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n the twenty-first century, most museums place a high priority on 

education. With current issues of testing and transportation, marketing 

education programs is more important than ever. Museums must be 

creative in their approach to marketing their programs to teachers. The 

ability to reach teachers, sell the museum product, and bring teachers and 

students in the door requires customer service at the highest level possible.

As museums plan programs, attention to the needs and ideas of learners continues to be crucial  

to the planning process. The twenty-first century brings another component critical to the planning  

process—attention to the needs of the teachers. Museums must include in their marketing focus how 

a visit to the museum can help the teacher met his or her needs. These needs might include providing 

the teacher with State Standards of Learning components within the lessons taught at the museum, 

providing avenues to meet state educational mandates, or fulfilling a requirement associated with the 

No Child Left Behind Act. 

With increased competition for education programs, marketing is an essential element of the entire 

planning process for a museum’s education programs. Teachers participate voluntarily in museum 

education programs. To successfully market programs to schools, museums must provide exceptional 

customer service to teachers and students. This includes exchanging products, services, and knowl-

edge that is of value to the museum, the teachers, and the students.

Reaching Teachers: Marketing Museum 
Education in the Twenty-First Century
By Cindy Lucas
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Reaching Teachers: Marketing Museum Education in the Twenty-First Century

The Doak House Museum, a small historic house 
in eastern Tennessee, set the course for a clear, 
simple, and manageable marketing procedure that 
allowed the museum’s school audience to grow suc-
cessfully over the past ten years.

Doak House Museum, 
Tusculum, Tennessee

The Doak House Museum, located on the west 
end of the Tusculum College campus in Tusculum, 
Tennessee, sixty 
miles north of 
Knoxville, was 
the home of 
Reverend Samuel 
Witherspoon 
Doak, his wife 
Sarah, and their 
thirteen chil-
dren. In 1818, 
Reverend Doak 
and his son, both 
Presbyterian 
ministers, found-
ed Tusculum 
Academy. At his 
home, Reverend 
Doak farmed the 
land, served as 
minister of two 
local churches, 
and taught at the 
academy. Reverend Doak’s account books reflect 
his simple, but ever-demanding life in Tusculum. 
Students from Tennessee and as far away as Virginia 
and Pennsylvania attended his school. Some lived 
with the family while others commuted by horse or 
on foot. Rev. Doak only accepted students of “good 
moral character” to his school. Students unable to 
pay with cash could barter with goods such as corn, 
apples, vinegar, horses, or saddles for their tuition. 
This small academy, in the foothills of the Smoky 
Mountains, became a full college in 1844. It merged 
with Greeneville College in 1868 and was known 
as Greeneville and Tusculum College. The college 
dropped the name Greeneville in the early twenti-
eth century. 

The Doak House Museum, with its wonderful  
story of a family, religion, education, and material 
culture, decided it was time to develop a plan of how 
the museum should share its story with the public. 
The steps outlined below allowed the museum to 
create a very successful education program that  
continues to grow in the twenty-first century.

2

Doak House Museum, Tusculum, TN.

Getting Started
It is important to recognize the difference between 

marketing and advertising. When you are marketing, 
you use strategies to create interest in your museum. 
A good marketing plan can help position your museum 
in front of the competition. Focus on the big picture 
and your marketing efforts can persuade teachers to 
do business with your museum and convince them you 
offer the best value for the money they spend.

Most museums begin a marketing program for 
their education programs for three reasons: to insure 

adequate participa-
tion for programs, 
to communicate 
with teachers 
and schools what 
the programs 
are about, and to 
convince teachers 
and school admin-
istrators that the 
museum is worth 
a visit. To ensure 
participation, you 
must communicate 
the message that 
the program is use-
ful and meaningful. 
Market the value 
and importance of 
the planned pro-
gram, and what it 
can contribute to 

the lesson the teacher is teaching. 
Four keys essential to a museum marketing program 

include:
1.  Develop and maintain credibility. Develop a 

track record of well-run, high quality programs 
that build respect and trust with regular teachers 
and schools. Show them that you provide pro-
grams worth their time and money. Also, dem-
onstrate that your programs meet their required 
goals and objectives.

2.  Build on successes. Listen to the teachers, both in 
terms of suggestions on how to change current pro-
grams and practices and what future programs they 
would attend and why. Let them know their evalua-
tion of the visit is taken seriously.

3.  Know the competition. Learn about the competi-
tion’s programs. What are they charging? Who are 
their participants? How do they attract these par-
ticipants? How can they assist you in designing and 
marketing current and future programs? Don’t limit 
your competition to just other museums. Pay atten-
tion to what movie theaters, local farms, and malls 
offer to schools. 
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54.  Find a market niche. Find your museum’s unique 
content area and design ways to offer programs 
around the topic that belongs only to your mu-
seum. Think about long term gains and track all 
topics requested by teachers, even when they are 
out of the usual scope of programs offered. 
When the Doak House began planning for educa-

tion programs, we had just opened and had no plan 
on how to tell its story of triumph, tragedies, hard-
ship, and glory. We existed with no identity in the 
broader world, no budget, and certainly no track 
record on which to build. The four keys to market-
ing provided serious avenues to research in putting 
together a plan. 

Think it Out
Before designing any marketing promotion the fol-

lowing questions need to be contemplated and well 
thought out. Do not be afraid to think outside the box. 
•  Who needs to be sold on the value and worth of the 

program? (Don’t forget about school administrators 
and school board members.)

•  What type of promotional material would most 
likely capture the attention of teachers in your tar-
get market?

•  Would different copy or pictures make a difference 
in reaching a wider audience?

•  What factors need to be highlighted to attract po-
tential teachers to visit the museum?

•  Are there wider factors related to the program 
content that might influence potential teachers to 
attend, such as testing? If so, how can attention be 
drawn to these in the promotional materials?

•  Where learning transfer is important, how might 
interpreters get across the idea that a well-designed 
transfer plan is incorporated into the program?

•  Does the transfer plan fit the context in which the 
students will apply their new knowledge and skills?

