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o Dear Member of Congress.

on- August 25, 1991, the National Park Service celebrated 75 years of public;
- service and stewardship ‘of. America s National Park System.» In establishing

~ the: National -Park Service -in 1916, ‘Congress charged the new agency with -
-'providing cohesxve admrnistration of natlonal parks,_monuments, and historic

L sites that were then managed by varlous agencies. Even more, it was dlrected

-to provide ‘them lastlng protectron to beneflt future generatlons.

) When T assumed the positlon of Dlrector of the Natlonal Park Serv;ce three

- years ago, I took over an agency that faced -a number- of challenges that -had
evolved gradually over many decades.  Since the Serv;ce s establishment, broad
and profound changes have occurred. in American society and in the- global
':envxronment., Many of these changes have directly mealred the resources of
‘the National Park System and the: Servxce’s abxllty to manage and protect our
Nation s natural and cultural herltage.,‘ '

Therefore, the National Park Servrce made the GECLELOH to use our 75th
,‘anniversary year-as a time of- reflectlon and’ evaluation as well as a time of

: celebration.. We embarked upon a unique procese to identify the challenges :
that we face. and to chart a course to surmount those’ challenges. . This process

" has taken almost two. years and has ‘involved Lndlvxduals from all levels of the

~ ‘service and many others with an interest ln the success of the Natxonal Park .
“,Servzce.- Central to this effort was- a. maJor policy symposium, held last
iOctober in-vail, Colorado, whlch involved approximately 700 -individuals.from..
many diverse quarters in substantlve dxscussions about the future of the '
Natlonal ‘Park: System.. : o

Followrng the Symposlum and subsequent publxc meetlngs and open comment
periods, the Symposium’s Steerxng Commlttee prepared a final report and -
'~recommendations for meroved park. stewardshlp. ‘Encloged for your- information
' and review is a copy of thelr report' “NATIONAL PARKS FOR .THE 2IST CENTURY.
.THE VAIL: AGENDA. ; S . .

This report ‘contains a. good deal of sound advxce and many solld
urecommendatlons that will pOSLtLVEly lnfluence ‘the Service’s abxlxty to

. protect our natlonal herltage.: I have already ‘begun to xmplement a number of
these recommendations through policy directives .and -the: Admlnlstratlon s 'FY 93
budget request for the Serv1ce, which represents an 81%. lncrease over the

o . budget request of three years ago. I hope that: you will follow. our progress'

. -as we.prepare the Natlonal Park Service to serve the’ American people in the .
;,coming century. Together, we - -can make the Federal Government'’s most hlghly o
‘respected agency even stronger.

_Sincerely, - - '

James M. Ridénour
Director - . =
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. OVERVIEW

'The Natlonal Park Serv1ce is charged W1th the management of the nation’s
N -most precrous natural and- cultural resources. These. resources are 1nextr1cably

s woven into our nauonal herrtage and'they provrde cmzens the world over Wlth .

mvaluable opportumtxes for recreation, appre(:latlon of beauty, hlstorlcal

'reﬂecuon, culturaI enrlchment and envrronmental educatlon Tt is the ~

: responsrbrhty of those involved.in park management and pohcy formulatlon o

ensure the protectlon of the resources managed by the Natlonal Park Service.

-~ Yet, fulﬁlhng this enormous responsrblhty is nelther easy nor free of

' controversy

‘ ',_At thrs the time of its 75th anmversary, the Nauonal Park Semce faces a
_broad range of challenges to its mission. to manage and protect the Nauonal
Park System An ever-growing populatlon conitinues to 1mpact upon park

- units, often brmglng traces of economic and soc1al actmtles that are mlmlcal

‘to the purposeés the parks are. deﬂgned to foster. Vrsrtor levels and

demographlc mixes are. changmg, asare the number and- types of 51tes that the

.Park Semce must manage In a global context the Park Semce is. being-

Jlooked to as'a model of conservatlon and preservauon management —a model» s

that can teach Valuable lessons to a world increasingly concerned with

enwronmental degradatlon, threats to wdderness values, and rapid cultural and

i - historical change To perform capably under these kinds of pressures the -
Park Service 1tself must be 1nnovat1ve and Well managed It must be gmded by.

o wise pubhc pohcres and capable leadershrp

The Natlonal Park Serv1ce hasa phenomenally dedlcated Workforce some of

 the nation’s most treasured resources s under its management and Wldespread
“ support- from the Amerrcan public. At the same time, however, it sufférs from
dechnmg morale, an mcreasmgly diffuse set of park units. and programs that it -

~s, mandated to manage, serious fiscal constramts, and personnel and

orgamzauonal stmctures that- often 1mpede 1ts performance

' To.address these and related issues of critical importance to the National Park

* System, the Service initiated an intensive review of its responsibilitiesand =~



[prospects: This process was undertaken in cooperation with other leading

 institutions concerned with management of the National Park System "“The.

central focus of the process was the 75th Anmversary Symposrum ‘Our

g Natlonal Parks: Challenges and Strategles for the 2 Ist Century Wthh was
held in Varl Colorado in October 1991. "This event brought together nearly /

5 700 experts and mterested parties from inside and outside the Park Semce o,

consrder the future of the National Park Systern

' The Symposrum has been gu1ded by a Steermg Commlttee charged wuh

preparlng a comprehensrve report 2 and set of recommendanons for lmproved

 Park System stewardsh1p and Park-Service management for the Dlrector of the )

National Park Semce Thrs is the Steering Committee’s report

If the Nanonal Park Servrce is to adequatelv meet the challenges before it,

, Park Systern pohcy and management must be guided by a clear sense of its role
and purpose.. The 1n1t1al charge of the Dmted States Congress to the Natronal '

= Park Serv1ce was articulated in the legrslatlon wh1ch estabhshed the Semce on

August 25 1916

THE SERVICE THUS ESTABLISHED SHALL PRdMOTE AND REGULATE THE USE OF THE'
FEDERAL AREAS KNOWN' AS NATIONAL PARKS, MONUMENTS, AND RESERVAT!ONS .BY SUCH’
MEANS AND MEASURES is CONFORM TG THE FUNDAMENTAL PURPOSE OF THE SAID FARKS

MONUMENTS AND RESERVATIONS WHICH PURPOSE 1S TO CONSERVE THE SCENERY AND THE

NATURAL AN'D HISTORJC OBJECTS AND THE WILD LIFE THERE]N AND TO PROV!DE FOR THE

ENJOYMENT OF THE SAME lN SUCH. MANNER AND BY SUCH MEANS AS WILL LEAVE THEM

UNIMPAIRED FOR,THE ENJOYM,ENT OF FUTURE GENERATIONS.

' Whlle thrs charge snll stands the Serv1ce s purposes have evolved srgmﬁcantly'
over the last 75 years and now encompass broad leadershrp responsrbrhtres and '

: ﬁmctlons external to the boundanes of the National Park System. At the time |

ofits -75th-anmversary, the N anonal Park Service is called upon to play a
broad role of preserving; protecting and conveying o the public the\me’aning -

 of those natural and cultural resources that contributé to the nation’s values,




' character and experrence The Steerrng Commrttee beheves that itis

1mportant to reafﬁrm these fundamental elements of the Servrce s

1 'contemporary roIe and to-assert a vision of the Natronal Park Serv1ce as 1t

moves toward the 21st Century Taken together six strategrc ob]ectlves

constltute thlS v1s1on

Resource Stewardsth and Protectzon
THE PRIMARY RESPONSIBILITY’ OF -

THE NATIONAL F’ARK SERVJCE
MUST BE PROTECTION OF

PARK RESOURCES 3

Access and Enjoyment:
EACH PARK UNIT SHOULD BE
MANAGED TQ PROVIDE THE

ACCESS TO AND RECREATIONAL ay

. AND EDUCATIONAL ENjQYMENT OF
THE LESSONS CONTAINED IN THAT

UNIT ‘WHILE MAINTAIN[NG :

UNIMPAIRED THOSE UNIQUE

ATTRIBUTES THAT ARE IT S:

o g o CONTRIBUTION

TO'THE. NATIONAL .

