area: EFFECTIVE LEGISLATIVE PLAN Planning Leader:3- WYLIE

Objective: Reduce institutional reaction time associated with legislative Dates of Action Plan:
and regulatory issues to 72 hours.

Presented Approved
Strategy: #1 - Develop a phone/FAX/mailing network

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunitics or
Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated
efforts required)

1 - Develop phone/FAX/mailing K. Vehrs Better Equipment needed, i.e.,
system that is topic- FAX machine
related




ACTION PLAN

Key Result Area: EFFECTIVE LEGISLATIVE PLAN Planning Leader:_S. WYLIE

Dates of Action Plan:

Objective:  Increase Association member articipation in legislative
' : 5 . Presented Approved

challenges and process from 10 to 30%.

Strategy: #1 - Inform institutional members of their respective legislators and on which
committees they serve.

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunities or
Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated

efforts required)

1 - Develop a list of legisla- K. Vehrs 8/90 E. Schmidt to assist
tors and committees on
which they serve

2 - Distribute the list to K. Vehrs Link to phone/FAX/mailing system
institutional members




ACTION PLAN

Key Result Area: EFFECTIVE LEGISLATIVE PLAN Planning Leader:_S. WYLIE

Objective: Increase Association member participation in legislative Dates of Action Plan:
challenges and process from 10 to 30%. Presented Approved

Strategy: #2 - Formulate a plan for categorizing severities of legislative issues and methods
of how to respond to each.

Action Steps Who Starting Scheduled Actual REMARKS ( e.g., opportunities or
Responsible Date Completion Completion problems uncovered; talents or
Date Date weaknesses revealed; coordinated
efforts required)

Formulate plan for K. Vehrs E. Schmitt, B. Waghéer and
identifying and D. Jenkins to assist

categorizing severities - state and international
and methods to respond problems included

2 - Distribute plan to K. Vehrs
institutional members

3 - Make presentations K. Vehrs E. Schmitt to assist
or conduct workshops
explaining the plan




Process for Inventing the Future was written as a popular article

on strategic planning to familiarize people about to engage

in a "team planning process."

Hopefully, it may be of use to you in your orientation

staff members to this management activity.

It follows closely the philosophy and "plan for planning"

are using in our AAZPA strategic planning.




Robert F. Smith

President

“‘rategies

Teams, INC. ::ss sindisi sieetsan Diego. California 92107/USA/(714) 223-1818

August, 1983

PROCESS FOR INVENTING THE FUTURE

by Robert F. Smith, President,
Strategies and Teams, Inc., San Diego, California

(Originally published for San Diego State University, 1980)
(Revised for Management Centre Europe, Brussels,

~_and Middle East Management Research Centre,
Dubai, September 1982)

An organization needs to implement its leaders' conception of
the future, rather than offer a glimpse of a fast-retreating
past. The oft-used axiom is, "structure follows strategy."

Organize to achieve plans for tomorrow, rather than those for
yesterday is the message. Planning comes up front, because
planning generates strategies. But what's needed in planning
is an on-going procedure by which an organization invents its
future.

Hopefully, little time need be spent to make the case for doing
planning (both long and short term) “"colleagially.” The day

of the total expert with willing subordinates to do as he bids
seems well behind us. Research, marketing, public relations,
advertising, manufacturing, service delivery, finance, computer
processing--and everything else important in an enterprise-- 1is
too complex for the wizard operator. What 1s needed is a
rational procedure for pooling a lot of individual knowledge

to achieve collective wisdom. In short, a team planning pro-
cess...that can keep the organization directed and relatively
crisis-free in the future.

The procedure I am about to describe can be modified and used

in any unit of an enterprise (publicly traded and closely held;
not-for-profit, government and private; big and small). It is
long form-style but can be adapted to short form as the user
wishes. It has been developed and updated over time by insti-
tutions like the American Management Associations/International,
diverse organizations and individual consultants.




TEAM, TIME FRAME, PROCEDURE

First, there's the requirement for determining who will be on
the planning team...and how long the period covered by one's
plan should be.

A1l the people who directly report to the chief are usually on
his or her planning team. Occasionally someone at the next
organizational level may also be included because of special
knowledge that can help the entire long-range planning effort
(e.g., head of economic research).

How far to plan into the future? A basic rule of thumb: plan
for the time period it takes to implement the strategies (with
their human and financial investments) which you are going to
use. For many organizations five years continues to be a
practical strategic period.

The procedure has three main pieces: Internal assessments
("know ourselves"), external assessments ("know our outside
environment”) and decisions on objectives and strategies ("know
what we want")

Knowing ourselves begins with the development of a "mission”
statement that spells out clearly but briefly what the organi-
zation's purpose is (or as corporate planning teams ask
themselves, "what business are we in?"). This may seem a bit
unnecessary in a government-owned or subsidized organization
that has been set up by legislative action and rooted in legal
definition, but still the lawyers and legislators are not all
that clear, and room remains for pinning down "what needs do
we meet...for whom...where," classic elements of a mission
statement.

Once the mission is clearly established, the opportunity comes
for team members to deliberate about their priorities, the main
values underlying the work they do. This is the challenge to
write their creed or philosophy. This should be limited to one
or two pages. The shorter it is, the more likely that the
points it contains will be direct and contain the thrust that
the writers intend. The danger here is that it can become a
wordy "motherhood" statement. But the best of the philosophies
written by the planning teams come across with strength, because
they portray sharply the platform upon which the planning team
stands.

Preparation of a philosophy statement leads to the development,
and later the updating, of eight or ten main policies which the
enterprise will use in its own government. A policy is an
enforceable guideline to decisions that are required on important
issues that come up on a repetitive basis.

=




Policies can easily be confused with planks in the philosophy.
The main difference is that policies need to help administrators
readily understand which decision they will make when confronted
with a particular requirement for a decision. For example, it
is a policy in our advertising agency that we will not represent
as a client any of the mass media. Hence, no matter how attrac-
tive the opportunity financially to represent a newspaper chain
or a TV network, we decide not to. The policy makes sense
because we are committed to the notion that we need independence
of judgment at all times in buying media for other clients. It
would not be appropriate to take the chance of biasing our judg-
ment in favor of a medium that might itself be one of our clients.

Every management team finds its own policies. They need to be
consistent with the philosophy. For to be otherwise is to invite

a charge of hypocrisy.

[t is probable that in a government entity, some policies are

contained within the law which created the agency. In that case,
these need to be stated in language for every day use that makes
it unambiguous for the administrators who must apply the policies.

At this point, the planning team should review how their organi-
zation is structured, e.g., how our people are grouped in order
to do all the work required to implement the plan. This means
looking at organization charts, identifying job titles and the
people by name who occupy the jobs, particularly managerial ones.
Primary and secondary relationships can be clarified...and matrix
arrangements with all their implications illuminated. Sophisti-
cated techniques of accountability charting, refined in use by
management psychologist Dr. Neil Miller, can do much to point out
the existing distribution of responsibilities and authorities
within the planning team.

What occurs from time to time outside the planning sessions is
that organizational changes are made, particularly in sub-units,
which are not promptly called to the attention of the rest of
the organization. And it takes the planning team's review pro-
cess to bring these changes to the fore, making certain that all
administrative people are aware of what is currently the real
organization. At this point, organization changes are not made,
but rather just an agreement achieved on how we are presently
structured. Later there will be the opportunity to see if
organizational changes are required, in order to carry out the
new plans that have been developed by the team.

BACK-CASTS
Every enterprise needs to do what international consultant James

F. Kingsley calls "back-casting"...as well as forecasting. A
back-cast is a graphically displayed statistical summary of

"




the results achieved by the enterprise in each of its major
categories of activity over a specific number of years. A
college or university, for example, may have such categories
identified with their programs offered. In the case of a
community college, activity categories might be the academic
program, the community service program, the vocational education
program, the athletic program and the counseling program. Then
statistics about enrollments, budgetary allotments, faculty
members, actual expenditures, and other significant measures
would be provided over some number of past years up through the
most recent one, in an effort to provide curves that back-cast
where we have been, as well as where we are now.

For companies this is also an easy matter, as they identify by
product or services, or groups of products or services, or by
locations of operations...what the sales, the profits, and the
contribution by product or service in terms of percent of sale,
percent of profit and return on investment have been.

Just how many measures are to be used in such back-casting 1is
up to the judgment of the planning team. The numbers involved
are nearly always on record somewhere. This is a matter of

assembling quantified information in a different array than is
normally used. The big advantage for this effort is that it
brings to the attention of all members of the planning team the
factual data which they need in order to answer the questions
of where we are now...and how we got there.

STRENGTHS AND WEAKNESSES

One main element remains in developing a present situation
analysis. This is the planning team's concentration on inter-
nal strengths and weaknesses inside the organization. This
works best when each member of the team comes to the meeting
having thought through what he or she thinks are the principal
strengths of the enterprise, with particular thought to those
which may be presently under utilized. Similarly, there needs
to be a determined effort to identify the principal weaknesses,
especially those which, if they go untended, will create major
difficulties in the future.

At this team meeting, the members prepare an inventory of all
their inputs. These can be placed on flip chart sheets and
posted around the meeting room. When they are available for
all to see, the leader can help the group to develop consensus
on which are the most significant strengths that need to be
better utilized, and which are the major weaknesses that hold
the greatest dangers. The technique calls for identifying
these in colored ink, so they stand out for easy recognition
later in the process.




This particular part of the planning team's work is a measure of
the ongoing climate shared by the team members. If the climate
is so healthy that it can be described as having open, non-
defensive communication, then the group will produce useful data
and a provocative exchange of thinking. On the other hand, if
the climate is one marked by uptight, defensive communication,
then the information gathered in this exercise tends to be
shallow in depth and of little value.

WHAT'S HAPPENING ON THE OQUTSIDE

In the second of the three major parts of the strategic planning

process, the team does its best to forecast changes they believe

will be happening in the surrounding environment during the plan-
ning period ahead. This turns out best when all team members do

homework in advance of a sit-down session.

By prior agreement, the team selects the dimensions of the out-
side world along which they will make their predictions. In
today's time of volatile external factors, what has been described
as turbulent, at least six dimensions of change are relevant:
economic, energy costs and availabilities, social, political/
governmental, competitive, and technological.

Here again, the flip chart becomes a valuable instrument as the

leader assists his team to develop an inventory of their predic-
tions which goes up on visual display around the room. Then
comes the effort to develop consensus as to which of the
environmental assumptions offer the greatest threats to the
enterprise...and which provide the most encouraging opportuni-
ties. These two types of assumptions are appropriately marked
in color for easy recovery later in the process.

For many teams, this chapter is the most exciting of the entire
process. The educational advantage is always significant. Team
members are impressed with how much their colleagues are aware
of what is happening in the world. As the planning may be done
by a single unit within a larger organization, the team may
decide to treat the rest of the organization as part of the
"outside environment."

DECIDING WHAT WE WANT AND HOW TO MAKE IT HAPPEN

Now comes part #3 of strategic planning. It popularly is
thought of as "planning." Namely, it is the determination of
where we want to go and how we are going to get there...together.

The first step in this part is the one that is often neglected.
It calls for the team to identify its highest priorities. This
means setting out "Key Result Areas." These are the outcomes

of the enterprise's effort which have to show significant change.
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(i's easy to illustrate what's involved here by looking once

more at the example of the community college. Key Result Areas
fov such an institution could be increasing enrollments, expand-
in: the number of PhDs on faculty, obtaining favorable legislative
aciion, developing a public information program, or developing

#n on,0ing trace of the career development of graduates.

i business enterprises, the Key Result Areas usually start with
improving profit, increasing sales turnover, raising R.0.I.,
inicressing market share...but can include expanding research,
develoening management and others of a non-financial nature.

Ine {wam must exercise care that it does not select too many

Key Result Areas. At the most, three or four, perhaps five,
shuild be selected. This does not mean that there are not other
priorities, and that things will not be done about them, but
rather is a determination of those of the highest significance
around which the strategic plan will be built.

Witlhin each Key Result Area there is the challenge of establish-
ine & quantified, concrete, time-certain objective. Sometimes
mere than one objective is desirable. Objectives expressed in
terms of pounds or dollars, for example, can be misleading
because of inflation. Therefore, in addition to expressions in
dollars, it is valuable to state them in other quantifiable
terms. For instance, in an educational institution, it may be
there is one objective expressed in terms of dollars of research
contracts to be obtained. Because of inflation, it may be well
also to express another objective in terms of man hours of
research effort to be obtained.

In approaching the setting of objectives, a useful concept con-
ceived by futurist Dr. Michael J. Kami, and known as "gap
analysis," can be used. What gap analysis suggests is that if
nothing is done new, differently and better over the period of
the plan, the planners are making the dangerous assumption that
they can, on a straight-line projection basis, set their objec-
tives as something of a forward glide on a curve of past
performance.

The experienced government or not-for-profit administrator
realizes that this is a bad assumption because too many things
can go wrong, like successful strategies employed by competitive
ernterprises going after the same scarce resources.

In a company, it would mean that competitive enterprises do new
things to chew away successfully the existing share of the
market enjoyed by the company's products. Hence, it becomes
especially dangerous to make straight-line projections from the
past in setting future objectives, because undesirable things
will happen in the environment in most cases to make such objec-
tives unattainable.

-6-




A different approach is to make an estimate of where you are
likely to end up at the end of your planning period 1f'you don't
do some things that are new, different and better. This will be
a curve that goes downward ordinarily. It provides the first _
appearance of a gap when compared to the straight-line projection
from past performance. However, here the planners have their
chance to go to work creatively, utilizing the data base devel-
oped earlier in the strategic planning process.