•  Have a comprehensive and understandable descrip-
tion of the program(s). Do you have the right prod-
uct to fit the needs of the audience that has been 
selected?

•  Consider the cost to participate in the program and 
travel expenses. Do you have, or can you get subsi-
dized funds for the program?

•  Emphasize how the program relates to your muse-
um’s mission.

•  What does the program offer in the way of helping 
the teacher, the school, the students? Create value.

Promote, Promote, Promote
Your answers to the questions above create a clear 

picture of the audience you want to reach. Within 
your museum’s marketing budget, begin to prepare 
and plan for distribution of the promotional material. 

Popular promotional materials include brochures, 
online announcements and materials, and newslet-
ters that often get lost on the desk or even discarded. 
Think outside the box and provide promotional  
pieces to teachers that can be used in the classroom 
year round and that are creative in scope and ap-
pearance. The piece should catch the reader’s atten-
tion, create interest, engage the reader, and inspire 
action…like the teacher booking that reservation. 
Several pointers for preparing good promotional  
materials include:
•  Keep in the forefront the audience’s interests, ex-

periences, backgrounds, and contexts in which they 
live and work.

•  Keep it simple. Use short sentences, familiar words, 
and clear images.

•  Say what you want to say and no more. Use as few 
words as possible.

•  Images should match and illuminate the text.
•  Use present tense, action words, and action images 

to give the message a sense of urgency.
•  Do not overcrowd images…this disrupts the flow of 

the message.
•  Emphasize benefits! Teachers and students should 

be able to see what they will learn and do. How 
does this program help the students and meet the 
needs of the teacher?

•  Convey enthusiasm and let this convince the teach-
er and students to share your excitement.
Today’s environment regarding museum visits cen-

ters cautiously around funding issues. These include 
museum admission, transportation, and low-income, 
disadvantaged populations who need the type of ex-
periences a museum visit offers. A subsidized fund is a 
key word that teachers look for as they consider mu-
seum visits. Providing subsidized funds is an impor-
tant aspect in marketing to teachers. Sources of funds 
for subsidies include: business organizations, philan-
thropic-minded individuals, sale of product or materi-
als, foundations, special interest groups, federal, state, 
and local grant agencies, and endowments, fundrais-
ing events and in-kind contributions. In the financial 
planning for your institution, subsidized funds are 
well worth the time and effort it takes to put the pro-
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Teacher kits promoting the Museums of Tusculum College.
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Reaching Teachers: Marketing Museum Education in the Twenty-First Century

gram together. This 
can make you stand out 
above the competition 
in your area.

The beginning of 
each school year is a 
crucial time to market 
the value of your mu-
seum to teachers. As 
they plan for their cur-
riculum, resources, and 
material requirements 
for the year, your mu-
seum needs to be very 
visible in the classroom. 
The old adage, “out 
of site out of mind,” is 
very true. The Doak House used different mediums 
over the past several years in order to stay visible in 
the classroom. Marketing materials used included die 
cut bookmarks containing information on programs, 
classroom posters with a lot of color and action pic-
tures terrific for decorating classrooms, and colorful 
boxes filled with goodies for the new school year and 
reusable as a container for pencils, crayons, rulers, 
and other accessories used by the teacher. 

Getting the Educator’s Attention
Marketing is more than sales. Marketing is an ac-

tivity used to get a teacher’s attention, to motivate the 
teacher to visit the museum, and get the teacher to 
actually visit, and last, but not least, get the teacher to 
visit again and again and again to build in retention 
from year to year.

Marketing to teachers means defining your prod-
uct, positioning your museum program, promoting 
your product, distributing your product, and main-
taining a positive relationship with your teacher and 
the students he or she brings. Keep in mind the Five 
P s: Product, Positioning, Place, Price, Promotion.

Product is what you have to offer to the teacher 
and the students. Be able to say in one clear sentence 
why your product is perfect for the teacher and stu-
dents and what it does best. Be certain to know the 
features and benefits of your product and be able 
to have them flow freely off the end of the tongue. 
Practice over and over and remember what value this 
product provides.

Positioning is how the teachers define your institu-
tion in relation to your competitors. This is important 
because you are competing with all the other muse-
ums, attractions, and entertainment agencies in your 
target area. Be certain to know your competitive ad-
vantages. What do you have that gives you advantage 
over your competitors. Are you a small and flexible 
museum, do you offer high quality, low cost programs, 

are you offering unique 
benefits, or are you the 
first to offer this type 
of opportunity to the 
teachers and students? 

Place is the method 
you use to make your 
product available to the 
teachers and students.  
Do your homework. Fit 
your offer of programs 
to the teachers’ needs, 
be certain the prices 
you charge are competi-
tive with others in your 
area, and communicate 
over and over with the 

teacher. You will reap the benefits.
Price is the amount of money charged for the ser-

vice provided to the teacher and the students. Make 
sure the price is not too low, or the product will not 
be taken seriously. If it is too high, the potential 
teacher will not take the risk of asking parents to fund 
the visit. In many cases, low prices may help penetrate 
the market quickly and deeply to win a large market 
and help control the competition.

Promotion is the mix of advertising, personal sales, 
sales promotion, and public relations a museum uses 
to pursue its marketing and advertising objectives. 
The goal is to move the teacher from unawareness 
of the museum to awareness of the museum. Take 
teachers from basic knowledge of the museum, to a 
positive attitude that they intend to visit the museum, 
to the actual museum visit. Be sure you identify what 
you are offering the teacher and the student, and what 
do you want them to do. Be certain to promote the 
phone number teachers call to place a reservation. 