.. Education and Interp're'tatiohi-_.
IT SHOULD BE THE RESPONSIBILITY OF THE

NATIONAL PARK SERVICE TO INTERPRET AND ‘

CONVEY EACH PARK UNIT S AND THE PARK

SYSTEM S CONTRIBUTIONS TO THE - NATION S

‘ A\IALUES, CHARACTER, AND,_EXPERIENCE: S

N Prdactii?e Lfedde'rShip:-
" THE NATIONAL PARK SERVICE

MUST BE A LEADER IN LOCAL,

NATIONAL AND INTERNATIONAL. -
PARK AFFAIRS. ACTIVELY ~

PURSUING THE MISSION OF THE

’NATIONAL PARK SYSTEM AND
_ASSISTING OTHERS IN. MANAGING :
. THEIR PARK RESOURCES '

) AND VALUES
. NATIONS DIVERSE PUELIC WITH E

Sczence and Research

. THE NATIONAL PARK SERVICE
MUST ENGAGE IN A SUSTAINED AND . - :
INTEGRATED PROGRAM OF

NATURAL CULTURAL AND SOCIAL

= _:SCIENCE RESOURCE MANAGEMENT

AND RESEARCH AIMED AT

PARK SYSTEM - A.ACQUIRING AND USING THE :
R o INFORMATION NEEDED TO MANAGE

g AND PROTECT PARK RESOURCES

, Pﬁr‘dfess‘ional,ism:" _
" THE NATIONAL PARK SERVICE
'MUST CREATE AND MAINTAIN A

HIGHLY PROFESSIONAL

ORGAN IZATION AN D WOR KFORCE

The. Steeri'ng Committee reeomni-ends that the Na‘t}iona.l'Pz‘irléser\'rice

-exphcrtly endorse these strategrc ob]ectlves They will prov1de dlrecnon to

needed reforms and funcnon as criteria agarnst whlch specrﬁc actlons and

v. strategles can be ]udged




'THE 75TH ANNIVERSARY SYMF’OSIUM

A Foundatron of C'hanqe :

On the occasion of the 75th anniversary of its establishment, the National Park .

Service chose to dedicate iself 1o 1mprovmg its- future and the future of the
1nva1uable resources for Whlch itis reqponSJhle rather than merely Celebratlng
its history and past achievements. It was _cerramly within the power of the

National Park Service to tap its public support for a burst of congratulations.

Instead, in an act of leadership of the kind this report urges, and inan.

illustration of democratic government at'its hest, the 75th anniversary was used
asa vehicle for construictive criticism 'self—examina'tion and commitment to_

greater responmblhty This commitment ‘has been made at every ]cve] of the

ASernce Throughout the Park Servxc.e mdmduals have stcpped torward to

pqrt1c1pare in the 75th Anniversary Q)rmpns;lum- And the agcncy-has' opened
itself up to examination by concerned ° OthSlle:rb ina process ofmutual and

open dc]ﬂmmtmn

The 15 th Anmversary Symposmm represents a unique event, and perhaps a

-furning pomr in the hlStOI'V of rhe nation’s park pohc_lcs In spite of the fact

‘thar the National Park Service i is wldely and deeply respected by the general

pnb]lc wh1ch sees thc Bervlo:e rnﬂt.cted through the. national treasures in lts

- charge, the agency is, beset by controversy, concern, ‘weakened morale, and

dc.chnmg eﬂunvemss “The Svmposxum revealed a deeplv dlsturbmg sense.

th'1t the nation is rlsklng a deterioration of its natural and cultura] herlrarre r,hat

not even the most dedlcated personnel can effectn cly prevent. -

The Svmposmm was L()operam\:ely convencd under the dlI'{:LthIl of Harvard

Umversltv s John F. Kennedy %hool ()f (Jovcrnment \)Vorld Wlldhfe

I‘und/T he Conservation Foundauon the Natonal Park Foundatlon and the

'\atmna[ Park Service.. Development of the Swmposmm and the related
. process was guided by a Steering Com]mttec which was Lstabhshed to advmc

the- Director of the \T-atmnal Park Service in accordanCe with the P ederai

Advisory C ommmittee Act. The Steermg Conunittee has been undc.r the
chairmanship of W 11111111_] Brlggle a dxstmgulshed career veteran of the -
National Park Sewxu, and the Sympostum has been chaired b) Henry L.

Diamond, a leading citizen adv acate of the parks F undmg was drawn




g prlmarlly from ph1lanthrop1c foundanons and the prlvate sector, w1th

- Vaddltlonal support from the Serv1ce ‘By far the greatest contrlbu'oon of the

+ Service 1tself has been the t1me and effort of hundreds, 1f not thousands of
: ‘rndlvrdual employees who have offe_red candld and 1ns1ghtful comments, '

- critiques and recommendations throughout the process.

*“This contrihut_ion has been mirrored by the partici_pation ofa broad_s‘pectrum
‘ ‘of non-Park. Service indiv'iduals and Organizations in the Symposium process

: The process has beneﬁtted lmmeasurably from the mvolvement of concerned

1nterest groups, scholars resource professmnals Congressmnal and

* Administration representatlves, federal, tribal, state and local officials, the

busmess commumty, and the general pubhc Hundreds of 1nd1v1duals from

these constltuencres have contrrbuted their effort and msrght in small worklng

- group sessions, at public meetings and through ertten subm1ssrons durmg

o publlc comment perlods

" The Symposzum wds desrgned to functlon asa Workmg congress As such, it~ |
. was. charged by the Steermg Comnuttee w1th revrewmg the problems and '
challenges confrontlng the National Park Servrce, dehberatmg issues and
: optlons, and then proposmg strategres and recommendauons To assistin
- gathermg the information, knowledge and perspecuves it would needto
. produce a halanced and comprehensrve report for the Drrector of the Natxonal
Park Servrce, the Steermg Committee convened “Workmg Groups” of

, 'knowledgeable 1n51ghtful and dlverse ‘ ' v ‘
S ORGANIZATIOTNAL ) RENEWAL

. RESOURCE STEWARDSHIP
asked to consrder four encompassmg areas © PARK USE AND ENJOGYMENT. .

“of Park Servrce pohcy and management - ENVIRQNMEVNTAL LEADERSHIP

' '1nd1v1duals These Workmg Groups were

/ : The Workmg Groups were chalred by four emment Jeaders i in matters of

O ‘pohcy and management Phrhp Odeen (Regional Managmg Partner of

»Coopers and Lybrand)/Orgamzatronal Renewal John: Sawhrll (Pre51dent of
. ,The Nature Conservancy)/Resource Stewardshlp, Charles ]ordan

V(Supermtendent of Parks and Recreauon for the Clty of Portland



‘ Oregon)/ Park Use and En)oyment and Daniel Evans (former Governor =
| and United States Senator from VV ashlngton)/Envrronmental Leadershrp
~In addltlon to the chalrperson each Workmg Group cons1sted of avice .
chair, three managers from the l\anonal Park Serwce and five citizen.
.members The Park Servrce members represented various park units and
programs and a broad r range of professronal experlence and expertrse ,

"szen members of the Working Groups also represented a broad range of

backgrounds, perspecti\}es e;rperience, and knOWIe’dge All were invited to

partrcrpate ‘on the b351s of thelr reputatrons for thoughtfulness open—

: mmdedness and capac1ty for innovative thought

The Working Groups weré formed in S‘pring 1991, and each met twice i’

~ extended working sessions. ‘At these sessions, problems and challeniges were

discussed, opinions were s’oug'ht and heard, and prehminary‘

recommendatrons were formulated. Interested individuals vuthm and
E outsrde the Park SerV1ce provrded Wrrtten and oral comments to the

Workmg Groups At various pomts throughout the process, Congressronal .

representatives and their staffs as Well as key members of the Executive

Branch were- consulted Their perspectrves and msrghts contrlbuted to the

scope and depth of this revrew

, Based upon eirtensive deliberations and discussions, the 'Working Gr_oups
“produced draft reports which served as the bases for debate and discussion
“among the particip‘,an'ts 'in'the Vail sympos‘iu_m._N carly half of the people .