For one thing, they can examine their array of back-cast statis-
tical information to see if it provides any clues of things that
have been happening that to this point have not been identified

as new trends. Next, they can look at the principal internal
strengths and weaknesses and see where they could make good things
happen, were they to exploit the under-utilized current strengths
of the enterprise or to shore up the major weaknesses. This kind
of thought process develops otpimism within the planning team
avout what can be achieved -within a Key Result Area.

Additional optimism often can be generated by examining the
assumptions that have been made about expected changes in the
outside environment. Here, once more, thinking about the big
opportunities can lead to ideas about how to make sure they are
fully exploited. Likewise, consideration of the major threats
provides the spark for ideas about how to make sure the threats
are scotched as quickly as they may develop.

From this kind of review and analysis of data comes a feeling
within the planning team of what the most appropriate objectives
in each Key Result Area may be. For the thoughtful, courageous
planning team, this usually positions their objectives higher
than those that would exist along the straight-edge projection
from past performance.

Admittedly, in government funded enterprises, we must always
recognize that we are dealing with a major outside force in the
form of a lTegislative body that is the source of funding. How-
ever, this does not mean that we cannot do strategic planning,
or that we cannot use gap analysis for establishing objectives.

Once an objective has been established, it is well to consider
it tentative. The next step is to test the objective with
others in the enterprise outside the strategic planning team.
[f there has been ongoing linkage from each planning team member
to the members of his or her own team (what Kingsley calls
‘pipelining"), this is a natural ongoing process that has pro-
vided a readiness for sub-teams to consider the attainability
of the tentative strategic objective. Once the testing has
been completed, then the strategic planning team may or may not
modify what was considered tentative, ending up with a final
setting of objectives in all the Key Result Areas.




Now again, we can look at the graph we have been preparing that has
three curves. The curve of the straight-line projection from past
performance, the bending downward curve of what will 1likely happen
if we don't do things that are new, different and better, and now
the third upward swinging curve to the higher objective that

assumes effective dealing with strengths, weaknesses, opportunities,
and threats.

The creative chore before the team at this point is to determine
how to fill the "planning gap" between the bottom curve and the top
one. Filling this is a matter of developing "strategies" which
are broad decisions about how to allocate the organization's resour-
ces, in order to reach objectives. In a real sense, strategies are
layered one upon another until they fill or exceed the planning gap.

A strategy is a decision to travel a specific avenue to reach a
destination. It is a decision on how to apply the enterprise's
scarce resources to achieve a challenging objective. Here let's

use the example of a profit-making organization which sets a demand-
ing objective in the Key Result Area of "increasing sales turnover."
Brainstorming may develop six or eight appealing strategies, but

in measuring them against relevant criteria (including estimated
cost to implement), it may turn out that only three or four are
feasible for filling the planning gap. At this point, a large part
of "strategic planning" is completed.

MAKING IT HAPPEN

Armed with identified Key Result Areas, quantified objectives in
each, and a set of strategies for reaching each objective, it
might appear that no more planning is needed. However, as clear
as the directions which this much planning may give an enterprise,
it still may not make things happen.

The quest for successful implementation of strategies begins with
a caution: Jjust as it is a mistake to have too many Key Result
Areas, so it is a mistake to have too many strategies. The more
strategies, the more implementation effort required...and later
on, the more follow-up monitoring needed to see if results are
occurring as set forth in the plan.

This means the planning team has to hold its strategies to just
those of highest value in terms of their contribution toward attain-
meat of the objective to which they relate.

The team requires a procedure to set up implementation of each of
these carefully selected strategies. This is described as "action
planning." All of the steps that need to be taken have to be
spelled out in a chronological Tisting. This means putting them
down on paper in a numbered fashion...and who, by name, will be
responsible for carrying out the various steps...and showing a




target date for completing each one. This is the familiar step-
by-step kind of action plan that everyone has used in one form
or another in other professional and personal planning. It
produces individual commitments to make something happen. With-
out the what, by whom, when, and where, there is no assurance
that strategies will be translated from schemes into deeds.

In its deliberations, the planning team also needs to determine
who on the team should be the "planning leaders," with responsi-
bility for preparation of the various action plans. Agreement
on the format of the action plan document is required. Then,
target dates are set for when the team will meet for as many
sessions as needed to review first drafts of the action plans
prepared by team members.

In the weeks that follow, the action planners involve as many

other people as useful in getting the action planning prepared.
When they present their action plans to their colleagues for
review, they should be the product of a good deal of consulta-

tive and participative effort with people not on the strategic
planning team. As that has occurred, commitments at several
organization levels have been building up to making the plans

work. Cost/benefit analyses of the action plans further strengthen
confidence in the contribution each will make.

At "progress review meetings" of the planning team, where the
action plans are reviewed and perhaps modified, dates are also
established when implementation will begin. Also discussed is
how the organization's regular year-by-year operational
planning/budgeting process will be affected by the new strategic
plan, with its specific action plans. There must be recognition
that operational one-year-type planning and budgeting 1is best
seen as the first year of a multi-year strategic plan. The
strategic planning team members have an often sticky task of
connecting their one year planning, usually well-established
over many years, to this new longer-term approach. It may
require a task force of members of the strategic team to work on
the details of this vital linkage of short term to long term plan-
ning efforts.

At this point, team members need to create a schedule for further
progress review meetings that will keep tabs on results of
implementation. Requirements for reports that are not covered

by present reporting arrangements will have to be determined.

As it works this way, the planning team is becoming the evalua-
tion and control team. This makes good sense. It enforces the
concept that those who have been in on the planning should also
be held accountable for control. And vice versa, those who are
expected to behave according to plan, and be accountable for its
implementation, should share in doing the planning. The final




outcome is authentic participation by many people, with the
prospect of strong commitment by everybody involved. There is
also the probability of rising morale, with morale being defined
as the personal experience of accomplishing what one has set out
to do.

As they experience all the phases in strategic planning, team
members, without having consciously subscribed to it, begin
intuitively to develop a point of view that planning is best
conceived as an ongoing process, rather than a from time-to-
time series of episodes.

FURTHER ADVANTAGES

Once the strategic plan document has been agreed upon as complete,
the planning team has the opportunity to sit down once more and
carry out three important wrap-up activities.

First shot is to reexamine how the enterprise is structured...
and ask themselves should we be restructured in order to carry
out this new strategic plan. It is easy to see the dangers in
being organized to carry out an old plan rather than a new one.
Changes that may have been made in such crucial things as the
enterprise's mission, Key Result Areas, objectives, and strate-
gies may dictate that some kind of restructuring is necessary.

So may drastic changes forecast in the outside environment demand
structural redesign.

This is anticipating organization changes needed. It is organi-
zation planning in the best sense. It relates to long-range
plans. It does not relate to theories or fads about organization
planning and development. As mentioned earlier, an old adage in
management reads "structure follows strategy.” Once you have
developed your objectives and strategies, then you can determine
how you should be organized.

This process can be pursued all the way to updating of position
descriptions, individualized standards of managerial performance,
and, as demonstrated by management expert William J. Burke,
personalized development programs for managers.

A second follow-up task for the team is to develop a sub-plan

for "communicating the plan." This amounts to determining who,
a. groups and individuals, should receive what parts of the plan,
wnen, from whom, and how. Experience shows this to be one of the
most neglected parts of the strategic planning process even among
sophisticated, experienced planning teams. It often is overlooked
because of the feeling of urgency to “get back to work." On the
other hand, much success is being reported from enterprises whose
strategic planning teams have taken the time to go through this
additional effort in order to provide everybody with knowledge of
the plan as they need it in terms of their assignments and roles.

-10-




The third of these three last steps would be the strategic plan-
ning team critiquing the total process it has just worked through.
It is a matter of sitting down and saying how did we do this time,
how could we do better next time, where did we waste time, how
could we be more efficient, how could we have more successfully
involved other people. It is a straightforward self-critique,
taking place when the process is warmest and freshest in the minds
and feelings of the participants. It leads the way to setting up
a refined "plan for planning" to be used next time around.

MARKS OF SUCCESSFUL PLANNING PROCESSES

As the American Management Association's Center for Planning and
Implementation has discovered, successful planning processes seem
to have marks to identify them. They appear to be objective-
oriented. They do involve subordinates. There is clear leader-
ship from the chief, be that person called director, administrator,
or department head. Someone within the team is assigned to
provide staff support to the leader and the other team members

as needed. This person may or may not be called the planning
director...that really doesn't matter. And there is a plan for
planning. Everybody knows what the steps are in the procedure,
and what each person is expected to do.

Still another characteristic is the provision for systematic
follow-up and control, the monitoring aspect.

From start to finish, the planning is as fact-based as possible,
recognizing the areas where opinion and judgment are required,
but not letting the whole process hang on opinions forcibly
expressed by the most vocal in the group...rather letting things
stand, as far as possible, on a solid platform of facts.

Finally, the planning makes things happen, and people are motiva-
ted.

With time, planning team members become aware that their planning
process not only gets planning done, but it helps to build the
strength of their team, as well. All of which bears out the 1idea
that in strategic planning, and all planning for that matter,
what emerges as a truth is "the process is as important as the
plan it produces.”

ROBERT F. SMITH
Sesimbra, Portugal
October 24, 1982
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AMERICAN ASSOCIATIO

TO: Nucleus Planning Group

FROM: D. Zucconi, Chairman

OFFICERS

President Following our planning sessions of June 18-19, I would
CHABLERFHUERSLR like to relate my understanding of where the process
goes from here:

Presideni-Elect
DAVID G. ZUCCONI ( 1 )

Working with action plan leaders, each KRA leader
will insure revision of action plans and submit
Vice Presidenl . . . g
BALIL S BEREFEE- DViM same to Lana Boyd by July le it is hoped Fhat all
KRA and action plan leaders will remain active
through completion of the entire Strategic Plan

| diale Pasl President . . P .
sl s and hopefully into its implementation.

PALMER E. KRANTZ, 1l

W The Advisory Committee will meet in Saint Louis,
meéﬁgﬁhagz Aug. 9. Their agenda will include, amongst other

considerations:

a) cost-benefit aspects of action plans (to be
prepared by staff);
DIRECTORS b) a plan for communicating the plan.

At Saint Louis, the Board will be presented with
results of the NPG meetings including a recom-
STEVE H TAYLOR mendation of the Advisory Committee for adoption/
modification/prioritization of action plans.

SUSAM M ENGFER

STEPHEN R WYLIE

TED A BEATTIE During the Annual Conference in Indianapolis, the
) membership will be advised of the Plan's status.

DENNIS A MERITT, JR.. PhD
CHRISTEN M WEMMER, Ph D Members will have an opportunity to review and
_ discuss the Plan during each of the five regional
CLAUDIA E COLLIER s
conferences in 1991.
ROY A SHEA
The Plan will be revised as necessary, then sub-
mitted to the Advisory Committee for review and
finalization;

R GREGORY TARRY

The Plan will be submitted to the AAZPA Board in
August, 1991 for approval and subsequent distri-
bution.

Throughout, the Long-Range Planning Committee will
monitor and -- where necessary -- coordinate the
flow of these activities, insuring that all steps
in the process design have been implemented.

A nonprofit, tax-exempt organization dedicated to the advancement of zoological
parks and aquariums for conservation, education, scientific studies and recreation.




Please let me know if there are any
misunderstandings.

DZ:jo

cc: Advisory Committee
R. Smith, Strategies & Teams, Inc.
W. Iliff, Dir., Dallas Zoo
S. Robins, AAZPA Dev. Coord.

omissions
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June 27, 1990

OFFICERS

Kathryn Roberts, Director
Minnesota Zoological Garden
12101 Johnny Cake Ridge Road
Apple Valley, MN 55124

PAUL S. CHAFFEE, DV M Dear Kathryn:
With the completion of formal meetings for our Nucleus
Planning Group, I would 1like to thank vyou, most
sincerely, for your patient and expert participation in

TS AAZPA's Strategic Elanning process. I am truly amazed
ROBERT O. WAGNER at the amount of time, talent and expense that you and
other members of the NPG have invested in this process,
and I am confident that a clearly-defined direction for
AAZPA's next five years will result from that
investment.

Immediate Past President
PALMER E. KRANTZ, Il

DIRECTORS
Thanks, Kathryn, for bringing your special brand of

expertise to our planning process, and I appreciate your
willingness to head up the effort to carry it forward
into 1991.

Sincerely,

N
Ao . T A
David G. Z i Chalrman
ARZPA Lon
Planning Committee

DGZ: jo

cc: Advisory Committee
C. Hoessle, Pres., AAZPA
B. Wagner, Exec. Dir, AAZPA
W. Iliff, Dir., Dallas Zoo

A nonprofiu, tax-exempt organization dedicated 1o the advancement of zoological
parks and aquariums for conservation, education, scientific studies and recreation.
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FROM: D. Zucconi, Chairman

OFFICERS

President Following our planning sessions of June 18-19, I would
CHARRERH, HOEROLE like to relate my understanding of where the process

goes from here:
President-Elec!

AV 2N (1) Working with action plan leaders, each KRA leader

will insure revision of action plans and submit
Vice President . ol s
Gk B GLACREE B same to L1n§a Boyd by July 15f it is boped Fhat all
KRA and action plan leaders will remain active
through completion of the entire Strategic Plan
and hopefully into its implementation.