The most traditional avenues of promotion in-
clude: brochures, flyers, email, form letters and 
memos, postcards, catalogues, personal contacts, 
exhibits, coupons, direct mail, posters, event listings, 
reviews, radio, word of mouth, press releases, and 
classified advertisements. Less traditional, but very 
much a way of the world today is Web marketing. 
Web sites are a great tool because they allow a muse-
um to educate potential visitors about their product 
by reading about it on screen, seeing a video demon-
stration, or downloading a hard copy of a brochure 
or lesson plan. As teachers actively look for better 
ways to meet their needs, the Web is a natural place 
for them to search for a museum to visit. Remember, 
competition crowds the Web. Make sure that you use 
keywords in your site that will attract your target au-
dience—teachers and students. Web sites now reach 
millions of people, but they speak to one person at 
a time. Use a more conversational tone and make a 
genuine personal connection with the teacher or stu-
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School group at Doak House Museum.
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dent visiting the web site. Motivate teachers to take 
action and visit with you. Remember, you are talk-
ing with someone, not at them. Let the enthusiasm 
for your product shine and you will connect and get 
good results. Promote the value of your product with 
passion.

Press releases are a great way to announce your 
museum program to teachers. When sending a press 
release, you should prepare a press kit that includes a 
cover letter to the editor, the press release about the 
announcement, a sheet that features the product you 
are marketing, a background sheet about your muse-
um, names of contacts regarding the press release, and 
a picture of your museum. Tying your press release 
into current events or human interest stories will give 
your press release a better chance of being published. 
Tailor the press release to each publication or type of 
publication you are mailing to. Your opening sentence 
should be clear and concise. Include in the release the 
museum’s name, the price, a contact name, the ad-
dress, phone number, fax numbers, and e-mail address 
of the museum. Be prepared to take questions and re-
member that enthusiasm makes all the difference.

The Five P s provide a clear picture of your target 
audience and how to them. Marketing to reach teach-
ers is a sale, but it is more than that. Marketing to an 
educator means that how you are marketing and what 
you are marketing must meet the needs of the teacher 
and the students. Teachers are naturally excited to 
learn anything that helps them understand and ful-
fill their own needs as an educator. Create a sound 
relationship with the teachers who are in your target 
market, be respectful, have an open communication 
route, and be a sincere listener. Creating a healthy 
dialogue with teachers is critical. 

Chart Success!
Use of the educational program marketing plan-

ning form can help in preparing a marketing plan.
Choose a program for which you need a marketing 
plan and complete the chart on how you would go 
about preparing the plan.

Museums have long had the reputation of being a 
place where one doesn’t touch and must whisper like 
being in a library. Do not let your marketing reflect a 
“Don’t Touch” sign. Make your marketing so tantaliz-
ing that someone just has to visit. Be positive, be the 
museum that fulfills needs of teachers and students. 
Training our brains to take a positive approach in all 
marketing is not easy. We need to train our brains to 
watch trends, especially with our competition, notice 
which products are hot and which are not, recognize 
our resources and what makes us the best, and iden-
tify our competitive advantage. Be innovative, get 
teacher and student feedback, and be consistent in 
marketing materials.

Creativity
Being creative to find ideas that work for marketing 

on a low budget is possible. Be certain that everything 
you do communicates benefits and value and makes a 
strong call to action! Keep your customer relationships 
service oriented. Know and understand the teachers in 
your market and provide them with what they want. 
Aggressively look for new ways to persuade teachers to 
take a visit to your museum. Increase your museum’s 
visibility by partnering with a community based group 
for a special event. Get out and get those networking 
activities going. Provide free samples of a program to 
teachers. It is cheaper than paying for printed word, 

name of program and proposed date:  _____________________________________________________________

target Audience:  _________________________________________________________________________________

types of promotional material to use:  _____________________________________________________________

target time for distribution:  ______________________________________________________________________

proposed cost:  ___________________________________________________________________________________

how can you improve your marketing efforts?  ______________________________________________________

Ask at least two people who are either involved in the planning process with you or who are 
knowledgeable about your organization to review your plan.

use the feedback to revise the marketing plan.

Educational Program Marketing Planning Form
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and if it costs you a lot, it is only because it worked 
well! Partnering with other museums or businesses to 
place marketing ads in magazines, brochures, or flyers 
will save you money and get you visible in places where 
you could not advertise alone. All these ideas are eas-
ily done with very little budget outlay. The best way 
to stay focused and be realistic in your marketing is to 
have a marketing plan for your museum visit.

Be certain the staff member marketing your site 
is visible in the community. Their visibility not only 
gets the name of the museum out, but it allows op-
portunities to market verbally at any given time. 
Just by having a staff member out in the community 
networking, the Doak House received free magazine 
ads, free flyers, and free brochures. Teacher contacts 
are good, but those tourism agencies, Convention and 
Visitor’s Bureaus, and neighborhood papers are a plus. 
Use them! 

Get Out the Pencil
To start, write a simple marketing plan. It is not as 

hard as it sounds. The content matters most, not the 
writing style of the plan. Adopt this plan as your pro-
grams evolve. It is a tool you should not be without. 
Remember, a plan on paper is only useful if it’s put 
into action.

SiMPLE MaRKETiNg PLaN 
1. analysis
 A.  Short description of service/program.
 B.  Marketing advantages of service/program.
 C.  Marketing disadvantages of service/program.
 D. Competition.
2. audience

A.  Target audiences (list each, with demograph-
ics—age, gender, and other characteristics)

3. goals

Chart your way to Success

PRoMoTioN
awareness of your product!

CuSToMER SERviCE
Enthusiasm, passion, attention  

to details and needs

PRiCE
good price for what you have to offer

PLaCE
How you fit the needs of the educator

PRoDuCT
What you have to offer

PoSiTioNiNg
What makes you different?

THE FivE P S

MaRKETiNg PLaN
Focus on the big picture

viSioN STaTEMENT
understand, meet needs, surprise, delight and intrigue them
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 A.  List marketing goals for the life of the service/
program (6 months, 1 year). Make the goals 
realistic and measurable so that you can easily 
evaluate your performance.

4. Strategy
 A.  Overview of all marketing strategies with a list of 

how to execute them. Include all actionable steps 
to be taken. Write these steps on a calendar.

 B.  Budget—Breakdown the costs associated with 
each strategy. If a strategy is too costly, go back 
and make revisions.

Let’s Talk About Customer 
Service

Good customer service is the lifeblood of any busi-
ness. Good customer service brings customers back 
year after year.