~who attended were ffom organizations and institutions outside the National

Park Service. -Thev represented an. extremely diverse array of interests arid -
perspectlves and dramatically underscored the fact that the Park Servrce

cannot funcnon ina soc1a1 pohncal or lnsntutronal Vacuum The frank

dlalogue that occurred at Vail-has contnbuted cruc1allv fo the Svmposrum
' 'process, and will mform and strengthen the Servrce 5 efforts as it moves to,

P 1mplement the resultmg recommendanons




- Dunng the symposmm, partlc1pants engaged in dozens of dlscuss1on séssions, -

v critiquing, modrfymg and expandmg upon the prehmmary recommendauons

~of the Working Groups The v1ce—cha1rs and members of the Workmg Groups -

" led these substantive pohcy dlscussmns In addmon plenary sessions presented L

" the views of dlstmgulshed governmental and c1nzen leaders or nauonal and -

o :mternatlonal park system affa1rs

E The Workmg Groups ﬁnahzed thelr reports to the Steermg Comrmttee after
- ‘,rev1ew1ng the input from parnapants as well as the written and oral -

) subm1ss1ons from the pubhc and from Park Semce employees These reports R

o together w1th past reports on the Park Service and public comments recelved

Cin writing and i in testnnony at open meetmgs conducted by the Steermg

_ Commlttee under the Federal Adwsory Commlttee Act have: all been’
consxdered by the Steermg Comm1ttee in preparmg 1ts final report and
recommendanons The ﬁnal Workmg Group reports accompany '

- thls document

}v The reports of the Worklng Groups embody a compelhng breadth and depth .
.of understandmg of the Natlonal Park Service — its. problems, challenges, L
'v_constralnts and opportunlnes They move well beyond generalmes presentlngf" '
: -spec1ﬁc, acnonable recommendanons that should command the attenuon of V
“managers and pohcymakers ]ust as they have commanded the attention of the
: Steerlng Commlttee The: many 1nd1v1dual recommendauons of the Worklng
’ 'Groups should serve as cruc1al pomts of departure for 1mplemennng reforms

- - andi mlnatwes spurred by the 75th Anmversary Symposmm Undoubtedly, as

“‘the Dlrector and other managers and pohcymakers proceed in these dlrecnons, s

: -'modlﬁcauons expans1ons or deleuons of. spec1ﬁc reeommendauons will occur.
| , Such is the challenge as the 75th Ann1versary Symposmm moves from study to.- |

2 -acnon The Steermg Comm1ttee s spec1ﬁc recommendanons draw from and
‘synthesrze rnany of the recommendauons of the Workmg Groups Our ‘
hrghlighnng of parncular items’ does not 1mply re}ecnon of others ‘Rather, We |

. have: dlrected our attennon to those recommendanons Wl‘llCll estabhsh Central

' 'themes and strategres for Park Serv1ce reform




Clear and convincing mandates for action have emerged from the Symposium.

“These mandates come together in this report as the set of six strategic

objcctives noted above. The strategic objectives support the underlying-

purposes and responsibilities of the National Park Scrvice and the National
* Park System. They are a pragmatic expressmn of our vision of the Park Service

s wlnch should guide the nnplemcntanon of reforms and initiatives, 111e specific

recommendat;ons put forth below are mtended to advance this vmon
logether the strategic objectives and ru.ommendauans forman appropnate

foundation for fundamenml and durable re]uvenanon and change in the

: Nationa! Park Service. This foundation is the “Vail Agenda.”

s




' :A Statement of Condmon x

‘The \Tat:tonal Park Servrce has great strengths — and it has ma)or problems
. Wrthout questlon its greatest strerigth is its employees F or the vast ma]orrty
of its employees to| work for the Park Servrce is to engage in an ever- renewmgr '

- project of preservrng and protectmg some of the nation’s and the world’s most

‘meanmgful and enrrchrng —and, often most fraglle and threatened — natural

~and cultural resources. Throughout the organrzatton the rndmduals who work

3 for the Park Semce are precrsely those Who are drawn'to ‘this challenge and

“who hold foreefully to personal stakes in the units and programs for whrch

. in other sister federal agencres and desprte the Common frustratrons assocrated ,

‘wrth bureaucracres and polmcs

: When 1nd1v1duals wrth this much dedlcatlon encounter roadblocks to ‘
- "perforrnance, the resultis a weakening of morale and effectrveness Perceptlons‘
B exxst among many employees and observers —and not w1thout bases in reahty _
. —that good job performance is 1mpeded by lowered educatronal requrrements
-and erodmg professronahsm that i initiative is thwarted by madequately trained S '
managers and pohtrcrzed decision makxng, that the Park Service lacks the

} 1nformat10n and resource management/research capabrhty it needs to be able ‘

* the Service is being diluted by 1ncreas1ng and tangentlal responsrbllmes, that
, ':there isa rnlsmatch between the demand that the park unrts be protected and
’» the tools avatlable when the threats to park resources and values are ’
' ,,ylncreasmgly coming from outside” unrt boundaries; and that cornrnunrcatron
: -wrthm the Service repeatedly breaks down between field personnel and

"-regronal and headquarters management The result of these | perceptlons is that

. These threaten the agency s capacrty to manage and protect park resources in

‘the short run, and can 1mpede the agency $ future ab1hty to attract and retain

‘ THE NATIONAL PARK SERVICE AFTER 75 YEARS R /K_\\/

: they are responsrble They are drawn desprte a pay scale that is. comrnonly one '

- or two steps below that of comparably responsible and experrenced employees -

to pursue and defend its mission and resources in Washmgton D C and inthe

communltres that surround the park umts that the mission and the budget of '

the Nat1onal Park Servrce faces srgnrﬁcant miorale. and performance problems

L 'employees with the educatron skills and dedlcatlon of the current workforce o
' Many of the recommendatlons of the Workmg Groups aim accurately at -

overturnmg the reahttes that underhe these perceptlons



" Beyond the energy and dedicaﬁion of its ém}iloyees ‘the second great strength -

of the Park Service i is the quahty of the herrtage and tecreational resources

“under its’ management. These resources are the foundatmn of the broad base -

of public support for the bemce and they are . the source of the natural

: 1nchnat10n to look to the Park Service to manage new resources that mlght

warrant pmtecuon Notwithstanding their quahtv, the resources of the Park

© System now encompass a markedly diffuse range of pubhc values. Citizen

- support for and interest in individual units varies ‘greatly, as do the

contributions each wunit makes to the national heritage. Requisite personnel

skills; organizational structurés, and management demands also vary greatly.

" The 359 units of the ‘bark'sﬁtem are arraved in more than 20 separate

clasaﬁcanong which aptly deseribe the svstern 5 dlsperuon 1r1clud1ng rational

: ',battleﬁeld national battlefield site, natiopal battlefield park; natlonaf hlstorlcal

park, natonal hrstorlc site, national ]akeshore national monument nauonal

_memo_rral, national rmhtary park, national park, hational preserve, national
river, wild and scenic riverway, national recreation arca, national seashore,

" national scenic trail, iriternational historic site, national heritage cortidor and

natlonal parkway In addmon the Narronal Park Serv:ce is responsible for

numerous and valuable external programs of support and assmtan(_c which have

: Jmpact bevond the boundaries of the Natmnal Park System and even bwnnd

the United States.

| Some spectﬁc park uhits or programmanc responmbdmes m;ght arguablv, be
: better placed with other pnvate, state, local, rnbal or federal agencies.
:Nevertheless, the broad range of 1 resources and. functlons now managed by the

N atlonal Park Service represents 4 permanent reality, Effectjve management.

of such a dlffuse system requires the abandonment of any hope fora smgle
srmple management phﬂosophy This is partmularly difficult for an agc_n(_y
w1th its. orlgms —and its ldentlﬁcamm in the public’s mind — in the -
management and protecnon of the nat:on s most spectacular natural areas, the

c,rown jewels
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- The Symposmm process ehcrted numerous proposals that do not and should

: 0ot apply to all 1 units of the system “The parks should he managed as '

- envrronmental classrooms” “The parks should he managed for recreatron »
(‘“The parks should be managed to teach Amerrcan hrstory » The challenge for. .
the Park Service is'to ennnc1ate ob]ecnves which match the breadth of its ', ,

‘ 'responsrblhtres and. allewate intra-agency conﬂlcts Wthh result from the desne

fora smgle narrowly focussed management strategy. The Natlonal Park

S Servrce manages a portfolro of assets; it, must learn and 1mplement the

: strateg1es of a portfoho manager This- means ‘récognizing that all of the units -

o and programs of the agency. contribute to pubhc value, but that the ways that

: these contnbunons are made and the forms that they. take are Varled

- The units and programs of the National Park System, taken together,have an’
important story to tell —a story that is, at once, interesting, i instructive, and

»1nsp1r1ng “The Nanonal Park System has the potentlal to brmg together the .

