BUILDING BETTER PARTNERSHIPS 
REPORT TO CONGRESS, February 15, 2005
Background

The Conference Report for H.R. 4818, the Consolidated Appropriations Act of 2005, directed the National Park Service to "provide a status report regarding partnership construction projects no later than February 15, 2005."  This report constitutes the Agency’s response to this request.
Partnership Construction Process 
Over the past year, the National Park Service (NPS) has developed a process for managing, monitoring, and approving partnership construction projects where philanthropy is a component of funding.  In June 2004, the NPS Director issued interim guidance on the process.  Since then, training was conducted in the regions and will continue as the process is further implemented.  All new projects of $500,000 or greater must adhere to the process, which includes compliance with park planning documents, review by the NPS Development Advisory Board (DAB), and completion of appropriate fundraising plans, studies and agreements.  The Director’s approval is required for all projects $1 million or greater and Congressional consultation and concurrence are required for projects $5 million or greater.  

The process is designed to involve Congress at two points: at the Project Definition Phase and at the Agreement Phase.  At the end of the Project Definition Phase, when the project is defined, scoped and costs are determined, all projects valued at $5 million and greater will be sent to the Appropriations Committees for review and consultation.  The intent of the Congressional consultation at the end of this phase is to inform Congress of potential partnership projects.  Comments and/or recommendations made by the Committees are taken into consideration during the Agreement Phase.

In the Agreement Phase, NPS and its partners must comply with all aspects of Directors Order (DO)-21 on Donations and Fundraising.  DO-21 is the NPS policy that establishes the parameters for the agency to directly accept donations and/or to work with organizations that seek to raise money to benefit national parks or the programs of the NPS.  The policies in DO-21 are intended to ensure that such donations are accepted, recognized, and in compliance with applicable laws, regulations and policy.  If all requirements of DO-21 are met during the Agreement Phase and a project is found viable by NPS, the project will be forwarded to Congress for review.

If during either review Congress deems more work to be necessary, a project could be sent back to NPS for additional work, analysis and scoping to address the concerns.  Or, if Congress believes the project is inappropriate to pursue, it could disapprove NPS’ proposed action. 

As part of managing these projects, a reporting system is under development to track partnership construction projects nationwide.  The reporting system will require project mangers to input information into both the partnership project reporting system and the NPS Project Management Information System (PMIS), so they can be reviewed, prioritized and tracked like all other projects.  Additionally, the reporting system will track when various decisions, agreements, assessments, or other required reviews are completed and/or achieved.  The process is designed to challenge managers at all levels to ask the difficult questions and make decisions that will ensure that partnership construction projects address the core mission of the NPS and the parks.  
The NPS intends for the process to provide a framework to assure frequent communication between parks, partners, regions, and headquarters regarding the purpose, scope and costs of proposed projects.  In establishing this process, the NPS believes greater understanding of the breadth of activity underway will result, as well as clearer agreement among all interested parties before a project achieves “approved” status.  The NPS expects that the give-and-take presumed in the steps of the process will wean out marginal efforts and result in much better partnership projects that are reflective of the budgetary and management realities confronting the NPS.  If a project is presented for headquarters review that should not be pursued in light of competing NPS priorities, a formal request for concurrence will not be sent forward to Congress.  In such an instance, the park and partner would need to reconsider the project and perhaps re-scope or abandon it. 

Director’s Order-21 on Donations and Fundraising 

The NPS has been working on a revision of DO-21 to include guidance on the partnership construction process and a reference guide with examples and templates of agreements, feasibility studies and fundraising plans.  The National Park System Advisory Board will undertake a review of friend-raising/fundraising to help inform the corporate philanthropy, cause-related marketing and donor recognition chapters of DO-21.  The NPS will issue interim guidance and reference guide materials while the Advisory Board completes its work.  The NPS will consider the Advisory Board’s recommendations in the upcoming revision of DO-21.  While this work is ongoing, the partnership construction process described above remains in effect and must be followed by all parks and regions.
Partnership Construction Project Inventory 
In spring 2004, the NPS undertook an inventory of all fundraising efforts for potential partnership construction projects valued over one million dollars.  A total of 79 possible projects were identified in the inventory.  It is important to recognize that the inventory identified many conceptual projects that may never come to fruition.  But because of the high visibility of the partnership issue, NPS believed it was important for parks to fully disclose any potential capital improvement partnership construction projects.

The inventory identified two categories of partnership projects: those for which the non-NPS partner was a non-profit engaged in a fundraising effort (private-public); and those in which the non-NPS partner was a Federal, state or local government agency (public-public partnerships).  The following is a general overview of the inventory of the 79 possible projects.
Private-Public Partnership Projects >$5 Million – Forty-five private-public projects individually valued at $5 million or greater were identified.  The combined value of the 45 projects is in excess of $1.1 billion*.  The projects were found in all seven NPS regions. 

Private-Public Partnership Projects $1 Million to $5 Million – The inventory identified 18 private-public projects valued from $1 million to $5 million.  Their total value was in excess of $50 million*. These projects were submitted from six NPS regions.