Develop a vision statement regarding good custom-
er service at your institution. The statement includes 
understanding your customer, how you can meet the 
needs of your customers, and how the museum experi-
ence will surprise, delight, and intrigue the customer.

The museum and the education staff needs a rela-
tionship with the educator, the customer for your edu-
cation programs. A customer service experience begins 
with the first phone call to the museum. They want to 
talk to a live person, not a machine. Focus on the edu-
cator, their needs, and how you can satisfy those needs 
on the phone, in the classroom, before the trip, during 
the trip, and after the trip. Smile, have enthusiasm and 
passion prevalent—whether on the phone or eye to 
eye. Listen to the teacher and make the appropriate 
responses, even if just a suggesting on how to solve  
a problem for them. Cater to him or her with on- 
demand personalization of their visit.

With that first phone call, the relationship with 
the customer has begun. As you develop your re-
lationship, do not make a promise you can’t keep. 
Reliability is the key to any good relationship. Good 
customer service is no exception. The trip to the 
museum reflects on the museum and the personal 
relationship it enjoys with each class. Send them away 
happy to pass feedback about your museum along 
to others. Repeat customers keep a business going. 
Building customer loyalty is timeless. Remember, 
the emphasis on customer relationship has long term 
value! The whole experience and the whole package is 
important, let them know you want what they want.

Customer Service Tips
•  Let the educator know what is in it for them.
•  Put the teacher first.
•  Price, quality, and on-time delivery are very  

important.

•  Deal with complaints timely and in a professional 
manner.

•  Be helpful.
•  Be courteous and knowledgeable.
•  Take an extra step and make an extra effort.
•  Throw in something extra, like a coupon or a smile.
•  Solicit and use testimonials from satisfied customers
•  Stay proactive.
•  Delight the educator.

Passion Sells
Shape your service around the educator’s needs 

and desires. Determine what makes you different and 
sell it! Your passion about what you have and how it 
will benefit the educator is contagious. The educator 
needs to know that you know what they want and can 
deliver this service with a smile. Giving the whole 
package will bring your customer back again and 
again. The whole package starts with the promotional 
marketing piece. Once the phone call is made, it is up 
to you to sell the whole package at this point.

Bringing it all Together
Museum creativity in the twenty-first century in 

marketing and programming is a must. First and fore-
most is customer service, museums providing teachers 
and students with avenues to meet testing standards, 
mandates, goals, and objectives. Museums must pro-
vide customer service that will make it easier for the 
teachers to do his or her job and fulfill student learn-
ing needs. You must be enthusiastic about what you 
have to offer. Marketing can be done in many ways 
and on many levels, but enthusiasm is contagious. 
Spread it around, the museum will reap the benefits. 

In 1998, the Doak House Museum opened its 
doors to the public with five key programs available 
for teachers and students. Attendance has steadily 
grown each year serving 50,000 students and teach-
ers over the past nine years. The analyzing, planning, 
organizing, and promotion of our product and its 
value to our audience brought about an exchange that 
is mutually beneficial to the museum and the teachers 
and students served. 

Cindy Lucas is the Director of the Doak House Museum 
in Tusculum, TN. She is also the associate Director of 
Department of Museum Program & Studies at Tusculum 
College. Tusculum College s Department of Museum 
Program & Studies administers the Doak House 
Museum and the President andrew Johnson Museum 
and Library on the Tusculum College Campus. The de-
partment offers one of the few undergraduate degree 
programs in museum studies in the country. Cindy can 
be reached at clucas@tusculum.edu.
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Teacher Institute—an intensive, focused, learning experience for teachers 
offered over a period of consecutive days or weeks.

his technical leaflet serves as a guide for state and local 
history organizations in designing a summer teacher 
institute program for elementary and secondary teachers.  
The dawning of the twenty-first century has witnessed 
a growth in the variety of professional development 
opportunities available in the education community, with 
teacher institutes one of the most prominent.  This growth 
is particularly evident in history education—a field for 

which institutes provide an opportunity for participants to acquire content 
expertise while also providing an opportunity for networking and re-energizing 
in this world of burnout and testing, testing, testing. 

 For history organizations, there are immeasurable benefits to offering teacher institutes, par-

ticularly in the areas of reaching new audiences and building relationships and partnerships with other 

history organizations, community historians and scholars, and, of course, the teachers themselves.  

Perhaps most beneficial, however, is the opportunity to expose classroom teachers to the rich resourc-

es available in their local community—resources which make the classroom history curriculum relative 

and personal—the ultimate mission for organizations supporting state and local history education.

Designing a Summer Teacher Institute
By Lisa N. Oakley

A PUBLICATION OF THE AMERICAN ASSOCIATION FOR STATE AND LOCAL HISTORY
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his technical leaflet reflects the partic-
ular experience of the East Tennessee 
Historical Society (ETHS) and its 
award-winning teacher institute pro-
gram.1 ETHS’s first summer teacher 
institute was conducted in 1998; this 
summer institute, as well as six sub-

sequent institutes, was funded in large part through 
a grant from Humanities Tennessee. Building on the 
success of this core program, ETHS partnered with 
the University of Tennessee’s Department of History 
and eight East Tennessee school districts to develop 
a project featuring multiple summer and academic-
year institute opportunities. ETHS serves as project 
director for this Teaching American History (TAH) 
grant project which was funded by the United States 
Department of Education (DOE) in the fall of 2003 
and will continue through fall 2006. 

Steps in Designing  
an Institute:

Step 1  Develop an informed and inspired 
concept.

You begin with the general idea or concept of 
what you would like to offer teachers. This concept 
should be informed by investigating what has been 
successfully offered by other organizations, as well 
as by talking with teachers about their needs. The 
informed concept creates inspiration. Without inspi-
ration and dedication on the part of staff and stake-
holders, you will not be successful.