L landscapes places, people and events that contrlbute in: umque ways © the

'shared national experrence and values of an-otherwise h1ghly diverse people

Unfortunately, there is wrdespread concern that the story is gorng untold that

- w1thout resources, tralnlng, research approprlate facilities and leadershlp, the
o -jPark Service is in danger of becomrng merely a provrder of “dr1ve through”
- _tounsm or, perhaps, merely a trafﬁc cop stanned at scenlc, mteresung '

" or old places

e There are. mulnple sources for this concern. Managlng and protecung the
System s natural cultural and recreanonal sites: and programs are tasks for L
- | professronals — rangers, 1nterpreters scientists, planners, managers .The same " - -'
“can be sard of the tasks of- understandmg and commumcatmg hlstory, or )
brology, or. cultural srgmﬁcance or archeology, or geology Meeung these '
' 'respons1b1htres requires. educauon research and experrence in specrahzed and
t techmcal fields. But profess1onals are expensrve and low grade structures have
1mpa1red the abrhty of the Park Semce to attract and retain quahﬁed

- :personnel They have also gradually forced the weakemng of many edueanonal -

Tl



| stand'ards for employment Training hndgets, ‘meanwhile, have tended to be '
- focussed on mandated law enforcement and administrative compllance

' responsrhﬂmes The problems of mamtammg a profess1onal workforce are 7
~only exacerbated by perceptions that management 1tself faces the need to '

enhance its professronal competency, or is sub]ect to polmcal lnterference that

- drlutes any bolstermg sense of mission,

E Addmonallv, as the Natlonal Park System has. expanded units and programs

* have been added that arguably have lacked sufﬁaent nauonal SIgmﬁcance to
warrant Nanonal Park Service des1gnat10n Yet, such addrtlons to the system
: have had sufﬁcrent consntuent appeal and/or ¢ economic: development beneﬁts

in selected regrons to secure their 1nclusron in the Park Service portfoho

At the same time as _ne_lw‘" responsihilities have been added '-(and have attracted at.
. least initial fundi'ng),' the core operational budget of- the' Park Service has
_'-remamed ﬂat in real terms smce 1983 Meanwhlle recreanonal visits-to park
units have rrsen sharply (25 %) ovér the same perrod reaching almost 260
: ., million in 1990. Clearly, the capability of the Park Service to pursue its most -
central purposes of resource protection and public enjoyment is being _-
stretched thmner and thmner “These disturbing problems are not. the sole :

' responsrb1hty of Congress The Park Service, partly through its own inaction

" and partly due to constraints emanatmg from the Execunve Branch during the

1970s and 1980s, has lost the credibility and capabrhty it must possess in order -
to play a proacnve role in chartlng its own course, in deﬁmng and defendmg

ltS core mISSIOII

- The Natiohal- Park Systernshould be a‘source of national pride, communi_ty,
-and COnsensus It shduld'represent the land, the cultures and the 7
. experlences that have deﬁned and sustamed the people of the nation in the -
past, and upon which we must connnue to depend in the future. But todav,
the abrhty- of the National Park Service to achieve the most fundamental
aspects of its mission has been comproimised. There is a wide and drscouragmg
gap between the- Semce s potennal and its current state, and the Servrce has

arrrved ata crossroads in its, hrstory
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- _The baSIC facts and dlmensmns of the lssues, problems opportumtles and
“solutions have been artlculated and deﬁned throughout the 75th Anmversary
: ijrnposmm process An opportumty for- change has been created nothmg
: ‘more. and nothlng less: Chmces must now be made and action must now be

T .taken by those who are respon51ble for the future of the Nauonal Park System |

- the: Dlrector and employees of the Natlonal Park Ser\nce, the

Adrmmstratxon, Congress and the concerned and comm1tted pubhc If we fall

" to:seize thlS opportumty for change our common hentage will surely suffer.



) STRATEGIC OBJECTIVES AND RECOMMENDATIONS

The VazI Agenda

" ":Reform and rejuv enation of the Natlonal Park Semce must begm Wrth
. leadershlp that is capable of enuncratlng and 1mplement1ng clear and
' compelhng goals for parks policy and Park Serv1ce management But what
,v , goals~ Both within the Park Service and outsrde there exists consrderable v
vdrsagreement over both ob)ecuves and means of 1mplementat10n Should we :
.promote ecological protecuon? Recreatxom Internatlonal outreach? '

Involvement in local out of park land use pollcyD Ease of visitor access? More ~

in- park facrlrﬂes’ Noi in- park fac1ht1es:’ Aggressrve markeung of historic and

- cultural sites? Techmcal as51stance to prrvate and publlc partners who mlght

need our’ resources? -

- _iTlhese‘ are theikjnds of ouestjons ori uhich reasonahle people 'can'eas.ilV'
' dlsagree partlcularly ina socrety as econom1cally, demographlcally, ethmcally, ‘
-and culturally diverse as ours. The Steermg Comm1ttee has approached the
task-of resolvmg these challengmg questlons by first addressmg the overrldmg |

L purposes of the N atlonal Park Serv1ce

Why would a natlon want-a system. of national parks?’ If we can answer - this
: quesnon, it will help deﬁne the purpose of the National Park Semce asit .

looks’ beyond its 75 th anmversary mto the next century. Clearly, the units that

make up the N ational Park Systern of the United States are beauuful or-

interesting, or fun or restful or lnvrgoratmg, or otherwrse enloyable to those

* who'y visit them — but such wants can. be, and are, satlsﬁed through numerous :
: other pubhc and pr1vate sources, What rrghtfully drstmgulshes the ’\Iatlonal :
' Park Service from other prov1ders of aesthetrc, cultural recreauonal :
o enwronmental and ‘historical experrences and makes it the approprrate focus of .

a umque status and management ph1losophy>

- 'The answer lres in the hnk between the units of the Nanonal Park System and
;those traits of envxronrnent mlderness, landscape hrstorv and culture that
) blnd Amerlcans together asa distinct people ‘The units of the Natlonal Park

System should COnStltllte the srghts the scenery, the enVJronments the people,
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- the drversrty from Wthh we come

Park System

‘a contlnumg process of bu1ld1ng the nat10na.l communlty

the places, the events the confllcts that have contrlbuted elements of shared

:,natlonal exper1ence values, and 1dent1ty to burld a natlonal character out of

o We may dlsagree among ourselves as to the worth of the consequences of
- Columbus landmg in the Western Hermsphere but ve can not ser1ously deny o
: that his landmg shaped life and eVen landscape in the Umted States We can
: 'debate the larger issues surroundmg Anglo—Amerrcan expansmn that Custer s
: battleﬁeld at Crow Agency symbollzes but we cannot deny that i 1t symbollzes a«.vv- !
".deﬁnlng time in Amerrcan hlstory We can argue ‘whether i it is ecologlcally |

: 'sound to ﬁght ﬁres in Yellowstone Nauonal Park but we can not fall to.see
.that the very dlsagreement is any expressmn of values that we place in what we: »

