
No Apologies: 
Construction as an Opportunity 
for Guest Engagement 



Reimagining the 
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Understanding the Garden, 
Amplifying the Experience
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80 Years of Guest 
Memories

















Master Plan 
for the next 40 Years



207 ACRES

42 ACRES
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Restoring the 
Grandeur of the Garden





A Monumental Effort

$90	Million	Dollar	Budget
5	Acre	Site	in	the	Heart	of	the	Gardens
Design	Team

• Led	by	Beyer	Blinder	Belle
• In	Collaboration	with	West	8	and	

Fluidity

Over	3000 workers	involved,	100+	on	site	
on	a	daily	basis
Design:	Fall	2012	– Summer	2014
Construction:	October	2014	– May	2017



























2500 Boxwood
Buxus microphylla var. japonica
“Green Beauty”









A New Invitation

















































Setting Goals and Creating 
New Programming
Sharon Loving
Vice President of Horticulture, Longwood Gardens



Main Fountain Garden 
Institutional Objectives

Create a holistic, extraordinary 
experience.

Diversify and grow our attendance

Create more institutional fiscal flexibility



Main Fountain Garden
Strategies Surrounding 
the Experience

Create a holistic, extraordinary 
experience.

Position the horticulture and 
architectural grandeur as the 
leading asset.

Generate return visitation, 
increase loyalty through dynamic 
programming. 









Our Approach to 
Programming
Foundation for programming begins with horticultural displays 
surrounding Longwood’s five seasons:

Orchid Extravaganza (January–March)

Spring Blooms (April)

Summer of Spectacle (May–September)

Chrysanthemum Festival (October–mid-November)

Christmas (Thanksgiving–January)



Program 
Development
Expressed through…

Horticultural Displays

Exhibits

Guest Engagement
Education – Formal & 
Informal
Classes/Lectures
Tours
On-Site Demos

The Arts
Concerts
Theater
Festivals

Retail Offerings 
Food Service
Garden Shop



What can we do during the Main Fountain Garden closure to meet 
our programming objectives?

Continue with Fireworks in different location within garden? satellite location

Additional fountains in the garden?

Entirely different experience?

Primary challenge: Replace Fountain & Fireworks – GUEST EXPERIENCE & REVENUE

2010



2011 Planning 
Go East!
Entice Guest to the east side of our garden
• Opportunities

– Expand experience
• Meadow Garden
• Christmas Light 

– Food Service
– Education Programs (formal & informal)



2012
Light: Installations by 
Bruce Munro

The garden as a night time experience

Broader use of the garden

Operations

Infrastructure Upgrades



Nightscape:
A Light and Sound 
Experience by Klip
Collective
Block Buster Exhibit Two Year Strategy

Enhanced night time experience

Support revenue objectives

Spread cost over two years

Supporting programs

2nd Year – different experience



Expanded 
Programming Beer Garden

Artist & Friends Series
Performing Arts



No major announcement on impending closure

Subtle messaging – Legacy of the Main Fountain Garden

National importance of fountain collection 

No fanfare – business as usual

2014



Programming Strategy 
During Revitalization
2015–Spring 2017
• Internal Community 

– Staff Educational Opportunities 
• Town Hall Meetings
• Brown Bag Lunches
• In-depth training and tours at key milestones

• External Community
– Revitalization Lecture series – “What’s Happening 

Now?”



Programming Strategy 
During Revitalization
2015–Spring 2017
Formal Education Programs
Continuing Education
• Lecture Series (3 per year)

– Showcase Talent 
• Floral Design Courses 

K-12 Programs
• STEM curriculum – focus on engineering



Spring 2017 Programming
Community Read





Interpreting the Project, 
Engaging the Guest
Dottie Miles 
Manager of Exhibitions & Interpretation, Longwood Gardens



This garden has 
significant meaning for 
our guests.

Main Idea



Main Idea

Engagement





Content 
Interpretive Goals

• Explore the significance of this Garden to Longwood and beyond.
• Explore the innovative design of the Fountain Garden historically 

as envisioned by Pierre S. du Pont and how the revitalization 
project builds upon on and amplifies his original design. 

• Elevate the many experts that have informed this restoration and 
explore how the design principles have guided thoughtful planning 
and design.

• Explore the new features of the Fountain Garden including the new 
fountain technologies and horticultural excellence.

• Highlight the expertise, process and craft of the many artisans 
involved in the restoration process.

• Detail the construction phases and timely information about 
“what’s happening”. 



Site Closed 
Oct 2014 – May 2017
Onsite

• Closure Signage
• Interpretive Barrier Wall
• Project “Overlook” Exhibit
• Docents & Staff

Online
• Microsite
• Videography - YouTube
• Longwood Blog





Fountains
Architecture
Horticulture



Closure
Signage



Interpretive
Barrier Wall



Interpretive
Barrier Wall





Overlook
Project 
Exhibit



And the view. 













Artifacts





Staff, Volunteers, and 
Docents
Docents provided timely information
• 85 trained
• Tools Flipbook of progress images and 

smaller stuff behind the scenes, offered 
more timely information and  captured 
feedback

• A docent evaluation provided added 
information regarding what visitors 
wanted to learn more about and what 
elements within the design they found 
most impactful. 