It is critically important to involve teachers in every 
step. Teacher advisors can be recruited from the pool of 
teachers who participate consistently in your organiza-
tion’s programming or through recommendations from 
a local school system’s administration (the best contact 
is usually a curriculum or instructional supervisor). 

Step 2  Identify possible funding sources.
Take your informed and inspired concept and an-

swer the question, “What are the possible funding 
sources?” Institutes are expensive as most offered 
by historical organizations cover all or a majority of 
the participants’ costs. Historically, teacher institute 
programs in the social studies have been funded in 
whole or part through grant programs from agencies 
such as the National Endowment for the Humanities 
(NEH) and the state humanities councils. Recently, 
however, agencies such as the Institute of Museum 
and Library Services (IMLS) and the United States 
Department of Education (DOE) are offering grants 
which fund professional development programs for 

teachers. For example, the TAH grant program of 
the DOE has increased the number of professional 
development opportunities in history education 
exponentially—with most TAH projects featuring 
institutes as a centerpiece. Future funding could also 
come through the recently passed American History 
and Civics Education Act which will provide funding 
for teacher and student academies focused on history 
and civics education. Each of these grant programs 
has unique guidelines, however.

Step 3  Become familiar with the guidelines 
of the grant program.

As you move to step four and begin designing your   
project, keep the guidelines for your grant proposal 
in mind. Some answers are determined or at least in-
fluenced by the guidelines.

Step 4  Answer key questions to design your 
institute program.

A series of key questions should be answered as you 
take your institute program from inspired concept 
to a detailed design from which you can compose a 
grant proposal and, if funded, take the required steps 
for implementation. A discussion of each question 
follows this summary list:
1. What are the goals for the institute program?
2.  What strategies or methods will be utilized to 

meet the stated goals?
3. Is there a specific need for the institute program?
4. What is the topic or theme of the institute?
5. What teacher group is the target audience?
6. When is the best time for your institute?
7. What kind of credit will you offer?
8.  Who will you partner with to conduct the  

institute?
9. How many teachers can participate?

10. What will you require of participants? 
11. Will the institute be residential? 
12. What resources will you provide?
13.  How will you promote and recruit for the insti-

tute?
14. What logistical arrangements are required?
15. What methods of evaluation will you use? 
16. What funds are required?
17.  Does this program meet the mission and unique 

strengths of your institution?

1. What are the goals of the institute pro-
gram?

Put in words what you want to accomplish through 
this endeavor. As you develop the goals, keep in mind 
you will need to evaluate how effectively you meet 
them. Many grant programs require formal evaluation 
plans to be included with the proposal. All ETHS 
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1 The American Association for State and Local History awarded the ETHS with a Certificate of Commendation for the 2002 teacher institute “Facing 
Change: The Impact of the New Deal and World War II on East Tennessee.”
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institutes have two basic goals: 1) to increase the con-
tent knowledge of social studies teachers, and 2) to 
encourage the active integration of local history re-
sources (individuals, museums, landscapes, etc.) in the 
participant’s classroom curriculum and instruction. 

You can include goals related directly to student 
understanding and skills in developing your institute 
design. If you do include goals related to student 
achievement, be prepared to develop an evaluation 
plan that will measure this change, a challenging 
prospect due to privacy laws and the time/effort in-
volved in working with a group outside of the pool of 
institute participants.

2. What strategies or methods will be utilized 
to meet the stated goals?

There are many strategies you can incorporate into 
your institute design, including lectures by scholars 
and local historians, panel discussions, walking and 
driving tours, visits to historic sites and museums, 
brainstorming sessions, and sessions led by master 
teachers. The more varied the strategies, the better. 
The most successful institutes are an intense blending 
of quality content instruction and interactive experi-
ences which aide teachers in ultimately applying that 
which they learned to their classroom instruction.

The most critical thing to keep in mind is the bal-
ance required between content and classroom ap-
plication. Elementary teachers in particular can find 
the content overwhelming and unusable if there is 

no discussion on how they can apply what they have 
learned. Institute staff do not have to provide the 
methods instruction personally, but it is crucial to 
provide resources and presentations designed to help 
participants think of ways to actively interpret the 
content. Highlighting local resources such as historic 
sites and museums, including the services and pro-
gramming they provide, is one way to address this 
balance. However, nothing addresses application like 
bringing in master teachers to talk about how they 
teach the content creatively in their classroom.

3. Is there a specific need for the institute 
program?

Many funding agencies require applicants to sub-
stantiate the need for a proposed program, but even 
when not required, researching this answer can make 
any design stronger. From the education vantage 
point, it is important to understand the needs of the 
teachers and school systems served. The best way 
to find out their needs is to ask. Your teacher advi-
sors are a great resource, as are local administrators 
(directors of schools and curriculum or instructional 
supervisors especially). Need could be brought on 
by national trends such as the No Child Left Behind 
(NCLB) initiative of the Bush administration which 
requires, among other things, that teachers become 
“highly-qualified” in the subject matter they teach. 
States interpret “highly-qualified” in various ways; 
however, NCLB has created a common need for pro-
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Limiting programs to less than twenty-five teachers means that participants can have a good learning experience.
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fessional development providing content instruction 
in curriculum areas including social studies. Need can 
also be defined in economic, geographic, and ethnic 
terms for some grants which “invite” applications 
providing services for eligible districts (i.e. many 
DOE grant programs). Recent ETHS institutes have 
responded to a need brought on by a new Tennessee 
social studies curriculum adopted in 2001. In the new 
curriculum, fourth grade teachers are responsible for 
teaching American history through the year 1861 
and fifth grade teachers are required to cover 1850 
to the present; these teachers have never before been 
responsible for this material, and many have no back-
ground knowledge. Institutes designed since 2001 
have considered these curriculum changes and the 
resulting content needs of these teachers. 

From the vantage point of the historical organi-
zation, needs should also be identified. IMLS and 
other granting agencies require proposals to detail 
organizational needs in the areas of expanding their 
outreach into the community and for building rela-
tionships with new audiences. 