. 'call natural env1ronments Tt is the ablllty of umque places, landscapes

enwronments, eyents, and people to become part of the natronal character that

‘ constltutes natlonal slgmﬁcance and Warrants protectlon w1th1n the Natronal

The resources protected by the Natlonal Park System harbor lessons that the

nation wrshes and needsto teach 1tself and replemsh in itself, agaln and agam

' v151tor after visitor. Thus )ust as it is the responsrbllrty of the system to protect e
- and nurture resources of srgmﬁcance to the natxon so must it also convey the '

meamngs of those. resources/thelr contrrbutrons to the nanon/to the pubhc in

It is the nature of park resources that thelr meamngs can and should be

conveyed ina multltude of ways For some units, thlS may occur through acts

< of rest1ve or acuve recreatlon, experlencmg the lmk between park resources -
and elements of the natlonal 1dent1ty in ways that words and plctures can not’

. adequately 1mpart A hrke in Glacier N: ational Park arguably conveys our -

“heritage of western w1ldness better than’ the r necessary lecture on the need for - L

" bear bells or any other preparatory 1ntroduct10ns For some park resources

on-site 1nterpretattve oral; v1sual and/or ertten commumcauon may be

appropnate and necessary How else to convey to the publlc the i mtrrcate
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ecology of Everglades 'National Park-or the link hetween Fort McHenry.and_
all that has followed its perlod of brlef exc1tement or Elhs Island and i its

indelible prlnt on our div erse people~ Across the units of the Park System, the

'rnethods mav vary; but the respons;blhty to tell each unit’s story is 1nseparable

from the reasons we p1 otect that storV ,

o - The ablhty of our national h1stor1c sites, cultural svmbols, and natural
‘ environments to contnbute to the pubhc s sense of a shared natmnal 1dent1ty is
at the core of the purpose of the Natxonal Park Service. The vision of the Park

’ Ser\uce that necessarllv follows is one in wh1ch the agency’s purpose isto -

preserve, protect, and convey the meamng of those natural cultural and

historical resources that contnbute mgmﬁcantly to the nation’s values,

" i character; and experience. To fully meet the challenge of this vision in the :

' cormng decades the National Park Serv1ce will need uncommon clarity in its

pohcxes anid compelhng leadersh1p in its management. The Steenng o

Comm1ttee beheves that the Service should be guided in these dlrecuons by

- key strategic ob)ecnves that can direct the agency’s plannmg for the future

: »_We have ldentlﬁed six such ob]ectlves as paramount

A




Strategic Objective 1: Resource Stewardship-and Protection. - .

‘It is in the nature of the kinds of resources that amation would want to
-embrace wrth a Natronal Park System t that those resources can be 1rreparably
: altered and degraded W1thout proper stewardshrp and protectron hrstorrc
battleﬁelds can be converted to the. landscapes of suburbra the structures and-
ob)ects that carry the” memory ofi 1nsp1rmg devrduals can be obhterated by -
| ‘decay, and the beauty and ecologres of umque natural areas can be 1rrevocably
scarréd. The natlon sneed’ for the contnbutlons that resources of these kmds
_can make to our herrtage, is not a. temporary need. The Value of natural and
cultural resources that convey 1mportant drmensmns of the natronal experrence
and character does not vvane with time; today s natlonal character is the parent
. of tomorrow s.An effectlve N aUOnal Park Servrce must-ensure contmurty and
'sustarnablhty in the public’s access to’ park values. Fallure to achieve this goal
Would constltute a fundarriental breach of the public ttust without protectlon
of park resources, other park valués such as. educatlon, enjoyment and -
‘ R ) " HENE recreation- cannot be sustamed Accordmgly, we recommend that the Natronal
' - Park Serv1ce adopt ' L

Strategzc Ob] ectlve 1 'The mission of preserving and protectlng the

: -Resource S tewa rdsh P and Protectlon - national treasures that belong in the National Park

" THE PRIMARY RE‘SPONSI':HL[TY OF THE ’

System'can only be met if the Park Servrce can ‘
NATIONAL PARK; SERVICE MUST BE:

, PROTECTION OF PARK RESOURCES FROM confront the threats to park resources and has the i
o INTERNAL AND EXTERNAL ]MPNRMENT . 'means of dealmg Wltl’l those threats. T he evolvmg
‘ economics and demographu:s oF AJnerlca are drrvmg
: economrc, socral and ecologrcal changes in thc regmns outsrde unit
' _boundarres These changes often can 1mpa1r pazk resources. Many formerly
-remote nataral area narks for example are seerng increasing, suburbamzatron
o -around their boundarres — often spurred by state anid local governments k
-anxious to capltalve on tourism-led regronal growth bnmlarly, many cultural
vand historic sites in and Tear urban areas-are ﬁghtlng to marntam the quallty of

,the1r ‘park units as their nercrhborhoods struggle wrth severe economicand -

; socral problems




Thus, although there is ambivalenee and:uneertainty among‘park personnel '

- the mandate of resource protectlon means that the preventlon of external and

transboundary 1mpa1rment of park resources and thelr attendant values should ;

be a central ob)ectlve of Park System pohcy lemg force to such a goal w111

req\ulm pohcres whrch recogmze that:

’RECOMMENDATION — THE NATIONAL PARK SERVICE SHOULD PROVIDE
T TECHNICAL AND PLANNING ASSISTANC—E TO PUBLIC AND, PRIVATE PARTIES ABLE TO
. MITIGATE EXTERNAL AND’ TRANSBOUNDARY THREATS TO PARK UNIT RESOURCES

AND TO THOSE ABLE TO INFLUENCE THE QUALITY OF VISITOR ENJOYMENT AND
ENLIGHTENMENT THROUGH THEIR PROVISION oF GATEWAY SERVICES

._-RECOMMENDATION _— THE NATIDNAL PARK SERVICE SHOULD UTILIZE AVAILABLE

RESOURCES EXPERTISE AND COOPERATIVE RELATIONSHIF’S TO ENSURE

. COMF‘LIANCE WITH APPLICABLE LAW WHEN EXTERNAL ACTIVITIES OTHERWISE

ENDANGER PARK RESOURCES

Rising concern about externally 'gerierated degradatiOn is motivated by rapid.
change 1n the. areas around and near many parks The currency of this concern,
. however should not be taken to mean that protectlon of resources 1n51de park

units has become asecOndary concern. The r_nandate of resource protecuon for

the beneﬁtof pr'ese.nt and future citizens must be upheld.-:Doing so, of course,
is not easy There is an 1nherent tension that surrounds the management of

park resources On the one hand 1t is appropriate that the public be provrded

N wrth access to park units so that park values maV be en)oyed and the1r meaning

to the nation may be conveyed On the other hand without proper

management pubhc aCCess can degrade park resources such. that the very .

» values that pubhc access is mtended to prov1de cannot be perpetuated

'The contrlbutlons that the park units and programs make: 1o the natlon s
‘ character take many dlfferent forms, as- do the approprrate means of conveymg ,

‘those contrrbutlons through the enjoyment and educatron of visitors. The

V1s1tor act1v1t1es approprlate at one site ‘may be wholly 1ncompat1ble with the

park values of another site. Thus, there is no 51mple and umversally apphcable

rule for’ managlng the tens1on between visitor use’ and en)oyment and the

- mandate of perpetual protectlon \/Vhat can be said is that the resources and -
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values that constxtute each park unit’s contrlbunons to the Natlonal Park

' System should stand at the center of parks pohcy We conclude that

RECOMMENDATION —_ EACH PARK- “UNIT SHOULD BE MANAGED TO PROTECT
vUNIMPAIRED THE SPECIAL RESOURCES AND VALUES THAT CONSTITUTE IT‘S

» CONTRIBUTION TO THE NATIONAL IDENTITY AND EXPERIENCE SuUcH VALUES MAY :

INCLUDE A UNIT s UNIQUE HISTORIC SIGNIFICAI\ICE CULTURAL LESSONS,
v'WILDERNESS TRAITS RECREATIONAL OPPORTUNITIES AND/OR ECOLOGICAL

. SYSTEMS

: RECOMMENDATION —_ NATURAL RESOURCES IN THE PARK SYSTEM SHOULD BE
MANAGED UNDER ECOLOGICAL PRINCIPLES THAT PREVENT THEIR IMF'AIRMENT

; CULTURAL DIVERSITY AND SOCIAL AND HISTORICAL CONTEXTS SHOULD BE

: 4‘ RECDGNIZED AS SlGNIFlCANT VALUES InN THE PROTECTION AND STEWAR’DSHIP OF .-
HISTORICAL AND CULTURAL RESOURCES._ ’

.-:"'The ‘;park values"” 'that“carry"sighiﬁcance to the pu’hlicand that are referred to.