Public-Public Partnership Projects – The final category of projects, public-public partnership projects, identified 16 projects with a total value of approximately $95 million*.


* Total values include both NPS and non-NPS funds.

After evaluating the projects, NPS has concluded that:
· When DO-21 is followed, projects are better prepared for success and move through the process more easily;

· Projects focused on core mission and appropriately scoped move through the process more easily and are more likely to be successful; 
· In the past, the lack of a clearly articulated framework for review and approval of partnership construction projects contributed to some of the confusion and concern about certain projects;
· All partnership construction projects valued at $500,000 or greater (both private-public and public-public) must adhere to the Partnership Construction Process; and 
· By using the Partnership Construction Process to evaluate all projects, parks and partners will be required to meet certain thresholds before the project can be considered for approval.

During the inventory it became very clear that all projects are not in the same stage of development.  Some of the projects may never be viable.  The inventory was used to evaluate the projects to determine their appropriateness and readiness to move forward.  Subsequently, the projects were placed into four categories: A, B, C, and D. Category A consists of projects ready for Congressional review.  Category B represents projects that are viable and/or substantially underway but still require work before they are ready for Congressional review.  Category C projects are in the conceptual stage.  Category D projects were considered inappropriate and were eliminated.  

Category A:  The NPS, working with the House and Senate Committees on Appropriations, selected 23 projects for in-depth analysis.  An NPS team, made up of four senior employees with experience in partnerships, was assembled to complete this analysis.  The team made recommendations to NPS senior management regarding actions needed to address these projects.  Of the 23 that underwent the more extensive analysis, 11 were determined to have complied with the requirements of the first three phases of the partnership construction process and were placed in Category A.  These 11 projects, with a total value of approximately $225 million, have been forwarded to the House and Senate Appropriations Committees for review.  They are:
· Acadia National Park, Restoration and Maintenance of Hiking Trails (significantly underway; Federal funding complete);
· Colonial National Historical Park, Jamestown Project (underway; Federal funding complete);
· Edison National Historic Site, Access and Infrastructure Improvements to the Historic Lab Complex (significantly underway; Federal funding complete);
· Gettysburg National Military Park, Visitor Center/National Museum (Funding nearly complete to break ground);
· Golden Gate National Recreation Area, Bay Area Discovery Museum (No Federal funding);
· Golden Gate National Recreation Area, Marine Mammal Center Modernization (No Federal funding);
· Homestead National Monument of America, Heritage Center Project (Re-scoped; funding is in the five-year construction plan)

· Statue of Liberty/Ellis Island National Monument, Statue of Liberty Reopening (complete);
· Vancouver National Historic Reserve, Fort Vancouver Land Bridge (underway; funding complete);
· Yellowstone National Park, Replace Old Faithful Visitor Center (Re-scoped; funding requested in FY 2006); and

· Yosemite National Park, Lower Yosemite Falls Project (Significantly underway; Federal funding complete).
Category B:  Twenty-eight projects with a total value of approximately $464 million were identified in Category B.  Several of these were reviewed in-depth by NPS and are familiar to the Appropriations Committees.  The review determined that additional information was required.  Some of these are likely to be submitted for Congressional review in the coming months.  Several more were determined to require additional scoping, analysis and scrutiny.  These projects may or may not be forwarded to the Appropriations Committees for consideration in their current configuration, depending upon how they ultimately conform to the partnership construction review process.  Some may never be forwarded after they have been reviewed and evaluated.
Category C:  Thirty-three projects valued at $615 million were identified in Category C.  At this time these projects are not considered active or viable.  Extensive work is still needed before these projects will be ready for internal DAB and Directorate review and, consultation and review by the Congress.  These projects are still in the concept development phase, their costs may not be realistic or even known, and they may not be viable.

Category D:  Seven projects in the inventory, valued at $17 million, were placed in Category D. They are not considered viable by NPS and have been eliminated from the process.
All projects but the 11 identified in Category A were returned to their regions for additional work and analysis and will be required to comply with the partnership construction process.  If and when this work is completed and the projects satisfy the requirements of the partnership construction process, they will be forwarded to the Washington Office for review and possible approval.  The NPS will forward only those projects that are fully ready for Congressional consultation.  At present, one project from Category B, the “Peopling of America” exhibit at the Statue of Liberty National Monument, is advancing for first level Congressional review and consultation.
The NPS’ immediate focus has been on the public-private partnerships in which fundraising and/or donations are an integral part of the project. Specifically, the scope and cost (both development and operations) of such projects are of particular interest to NPS. Also of interest to NPS is assurance that projects comply with established NPS procedures regarding fundraising and donations. For partnerships in which the NPS is anticipating the investment to be with other governmental or public agencies, NPS will not consider the project to be active if the NPS share of the project has not been identified in one of the NPS’ five-year capital improvement programs or approved for fee revenue expenditures.