Immediate Past President
PALMER E. KRANTZ, Il

S The Advisory Committee will meet in Saint Louis,

-xeculive Director . . "

Homﬁﬂfwmmﬂl Aug. 9. Thelr agenda will include, amongst other
considerations:

a) cost-benefit aspects of action plans (to be
prepared by staff);
DIRECTORS b) a plan for communicating the plan.

At Saint Louis, the Board will be presented with
results of the NPG meetings including a recom-
STEVE H TAYLOR mendation of the Advisory Committee for adoption/
modification/prioritization of action plans.

SUSAN M ENGFER

STEPHEN R WYLIE

TED A BEATTIE During the Annual Conference in Indianapolis, the
_ _ membership will be advised of the Plan's status.
DENNIS A MERITT. JR . Ph D
CHRISTEN M WEMMER, PhD Members will have an opportunity to review and
discuss the Plan during each of the five regional

CLAUDIA E COLLIER .
conferences in 1991.

ROY A SHEA

The Plan will be revised as necessary, then sub-
mitted to the Advisory Committee for review and
finalization;

R GREGORY TARRY

The Plan will be submitted to the AAZPA Board in
August, 1991 for approval and subsequent distri-
bution.

Throughout, the Long-Range Planning Committee will
monitor and -- where necessary -- coordinate the
flow of these activities, insuring that all steps
in the process design have been implemented.

A nonprofit, tax-exempt organization dedicated 1o the advancement of zoological
parks and aquariums for conservation, education, scientific studies and recreation.




Please let me know if there are any omissions or
misunderstandings.

DZ: jo

cc: Advisory Committee
R. Smith, Strategies & Teams, Inc.
W. Iliff, Dir., Dallas Zoo
S. Robins, AAZPA Dev. Coord.
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To: Jeff Marliave
Fr: Kathryn R. Robert

Post-It™ brand fax transmittal memo 7671 |.¥ of pages » é
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Vol )e3-2525

Fr 12 43/ -F 30 ©

On the plane flying back to the north country | made the changes to our planning document that |

could recall. Use what you can.

| would like to see the final copy. Who was assigned the responsibility as KRA leader? How long did
the meeting continue?

Thanks for all of your help. | have enjoyed working with you and hope we can continue.
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OFFICERS
5t MEMO TO: STRATEGIC PLANNING COMMITTEE - NUCLEUS GROUP

=S H. HOESSLE .
i G FROM: LINDA BOYD, PLANNING COORDINATORC;Z§;4Hf{;1~/

President-Elect SUBJECT: MATERIALS FOR MEETING IN DENVER
DAVID G. ZUCCONI

Vice President Enclosed are materials from the Mission Statement, Culture and
PAUL S. CHAFFEE, D.V.M. AAZPA Organization Task Forces. Bob Wagner's Key Operating Policies
were sent last week. Also enclosed is a copy of the AAZPA Staff
Immediate Past President Organizational Chart which we prepared. Bruce Read will bring his
PALMERE, KON W Backcasting report to Denver. I called Doug Myers regarding his
report on the evolution of legislative concerns and regulatory

Executive Director actions, but have not heard from him.
ROBERT O. WAGNER

Please bring all the above-mentioned materials with you to

Denver for our meeting. I look forward to seeing you soon.

DIRECTORS

SUSaN M ENGFER

DENNIS A MERITT, JR, ¥
CHRISTEN M WEMMER Ph D
CLAUDIA E. COLLIER

ROY A SHEA

R GREGORY TARRY Enclosures

A nonprofu, tax-exempr organization dedicared 1o the advancement of zoviogcal
parks and agquariums for conservation, education, scientifie studies and recreation,




MISSION STATEMENT TASK FORCE REPORT

The Mission Statement Task Force has considered a number of ideas and
approaches to the Mission Statement. Submitted here for your consideration are
basically two Mission Statements. One is very simple and straight forward while
the other contains a number of planks (or goals). We have also presented here
explanations, discussions, and alternatives.

For historical perspective, the report includes the Mission Statement that
was on the docket when we departed Washington.

AAZPA MISSION STATEMENT

"The mission of AAZPA is to work in concert with its members for the
worldwide conservation of wildlife through the encouragement and coordination
of captive propagation, environmental education, and relevant research
programs. AAZPA promotes the cultural, educational, and recreational benefits
of zoos and aquariums, and its members are committed to the highest standards
and practices of their profession."

Discussion: It may be that the above statement is too wordy and that it
already contains a number of planks. In other words, it could essentially be
broken down into the following:

The mission of the AAZPA is to work in concert with its members to:

encourage and coordinate the worldwide conservation of wildlife through
captive propagation.

encourage and coordinate the worldwide conservation of wildlife through
environmental education.

encourage and coordinate the worldwide conservation of wildlife through
relevant research programs.

- promote the cultural benefits of zoos and aquariums.
promote the educational benefits of zoos and aguariums.
promote the recreational benefits of zoos and aquariums.

The final statement '"and its members are committed to the highest
standards and practices of their profession", does not speak to the format of a
mission statement and probably cannot be said of all members of the Association.
One member also raised the concern as to whether any reference to "recreation"
should be mentioned. For these reasons, there may be a question as to whether
this statement is acceptable in its present form.




AAZPA Mission Statement
Page 2

AAZPA MISSION STATEMENT (Simple Form)

"The mission of the American Association of Zoological Parks and Aquariums
is to foster and support excellence in the purposes of zoological parks and
aquariums by encouraging the highest professional standards and practices
possible,"

Discussion: This statement basically says that the mission of the AAZPA
is to foster (i.e., promote or stimulate) and support (i.e., sustain or commit to)
excellence in the purposes (already established as recreation, education,
conservation, and zoological research) of zoological parks and aguariums by
encouraging the highest professional standards and practices possible (this
identifies itself with those it serves and who serve it),

The statement is also based on the premise that it doesn't matter whether
the AAZPA is an association of Institutions or Individual members. It is an
organization that conducts many activities on behalf and through the guidance
of its membership. Its primary functions are to enhance cooperation, communica-
tion, and standards among its members, and it conducts these activities only as
far as its members allow. The Association by itself does not enter into any of
the purposes of its.constituencies without their full cooperation and support.
In other words, the AAZPA can perhaps best be defined as an association of
members helping members that essentially do not have an identity, purpose, or
agenda of their own apart from those members.

It has been suggested that the last word of the statement "possible" be
dropped. It was also suggested that the statement "from among its members"
be added following "possible'.

AAZPA MISSION STATEMENT (With Planks)

The mission of the American Association of Zoological Parks and Aquariums
is to foster and support its membership by...

- PROMOTING the benefits and purposes of zoological parks and
aguariums as cultural assets.

ENCOURAGING the highest professional standards and practices
possible.

FACILITATING communications and cooperation among its members in all
association endeavors.

REPRESENTING the interests and concerns of its members on zoological
and nonzoological matters.

COORDINATING the collective efforts of its members toward identified
goals.




AAZPA Mission Statement
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Discussion: These points are presented in no particular order of priority.
These thoughts have been consolidated for simplification, and perhaps some are
too general or broad. However, they can certainly be elaborated upon if
desired.

It was suggested that these planks might also be considered as goels. In
other words, the Association would have a simple Mission Statement followed by
a set of goals, These "goals" would be reviewed on a regular basis to determine
whether they are being met,

GOALS

- Encourage and coordinate the worldwide conservation of wildlife through
captive propagation.

- Facilitate the business of its members by providing services, communica-
tion, collective marketing, fund raising, and training.

- Represent its members' interests to government agencies and other
organizations that also further the cause of wildlife conservation.

- Encourage and coordinate the worldwide conservation of wildlife through
environmental education.

- Guide the profession through policies, guidelines, accreditation, and the
review of ethical issues.

- Promote the educational, cultural, environmental, and recreational
benefits of zoological parks and aguariums.

In summary, the Task Force generally felt that the format of the Mission
Statement should be simple and direct in composition. It also felt that if planks
and goals were necessary, they might resemble what has been presented here.




Cultural Characterlstics of the AAZPA

Ti

We are dedlcated to the preservation of fiora and fauna, both In the natural and captive state. We are
conservatlonists by naturs,

. Many of us, (perhaps because of our backgrounds) seem to prefer work with animal related problems and

Issues rather than people related problems and lssues.

[We are somewhat ¢cognizant of a need to change this as evidenced by malntaining public relations
and development officers, and a public education committes, geared toward reaching people who
are not necessarlly animal orlented. This Is a problem not only for AAZPA but for zoos since the
world's conservation problems are primarlly people caused.)

. We do not easlly welcome people who have different, or hon-animal tralning. Our language reflects this

feeling. Wae call people who are strong members of the zoo family, but not *animal people” “special
Interest groups.” They are made separate by our language.

. We act as if we do not value people who work in or Issues that affect aquariums.

. We are cautlous about Istting new-comers into our ranks. They must prove themselves before they are i

accepted.

. We deal with our membership In a caste system. We classify all of our members In levels, assign name

tag colors for levels of members, allow differing levels of power to different levels etc.

. We are passlonate and Intense about our profession.

. While we are a group of well-educated, well traveled and knowledgeable about conservation and blology

related topics, we are not worldly about Issues that we think are unrelated to our profession. We may
have some tunnel vislon.

. We are a Good Old Boys organization. There Is a relatively small group of people who control a very

large group and look out for each other. This group has generally been together for a relatively long time.
Rather than encouraging a broad participation in committee activitles, some Individuals sit on several
committees which limits opportunities for committee service to fewer Individuals.

. AAZPA does not put forth an affirmative action stance with regard to encouragment and support of

women and minorities assuming organizational leadership roles. There are noticeably small numbers of
female and /or raclal minority Individuals In leadership roles. This posture Is considered to be acceptable
within AAZPA ]

. We are a group that values tradition. Our meetings have repetitive formats, written materlals are
conslstent etc.

. We value rltuals. We like to have award presentations, big banquets and speeches.

. We don't like to be regulated or governed by others, particularly when lt comes to matters we strongly

belleva In.

. We are cautlous about announcing up to the minute news. Qur conference requires that papers be

submitted months before presentations. Our news comes through a formal written communique which
comes on a monthly basls.

. We tend not to always be savvy In our approach to Issues.

. We are slow to change.

»




17. We are not particulary formal. We tend to be casual In our appearance (dress) and manner.

18. We seems not to be particulaty religlous.
19. We love to gossip.

20. We are a congenlal and soclal group; we work hard and play hard; an assoclation of friends. We tend
toward workahollsm, which comes from dealing with animals that need need care 24 hours a day/7 days
a wesk.

. We tend to perceive the word as split Into two groups: Pro conservation/zoologlcal Interests and ant
conservation/blg money-industrial type Interests. We tend to forget (and thus forget to communicate
with) peopie who are neither pro or antl, who are either apathetic or ignorant of the problem. Thess
people are voters, consumers, potentlal zoo goers, parents and even leglslators. We tend to "play to*
other zoologists Instead of these people who are a part of our culturs.
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April 19, 1990

Strategic Planning, NPG
Strategic Planning, Advisory Committee

FROM: Dave Zucco

This memo is a 'q ie'"--to update you on our NPG meeting in
Denver and to solicit your input/advice--pending the distribution

of minutes from AAZPA Executive Offices.

A) AAZPA's Mission was re-defined as follows:
"The mission of the American Association of Zoological
Parks and Aquariums is to foster and support excellence

in the purposes of zoological parks and aquariums."

The values of AAZPA were elaborated as follows:

Committment to Conservation

Encourage the coordination of animal management programs,
both in captivity and in the wild. Conservation, education
and research are integral components of these programs.

Committment to Community

Encourage excellence in recreational and cultural events and
programs which strengthen our institutions' positions in their
communiities,

Cooperation

Working with each other to further our professional goals.

Self Regulation

Embrace the Code of Ethics and Accreditation which ensures
high professional standards and behaviors.

Advocacy

Representing its members interests to governmental agencies,
legislative bodies and others which will result in furthering
the mission of zoological parks and aquariums.

A nonprofii, tax-exempt organization dedicated to the advancement of zoological
parks and aquariums for conservation, education, scientific studies and recreation.




Page 2

Information Management and Communication

Development and management of data bases relevant to our
mission and the timely distribution of current information.

Key

(1)
(2)
(3)
(4)

Result Areas were identified as follows:

Develop our conservation resources.
Expand and improve member services.
Clarify our public (conservation) image.
Develop a legislative plan.

Task forces were assigned to develop objectives and
strategies for these KRA's for discussion at the
Tulsa meeting in June.

Although many other components of the Strategic Plan were dis-
cussed in Denver (and you will be reading about those in the
full minutes), I would like to know your thoughts about pub-
lishing the above-stated outline (mission, values, KRA's) in
the June issue of Communique so that all AAZPA members might
have the opportunity to comment at this point in the process?

DZ:bm

CC: Long-Range Planning Committee
AAZPA Board
R. Smith
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ZOOLOGICAL SOCIETY OF SAN DIEGO
MEMORANDTUM
TO: AAZPA Nucleus Planning Group
FROM: Douglas G. Myers ?ﬁjﬁv\
DATE: April 12, 1990

SUBJECT: Backcasting Information/Regulatory Agencies, etc.
PRPC00000000000000000000000000000000000000088000000000000000

I regret that I will be unable to attend vour sessions in
Denver because of a special board meeting in San Diego.

The majority of the persons identified to be interviewed
for the backcasting project assigned to me were finally
reached on Wednesday, April ll. Several, because of
schedule conflicts, were unable to be personally
interviewed.

Attached is a synopsis of the interviews,
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The Lacey Act, the Endangered Species Act, and the Marine
Mammal Protection Act heralded the beginning of more
enforcement from regulatory agencies.