-in Strateglc Ob)ecnve #1 do not all he Wrthm the’ Natlonal Park System '
;Mun1c1pal county, state, trrbal federal and even private agents are entrusted
with the protecnon of park values that contrlhute to the fabric of the nation.
On the bas1s of its experlence and capac1ty, the Nanonal Park Service i s

. especrally well su1ted to assrst these partles even when full lnclu51on ofa

: partlcular site 1nto the Natlonal Park System is nnpracueal or 1nappropr1ate In

fact, as Amerlca becomes 1ncreasrngly global inits focus and outlook the

P Natlonal Park Semce has an 1mportant 1nternat10nal role to play in

. preserving, protectmg‘and conve‘ylng the meaning of park_ resources.’

- Thus recognlzmg that the Park Servrce is not alone in 1ts concern for the

; preservatlon of natural and cultural resources:,

RECOMMENDATION —_— THE NATIONAL PARK SERVICE SHOULD SEEK ACTIVE

- VV'PUBL-IC AND PRIVATE PARTNERS ENGAGED lN RESOURCE PROTECTION RESEARCH

’ jEDUCATJON AND VISITOR ENJOYMENT THAT ARE CONSISTENT WITH THE y

) OBJECTIVES OF PROTECTING PARK' VALUES AND CONVEYING THEIR MEANING TO

ITHE PUBLIC
RECOMMENDATION el THE NATIONAL PARK SERVICE SHOULD REINFORCE ITS
. »2 ROLE AS A WORLD LEADER IN PARK AFFAIRS THROUGH AGREEMENTS AND :
’ -IACTIONS WHICH FACILITATE THE EXCHANGE OF INFORMATION DEVELOPMENT OF
: ENVIRONMENTAL AND CULTURAL RESOURCE PRESERVATION STRATEGIES AND
PROTECTION OF C.RITICAL WORLD RESOURCES



RECOMMENDATION ~— PROGRAMS, SUCH A5 AN AMERICAN HERITAGE AREA

. PROGRAM, SHOULD BE ESTABLISHED TO PRESERVE AND PROTECT NATURAL,
CULTURAL AND H[STOP:CAL RESOURCES THAT ARE WORTHY OF NATIONAL
RECOGNtTlON BUT THAT DG NOT MEET THE REGUIREMENTS NECESSARY FOR
FULL INCLUSION IN THE NATi()NAL PARK SYSTEM. SLCH PROGRAMS SHOULD -
MARE USE OF PUBLIC AND PRIVATE SECTOR PARTNERSHIPS, TECRNICAL.
ASSISTANCE, AND PARK SERVICE SUPPORT.

RECOMMEN'DATEON - THE NATiONAL F’AEK SERVICE SHOl‘JLD FULLY IMPLEMENT,
AND BE PROVINED. RI‘:QUISITE FUND[NG FOR, EXISTING LEGISLATIVE MANDATES -
. UNDER F‘UBLIC Law 83- 29 F‘EQUiRING THE DEPARTMFNT OF INTE_RIOFZ TO
PRQ'_}IJCE AT FIVE-YEAR iNT':RVALs A NATIOMWIDE HEL.REATIOM PLAN; THE LAND : |
~AND WATER_ CONSERVATIC)N FUND ACT; THE, U_RBAN FARKS AND RECREATION - ‘
. RESOURCES ACT; THE HISTORIC ‘PRESERV'ATIOB': FUND ACT, AND RELATED
* STATUTES, o ) S

The last of these recomni__enda'tions reflects the need to close the gaps between . ‘
potential and performance. Under the stateside portion of the Land and Water : ' |
Conservation Fund, for'exqmple; the National Park Service has'respbnsibilities

for much-needed assistance to state and local gove.rrnm.nts Yet, such

: respomlblhtles have bcen permlttc,d to lapse over recent years. Pulﬁlhng the _ |

. promlse'of a significant role for the Park Service in supporting and assisting

|
 other resource agenmes will requ;re two prlmarv changes in the status quo: , -
‘ .adequatc federal fundlng and aggressrve leadershlp ﬁ'()m the Setvice. If the
. Park Setvice is not dete:mmed to prcmde the necessary 1eadersh1;), diese.

e}itc‘mal fﬁncti‘ons should be trans.ferred‘m other agencies. Cértainl}f, to allow

such functions to langumh-—dut to either a lack of 1eadersh1p or inadequate

ﬁmdlnggls to 1gnorc the puhhc s Interest that underhe:: the lamslamm ;

‘mandating an-important external role for the Park Service. -




Strategic Objective 2: Access and Enjoyiment.

The emphas1s in ‘the ﬁrst strategrc ob]ectrve on protectlon of park resources |
‘ ;'should not be construed to mean that park units should be managed as-
fortresses rmpregnable from the outsrde and off- lrrmts to the pubhc After all
o the unrts of the Park System are properly 1ncluded in that system when they
- possess 1mportant values that should be conveyed to the publrc The natronal
- park units exist for the en]oyrnent recreation and enhghtenrnent of the present -
"and future pubhc Pubhc exposure to and experlence in the park umts allows ”

',_themto convey'therr significance _and place ini-the fabric of t_h_e nation.

’.-.Whrle pubhc access and en oyment are essentral elements of the purpose of the ;
' Park System, rt should not be the goal of the Natlonal Park Servrce to prov1de

: ‘v151t0rs w1th mere entertamment and recreatlon . Rather, the ob;ectxve should
be to provrde the pubhc wrth enjoyment and enhghtenment attendant t those -
park attrrbutes that constltute each urnt s specral meamng and contr1but10n to

the national character Thrs is-use and enJoyment on

Strateglc Ob}ectlve 2

the ark s terms. It is entertamme t, educatron and
“Access and En;oymertt 2 n »

EACH PARK UNIT SHOULD BE MANAGED T ] recreatron with meanzng

PROVID;—_ THE NAT]ONS DlVERSE puBLC .t S o o
“WITH ACCESS TO'AND. RECREATIONAL AND " "The ‘Nation‘al Park Service 'should not, for example,
EDUCAT‘ONAL ENJOYM FNT OF THE '—ESSONS, : }ust provrde access to scenery It should- provlde

CONTA'NED N THAT UN‘T WHILE. . access to scenery in a manner that provokes the .

MAINTAIN[NG UNIMF’AIR'—D THOSE UN(QUE' 2 '
: sentlments of wonder and good fortune as wcll as the.

ATTRIBUTES THAT ARE TS CG\ITR‘BUTEO\‘ - :., sense that there is a tapestry of: such s1ghts woven'
To THE NATIONAL F’ARK SYSTEM.
: together into Amerrca (and, mcreaslngly, Earth) the-
Beautlful The evrdence of our popular culture with its ubrqultous .
jwdeographw and photographlc 1mages conﬁrms the ability of the layered
geology of the Grand Canyon or the stoicism of Canyon de Chelley or the ‘
ma]esty of Yosermte Valley or the serenlty of Acadla s.coves to define a portlon
of Amerrcans conceptlon Qf their nation and envrronment in thls way
Smnlarly, the N ational Park- Servrce does not )ust preserve threatened
: 'ecologlcal mches /other agencres and laws can and do address such problems |
The Park Serv1ce should and does protect ecolog1<:al systems in ways that allow
R ',the publrc to’ learn from and see their values at work from the grrzzhes of

Denah Natlonal Park and Preserve to the ﬂora of Sapuaro Natronal

. Monument
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Slmﬂarlv, the \anonal Park Sysitem should not merelv report events that

. happened here or there.. Tes hlst{)rlc sites and resources shouId pm\nde the .

expenences of hlstorv- that svmh(xh:re and tcach about the 15‘;\1&:3 and values that

R ha\.e shaped the nation’s course. Is there any doubr rhat the texn]c mills of

B Lowell ar the bell tower at Tndependence Tall or the grzn es at Gr.ttysburg

represent deﬁnmg events and Umev. in the shaping of the country and 11er

peop163 By the same standard, the Natlonal Park Sernua should not simply

prcservc interesting Lu]tur.-ll artlfat_ts It should prOVJde expo:;ure and 1n51ght

' into the cultures that ~directly and 1nd1rect1y give us individuai and shared

1dent1ty, from Longfellow ‘house to Martin Luther ng s home to thc mall.