This garden has significant 
meaning for our guests. 



This garden has significant 
meaning for our guests. 



Positioning the Project, 
Packaging the Experience
Marnie Conley
Vice President of Marketing and Communications, Longwood Gardens



Our Thought Process
Express Our Brand
Articulate Our Key Points of the Project
Deliver an Extraordinary Experience
Make Meaningful Connections
Run the Business Day to Day 
Differentiate the Experiences – Revitalization AND the Return



Preparing for the 
Revitalization

Marketing and Communications



When to Communicate, What to Create, and How to Deliver

Preparing for the Revitalization 
(July through Sept 2014)
• Educating community, guests, 

Members, Staff  
• Determining voice and visuals 
• Letters, web site, email

During Revitalization
(Oct 2014 through Dec 2016)
• Keeping guests and media 

engaged through storytelling 
online and onsite

• Media and Members events 
and continued cultivation

• Supporting “Go East” and Night 
Garden programmatic strategy

Flipping the Switch – Preparing 
for its Return
(January through May 2017) 
127 Days of Spectacle!
• Media and hospitality events
• Cultivation events continued 

throughout opening
• Staff training, tours, 

flair/uniforms, building 
excitement

• Marketing and advertising 
campaigns begin

Phasing Over 
Three Years 



Communication Goals
Bolster the sense of Longwood 
as a must-visit cultural destination 

Cultivate sustained media interest 

Build excitement and momentum for 
the reopening of the Main Fountain Garden



Longwood Gardens is 
the steward of one of the 
world’s great fountain 
gardens.

Message Platform







Construction



Pictures Speak Louder 
Than Words
Before & After
Using before and after imagery allows 
someone to have a “sneak peak” of 
what the Main Fountain Garden will 
look like upon completion and will 
generate interest in the process of 
revitalization to keep people coming 
back to see its progress.

Abstracted fountain images and 
cropped, tighter shots were used –
photographed prior to the closure – to 
convey the idea of a future heightened 
experience.

A Picture Paints                   
a Thousand Words

Creating Visual Assets



Visuals:
Photography

Before & After
Abstract 
Fountains
Details
Night and Day

Cinematography

Illustrations and  
Renderings





Key
Visuals



During the Revitalization
Marketing and Communications



Longwood Gardens 
will still be…
Open. 

Spectacular by Day. 

Spectacular by Night.

A World Apart. 



New 
Audiences,  
Refreshed 
Positioning



Business as 
Usual in the 
Gardens 



Filming the 
Fountain 
Journey 
2014-2017



Online 
Experience 
and Future 
Repository



Rich History 
to Share 
with 
Members



Preparing for the 
Fountains to Return

Marketing and Communications



What Are We Trying to Achieve and How Do We Get There?

Achieve 1.4M guests, $34.2M 
revenue, and 50/50 gate mix. 

Reposition Festival of Fountains  
season over 127 days with 500,000 
guests visiting

Increase gate admission pricing to $23, 
a 15% increase.

Maintain Membership engagement with 
63,500 households through a new 
Membership Program.

Allow the Main Fountain Garden to 
take center stage in building brand 
equity. 

Identify prime markets

Implement an integrated marketing 
communications plan over six-months 
with a multi-channel focus - dedicated 
to the Main Fountain Gardens

-

1,000,000 

2,000,000 

FY12 FY13 FY14 FY15 FY16 FY17 FY18 FY19 FY20
Member Gate Unpaid

Marketing 
Objectives 
for 2017





Marketing  
A New 
Experience



Refreshed 
Web Design



Achieving Results
Marketing and Communications



149 Stories
$344,026 Ad Value
132 Million 
Unique Visitors
2.3 Million News 
Circulation

Continued Gate 
Attendance and 
Membership 
Growth Each Year

Results and Media Interest 2015, 2016



71 Stories
$955,080 Ad Value
290 Million 
Unique Visitors
18.3 Million News 
Circulation

Results and Media Interest May 2017



So, How Are We Doing Against Goals? 

Since 2014, we’ve seen our 
attendance increase by 26%

Since 2014, we’ve seen our 
revenue increase by 33%

Over 106,000 saw the Fountains 
in the first three weeks of 
opening (37% increase over 
2016)

Our gate mix for the summer is 
averaging a 50/50 split

Our Membership households 
are close to 62,000 as of today

Since 2014, our social media 
traffic has increased by 667%

Our New Heights web site had 
40,000 sessions with 360,000 
page views and more international 
guests

Measuring 
Our 
Performance



So, What Do Our Guests Think? Measuring 
Our 
Performance The Renovated Fountains are absolutely stunning.

Absolutely beautiful!!!! Amazing fountain and light
show!!! Happiest place on earth!!! The new fountain
area is stunning. What a fantastic job you did creating a
beautiful space and honoring the history and intent of
Longwood Gardens and its original creator! I love
Longwood at NIGHT! Amazing new fountain garden! I
have learned to have high expectations for Longwood
and the fountain show, especially the 9:15 Beatles show
went well beyond those expectations. Marvelous!
Fountains were OUTSTANDING! Well worth the wait!
The Fountains were phenomenal, fantastic - beautiful by
day light and a sight to behold during the evening
show! We loved the music, lights and choreographed
water movement.







NBC 
Nightly News