The need was seen to have AAZPA serve as a body to police
the regulatory agencies., Where once we were only concerned
with being regulated or passively monitoring legislation,
the changing times called for us to agressively follow
legislation that applied to us and become an resource to the
bureaucracy. Programs were developed such as ISIS, SSP and
an ethics code to be more responsive to the way we ran our
Own Qrganizations.

Today we are instrumental in helping to write the
regulations and this should continue. The threat of damage
to our ozone layer, the rain forests and damage caused from
oil spills, etec., will continue to need our conservation
endeavors as well.

Even though the number of agencies has not really changed
(Departments of Agriculture, Commerce, Interior and the
Marine Mammal Commission) the number of offices within the
agencies and the number of locations of these offices have
multiplied. The lack of communication between these
offices and the changing staff is and will continue to be a
challenge to AAZPA organlzations. Most importantly, the
time spent working with these agencies has greatly
increased. A portion of this is attributed to the agencies'
increase in seeking out AAZPA to review proposed or existing
standards. The attention to detail in the regulations has
increased, and we, at times, are forced into reactive
posltions. More and more special emphasis is being placed
on animal comforts than ever before -- shipping, cage sizes,
ete.

Early on there were individuals and groups that differed
from the goals of AAZPA and were to become the animal rights
groups. We underestimated the animal rights movement when
it started to gather momentum in the early '80's and it has
gained too much ground. In the beginning, they were not as
well funded nor nearly as extreme or violent. They are much
stronger in Washington, D.C. than they ever have been. They
are much more aggressive with lobbying efforts and are
receiving much more pro bono work by D.C. law firms. They
put much emphasis on legislation and regqulations and sue
various governmental agencies on permits granted to AAZPA
institutions. The animal rights groups also introduce
animal welfare legislation permitting individuals to bring
suit against people or businesses on behalf of animals.

And, a bit unsettling, the regulatory agencies are actually
taking notice and listening to these groups.

Where do we go from here? The trend in legislation will be
looking towards more preventative legislation such as




APR 13

ey 11283

bio-diversity. We should also be looking towards working
more closely with IMS and paying more attention to NSF to
receive grants to carry on our work. States that have
several AAZPA institutions may be moving towards joining
forces to defeat legislation and serve as a sounding board
for state regulatory agencies. California and Florida have
already moved in this direction.
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February 23, 1990

TO: NPG participants for AAZPA Strategic Planning

FROM: D. Zu/—

dng-Range Planning Committee Chairman

I believe
letter 1is

the enclosed copy of Clayton Freiheit's
self-explanatory. Also be advised that

the hotel operates a shuttle van from the airport;

go to one of the several hotel display boards located
in the baggage claim area and phone Stapleton Plaza
for pickup at the area designated for same on the
lower level.

Although we do not have a schedule at this time, please
plan on a full day (8-5) for both the 16th and 17th,

as well as Clayton's hosted dinner on the evening

of the 1l6th.

AAZPA .
AAZPA

Pres..
Exec. Dir.;,

Hoessle,
Wagner,
Smith

Freiheit, Denver ZooO

A nonprofit, tax-exempt organization dedicated to the advancement of zoological
parks and aquariums for conservaton, education, scientific studies and recreation.
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15 February 1990

Mr. Dave Zucconi
Director

Tulsa Zoological Park
5701 E. 36 Street, N.
Tulsa, OK 74115

Dear Dave:

Relative to your letter of 2 February concerning the meeting of AAZPA's
Nuclear Planning Group (NPG) in Denver on April 16 17, we have made the
following arrangements: &\ 0. Rl A

We have blocked 25 rooms at Stapleton Plaza Hotel, 3333 Quebec
Street, Denver, CO 80207, (303) 321-3500 (Reservation,
Confirmation number, Toll Free - 1-800-950-6070). This hotel
is convenient to both Stapleton Airport and the zoo. A
corporate rate of $60.00/night (exclusive of tax) has been
agreed to, and it is understood that individuals will be
responsible for settling their own accounts. The hotel will
guarantee the space until 1 April so I encourage participants
to call the Toll Free number, 1-800-950-6070, as soon as
possible. . \

As we get closer to the time and know how many will attend, we
will arrange transportation from the hotel to the zoo and
return, for the participants. As we discussed on the phone, my
intention is to ask AAZPA to reimburse us for this service.
Estimate of this cost is $150-$200.

Please forward a copy of Bob Smith’s proposed schedule for
these meetings as soon as possible as this will effect our
other planning, e.g.: meals.

Our Board Room is equipped with f1ip charts, marker board, VCR,
projection equipment, etc., but we would 1ike to have Smith’s
precise requirements to be sure that everything runs smoothly.

We will plan to serve coffee, lunches, snacks, etc., in our
Board room and will absorb these costs at no charge to AAZPA.
I am also planning to host the group for cocktails and dinner
on the evening of 16 April and assume this is agreeable?

If the weather cooperates (mid-April in Colorado can bring
anything from mid-70’s to a foot of snow)! I hope there will
be some time allowed for the NPG to walk around our zoo a bit.

CITY PARK
DENVER, CO 80205-4899
PHONE: (303) 331-4100
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.

Kathryn
Page 2 of 2

Also, I would include Steve's #4 without the comment
about drinking and with my addendum about work-a-haulism
which 1 believe comes with dedicated animal work (24 hours a
day/7 days a week - they reguire care).

New ftem: Who we communicate with, why we do it and how is also
a part of our culture, therefore:

- We tend to perceive the world as split into two groups:

Pro conservation/Zoological interests and Anti conservation/ big
money-industrial-type interests, We tend to forget (and thus
forget to communicate with) regular, every day people. These
people are neither pro or anti, they are busy living average
lives; have not had the benefit of a 2zoological or
conservationist background and simply don't think about it. This
might be called apathy or ignorance but it doesn't matter. These
people are voters, consumers, potential zo00 goers, parents and
even legislators (some of them are ignorant and apathetic to
conservation/zoological concerns). ie - We tend to "play to"
other zoologists instead of these regular people who are a part
of our culture,

X _

Gail Schneider
Executive Director
Dreher Park Zoo

GMS/jhe
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Cultural Characteristics of the AAZPA

1

We are dedicated to the preservation of flora and fauna, both in the natural and captive state. We are
conservationists by nature.

. Many of us, (perhaps because of our backgrounds) seem to prefer work with animal related problems and

issues rather than people related problems and issues.

[We are somewhat cognizant of a need to change this as evidenced by maintaining public relations
and development officers, and a public education committee, geared toward reaching people who
are not necessarily animal oriented. This is a problem not only for AAZPA but for zoos since the
world’s conservation problems are primarily people caused.]

. We do not easily welcome people who have different, or non-animal training. Our language reflects this

feeling. We call people who are strong members of the zoo family, but not "animal people" "special
interest groups.”" They are made separate by our language.

. We act as if we do not value people who work in or issues that affect aquariums.

. We are cautious about letting new-comers into our ranks. They must prove themselves before they are

accepted.

. We deal with our membership in a caste system. We classify all of our members in levels, assign name

tag colors for levels of members, allow differing levels of power to different levels etc.

. We are passionate and intense about our profession.

. While we are a group of well-educated, well traveled and knowledgeable about conservation and biology

related topics, we are not worldly about issues that we think are unrelated to our profession. We may
have some tunnel vision.

. We are a Good Old Boys organization. There is a relatively small group of people who control a very

large group and look out for each other. This group has generally been together for a relatively long time.
Rather than encouraging a broad participation in committee activities, some individuals sit on several
committees which limits opportunities for committee service to fewer individuals.

. AAZPA does not put forth an affirmative action stance with regard to encouragment and support of
women and minorities assuming organizational leadership roles. There are noticeably small numbers of
female and/or racial minority individuals in leadership roles. This posture is considered to be acceptable
within AAZPA ]

. We are a group that values tradition. Our meetings have repetitive formats, written materials are

consistent etc.

. We value rituals. We like to have award presentations, big banquets and speeches.

. We don't like to be regulated or governed by others, particularly when it comes to matters we strongly

believe in.

. We are cautious about announcing up to the minute news. Our conference requires that papers be

submitted months before presentations. Our news comes through a formal written communique which
comes on a monthly basis.

. We tend not to always be savvy in our approach to issues.

. We are slow to change.




17. We are not particularly formal. We tend to be casual in our appearance (dress) and manner.

18. We seems not to be particularly religious.
19. We love to gossip.

20. We are a congenial and social group; we work hard and play hard; an association of friends. We tend
toward workaholism, which comes from dealing with animals that need need care 24 hours a day/7 days
a week.

. We tend to perceive the world as split into two groups: Pro conservation/zoological interests and anti
conservation/big money-industrial type interests. We tend to forget (and thus forget to communicate
with) people who are neither pro or anti, who are either apathetic or ignorant of the problem. These
people are voters, consumers, potential 200 goers, parents and even legislators. We tend to "play to"
other zoologists instead of these people who are a part of our culture.
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Cultural Characteristics of the AAZPA

1.

We are dedicated to the preservation of flora and fauna, both in the natural and captive state. We are
conservationists by nature.

. Many of us, (perhaps because of our backgrounds) seem to prefer work with animal related problems and

issues rather than people related problems and issues.

. We do not easily welcome people who have different, or non-animal training. Our language reflects this

feeling. We call people who are strong members of the zoo family, but not "animal people” "special
interest groups.” They are made separate by our language.

. We act as if we do not value people who work in or issues that affect aquariums.

. We are cautious about letting new-comers into our ranks. They must prove themselves before they are

accepted.

. We deal with our membership in a caste system. We classify all of our members in levels, assign name

tag colors for levels of members, allow differing levels of power to different levels etc.

. We are passionate and intense about our profession.

. While we are a group of well-educated, well traveled and knowledgeable about conservation and biology

related topics, we are not worldly about issues that we think are unrelated to our profession. We may
have some tunnel vision.

. We are a Good Old Boys organization. There is a relatively small group of people who control a very

10.

large group and look out for each other. This group has been generally been together for a relatively long
time.

Women have not been encouraged or supported in efforts to become part of the leadership of the
organization. This posture is considered to be acceptable within AAZPA. It is a group that feels it is OK
to treat women differently than men.

. We are a group that values tradition. Our meeting have repetitive formats, written materials are

consistent etc.

. We value rituals. We like to have award presentations, big banquets and speeches.

. We don't like to be regulated or governed by others, particularly when it comes to matters we strongly

believe in.

. We are cautious about announcing up to the minute news. Our conference requires that papers be

submitted months before presentations. Our news comes through a formal written communique which
comes on a monthly basis.

- We tend not to always be savvy in our approach to issues. We tend to be straight forward and let the

16.

17.

18.

19.

chips fall where they may.

We are slow to change.

We are not particularly formal. We tend to be casual in our appearance (dress) and manner.

We seems not to be particularly religious.

We love to gossip.
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CHARACTERIST;CS oF CONPANY S CULTURE

Qur roots are in the old Gusto culture of sales. We have become
conditioned to thinking mostly of sales rather than production and
operations, We are market-driven, using technology development

as our back-up. We are aggressive, We have had the guts to do
many things for the first time.

However, with this strong sales orientation, we have had i11 effects
on our administration, which some see as being in a very bad state.

It leaves the general impression of chaos or a beehive, sometimes
teading to touch-and-go or hipshooting decisions.

In this milieu we have big communication problems ~ up and down
and in a1l directions. Communication among pecple in our Monaco
office... and with our overseas offices... 7s difficult.

Everygne has been running. But with time, some have become
infiuenced by the sun, We have mostly lived in a booming, up -
up - up business environment, but now & Tess Duoyant market
influences our attitudes and behaviour.

The local environment in which we work is fairly relaxed but the
service we provide has to be disciplined and results-oriented %o
be sugcessful. This 1ncompat1b111ty creates strain and conflict.

A large part of the Company is not disciplined and it is hard to
get speedy decisions frem our Monaco office when you are away .rcm
here.

We are target-oriented, mobile and interpational. There is no
inhibition to any natjonal culture.

Because we have so many natiopalities in the company we are open-
minded and can approach the cliient in a more open manner... and we
have unusual access to multi-national resources in technology.

We build and operate all over the world rather easily, even in
places and cultures we do not know well.

With so many different naticnalities in the company, we tend to
generalize about their attitudes and characteristics. We accept
these generalizations too easily and without justification.

We have a Tanguage problem. We all communicate in English but since
it §s not the mether tongue for many, there is chance for misunder-
standing and mistrust that must be recognized and dealt with. There
also is a tendency to form groups based on nationality.

We have strong centralized top management that has a paternalistic
leadership style. We do not delegate very much.
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There is a gap between teop management and mid-management in terms
of transmitting from the top the company's goals and objectives.
Some managers and other staff down the 1ine do not know the "why's"
behind decisions and would be more motivated if they did.
Mid-managers alsc need to know fiore about top management thinking
so they can better motivate others.

Qur tendency has been to organize more around peopie than tasks.
This was a way to keep a fumber of very good people but not the
way to optimally handle tasks. We have produced 2 number of small
departments with consequential division of responsibility.

Hence, we are split up into a ot of small groups... departments
and other units. We have had a terrible inflation of titles.

We do not have a strong solidarity among departments. wWhen
semething goes wrong, there is a tendency to blame others rather
than seeing how we can resolve it together.

We sometimes have conflicts of interest among our groups, as with
sales strategies for oup products.

In today’s tight market there are pressures to blame others for what
the company has not achieved. Engineers particularly feel this.

We are living in an interna? environment of competition...
often at the expense of ¢o1laboration.