Cin W’aqhmgton D C

In short, the resources in the NatioxialPark-Systém are not just scenic; rhe}'-are )

- not just old and i mterestmg, they are not rnere]v memorable Nor is the Park -
» .Semce approprlarcf}r }ust an encrgetlc guardlan or pleas‘,’lnt tour gmtlL There

s -meaning in these s;tes, these ccosystcms, these hlhtorl(_ events, these people ,
o -and their cuiture The meamng should come from each park’s special,

jnauonally s1gmﬁcant qualmes

btated 1n this way, the Park Service really is a porrfoho manager Fverv umt
does nov have to be managed in preasely the same way; activities that are
mcompatlble with one park’s unigue-and properlv protected quahncs may not

be'so at ‘another unit, Rafrmg ani cannemg cr)nu:ss:ons may be whull}

- mmmpanhle with protection of the unique w1ld11fe of Katmai National Park

A andPr-eservc, but consistent with visitor enjoyment and the natlonal herltage :

qualmes of GrandT: eton I auonal Park. A snack bar. or restaurant may degrade

- the tranqulhtv necessary for conveying the hlstorv 1n]effcrson s memorial, but'

.enhance the quality of. visitor exper;snce at Gatcway National Recreanon

Area The Park Service appropnate]y prowdes a portfoho of park and

B wﬂdcmeSS expenences and values to the public, but the portfoho is umted by a

single ob;ecuve. contribution to a shared pational character. -
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The Steerrng Cornmlttee recogmzes that provrdrng for pubhc access and

- puhllc en]oyment and enllghtenment on the one hand and protectlng park

. resources and Values on the other, often come mto conﬂ1ct V151tors to park

o umts use park resources they take up space, they requrre transportatlon food

. (often) shelter waste facrlltles, trafﬁc control v1ew1ng areas, and 50 on.
L1rn1tat10ns on access and use are approprxate where they threaten 1mpa1rment '

Cofa unit’ S spec1al qualrtres and where they s1gn1ﬁcantly threaten the quahty of i

" overall visitor experrence (through for example, crowdrng or mutually

drsturblng recreatlonal act1v1t1es) Accordrngly,

RECOMM‘E‘NDATJCN — THE "NATIONAL PARK.SERVICE SHOULD MINIMIZE THE
" DEVELOPMENT. OF FACILITIES WITHIN. PARK BOUNDARIES TO THE EXTENT .

S CONS!STENT WlTH THE' MISSION OF CONVEYING EACH INDlVIDUAL PARK UNIT'S -

; ‘SIGNIFICANCE TOTHE PUBI_IC S B
RECOMMENDATION —VWHERE WILDERNESS VALUES" ARE PRESENT, IMF’AIRMENT
‘OF THOSE VAL.UES SHOUL_D NOT BE COMPROMISED. : s

RECOMMENDATION — THE REPAIR AND MAINTENANCE OF EXISTING PARK
‘_FACILITIES SHOULD BE UNDERTAKEN AND DESIGNED TO FULFILL THE. PURPOSE
) “OF' CONVEYING P-ARK VALUES TO THE PUBLIC WHILE PROTECTING THE 5PECIAL~

QUALITIES OF EACH PARK.UNIT.

RECOMMEN’DATION — FACILITIES THAT ARE PURELY FOR THE CONVENIENCE oF
VISITORS SHOULD BE PROVIDED BY THE PRIVATE SECTOR IN GATEWAY.
’COMMUNITIES )




Objéctive 3: Education and Interpretation

B Access to the spemal qualmes and story of each park does not mean solely, or
~ even necessanlv, simple personal visitation, “Just showmg up " is hkely to be
1nsufﬁc1ent to derlve full: -enjoyment and enhghtenment from the unique
resburces that each park offers. Conveymg the meamng — the Contrlbuuon to
'natlonal 1dent1ty —of each unit’s resources will generally requ1re aggresswe
efforts in education and i lnterpretatlon by the National Park Service. Even in
Athe case of w1lderness Where the spec1al qualities of the park mlght enta1l thetr
express1on through conternplatlve experience; a diverse and often unprepa_re_d :
pubhc may requrre varying degrees of 1ntroduct10n to park values. More o
generally, access to the meaning of the publlc assets contamed in each park
unit can and should be prov1ded through a wide range of on-site:and off—slte
' st:rateg1es “front country’ fac1ht1es professional mterpreters 1nterpretatlon by
. other service employees and concessionaires, written and visual materlals,
educational outreach to area schools research opportunltles for interested

professmnals The challenge is to match the method

Strategzc Ob,rectlve 3

' of communication WItl‘l the needs and perspectives of
Educatlon and Interpretatlon ‘ S - - S 40T perpEctly

IT SHOULD BE THE RESPONSIBILITY OF THE the dl_verse segments Qf the PUthj
, NATIONAL PARK SERV‘ICAE‘TO'FINA'I‘ERP'RET AND T ’ A
" CONVEY EACH PARK u Nl_T’_s’_Ar_\lo THE PARK - Un‘fortunately, thePark Service: comminnent,fand
' .'SYSTEM’S—CO'NTFk'IBI;IT'I'ONS TO Tl—lE l\lATlON’S ~ ability to cormit, to a'rnission of proactive educatiOn
VALUES, CHARACTER “AND EXPER'ENCE- and mterpretauon asa hlgh prlorrty has waxed and.
waned Educanonal outreach is rare and not systemlc dependmg on the
admlrable 1n1t1at1ves of 1nd1v1dual supermtendents, rangers, and i interpreters.
Interpretatlon meanwh1le is seen by the workforce as having often been
-assigned a low level prlorrty with a “minimum is enough” standard. In part,
 this reflects thinning and instability in funding and the channeling of budgets
- into other, mandated responsibilities and functions; in part, it reﬂects ‘
ambwalence about encouragmg VlSltatlon in part, it reﬂects a lack of stamtory :

: language supportmg education and 1nterpretat10n as core objectives of

~the Park Systern; :




_ ‘This situation should be remedied. As the vision-of the Park Service that we
have expressed above indicates, conveying the meaning of park resources to
o the nation’s public should be seen as acentral reason for having a National -

'Park System in the first place Through internal efforts and Ieglslatlve support

the National Park Service should formahze and pursue a commltrnent to

educauon and mterpretatlon Numerous recommendatlons of the Workmg

- Groups speak to thxs task Itis partlcuIarly 1rnp0rtant that

" RECOMMENDATION —— EACH VISITOR TO A'PARK UNIT SHOULD HAVE. ACCESS'TO A
-+ BASIC INTERPRETATION OF THE UNIT'S UNIQUE FEATURES AND SIGNIFICANCE

THE PARK SERVICE SHOULD INVEST N INNOVATIVE EXPANSIONS OF ITS ABILITY

,TO PROVIDE INTERPRETAT‘ON THAT ENHANCES VISITOR ENJOYMENT AND

ENLIGHTENMENT

| RECOMMENDATION — THE NATIONAL PARK SERYICE SHOULD LAUNCH A SPECIFIC.