The NPS continues to explore ways to aggregate better the complex information associated with partnership projects.  In response to the Committee’s concerns about prioritization, NPS has undertaken a region-by-region assessment of the prioritization of the contemplated partnerships, without regard to the category within which the project presently falls.
Impact of the Partnership Construction Process
The Department of the Interior and NPS are committed to improving the process by which partnership projects are developed, reviewed, managed, monitored and implemented throughout the National Park System.  Already, the inventory of partnership construction projects and the development of the Partnership Construction Process have had an impact on the projects being considered by NPS.  For example:

· A project at Mesa Verde National Park was re-evaluated by the region and, consequently, is being re-scoped to address the results of the fundraising feasibility study, which indicated only $10 million in private fundraising is feasible for this project instead of $85 million.  The region and park also are evaluating further the potential of phasing this project over time. 

· The Yellowstone National Park “Old Faithful Visitor Center” as well as the Grand Teton National Park “Moose Visitor Center” were re-evaluated using the visitor facility model and, consequently, were reduced in size.
· The NPS continues to work with the park partner at Valley Forge to determine a project of appropriate scope and cost to protect the park's collection and provide for a quality visitor experience.  The NPS conducted an independent peer review of the proposed building size and is undertaking a fundraising feasibility study to determine the likelihood of the project being funded entirely from the private sector at its current scope and configuration.  Furthermore, the NPS is seeking a clear delineation of the total project costs, including long-term maintenance and other capital needs.  The NPS also requires a clearer articulation of programmatic and funding roles and responsibilities between the partner and the NPS.  Once these negotiations are concluded, NPS can determine if and when they will seek Committee concurrence.  Until then, this project is not proceeding.
· With the exception of the “Peopling of America” project, which is at the consultation stage and 100 percent partner-funded, partnership construction projects planned in the New York City area are all on hold pending a full review of all the projects in the context of the National Parks of New York Harbor.
· The fundraising feasibility study for the Flight 93 National Memorial provided critical input that was used to determine the parameters for the memorial design competition currently underway.  Earlier estimates of fundraising potential to develop the memorial and park were reduced as a result.

· A project at Morristown National Historical Park was significantly re-scoped after the partner was unable to raise funds in accord with a previously identified goal.  The NPS worked with the partner to achieve a revised project design that is possible with available funds, and to reduce the partner’s fund-raising goal to a more limited component (exhibits) in support of the construction effort.

· Specific language has been included in NPS planning documents, such as the Fort McHenry development concept plan, referencing the need for possible partnership projects to follow the NPS process.  In addition, the NPS is clarifying in its planning documents the limitations of funding constraints, and the need for projects to be prioritized in the NPS budget process before they can be considered for funding.
· NPS now recognizes the need to achieve agreement about, and clear identification of, the complete funding assumptions of individual projects.  Projects predicated on approaching Congress for earmarked funds not included in an agency’s budget or on fund sources yet to be determined are untenable.  Specific language is being included in partner agreements that lobbying Congress outside of the budget process is inappropriate and not permissible.

· The seven projects that were reviewed and identified as Category D in the Inventory have been eliminated entirely.
Management of the Partnership Construction Process
The primary responsibility for implementing and enforcing the Partnership Construction Process will fall on NPS regional offices.  Measures will be included in performance plans for Regional Directors.  In addition, the Washington Office must be able to review projects being forwarded for approval in a timely and efficient manner.

The President’s 2006 Budget includes $310,000 for administration of this new Partnership Construction Process.  The funds will be used for staff to administer the program in the NPS National Partnership Office and to provide training for park and program managers on the management of partnership projects.  The “Building Better Partnerships” program is being incorporated into all levels of NPS – from the National Partnership Office and the Development Advisory Board, to the Denver and Harpers Ferry Service Centers, to all seven regions and to individual parks.  
The process is designed to challenge managers at all levels to ask difficult questions and make decisions that will ensure that partnership construction projects address the core mission of the NPS and do not jeopardize the integrity of the budget process.  Additionally, the process is designed to ensure that projects are sustainable within current and projected funds for the life of the project and that the NPS takes into consideration how the projects are maintained and supported now and into the future.  The Department of the Interior and the NPS are committed to fiscal accountability.  The “Building Better Partnership Program” and Partnership Construction Process is a means to achieve such accountability for now and years to come. 
Summary
Developing and implementing the Partnership Construction Process are important steps within the NPS.  Within a year, all potential and existing partnership projects have been identified and analyzed, a process for reviewing these projects has been devised based on best practices, interim guidelines have been sent to the regions, training has been conducted with regional office and park employees, including superintendents, and positive results have been demonstrated through application of the process.  The Partnership Construction Process has been shared with and agreed to by NPS partners, regions and superintendents; they now clearly know what is necessary to succeed in promoting a potential partnership project.  
With the establishment of the Partnership Construction Process only suitable, mission oriented, and appropriately scoped partnership projects will be forwarded for NPS, Departmental and Congressional review.  This will result in fewer, though much improved, partnership capital project submissions in the future.
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