Within the company, at aj] levels, there is great enthusiasm.
for example, designers are anxious to know how the business is
doing, how clients have responded to their work.

Our whole organization js 5171 young. We are enthusiastic, we
talk a lot, we are dedicated.

The Company runs in a typical entrepreneurial, small entreprise
style. We operate by instinct, rapidly, emotionally, informally,
aggressively.

A lot of things are done opportunisticaily, with both good and bad
outcomes.

In our engineering, we do not Tike to make the same thing twice.

And we have extreme difficulty in storing and using our own
experience.

But we do use our “product" in common. It belongs te the Ceompany.
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We know we are relatfively fsolated - geographically and product-wise.
We are remote from the centers of offshore engineering and general
product environment. In Monaco there is RO way you can bump inte

a client in a pub or a restaurant.

Within our IMC Caland Group we also Jive as separate and isolated
companies. We make no or ipsufficient use of one another's
capabilities, facilities and people. We behave more as a conglo-
merate than an integrated group ¢f related companies.

In Monaco, we have a small turnover of staff. It is a big step to
come here and a big step to leave here.
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American Association of Zoological Parks and Aquarium

EYEGUTIVE OFFICE AT OGLEBAY PARK, WHEELING, WV 26003 - 1688
(304) 242-2160; FAX: (304) 242.2283

TELECOPIER MEMORANDUM

FAX NUMBER: 304-242-2283

Kathryn Roberts, Director

Linda Boyd, Administrative Assist

27 March 1990
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CULTURE

MAR-27-1990 11:54 FROM AAZPA

BEHAYVIOR
OQur culture is formal attire: coat and tie:
business dress for women. Informal dress on Fi
welcome relief.
The office appears quiet to outside visitors.
People go aut of their way to help.

There is mutual respect in some parts of the office...

none in others. 1In general, people are very friendly and

cordial.
Recently, morale was low, toc a large extent because
excessive turnover. People Jeave because they want
to get on with their careers. They cite higher salary offers
and opportunities to get fnvolved in other aspects o0f the
profession, such as design.
RITUALS
The most important office ritual is the meeting. This is
he way we conduct business, We have meetings with ¢lients,
with consultants, and among ourseives. We have five confer-
ence rooms in the NP COffice. In April 1985 alone,
there were 60 meetings scheduled 1n these conference rooms.
In addition, there were numerous other meetings that were
held without reserving a conference roem, or that were heid

in individual offices r meetings are held around an
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elongated table, indicative of our hierarchfcal organization.
Usually the sepnior person sits at the head of the table,
although in meetings with c¢lients the head of the table posi-
tion is studliously avoided. nour formal culture, only
PEErs or near-peers attend meetings; junfor people wait to

be summoned. The senior person usually leads the meetings

and articulates decisfons give-and-take, while not discouraged,

s rare,
When an employee leaves, he or she 4s usually treated
to Tunch by a group of colleagues. New employees are given
an orientation session.
TRADITIONS
We have an unusual workweek: oV a.m. to 5:30 p.m,
Monday through Thursday, and 7:30 a.m. to 11:30 a.m. on
Fridays. This sets u apart from other firms and the employees
ving a more extended weekend.
re is a summer picnic and a Christmas party. There
tailgating parties at baseball games, raffied base-
tickets, and, from time to time and depending upon
interest, discounted symphony tickets, sk{ trips, and other
social activities.

MANAGEMENT STYLE

Strong vertical chain of command. We vs. they reiation-

ships prevail in contrast with ciosely knit family team.




FP.B4-84
11:56 FROM RRZPA

In the past, the management style appears to have
emphasis on correcting mistakes as opposed to emphagis
pri 19 good work.

mployees don't know what makes the firm tick.

Management has usually been aggressive and effecti 2, but

appears top heavy when you 160k at the ratio of management to

direct production Tabor.
The Productfon Department is capable but occcasionally
defensive. We tend to make every project a "big deal" and are

-

frequently unable to tailor our services to a given situation
or individual client's needs.
recently, the Design Department was led by a

This is now changing to a more integral

P.B4
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American Association of Zoological Parks and Aquariums

EXECUTIVE OFFICE AT OGLEBAY PARK, WHEELING. WV 28003 - 1638
(504) 242-2160; FAX: (304) 242-2283

March 19, 1990

Nucleus Planning Group, AAZPA
Strategic Planning

D. Zucconi, Chairman
Thanks, everybody, for your full participation in our first
meeting of the NPG in Washington, D.C.

You are herewith reminded of the "homework" assignment we
agreed to:

Culture - K. Roberts (ch), Garibaldi, Schneider, Wylie.

AAZPA Organization - C. Hoessle (ch), Doherty, Taylor,
Wheeling office.

Backcast (the "ontogeny" of AAZPA's current status, including
surveys, guidelines, etc.) - B. Read (ch), Wheeling
office.

Additionally, G. Rabb and U. Seal will develop a
statement relative to our global imperatives.

Additionally, D. Myers will survey some key people
with respect to.the amount of time spent on regula-
tory activities,

(policies mandated as such by either
Board vote or member vote) - Wheeling
office, Dennler, Farst, Lentz.

Key Operating Policies

Steve Wylie generously volunteered to head-up a task force to
explore the "Mission Statement" further (Garibaldi, Myers, Rabb,
Taylor, Wagner). As we left it on the table:

"The Mission of AAZPA is to work in concert with its
members for the worldwide conservation of wildlife,
through the encouragement and coordination of captive
propagation, environmental education, and relevant
research programs. AAZPA promotes the cultural,
educational and recreational benefits of zoos and

A nonprafit, tax-exempt orgunizalion dedicated 1o the advancement of zoological
parks and aquariums for conservaiion, educaiion, scentific studies and récreation.




aquariums, and its members are committed to the
highest standards and practices of their profession."

Steve's group will alternately explore a statement that outlines
our mission with a series of planks.

We exhort all chairpersoms to have their assignments completed in
time for the Denver meeting; it would be great if some of the
shorter assignments could be finished and circulated to the NPG

Erior to Denver,

All members of the Long-Range Committee, Advisory Committee and
NPG are invited to comment on any/all of the above; please copy
in C. Hoessle and myself. In due course, Linda will send copies
of the minutes from our Washington meeting,

In preparation for our Denver meeting, please be thinking about:
(a) positioning;

(b) key values:

(c) eritical factors for success;

(d) principal forces in the outside environment.

Please call me if you have any questions about what we're doing.

DZ:bm

CC: C. Freiheit
W. Iliff
S. Robbins
R. Smith
P. Chaffee
W. Conway
G. Rabb
L. Boyd




4 MAR 20 ’9@ 15:47 CITY OF TULSA OFC sxuﬁ:._._'ﬂ

Lol
ipRape
Lo

FAX MESSAGE
g

TO:./ Lo alegical g ndenal
124 J

Company

f2ro 20 flok
Street Add#'éss @

Jad b 72V
7 State

b fG et 3/ 7307
FAX NUMBER

ATTN.:

Name

DeleDiv.

Subject

FROM: City. of Tulsa

) 2 .
_{‘—/5’ 2 o 2{&

Department ¢/

Street Address
Tulsa Ok.

City State
8318-586-1280

FAX NUMBER

TELEPHONE NUMBER

NUMBER OF PAGES SENDING 73
(including transmittal) \

A




Corporate Culture

By Raiph H. Kilmann
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guccess in business is determined not by an execu-
tive's skills alone, mor by the visibie features—the
strategy, structure and reward system—of the or-
ganization. Rather, the organization itself has an
invisible quality—a certain style, a character, a way
of doing things—that may be more powerful than
the dictates of any one person or any formal sys-
rern. To understand the soul of the organization re-
quires that we travel below the charts, rule books.
machines and buildings into the underground
world of corporate cuitures.

Culture provides meaning, direction and mobiliza-
tion. a social energy that moves the corporation into
either productive action or destruction. I have en-
countered many organizations in which this social
energy has barely been tapped; whether diffused in

all directions or even deactivated, it is not mobilized-

to help the company. Most members seem apathetic
or depressed about their jobs. They no longer pres-
sure one another to do well. Pronouncements by top
managers that they will improve the situation fall
on the deaf ears of employees who have heard these
promises before. Nothing seems to matter. The soul
of the organization is slowly dying.

Other companies show considerable energy. but
it is driving employees in the wrong direction. The
organization lives in an immense culture gap. The
social energy pressures members to persist in types
of behavior that may have worked well in the past
but are clearly dysfunctional today. The gap be-
tween the outdated culture and what is needed for
organizational success gradually develops into a
culture rut—a habitual, unquestioning way of be-
having, There is no adaptation or change, only rou-
tine motions, despite the fact that the company is
unsuccessful. This rut can go on for years, even
though morale and performance suffer. Bad habits
die hard. Culture shock occurs when the sleeping
organization awakes and finds that it has lost touch
with its original mission. The new world has left the

Kllmann, Ralph H. “'Corporate Culture.” In Psychology
Today, April 1985, pp. 62-69. Adapted from Killmann,
R.H. Beyond The Quick Fix: Managing Flve Tracks To
Organizational Success. San Francisco: Jossey-Bass
Inc., 1984, Used with permission.

insulated company behind—a Rip Van Winkle story
on a grand scale.

On the other hand, one has merely to experience
the energy that flows from shared commitments
among group members to know it—the power that
emanates from mutual influence and esprit de
corps. Why does one organization have a very adap-
rive culture while another has a culture mired in
the past? Is one a case of good fortune and the other
a result of bad luck? On the contrary, it seems that
any organization can find itself with an outdated
culture if the culture itself is not managed explicit-
lv. I have found that, unattended, a company's cul-
ture almost always becomes dysfunctional. Normal
human fear, insecurity, oversensitivity, dependen-
cy and paranoia seem to take over unless there is
a concerted effort to establish an adaptive culture.
People cope with uncertainty and perceived threats
by protecting themselves, by being cautious, by
minimizing their risks, by going along with a cul-
ture that builds protective barriers around work
units and around the whole organization. An adap-
tive culture, alternatively, requires risk and trust:
employees must actively support one another's ef-
forts to identify problems and adapt to solutions.
The latter can be accomplished only by a very con-
scious, well-planned effort at managing culture.

A company's culture sometimes supports self
defeating individual behavior that persists in spite
of its many disruptive effects on morale and perfor
mance: doing the minimum to get by: purposely
resisting or even sabotaging innovation; and being
very negative in general about the organization’s caf
pacity to change. Worse, such behavior may evern
include lying, cheating and stealing as well as in-
timidating, harassing and hurting others. The most
detrimental behavior in the long run, however, i5
persisting in once-adaptive patterns rather than
changing to meet the dynamic complexity of the
present. The challenge is to get out of the culture ruf;

How De Cultures Form?

When an organization is born, a tremendous burst’
of energy is released as members struggle to make
it work. A corporate culture seems to form rather

%
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THE CORPORATE CULTURE SOURCEBQQOK

quickly, based on the organization's mission, set-
ting and requirements for success: high quality, ef-
ficiency, product reliability, customer service, in-
novation, hard work and loyalty. The culture
captures everyone's drive and imagination. As the
reward systems, policies and work procedures are
formally documented, they suggest what kinds of
behavior and attitudes are important for success.

Such situational forces, while important in shap-
ing culture, cannot compete with actions of key in-
dividuals. For example, the founder's objectives,
principles, values and especially behavior provide
important clues as to what is really wanted from
all employees, both now and in the future. Carry-
ing on in the traditions of the founder, other top ex-
ecutives affect the culture of the company by their
example.

Employees also take note of all critical incidents
that stem from management action—such as the
time that so-and-so was reprimanded for doing a
good job when not asked to do it beforehand or the
time that another worker was fired for publicly dis-
agreeing with the company’s position. Incidents
such as these become an enduring part of the com-
pany folklore, indicating what the corporation real-
ly wants, what really counts in getting ahead or, al-
ternatively, how to stay out of trouble. They are the
unwritten rules of the game.

A culture may be very functional at first. But {n
time it becomes a separate entity, independent of
its inftial purpose. The culture becomes distinct
from the formal strategy, structure and reward sys-
tems of the organization. In a similar vein, culture
becomes distinct from workers and even top
managers. All members of the organization are
taught to follow the cultural norms without ques-
tioning them. After employees have been around
for a few years, they have already learned the ropes.
Even new top executives who vow that things will
be different find out—often the hard way—how the
culture is “bigger’ and more powerful than they
are. A top manager can get individual commit-
ments to some new policy from his subordinates,
but after they walk out the office door and once
again become part of the corporate culture, the boss
finds the new plan bitterly opposed.

Top management is also caught in the grip of the ~

firm's separate and distinct culture. Employees
wonder from below why managers play it so safe,
why they refuse to approach things differently, why
they keep applying the same old management prac-
tices that clearly do not work. They wonder why
management is so blind to the world around them.
Is management “mean’ or just “stupid’'?

18

How Are Cultures Maintained?

The force controlling group behavior at every leve!
in the organization—a force that can brainwash
workers into believing that what they are doing i
automatically good for the company, their cornmus-
nity and their family—must be very powerful. Is it
magic or is it the psychology of group membership
that explains the potency of corporate culture? So-
cial scientists speak of ‘‘norms’ as the unwritten
rules of behavior. In a company, for example, 2
norm might be: Don't disagree with your boss in
public. If a norm is violated, there is immediate and
strong pressure to get the offending party to change
behavior. Consider, for example, an individual whc
persists in presenting reservations about the com-
pany’s new product at a group meeting-—just after
the boss has argued strongly for investing heavily
in its advertising campaign. The bold employee
receives stares and frowns, eyes roll—all nonverba:
messages to sit down and shut up. If these efforts
do not work, the underling will hear about it later.
from coworkers if not from the boss.