4. What is the topic or theme of the institute?
The first step to take when answering this ques-

tion, if not done before, is to become familiar with 
your state’s social 
studies curriculum. 
The social stud-
ies curriculum 
specialist in the 
state department 
of education is the 
best contact person 
for information, 
and many state 
Web sites have the 
curriculum posted 
online. If a national 
audience is tar-
geted, make sure 
you correlate the 
institute to a na-
tional curriculum 
framework such 
as the National 

Standards for United States History found at www.
sscnet.ucla.edu/nchs/standards/. After becoming fa-
miliar with the curriculum, you should next consider 
the resources to which your organization has ready 
access, such as scholars, local historians, historic sites, 
museums, libraries, etc. Where the curriculum and 
your resources meet are good places to focus. Come 
up with a short list of correlated topics and themes 
and evaluate them with the help of your teacher advi-
sors; trust their opinion on which ones would be of 
most interest and relevance to their peers. Also listen 

for topics and themes that you might have over-
looked. If this institute experience is successful, you 
will find yourself going back to the short list for ideas 
for future programs.

ETHS has found that the broader the theme or 
topic of the institute, the wider the audience of pro-
spective teachers. Institutes narrowly focused on time 
periods or events limit the number of eligible teach-
ers. Different subjects within the social studies are 
emphasized at different grade levels. For example, 
American history is surveyed at specific grade levels 
(in Tennessee the grades are fourth, fifth, eighth, and 
eleventh only). Therefore, the more relative you can 
make an institute to all the subjects or strands within 
the curriculum (i.e. culture, economics, geography) 
the larger the target audience. 

5. What teacher group is the target audience?
Once you determine the topic or theme of the 

institute, the eligible grade levels are determined by 
your state’s curriculum. The curriculum should al-
ways be the benchmark as you want the participating 
teachers to apply what they learn in the classroom. 

 An additional aspect to consider is whether you 
will allow non-social studies teachers to participate. 
English teachers and media specialists (librarians) are 
often interested in social studies institutes. Another 
group to consider is administrators who can share 
what is learned with the teachers in their schools. 
Principals in particular can be great advocates and 
assets. ETHS institute participation is limited to so-
cial studies teachers, however we often design specific 
sessions within the institute for additional teachers 
and administrators.

6. When is the best time for your institute? 
You need to decide on the best time of the sum-

mer to offer your institute (the second week of June 
through the third week of July is the safest window). 
You will also need to determine the length of the 
institute. In general, institutes for a state or local 
pool of teachers should be no more than five to six 
days (running Sunday or Monday through Friday). 
There are teachers who build their summer calendar 
based on professional development, but the number 
of these teachers at the state and local level will be 
limited, thus making recruitment challenging. If you 
are planning for a national audience, however, there 
would be a wider pool of teachers willing to commit 
two to four weeks of their time to a relevant, substan-
tial topic or theme.

7. What kind of credit will you offer?
At minimum you should provide a written certifi-

cate of completion for each participant which they 
can use to document their professional develop-
ment hours. Consult with your state department of 
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Lucinda Oakley Ogle talking 
with teachers in her home 
about her ninety-two years 
of life experience in the 
Gatlinburg, Tennessee area, 
before and after the Great 
Smoky Mountains National Park 
was established.

http://www.sscnet.ucla.edu/nchs/standards/
http://www.sscnet.ucla.edu/nchs/standards/
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 It is critical to involve teacher advisors in 
this process.

 There is no such thing as too much detail 
when it comes to itineraries.

 Anticipate everything. For example, remem-
ber that participants come with stuff (luggage, 
resources you provide, etc.). When appropriate 
(arrival, departure, travel in-between) you need 
to allow for the drop off and pick up of these 
items and provide instruction for the par-
ticipants accordingly—the itinerary is a great 
place to include this.

 Make sure the first thing you do with the 
group is an orientation session of at least one 
to two hours (at your place preferably—espe-
cially since you will have lots of stuff to dis-
tribute and will want to be close to your office 
for last minute details). Introductions of staff 
and participants are crucial at this time. You 
will also cover all the logistical and evaluation 
details, as well as detailing clearly what will be 
required of the participants during the institute 
and after (if applicable).

 Allow for at least one 
and a half hours for 
meals.

 If you plan an evening 
session after dinner, 
make sure there is an 
afternoon break allowing 
enough time for rest and 
renewal.

 Research and plan travel time thoroughly, 
with rest stops included. The more use you 
can get of travel time the better (incorporate 
related films, music, etc., if possible).

 Start out with a wide variety of strategies, 
but keep time in mind—you might have to pri-
oritize as you refine your itinerary.

 Always insure the balance between content 
and application.

 Use charter buses for travel. Do not plan 
on driving vans. Again, most grants accept this 
expense. ETHS staff has found that using vans 
creates small clichés of people and staff is 
driving so they do not have an opportunity to 
sit with different participants and get to know 
them. There can be a good bit of travel during 
the institute, so make the most of it. 

Hints for Itinerary Development
education or local school districts to fi nd out about 
how your institute can translate into re-certifi cation 
points, in-service hours, etc., for teachers. 

Undergraduate or graduate credit is often seen as 
a positive element in grant proposals, but you should 
make sure there is a need or demand among your 
target audience for these credits before incorporating 
them in your design. Not only do the credit hours 
make up a large part of the budget, but there is more 
required of the teachers (lengthier essays, multiple 
units, oral presentations, etc.). To offer university or 
college credit, historical organizations not affi liated 
with institutions of higher learning will need to build 
a partnership. 

8. Who will you partner with to conduct the 
institute?

As stated above, in order to offer undergraduate or 
graduate credit, unaffi liated historical organizations 
will need to partner with an appropriate department 
within an institute of higher learning. Be aware that 
this partnership will not only secure the infrastructure 
needed be able to offer the credits, but it will also 
bring an additional level of bureaucracy to the project.