The human need to be accepted by a group—
whether family, friends, coworkers or neighbors—
gives the group leverage to demand compliance tc
its norms. Were such a need not so widespread.
groups would have little hold on people other than
formal sanctions. The nonconformists and maver-
icks who defy pressures to adhere to group norms
always do so at a considerable price.

Simple experiments conducted by Solomon Asch
in the early 1950s demonstrate just how powerful-
ly the group can influence its deviants. The experi-
ments were described to the research subjects as 2
study in perception. Three lines—A, B and C, all of
different lengths—were shown on a single card. Sub-
jects were asked to indicate which of these three
lines was i{dentical in length to a fourth line, D.
shown on a second card. In one experiment, seven
people sat in a row. One by one they indicated thetr
cholces. While line C was in fact identical to line D.
each of the first six, all confederates of the ex-
perimenter, said that line D was {dentical to A. The
seventh person was the unknowing subject. As each
person deliberately gave the wrong answer, the sev-
enth subject became increasingly uneasy, anxious
and doubtful of his or her own perceptions. When
it came time to respond. the seventh subject agreed
with the rest almost one-third of the time. Without
such group influence there were hardly any errors.

Imagine just how easily such distorted perceptions
of reality can be maintained when backed up by for-
mal sanctions—pay, promotions and other rewards.




The group can reward its members so that they ig-
nore the disruptive behavior of “troublemakers.”
The members collectively believe that everything
is fine, continue to reinforce the myth and reward
one another for maintaining it. In essence, every-
one agrees that the dysfunctional ways can con-
tinue without question. Any deviant who thinks
otherwise is severely punished and eventually
vanished from the tribe.

Asch's classic study demonstrates that the im-
pact of a group on its members is very powerful in-
deed. And if the group is cohesive, if there is a
strong sense of community and loyalty, there will
be even stronger pressures on each member to
adopt whatever the cultural norms specify. Other
studies have shown that if the cultural norms of a
cohesive group support the organization’s mission,
the workers' performance will be high: the culture

is said to be adaptive.

" Alternatively, if the norms endorsed by a highly
cohesive group oppose the corporate goals, then the
" culture will foster low performance and morale. It
is better to have an uncohesive group with medi-
ocre performance than a highly cohesive counter-
culture. The latter will result in consistently low
performance and headaches for everyone..

Given the crucial role of corporate culture in shap-
ing behavior, and the especially powerful effects of
group norms, one way to turn around a maladap-
tive company is to change its culture by managing
its norms. Even norms that dictate appropriate be-
havior, opinions and facial expressions can be
brought to the surface, discussed and altered.

In my corporate consulting work, I have found it
helpful to have all group members (generally in a
workshop setting) list the actual norms that cur-
rently guide their behavior and attitudes. This can
be done for one or many groups, departments and
divisions. Sometimes it takes a little prodding and
a few illustrations to get the process started, but
once it begins members are quick to suggest many
norms. In fact, they seem to delight in being able
to articulate what was never written in any docu-
ment and rarely mentioned even in casual conver-
sation between themselves.

In an organization with a culture deeply rooted
in the past, some of the norms people list are: Don’t
disagree with your boss; don’t rock the boat; treat
women as second-class citizens; put down your or-
ganization: don't enjoy your work; don’t share in-
formation with other groups; treat subordinates as
incompetent and lazy: cheat on your expense ac-
count: look busy even when you're not; don't re-
ward employees on the basis of merit; laugh at

CQORPORATE CULTURE
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those who suggest new ways of doing things; don't
smile much; openly criticize company policies tc
outsiders: complain a lot; don't trust anyone whc
seems sincere. And, ironically, the one common
norm that must be violated in this group process
{s: Don't make norms explicit.

Other frequently listed norms include: Don’t be
the bearer of bad news; don't say what the boss
doesn’t want to hear, don’t think of things that are
not likely to happen: don't spoil the party; don’t be
associated with an ugly event; see no evil, hear nc
evil and speak no evil.

As these norms are listed for everyone to see, there
is considerable laughter and amazement. The mem
bers become aware that they have been seducing
one another into abiding by these counterproduc
tive rules. But no individual made a consciou:
choice to behave this way; rather, as workers en
tered the organization, they were taught what wa:
expected—often in quite subtle ways. The more co
hesive the group. the more forcefully the sanction:
are applied and the more rapidly the learning take:
place. In the extreme case, a highly cohesive groug
that has been around for a long time has member:
who look, act, think and talk like one another.

In the projects in which I had managers and al
employees of a company list their norms, it was sur
prising to discover that most norms cited wer
negative. In a number of cases, more than 90 per
cent of the listed norms had at least mildly nege
tive connotations. It may be, of course, that em
ployees felt I was looking for the dysfunctions i:
their organizations rather than for the adaptiv
aspects. Then again, maybe many organization
are plagued with a high proportion of negativ
norms from their bureaucrtic cultures.

The next step is for all group members to discus
where the organization is headed and what type ¢
behavior is necessary to move forward. Even whe
a corporation has inherited a very dysfunction:
culture from the past, individual employees are o
ten aware of what changes are needed in order fc
the organization to adapt and survive. Similarly
they are aware of what work environment they pre
fer for their own sanity and satisfaction.

A certain amount of planning and problem solx
ing may have to occur before any new direction
can be articulated. In groups that have fallen int
a culture rut, members are s0 absorbed with th
negatives that they have not spent much tim
thinking about or discussing what they would pre
fer. Sometimes it is helpful to ask them to reflec
upon thetr ideal organization: If they could desig
their own from scratch, what would it be like? Thi
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generally shows what could be changed in the pres-
ent organization—often things that are accepted
merely because they are traditional.

The third step is for all group members to develop
a list of new norms for organizational success. What
new norms, for example, would encourage a more
adaptive stance toward the organization's chang-
ing environment? Likewise, what new norms
would allow groups to discuss difficult and uncom-
fortable issues that affect the long-range success of
the firm? What cultural norms would bring difficuit
internal problems out into the open so that they
could be resolved?

At this point, employees usually grasp how un-
written rules have affected their behavior. They ex-
perience a sense of relief at contemplating a new
way of life, realizing that they no longer have to pres-
sure one another to behave in dysfunctional ways.
They can create a new social order within their work
groups and within their own organization. Part of
this sense of relief comes from recognizing that their
dissatisfactiorr and ineffectiveness are not due to
their own incompetence: Psychologically, it is much
easier to blame the invisible force called culture—
as long as they take responsibility for changing it.

In organizations needing to be more adaptive, flex-
ible and responsive to modern times, some of the
norms often listed are: Treat everyone with respect
and as a potential source of valuable insight and ex-
pertise; be willing to take on responsibility; initiate
changes to improve performance; congratulate those
who suggest new ideas and new ways of doing
things; be cost -conscious; speak with pride about

"your organization and work group; budget your time

according to the importance of tasks for accomplish-
ing objectives; don't criticize the organization in
front of clients or customers; enjoy your work and
show your enthusiasm for a job well done; be helpful
and supportive of other groups in the organization.

New norms that directly pertain to complex and
difficult problems include: Bring uncomfortable is-
sues out into the open; persist in drawing attention
to problems even if others seem reluctant to consider
the implications of what you are saying; listen to
other members' viewpoints even if you disagree with
them: encourage zany and bizarre perspectives to
insure that nothing important and possible has been
overlooked; make people aware when a topic that
should generate a heated debate has not.

Spotting Culture Gaps

The contrast between desired norms and actual
norms can be immense. My colleague, Mary Jane
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Saxton, and I refer to this contrast as a “cult
gap." We have developed a measurement tool for
tecting the gap between what the current cultur
and what it should be: Kilmann-Saxton Culture-C
Survey.

The survey was developed by first collect
more than 400 norms from managers and ¢
ployees in more than 25 different types of org:
zations. Many of these norms were also develor
through projects in which cultural norms were
sessed and changed. The final set of 28 norm p:
that appears on the survey was derived fr
statistical and clinical analysis of the most con
tent norms that were operating in most of the
ganizations we studied. An example of a norm ;
is: A) Share information only when it benefits v
own work groups versus B) Share informatior
help the organization make better decisions. E
employee chooses either A) or B) for each norm |
in two ways: first, according to the pressures
work group puts on its members (actual norr.
and second, according to which norms shoulc
operating in order to promote high performa
and morale {desired norms).

The differences between the actual norms .
the desired norms represent the culture gaps. Tt
are four types of culture gaps, each made u:
seven norm pairs. First, there are what we
""task support norms"* having to do with infor
tion sharing, helping other groups and conc
with efficlency, such as “Support the work of os
groups' versus ‘‘Put down the work of ot
groups.”” Second, there are “‘task innova
norms,'" which stress creativity, such as "“Alw
try to improve” versus ‘‘Don’t rock the bo
Third, we look at *‘social relationship norms’™
socializing with one's work group and mi>
friendships with business, such as "'Get to know
people in your work group™ versus “Don’t both
Finally, we examine “‘personal freedom norms’
self-expression, exercising discretion and plea:
oneself, such as “‘Live for yourself and your fz
ly" versus "‘Live for your job and career.”

Culture gaps can be surveyed in a work grc
a department, a division or an entire organizat
By calculating the difference between the no
that are actually in force and those that shoulc
the four culture-gap scores are obtained. The la.
the gap, the greater the likelihood that the cur:
norms are hindering both morale and performa:
If the assessed culture gaps are allowed to contir
work groups are likely to resist any attemp
change and improvement. Specifically, cul:
gaps materialize as an unwillingness to adopt




work methods and innovations, as a lack of support
for programs to improve quality and productivity,
as lip service when changes in strategic directions
are announced and, in the extreme, as efforts to”
maintain the status quo at all costs.

Our use of the Kilmann-Saxton Culture-Gap Sur-
vey in numerous for-profit and no-profit organiza-
tions has revealed distinct patterns of culture gaps.
For example, in some of the high-technology firms.
lack of cooperation and information sharing across
groups has resulted in large culture gaps in task
support. In the automotive and steel industries, not
rewarding creativity and innovation has resulted in
large culture gaps in task innovation. In some
social-service agencies in which work loads can
vary greatly, large gaps in social relationships are
found, indicating that too much time is spent so-
cializing rather than looking to get the next job

done. Finally, in extremely bureaucratic organiza-
tions, such as some banks and governrent agen- -

cies. large gaps in personal freedom are evident.

Here, workers' sense of being overly confined and -

constrained lowers their performance and morale.

The most general finding to date is the presence
of large culture gaps in task innovation. It seems
that American industry is plagued by significant
differences between actual and desired norms in
this area—a condition that may relate directly to
the frequently mentioned productivity problem in
the United States. An industrial culture that pushes
for short-term financial results is bound to foster
norms that work against efforts at long-term im-
provement, regardless of what formal documents
and publicity statements seem to advocate.

Do all employees of a corporation see the same cul-
ture gaps? Apparently not. The smallest culture
gaps are found at the top of the organization's hier-
archy. Managers believe their own publicity; they
say that they reward creativity and innovation but
seem to forget that their actions speak louder than
their words. By contrast, cultural gaps are largest
at the bottom of the hierarchy, where the gaps also
reveal alienation and distrust. Here a common norm
is: Don't trust management. In essence, workers see
management as being up to no good, getting caught
up In fads to fool and manipulate employees or
thinking that the workers are too stupid to see
what's behind management'’s latest whim.

Closing Gaps

Without a supportive culture, every action by top
management will be discounted by the groups
below—even top-down efforts to change the culture.

CORPORATE CULTURE

I have seen cases in which executives have tried
dramatic changes in their own behavior coupled
with symbolic deeds and fiery speeches in order to
dictate a new culture to the company—but to no
avail. Only when work-group members encourage
one another to be receptive to overtures by manage-
ment can the whole change program be success-
ful. For example, various work groups might in-
clude such new norms as: Give management
another chance; assume good intentions. Managers
and consultants, therefore, have to work especial-
ly hard to encourage the work groups, including the
executive groups, to meet one another halfway.

How can culture gaps be closed? How can an or-
ganization move its culture from the actual to the
desired? Can a company be taken out of a culture
rut and be put back on track for solving present and
future problems? Will the organization survive this
culture shock?

When the current culture is at least hopeful, the
impact of survey results on workers is almost mi-
raculous. In fact, some change from the actual to the
desired norms can take place just by listing the new
set of norms, Members start "‘playing out” the new
norms immediately after they are discussed. But
when the current culture is cynical, depressed and
in a deep rut, the response to the survey results is
quite different. Even when large gaps are shown or
when a listing demonstrates the tremendous differ-
ences between actual and desired norms, employees
seem apathetic and lifeless. They respond by say-
ing that their work units cannot change for the bet-
ter until the level of management above them and
the rest of the company change. They believe that
the external system is keeping them down.

Curiously, when I do a culture-gap survey at the

. next highest level, the very same argument is heard

again: “'We have no power to change: we have to
wait for the next level to let us change; they have
the power!" It is shocking, after conducting the
culture-gap survey for an entire organization, to
present the results to the top management group

. only to find the same feelings of helplessness. Here

top management is waiting for the economy to
change. In actuality, it is the corporate culture that
is saying: Don't take on responsibility; protect your-
self at all costs; don't try to change until everyone
else has changed: don't lead the way, follow: if you
ignore the problem, maybe it will go away.