Once you decide on your topic or theme, you will 
need to begin identifying scholars and local historians 
you would like to partner with, as well as identify-
ing other relevant resources such as historical sites, 
museums, libraries, parks, community members, 
master teachers, etc., that will fi ll out your faculty and 
itinerary for the institute. Prioritize your list, extend 
invitations, check calendars, and gather supporting 
information from each entity or person (résume, let-
ter of support, etc.). Some grants have required forms 
for you to complete for each individual.

9. How many teachers should participate?
The recommended number of teachers is fi fteen to 

twenty-fi ve.

10. What will you require of participants?
Teachers should be required to produce something 

as a result of the institute (if not due until after the 
institute—insure the deadline is within three to four 
weeks). Think about your goals for the project, and 
consider how the participating teachers can: 1) illus-
trate the accomplishment of the goals, and 2) inter-
pret what was learned during the institute for the use 
of other teachers. Some examples of required prod-
ucts would be lesson or unit plans, essays, or training 
modules that can be used to share an aspect of the 
institute with additional teachers in an in-service or 
workshop environment. The legacy of the institute 
rests in whatever you require the teachers to produce.

If you offer undergraduate or graduate credit, you 
will need to negotiate that required element with the 
partner institution. This is not always an easy task, as 

Providing 
sufficient 
transpor-
tation is 
one of 
the key 
elements 
in devel-
oping a 
successful 
program.
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academicians do not work within the same instruc-
tional vocabulary (lesson plans, units, etc.) as K-12 
teachers, so it is critical that everyone work off the 
same page from the beginning.

11. Will the institute be residential? 
ETHS staff strongly recommends that you consid-

er requiring teachers to stay in residence during the 
institute. Hotel lodging and meals should be provid-
ed through the project budget (most grant programs 
approve of these expenses). While requiring teachers 
to stay with the group makes it difficult for some 
teachers to participate (academic year mini-institutes 
or workshops are a great option for these teachers), 
the pros far outweigh the cons. Teachers who commit 
to staying overnight during the week: 1) consciously 
dedicate themselves and their time to the institute, 
2) develop strong bonds as a class or community of 
learners, and 3) are able to concentrate and experi-
ence the week without distractions and interrup-
tions. Logistically, residential institutes move more 
smoothly, are easier to keep on track, and are more 
readily adapted to unforeseen changes. The esprit de 
corps which grows from the residential experience 
makes the extra effort on all parts well worth it. If 
you do decide to require the teachers to stay with the 
group, make it clear that this commitment is required 
in your publicity and on all registration or applica-
tion materials.

12. What resources will you provide?
Consult with institute partners on books, cur-

riculum resources, etc., that they would recommend 
for the teachers. Prioritize this list and include cop-
ies for each teacher in the budget. You may want to 
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send books and/or articles to par-
ticipating teachers ahead of time, 
anticipating that this material will 
be read in preparation for the insti-
tute. Again, it is important to keep 
the balance of content and appli-
cation in mind. You will want to 
consider providing academic works 
as well as curriculum resources 
(media, maps, teacher guides, etc.). 

Don’t forget the everyday needs 
during the institute as well. Be 
prepared to provide notebooks, 
journals, pens, pencils, tote bags, 
and other classroom-type supplies as 
required. 

13. How will you promote 
and recruit for the institute?

Recruitment is the biggest 
challenge for summer institutes, 
particularly when they are resi-

dential. You must get the word out in a timely and 
exciting way, otherwise you will have difficulty filling 
your slots. As with any programming, you will want 
to provide press releases to all media outlets (televi-
sion, newspaper, and radio). Posting information on 
your organization’s Web site is also imperative. The 
next level of publicity involves distributing brochures 
and flyers directly through school administrators, 
principals, and teachers whose names you have ac-
cumulated. Distributing digital and hard-copy pro-
motional materials to these individuals is crucial, as 
well as to teacher media centers and school district 
newsletters. Professional organizations such as the 
National Council for the Social Studies and its state 
affiliates, as well as state and local teacher unions, 
have meetings where you can present information on 
your institute as well as newsletters for publication. 
This is another question that your teacher advisors 
can be instrumental in helping you answer—after all, 
word-of-mouth is the strongest form of publicity and 
recruitment. Full involvement of teacher advisors will 
pay off when it comes to getting the word out!

14. What logistical arrangements are 
required?

The best way to answer this question is to prepare 
an itinerary which reflects the design of the institute 
as detailed by your answers to the key questions. Give 
a date and time for everything including sessions, 
travel, meals, breaks, check-in, and check-out. You 
will find the logistical needs fall in place. Once the 
itinerary is detailed, use it as a worksheet for imple-
mentation (adding notes, contact information, etc.). 
This document will prove to be your most critical 
reference during the project.

Site visits provide opportunities for teachers to learn history “hands on.  
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915. What methods of evaluation will you use? 
Evaluation plans based on qualitative and quantita-

tive data are required for grant funding in the twenty 
first century. No longer will generic surveys suffice. 
Start with your goals in mind and think of ways you 
can document your success in meeting them. This 
plan can incorporate a combination of tools such 
as pre- and post tests, written surveys, journals, in-
terviews, classroom observations, portfolio submis-
sions, etc. Depending on the funding source you 
are applying to, you may or may not be required to 
contract with an outside evaluator. As a rule, DOE 
grants require outside evaluation which usually in-
volves contracting with a firm or organization which 
provides professional evaluation services. For many 
humanities-based funding sources such as the IMLS 
and NEH, you can develop your own evaluation plan. 
(See the IMLS Web site at the close of this article for 
information on outcome-based evaluation.)

16. What funds are required?
The answers to the preceding questions provide the 

meat for your budget answers. All you need to do is go 
to each question and tally the costs that are involved 
with the answers (anticipate even the smallest and most 
miscellaneous expenses). The general budget categories 
to consider are personnel, fringe benefits, travel, equip-
ment, supplies, and “other” expenses. Consult your 
grant materials to see if there are specific forms which 
can guide your budget development. You will also want 
to check the budget guidelines for detailed explanations 
of which expenses are allowed, as well as to determine if 
there is a percentage required of in-kind contributions 
(cash or donation). Federal grants will also require you 
to designate indirect costs which are defined within the 
particular grant’s guidelines. As a rule, try to cover most 
if not all of the institute expenses through grant funds 
and your organization’s match. Some grants will actu-
ally require that there be no cost to the participants.