This is the perfect example of a company in a cul-
ture rut, where the shock of realizing the discrepan-
cy between actual and desired norms is just too
great to confront. Instead, the organization buries
its head and hopes everything will be sorted out by
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itself. Even in the face of strong evidence of a seri-
ous problem, time and time again [ have witnessed
this form of organizational denfal—a much more
powerful and perhaps destructive force than any
case of individual denial. The group's power to de-
fine reality clouds everyone's better judgment. The
bureaucratic culture "‘wins' again.

One large industrial organization asked me to
present a three-day serninar to the chairman of the
board, the chief executive officer and the 10 cor-
porate officers on the topic of corporate cuiture. I
suggested that a representative survey of culture
gaps be conducted across all divisions in the com-
pany. In this way, I could report on the company’s
specific culture and thus generate a livelier and
more interesting discussion than an abstract lec-
ture would elicit. In a couple of weeks, the vice
president for human resources called: '‘No, we bet-
ter not do this,” he said. "I don’t think the execu-
tive group really wants to know what is going on
in the company. Besides, we can't take the chance

of surprising them with your survey results.’
is protecting whom?

Gaining control of the corporate culture is nc
possible but necessary for today's organizatio
changes in corporate directions are planned, .
culture may have to replace the old culture—!
or more divisions or for the whole organizatior
just as old cultures can become out-of-date an.
functional, the samne can happen with new one:
ther changes in the organization’s setting—ar
responding changes in strategy, structur«
reward systems—can make any culture less
tional than before. An important part of man
the corporate culture, therefore, is to cor
monitoring and assessing norms. If the culture
managed explicitly, it may be just a matter ¢
before the organization is once again disrupte
if it is managed explicitly, the company can ¢
significant improvements in both morale and j

- mance; it will be, in the best sense of the word.

tured organization of employees.
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Nucleus Planning Group, AAZPA
Strategic Planning

Chairm
Thanks, everybody, for your full participation in our first
meeting of the NPG in Washington, D.C.

You are herewith reminded of the "homework" assignment we
agreed to:

Culture - K. Roberts (ch), Garibaldi, Schneider, Wylie,

AAZPA Organization - C. Hoessle (ch), Doherty, Taylor,
Wheeling office.

Backcast (the "ontogeny" of AAZPA's current status, including

surveys, guidelines, etc.) - B, Read (ch), Wheeling
office.

Additionally, G. Rabb and U. Seal will develop a
statement relative to our global imperatives.

Additionally, D. Myers will survey some key people
with respect to the amount of time spent on regula-
tory activities,

(policies mandated as such by either
Board vote or member vote) = Wheeling
office, Dennler, Farst, Lentz.

Key Operating Policies

Steve Wylie generously volunteered to head-up a task force to
explore the "Mission Statement" further (Garibaldi, Myers, Rabb,
Taylor, Wagner). As we left it on the table:

"The Mission of AAZPA 1is to work in concert with its
members for the worldwide conservation of wildlife,
through the encouragement and coordination of captive
propagation, environmental education, and relevant
research programs, AAZPA promotes the cultural,
educational and recreational benefits of zoos and

A nonprafit, 1ax-exempl organization dedicared in the advancement of Zoviogical
parks and aquariums for conservaiion, education, screntific studies and récréation.
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aquariums, and its members are committed to the
highest standards and practices of their profession.

Steve's group will alternately explore a gtatement
our mission with a series of planks.

We exhort all chairpersons to have their assignments

time for the Denver meeting; it would be great if some
shorter assignments could be finished and circulated

prior to Denver,

All members of the Long-Range Committee, Advisory Committee
NPG are invited to comment on any/all of the above; please coj
in C. Hoessle and myself. In due course, Linda will send copies
of the minutes from our Washington meeting,

In preparation for our Denver meeting, please be thinking about:
(a) positioning;

(b) key values;

(c) critical factors for success;

(d) principal forces in the outside environment.

Please call me 1f you have any questions about what we're doing.

Freiheit
T11ff
Robbins
Smith
Chaffee
Conway
Rabb
Boyd




January 1990

Dear Colleague,

On behalf of the staff of the Fort Wayne Children’s Zoo, I would like to
invite you to join us May 6, 7, and 8 for the 1990 AAZPA Great Lakes Regional
Conference.

Springtime is a busy time at most zoos. Regional conferences are easy to
skip. That is why we are working hard to provide you several good reasons to
take a break from your spring rush and attend the conference.

You will relax. The conference hotel is the Fort Wayne Hilton, Fort
Wayne’s best. It is elegant, but very comfortable and relaxing.

You will have fun. Our social schedule is being planned by dedicated fun-
hogs. From the opening icebreaker to the final banquet, count on a good time.

You will learn. Many of your colleagues are hard at work preparing
papers for presentation. We hope the interesting program will provide inspiration
and motivation.

You will get the chance to contribute. Sessions will be open-ended, with
time for comments and discussion. Several workshop sessions are planned.

You will visit an interesting zoo. The Fort Wayne Children’s Zoo is not
just for children. Popular exhibits include the 22-acre African Veldt and the
4.5-acre Australian Adventure.

If those are not enough reasons, how about one more? Each conference
delegate will receive their very own copy of our 25th anniversary photo album,
personally autographed by zoo director, Earl Wells. You will treasure this
keepsake!

More conference information will be coming your way in weeks to come,
but it is not too soon to begin making plans.

See you in May,

Jim Anderson

Assistant Director

Fort Wayne Children’s Zoo
JA:jb

Fort Wayne Zoological Society, Incc. =--———= Fort Wayne Parks and Recreation

3411 Sherman Boulevard ® Fort Wayne, Indiana 46808 ® (219) 482-4610 ® FAX 219-483-6565
Accredited by the American Association of Zoological Parks and Aquariums




1990 AAZPA Great Lakes Regional Conference

Tentative Schedule

Sunday, May 6 Registration at Fort Wayne Hilton

Early arrivals can visit Historic Old Fort
Wayne, 1860 reproduction of original fort.

Icebreaker at Botanical Conservatory, across
the street from the Hilton. Plenty to eat and
drink.

Monday, May 7 Paper sessions at Hotel all day

Crisis Management
New Exhibits
Conservation
Education

Hosted lunch
Supper on your own

Hospitality suite at Hilton Hotel

Tuesday, May 8 Papers and workshops at Hotel in the morning

Design

Husbandry
Conservation education
Gift shops

Lunch at zoo
Z00 visit

Banquet at Hilton
We will leave you with a memorable evening.

Dancing

Wednesday, May 8 Conference delegates go home

Fort Wayne Zoo staff goes on vacation




CALL FOR PAPERS

When was the last time you worked up a good nervous sweat? Here is your
chance: present a paper at the regional conference.

The 1990 AAZPA Great Lakes Regional Conference will be held in Fort Wayne,
Indiana, May 6, 7, and 8, 1990. We are trying to organize a meaningful program
for the conference, and we seek input from a wide variety of institutions and
individuals. We are accepting paper proposals on any zoo or aquarium subject
and will develop sessions accordingly.

General and concurrent sessions are planned on crisis management, new exhibits
and facilities, pro-active conservation efforts, conservation education, animal
husbandry, aquarium management, and gift shops. Papers on other topics are
welcome.

Individuals interested in presenting a paper should submit a half-page proposal
by March 1, 1990, to Jim Anderson at the Fort Wayne Children’s Zoo. Finished
papers may not exceed eight pages.

If you have any questions or ideas, please call Jim Anderson, (219) 482-4610.
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Please print or type.
Name
Title
Institution
Street Address
City, State, Zip . - Phone
Membership classification:

[]Professional Fellow [1Supporting

[TAffiliate [1Registered Animal Supplier
[1Commercial [INon-member Speaker

[]Associate [INon-member
[1Retired or Honorary

Name and title as it should
appear on badge:

Membership card #

Registration fees: Late fees must be charged if registration is post-
Member marked after April 16.

Member’s spouse
Non-member Registration fees paid in advance cannot be refunded

after April 30.

After April 16:

Member Please make checks payable to the Fort Wayne
Member’s spouse Zoological Society.

Non-member

Daily Fees:

Member‘ Please mail Conference Registration Form to:
Member’s spouse AAZPA Great Lakes Regional
Non-mem_ber Fort Wayne Children’s Zoo

After April 16, add $10 3411 Sherman Boulevard

Icebreaker Fort Wayne, IN 46808
Banquet

AMOUNT PAID:

1990 AAZPA Great Lakes Regional Conference May 6-9, 1990
HOTEL REGISTRATION FORM — Fort Wayne Hilton

Rooming with e "

Institution
Address
City, State, Zip =t

Arrival Date H Departure Date :
Please check one: [1Single ($69.00/night) [1Double ($79.00/night

Check-in time is 3 PM. Check-out time is 12 noon. Reservations will be held until 6 PM. To guarantee your reserva-
tion for late arrival you may enclose one night's deposit or guarantee by Visa, Master Card, American Express,
Diner’s Club, Discover, or Hilton Credit Card.

Credit Card # Exp. Date
or Deposit enclosed: $ Hotel reservations must be received by April 6, 1990.
PLEASE MAIL HOTEL REGISTRATION FORM TO: FORT WAYNE HILTON

P.O. Box 12049
Fort Wayne, IN 46897-6200

Phone
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Strengthening The Bond Between People and The Living Earth

Minnesota Zoo * Apple Valley, Minnesota * 55124 + 612/431-9200

George Rabb
Director

Brookfield Zoo
Brookfield, 11.60513

Dear George,

| have a couple of thoughts as a result of reading your memo.
First of all, | suspect the most important task to occur is to initiate and complete the strategic
thinking about the task of securing a Federal Zoo Act.

Assignments and identification of tasks and volunteers could be done in a manner that would be
most efficient after the strategic thinking is complete. People would be able to understand and
embrace the concept if the outcome and the process for getting the job done has been carefully
thought through and articulated. The issues, challenges and rewards would be clear.

There are, however, obvious tasks which need to be undertaken and could be started before the
strategic planning sessions are held. Your first point is a good example of a task to be done. In fact,
this task could be approached in at least two very different ways. One way would be to allow the
Accreditation committee to begin the work as a committee and proceed in the manner they regularly
conduct business. Another way would be to bring them and any one else who should be involved
into a day long meeting and have a facilitator press the task to completion. | would encourage using
the later method.

Our Strategic Planning group met in Indianapolis and talked about the necessity for including this
initiative in the plan. |1 am confident none of us would want to hold up any progress because the
Plan isn’t yet complete. The initiative can certainly stand on its own. Being a part of the Plan should
not slow it down.

You know that | whole-heartedly support this initiative and will participate in any way | can to see it
through. Do you want me to think about serving in the role as facilitator? | know someone who
would be very open to helping in that role if we think there should be someone other than me. |
would also like to contribute to the content, not just the process. In my mind, this is the future for
Zoos. It is vital to us, and | want to help.

Please stay in touch.

Warp)")',/




George Rabb

Director Strengthening The Bond Between People and The Living Earth

Brookf?eid 200 Minnesota Zoo ;—\}1[1[t'\:i”s_'\_', Minnesota * ;:"1.3‘-} . (111.1”411[-"}.100
Brookfield, 11.60513

Dear George,

| have a couple of thoughts as a result of reading your memo.
First of all, | suspect the most important task to occur is to initiate and complete the strategic
thinking about the task of securing a Federal Zoo Act.

Assignments and identification of tasks and volunteers could be done in a manner that would be
most efficient after the strategic thinking is complete. People would be able to understand and
embrace the concept if the outcome and the process for getting the job done has been carefully
thought through and articulated. The issues, challenges and rewards would be clear.

There are, however, obvious tasks which need to be undertaken and could be started before the
strategic planning sessions are held. Your first point is a good example of a task to be done. In fact,
this task could be approached in at least two very different ways. One way would be to allow the
Accreditation committee to begin the work as a committee and proceed in the manner they regularly
conduct business. Another way would be to bring them and any one else who should be involved
into a day long meeting and have a facilitator press the task to completion. | would encourage using
the later method.

Our Strategic Planning group met in Indianapolis and talked about the necessity for including this
initiative in the plan. | am confident none of us would want to hold up any progress because the
Plan isn't yet complete. The initiative can certainly stand on its own. Being a part of the Plan should
not slow it down.

You know that | whole-heartedly support this initiative and will participate in any way | can to see it
through. Do you want me to think about serving in the role as facilitator? | know someone who
would be very open to helping in that role if we think there should be someone other than me. |
would also like to contribute to the content, not just the process. In my mind, this is the future for
Zoos. ltis vital to us, and | want to help.

Please stay in touch.

Warmly,

Kathryn R. Roberts
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10-11-90

Dear Steve,

I finally had the time to look at the timeline you sent to me. The dates

look good and probably more importantly, they look reasonable.

I have also read the letter to the committee chairs. I will send one that

is very similar to the menmbers of the Long Range Planning Commiittee. This

I'm assuming these letters will be mailed out after David has received all

of the editéd copies of the 2 page documents from us/ and has put together
ad final copy.
Iffyou want any help (relief) from travel to all of the regionals, let

me know, and I will be happy to ¢ake help out.
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SPECIAL INSTRUCTIONS:

’t_(,’ AQ‘\'QFM:(‘-QG“.
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MINNESOTA ZOO

FAX NUMBER: 612 431 9300

Telecopier Transmital Sheet
TO: Jeff Marliave

AT: Vancouver Public Aquarium (604) 631-2529

FROM: Kathryn Roberts

NUMBER OF PAGES ! (INCLUDING THIS COVER SHEET)

COMMENTS:

Sorry for the delay in responding to your NPG Action plan. I was on

vacation for a week. It Tooks great. I assume you will send this to

"headquarters." Thanks for your help. See you in September, if not

before...

If you have trouble receiving this or do not receive all the pages, please call:

Ginny at6l2  431-9299

13000 ZOO BOULEVARD, APPLE VALLEY, MINNESOTA 55124




Vancouver Public Aquarium -

PO. Box 3232, Vancouver, B.C. Canada V6B 3X§
Telephone (604)685-3364 Fax (604) 631-2529

Date:

{Please forward the attached facsimile message to:

Ma%wywﬁéﬁw

Mown . Too // 431~ 7300

VANCOUVER
AQUARIUM

This message contains a total of — éﬁ ————pages| inch u'r g this header p page

the total number of pages listed, please contact rhr sender immediately at (604) 685-2

;r}

UATNONO8 SIEAd NEA B2:pT BE.

&@ NL ¢




ACTION PLAN

; . i ) g . . Kathryn Roberts
KE){ Result . Area: Protect and enhance our image as leaders 1in Planning Leader LSRN SRS
envirommental and wildlife conservation
. S . . Jates of ion Plan:
g)l)lec“ve- Develop an easi ly recognizable identity to Dates of Action
Presented __Approved __

improve name recognition by Sej stember 1991 —

.
Qt!—g—tgt?y—‘ Contract with professionals for input,
concurrence and development

Gl N MR N— l

Who Starting Scheduled l Actual REMARKS ( e.g., opportunitics o

Responsible Date Completion Completion problems unc nvnrm! talents or
Date Date wc:skne“cs revealed; coordinated

efforts requived)

Action Steps

Research field for appropriate |
vendor { Karen Asis Sept. 1990

990

Request bids €rom acceptable Robt, Wagner
vendors Chas.Hoessel

Select Vendors Robt ,Wagner
Chas.Hoessel

1990

K.Roberts/ July 1990

AQUARTIUM

Comnunicate councepts
Membership NPG
either new AAZPA name and logo

Se pt. 199l
or ad slogan and logo (separate}

Specify parameters
for development
June 1990 Design staffs and consultants of St.
Louis Zoo,Minnesota Zoo,Busch Gardens
Vancouver

Create review team

5 WAN PUBLIC

f=3

14:

Presentation

at annual AAZPA meeting

g="

8. Present to Membership

i

1

|

|

| [ § I

l

'E‘e:—m! rc'\riew;-;‘ interim Asis, review ]\

‘b a9

JuL es
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29

96 141

JUL 93

Key Result Area:

Protect and enhance our image

ACTION PLAN

environmental and wildlife conservation

Conduct

Aclion Steps

Statistical and method-
ological review of Hill &
Knowlton - questions 5,6,8,
29 (1988 P.R. plan)

Recommend methodology

Approve recommended
methodology

market

research

Who
Responsible

e _.ﬂ_i.__,-_ N

j.Marliave

w Al
+MADLI,

{.Rober

B

Starting
Date

june

July

199¢(

1990

as leaders in

to determine our

Scheduled
Completion
Date

1

Aug. 1990

Actual
Completion
Dale

: . (. Roberts
Planning l.(‘ﬂ(!el’f_f_____{ s

Dates of Action Plan:

Presented_ _ Approved __

REMARKS ( e.g., opportunitics or
problems uncovered; talents or
weaknesses revealed; coordinated
efforis rcquirfrd)

|
|
|

criteria

including new questions, statistical
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@9

JuL

Strategy: (B)

Action Steps

Fnlist institutions who can
include items in upcoming
planned survey

INSETUmer

Conduct the surveys
Compilation
results

and analysis

Communicate
Commumique,
and Board Me

results through
Regional,

etings

A - 2 A 1
National

|
|
|

e S ——— S ——

f.Marliave

-

Responsible

Roberts

J.Mariiave
<. .

AS1s

e ———————— R —— A —

= E— i —————————

ACTION PLAN

Implement, assess and communicate the results

Starting
Date

Ad ig . 1990

Nov.1990

LA®

!

S — T T —

U P————

Scheduled
Completion
{):lh'

comp lete

Actual
Completion
Date

June 19790

—

PAGE TWO

REMARKS { e.g., opportunities or
problems uncovered; talents or
weaknesses revealed; coordinated
efforts required)

i St. Louis Zoo, Minnesota Zoo,
'Busch Gardens, San Diego Zoo
"(J.B. Mariiave to contact Calgary

Zoo and Metro-Toronto)

- same participants as above.




ACTION PLAN

: . Planning Leader: _K.Roberts
Key Result Area: Protect and enhance our image as leaders ‘ ‘B '
in environmental and wildlife conservation

. - Dates of Action Plan:
Develop a public relations plan based on market

: : ; Qi Presented  Approved
to determine our message by September 199

Create a team to develop an I[mplementation Plan

Who Starting Scheduled Actual REMARKS ( eg., opportunities or
Completion { Completion problems uncovered; talents or

Date weaknesses revealed; coordinated
to different groups. "“Team"

i efforts required)

!

1

] must include at least one from

|
i PR committee

Responsi ble Date

i e TP |

e t— |

1
|
1
\
|
|

[dentify team Members

"team"” versus "PR committee"

—— P —

Recruit and organize
Assipn tasks to team

Carry out tas

AGUARTIUM

Team Members |

i i
]
{
"
44
o
5
|
1
1
+
‘

Monitor and evaluate £ . Annual
progress abd results of the planning

tasks # C O,

reviewy

VAN PUBLI

1
1
]
|
|
1
i
{
|
:
!
l

Review and report at

31

Perhaps quarterly via self-reporting

meetings and through
communigue

R S—————

|

9@ 14:

JuL @39

|
|

e ——————— R e A




PAGE TWO

ACTION PLAN

(B} Coordinate P.R., skills and information within Membei Institutions

Actual REMARKS ( e.g., opportunities or
Compietion problems uncov ered; talents or
i weaknesses revealed; coordinated
efforts required)

Action Steps Who Starting ' Scheduled

Responsible Completion

Dato

Identify which

e e . . et W

currently. have

or ca lities

Secure willingness to

!

operate by sharing ins

results, ideas,

|
|
|

eV office and memberxr
information
Implement ongoing sharing and Will check periodically and report

Board.

JIRRTILM

cooperation

Al

WAN PUBLIC

———— P —— Y

'S@ 14:31
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~ Vancouver Public Aquarium

P.O. Box 3232, Vancouver, B.C. Canada V6B 3X8
Telephone (604)685-3364 Fax (604) 631-2529

i Date: aygust 3/90
1

: ¥¢ Please forward the attached facsimile message to:

Kathryn Roberts (Minnesota Zoo)

(612~431~9300)

This message was sent by:

Jeff Marliave s 2N
AQUARIUM

_ Fhis message contains a total of 2 pages including this header page. Should you not receive
{ r the total number of pages listed, please contact the sender immediately at (604) 685-3364.

Regarding my wording in yesterday's meme, | would like to rephrase my comment
regarding Karen Asis' assessment of the Hill and Knowilton study. She felt the report was
of little use to her, but my use of the phrase “ripped-ofi" to characterize her
conversation was indiscrele.

Utility should be the operational criterion for Judging surveys. Hopefully,
attention can now be focused on the issue of achieving cost-effectiveness in the difficult
task of assessing public attitudes. | stand by my comments regarding the utility of this
past survey and urge that all those who offered to include those few question in future
surveys will do so. Finally, | just succeeded in arranging for Metro-Toronto Zoo to
include the AAZPA questions in their new survey. Appended are the questions from which
! would like to receive the raw numerical data. | look forward to being of as much
assistance as possible.

WNIyonog 2I7dNd NgA S2:1T7 @6, €@ 9MNg




Q5: in your opinion, what is the most important purpose for
zoos and aguariums these days? (open-ended)

Toyial Adults ieens

Club

Education
For children specifically 3R%
In general

Observation
Entertainment
Conservation

Preservation of animals,

apecles
Regearch

Ureenpeace Sierra

2¢ Laila Uﬂxﬁﬂtﬁ;f«%uﬂabh.

8
1

»

WAL

All Other 2

Nature
Consarvancy

Don't Know i

unsupportive and cold toward it, and
As I rsad this list of organizations,

and 1f you have, where you would put your

Q5: As far as you know, do the =zoos and aquariums have
educational programs to teach lecal students about animals, or
ie that something they leave up to the schools?

Tetal Teens _1L___-_§§Hl B s
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f a%;j

]

|

|

P

|
|

Sociaty
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you feal vary
rd something.

of each one,

Have education programs

Leave up to schoeols

Cousteau AAZPA Audobon

Don’'t knoew/No answer

heard

Q7; As far as you know, are the 2003 and aguariums inveolved in
programs to gave animals from extinction or is that gomething
they leave for othar organizations?

Totsl  Ieshe

|
\ 1
|

World
Wildlife Socisty
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aver

have

L WA

Wildlife
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SPCA National
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QBa: Have you heard or read anything about zoop trying to save
animals from extinection or halping endangered species?

Q29
14
please

Have heard or read
Have not

Don't Know/No answer
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Vancouver Public Aquartum-

P.O. Box 3232, Vancouver, B.C. Canada V6B 3X8
Telephone (604)685-3364 Fax (604) 631-2529

Date: £\ 20 02/9¢ Tme: "G5 am

Please forward the attached facsimile message to:

VANCOUVE
AQUARIUM

J

This message contains a total of ... pages including this header page. Should you not receive

the total number of pages listed, please contact the sender immediately at (604) 685-3364.
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August 1, 1990

Memorandum: re repeating Hill & Knowiton questions in AAZPA
institutional member surveys (St. Louis, San Diego, Busch,
Minnesota)

To: Bob Wagner, Dave Zucconi, Karen Asis, Charlie Hoessle, Doug
Myers, Gerry Lentz, Kathryn Roberts

From: Jeff Marliave

Amidst some difficulty in getting the type of survey data |
wanted from Bob Wagner, and then Karen Asis, namely the raw data,
| received the candid comment from Karen that we had perhaps been
ripped-off by the Hill and Knowlton survey. From my viewpoint that
was definitely the case, because we failed to achieve the kind of
analysis | expected to conduct. | have used other public survey data
successfully, so this is a real frustration. My statistician, Terry
Parker, wrote an explanation of our goals, appended below. There
should be no problem, however, in continuing to acquire data on the
critical questions (perhaps modified for sake of quantification)
extracted by Doug Myers' PR committee in 1988. These questions
relate to public awareness of conservation and education programs
in zoos and aquariums, and to name recognition of AAZPA relative to
other similar organizations. As long as | receive the raw data
(actual numbers), we can analyse them.

We failed to determine what percentage increase in name
recognition/approval would be significant for AAZPA, but feel
certain that the 10% which was arbitrarily targeted by the Myers
group would be unattainable, and far beyond the requirements for
statistical significance. The entire range for the groups included is
22% (on the 0-10 approval scale), so 3-5% improvement may be a
significant gain, whereas 10% would put us on top. That is perhaps
impossible, considering the level of familiarity enjoyed by the SPCA
(fop score). Also, nothing like the Animal Liberation Front was
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included to give us an idea of how low the level of approval might go
(Sierra Club bottomed out at 61%). | would recommend appending
Animal Liberation Front to the end of the list, just to increase
variance in responses. Clearly, the top score by SPCA correlated
closely to its much lower percentage of non-recognition, along with
generally favorable approval.

In any case, | need to be contacted ASAP by any institution
which can accommodate these questions in the near future.
Otherwise. | will mail a package out within a week or two. | have
yet to hear from Calgary or Metro-Toronto as to whether they can
help us, as requested by George Rabb. Below are the comments by Mr.
Parker on how we hope to deal with data from your own surveys.

Statistical/Methodological Review, Hill & Knowiton Survey
Terry Parker, Vancouver Aguarium
July 30, 1990

The Hill and Knowlton survey provides broad-reaching
information. about many important factors concerning the roles and
public perceptions of Zoos, Aquariums and AAZPA in education and
conservation issues. Although findings are given in the text, no
inferential statistics are presented, and presumably were not done.
Inferential statistical tests are essential for determining the
significance of any finding.

| attempted to test the significance of several of the survey's
findings (namely those of questions 5, 6, 8 & 29) but could not. The
bare minimum needed for inferential statistics are tne sample
means, sizes and errors.

The sample means are given in the data tables. Some sample
sizes are given in the methods section while those of the various
breakdown groups (income or education levels, frequent visitors
etc.) can be calculated from information given in Appendix 1. The
information on sample error is lacking. We are told that the 95%
confidence interval for results based on the full sample size of 1005
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is "...plus or minus 3.1 percentage points. Results based on smaller
breakdowns will have a higher margin of error.” (Hill & Knowlton, p.
5). The confidence intervals for these smaller breakdowns are not
given and cannot be calculated from the available information.

ldeally, to test the findings, the raw data are needed. This
would allow ANOVA (analysis of variance) to be performed. The
survey company or a subcontractor of theirs would be in the best
position to do these analyses , as a document providing the raw data
would be prohibitively large. Alternately, if the significance of the
findings are not to be included in the final document, the sample
sizes and errors of each data point must be provided. This would
permit those interested to calculate t-tests, which, while not as
powerful as ANOVA, would be adequate.

As a final note, the surveyors provide an adequate sample size
and used good randomization and dispersion techniques in their data
coliection. However | question the representativeness of this study.
The racial breakdown of the sample population is given as 87%
White, 7% Black, 3% Hispanic and 1% Asian. This is does not reflect
the true population distribution.