17. Does this program meet the mission and 
unique strengths of your institution?

Now that the informed and inspired concept has 
made it to a detailed design, the final touchstone is to 
gauge the result against your organization’s mission 
and strengths. If the answer to this question is yes, 
then you are ready to formalize your design into a 
grant proposal.

What’s Next?
If your funding proposal is denied, DO NOT 

GIVE UP! Take the suggestions made by your agen-
cy contact or by the readers of your proposal and try 
again. Many successful grant projects are denied the 
first time around.

If your proposal is approved, CONGRATULA-
TIONS! Notify your project partners of the good 
news and begin implementing your design. You can 
handle things from here, but perhaps ETHS can 
share a few helpful hints.

Practical Implementation Tools and 
Suggestions:
•  Immediately develop a working calendar (monthly 

style) with key dates corresponding to each element 
of your design (you can go back to the key question 
structure as a worksheet if it helps). Make this one 
of the first things you do.

•  Prepare a binder that will become the project work-
ing file during the implementation phase. The first 
page you come to should be the itinerary with con-
tact numbers for every person and place included 
(insert the itinerary in a sheet protector). Following 
the itinerary should be five sections separated by 
pocket dividers for: 1) the grant proposal narrative, 
2) budget forms and receipts—get a receipt for 
every expense, 3) contact list of project faculty and 
contracts (if required), 4) signed contracts, emer-
gency forms, and contact list of institute partici-
pants, and 5) miscellaneous materials. This binder 
becomes the project brain and being portable it will 
actually be with you at all times during the institute. 

•  Make all reservations and get on all partners’ calen-
dars immediately (when locating hotels and restau-
rants, get recommendations from locals). 

•  Make sure you communicate with all partners and 
vendors (transportation, hotels, etc.) on details in 
writing and/or by phone more than once.

•  Make sure all speakers’ travel and lecture needs (au-
dio-visual, lecterns, water, etc.) are taken care of.

•  Begin publicizing the institute at least three months 
before it is scheduled to take place. Make sure the reg-
istration or application information (including dead-
line) and your contact information is clearly stated. 

•  Prepare letters of acceptance within two days of 
participant selection (keep a list of at least two 
alternates and notify them of their status). In the 
acceptance letter you may want to include a brief 
contract outlining what commitments are required 
(i.e., the end product you have determined, stay-
ing with the group during the week, attendance at 
any follow up sessions) and an emergency contact 
form—both of which should be completed, signed, 
and returned to you within twelve days via mail or 
fax to confirm attendance. If you don’t get a reply, 
you will need to follow up to determine if their slot 
should be filled by an alternate. 

•  A second mailing should go out to confirmed par-
ticipants as soon as you receive their reply. This 
mailing should include: 1) any reading required 
(you may want to allow more time between ap-
plication deadline and institut e if there is a large 
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amount), 2) a copy of the itinerary with relevant 
contact numbers included for family (include a staff 
cell phone number as well), 3) a list of things to 
bring, and 4) a contact list of teacher participants 
(some come from the same community which al-
lows for car-pooling). Also include any logistical in-
formation such as directions, parking passes, maps, 
etc., that teachers will need to get to the starting 
point. Never assume anything. Anticipate any issue 
or question that might come up with the teachers 
and address it appropriately. Put yourself in there 
shoes—imagine what you would want to know.

•  Anticipate every possible occurrence and plan for it. 
You will then be clear-headed enough to handle the 
things you would never imagine happening.

•  It is a good idea to purchase bottled water and 
snacks to have on the bus for road trips. Everyone 
appreciates the thought. The little touches make a 
difference.

•  For expenses you will have to pay during the in-
stitute, make sure you have signed checks in the 
binder or a credit card. Try to arrange invoicing, 
but often meals, lodging, etc., will require payment.

•  Set up for orientation the night before. Have a 
space at the table for every person with materials 
and name badges in place. Gather everything you 
will need for the week in a box or large bag and 
have ready as well. You do not want to worry about 
anything other than setting out refreshments on the 
first day.

Do s and Don t s During the Institute:
•  Do leave a copy of the itinerary and emergency 

contact forms with a key staff person in the office.
•  Do moderate during the institute to insure balance 

between content and application.
•  Do stay with the group as much as possible— 

remember they are sacrificing family time too.
•  Do provide time during the week to discuss and 

brainstorm the required end product.
•  Don’t forget introductions during the first session.
•  Don’t loose track of the project binder.
•  Don’t forget the tax exempt forms.

GOOD LUCK!

SELECTED TEACHER INSTITUTE 
WEB SITES:

The Gilder Lehrman Institute of American History
www.gilderlehrman.org

Teaching American History project Web Sites
www.teachingamericanhistory.org/tahgrants/

East Tennessee Historical Society
www.east-tennessee-history.org
www.teachamericanhistory.org

Colonial Williamsburg
www.colonialwilliamsburg.org/history/teaching/ 
tchsti.cfm

Stratford Hall and Monticello
www.stratfordhall.org/index.html?EDUCATION
www.monticello.org/education/stratford.html

FUNDING AGENCIES:

U.S. Department of Education
Teaching American History Grant Program
www.ed.gov/programs/teachinghistory/index.html

National Endowment for the Humanities
800-NEH-1121
www.neh.gov
info@neh.gov

Institute of Museum and Library Services
202-606-8536
www.imls.gov
imlsinfo@imls.gov

State Humanities Councils 
www.neh.fed.us/whoweare/statecouncils.html 
 
Lisa Oakley is curator of education at the East 
Tennessee Historical Society where she directs all 
student and teacher programming, including ETHS 
summer teacher institutes. Ms. Oakley can be reached 
at ETHS, P.O. Box 1629, Knoxville, Tennessee, 37901-
1629; 865-215-8828; or oakley@east-tennessee- 
history.org.   
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