- PROGRAM OF EDUCATIONAL OUTREACH, DIREGTED AT SCHOOLS AND COMMUNITY
GROUPS AND DESIGNED TO MAXIMIZE THE PUBLIC’S ACGESS TO THE UNIQUE

* ECOLOGICAL," HISTORICAL, CULTURAL, AND GEOLOGIC LESSONS CONTAINED IN

THE PARK SYSTEM,

I the Park Serv1ce is to fulﬁll the ob]ectlves -of education and 1nterpretanon it
* must lnvest 1n understandlng the resources it protects and the consntuenc1es

that it serves The Steerlng Commlttee has been struck by the pauc1ty and

certamly, the ; unevenness of the knowledge that the Park Semce has and/ oris

eabIe to use on these fronts Wlthout 1nformatlon on such matters as the kmds

of actlv1ttes that most threaten umque park resources, or the perspectlves from

Wthh VlSltOI'S see and CXPCI'ICI’ICC park I'CSOI.II'CCS, CICCISIOIIS on use access,

vk 1nterpretatlon medla and necessary facrhtles WlII lack authonty, cred1b111ty, and
- valie to the pubhc Nor can the pubhc s mterests in the NatlonaI Park System be weII

served Thus, v we conclude that

RECOMMENDATION - THE NATIONAL PARK SERVICE SHOULD EMBARK UPON A

SYSTEMATIC, PARK-BY- F’ARK USABLE INVE\ITORY OF INFORMATION ON PARK

-RESOLRCES AND VISITOR NEEDS

: RECOMMENDATION - COMPREHENSIVE INFORMATION ON PARK UNIT RESOURCES

AND PUBLIC NEEDS ACQUIRED BY RESOURCE PROFESSIONALS AND SOLICITED

. FROM CITIZENS SHOULD BE INCORPORATED DIRECTLY INTO' THE MANAGEMENT OF

PARK UNITS AND OT‘HER AGENCY PROGRAMS WHICH SERVE .

- THE PUBL_IC
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: 'Str’a‘_teg'ic_Objecti_ve 4: .Prodctive' Leadership

The strategxc ob]ectrves that we have set forth for Natlonal Park System pollcy
require that the N auonal Park Service possess personnel and orgamzatlonal
‘structures that are up to the-1mphed and. exphc1t tasks As we have stressed

- however, the Natlonal Park Servrce faces some severe challenges — budgetary
: constramts ‘eroding professronahsm a cadre of senior managers nearing, .
renrement 1nher1tance and i 1mposmon of i mapproprrate Rew units, madequate

trammg and employment standards What can the Park Semce do at a tlme

“when its problems seem 50 pervaswe'3 Whrle there are no panaceas the Serwce h

' should strwe for contmuous 1mprovement Tt is the wew of the Steering
Committee _thatprogress rhust start with adoption ofstrategrc management -
objectives that a'dequately. confront the problems at hand, and leadership

: througho_ut the System_that is capable of implem’enting those objectives. -

= Throughout the Symposmm process the Steerlng Commlttee has heard

K

varjations on a repetmve theme The National Parl( Service has lost the ab111ty‘

to exerase leadershrp in determmmg the fate of the resonrces.and programs 1t

manages At the level of the. overall system, the Park Servrce is Varlously seen

-as run and -overrunl by Congress the White House, the Secretary of the

: Interror prlvate interest groups, or. publlc interest groups At the park unit t and ks

reglonal level 51m1lar percepuons pervade the view of the Park Serv1ce itis -

purely reacuve to external pressures it is uncertam as to its role vis——vis other

federal tribal, state, and local authorltles 1t is not armed Wltl’l the resources, o

legal authorltles or 1nformat10n needed to confront external 1mpacts, its
personnel lack experlence and trarmng to deal w1th public pressure and the
L necessity of securmg pubhc support for park initiatives;'its management :

| budgets are channeled into-special prolects and excessive adrrumstratlve layers

(llVOI‘CGd from core functlons of the park units and other agencv programs

\/Vhlle 1nd1v1dual assertions of these types often tend to be overstated- and
' reﬂect the observer’s parueular standpomt the Steermg Comnnttee concurs.
* with'the general dlagnos1s An efféctive agency knows i 1ts problemis and

' prospects; and has the capacity to ‘frame and participate fally in debates over its




N T

pohcres budgets powers and future drrecuons The Natlonal Park Serv1ce

. urgently needs to 1mprove its capacrtles in these areas. In short

s'frate-gi'c Objécti\'/é 4

Proactzve Leadershlp

8 THE NATIONAL PARK SERVICE MUST BE A =
~ :Management and Budget the Office of Personnel

LEADER IN LOCAL NATIONAL AND

INTERNATIONAL PARK AFFAIRS ACTIVELY.

PURSUING THE MISSION OF THE NATIONAL.

PARK SYSTEM AND ASSISTING OTHERS

LN MANAGING THI—:IR B

PARK RESOURCES AND VALUES

STRATEGIC PLANNING

27

At the systern Ievel the Natlonal Park Serv1ce deals , '

most. dlrectly Wlth Congress the Ofﬁce of

Management and other resource agencres 1nsrde and

outsrde the Department of the InterIor It also deals
with i 1nterest groups, public and prlvate each '

typrcally trying to sway the: dlrectlon of Park Systern

polrcy Wrth its strong asset base of park units and 1ts

foundation of public support the Park Servrce

’ potentrally brrngs a great deal to the table What has been- mlssrng7’ The
Symposmm process has 1nd1cated several answers and attendant

recornrnendatrons that we endorse

' ’The ﬁrst concerns focus on organlzatronal functlons Asa number of the

Workrng Groups and many* Syrnposmm paruelpants addressed

) RECOMMENDATION - THE NATIONAL PARK SERVICE SHOULD ESTABLISH A
. HEADQUARTERS OFFICE QF- LEGISLATIVE AND POLICY ANALYSIS AND
X REESTABLISH WITHIN THIS OFFICE A CORRESPONDING LEGISLATIVE PROGRAM

N RECOMMENDATION — THE NATIONAL_ PARK SERVICE SHOULD ESTABLISH AN
'_ OFFEICE OF STRATEGIC F’I_ANNING CHARGED W]TH DOCUM.ENTING lMPEDIMENTS
iTo THE MISSION OF THE NATIONAL PARK SERVICE GENERATING FEASIBLE
SOLUTIONS AND FUNDING REQUIRI—:MENTS AND COMMUNICATING THESE TO THE
) DIRECTOR AND" THE OFFICE OF LEGISL..ATIVE AND POLICY ANALYSIS .

'_RECOMMENDATION - THE NATIONAL F’A'R‘K SERVIVCE SHOUL'D REESTABL_ISH' AN
AREAS STUDY PROGRAM COVERING BOTH NATURAL AND HERITAGE RESOURCI—:S .
AND, GHARGED WITH INITIATING AND’ RESPONDING To PROF’OSALS FOR PARK
SYSTEM ADDITIONS. THIS PROGRAM ‘couLp BE BAS}:.D WITHIN . THE ‘OFFICE OF

:_We note favorably that the Drrector has already undertaken the second of
these recommendauons and is proceedrng with the thrrd These

vrecommendauons are dxrected at. allowrng the Park Servrce to do. the quahty



" analysis and produce the critical s_tu.dies’through which it-can assert leadership:

©in the pursuit of its mission' It is the nature of the ppublic policy process .that' A

such leadershrp requires an agency such as the Park Service to arm n itself w1th

argument and mformatlon when it WlSheS to stand up for its interests. The

Service must be able to produce and communicate qu1ck1y the credlble written

study or the in- depth oral testimony, founded on hard analy51s and sound data,

‘when i its 1nterests are at stake. Such information and capablhtles are valuable
every time there isa need to 1n1t1ate pohcy or agency ‘reform, or When matters
‘affecnng its' mission, its personnel or 1ts organization arise in Congress

- elsewhere in the Admlnlstratlon, and/or from the pubhc

Throughout government this. capamt) for substantive engagement in the

- policy arena drsnngmshes orgamzatlons that have a strong vo1ce in
- determmmg their fates from those that are at the mercy of pohcy pamcrpants

) which are better prepared and armed with persuaswe drguments and

1nformat10n -Without the Ionger and shorter term capablhnessought in the

:creatlon of officés of s strateglc planning and legrslanve and policy analysls,

’ »respectlvely, the Service will conttnue to ﬁnd it dlfﬁcult to make 1ts case w1th_ :

those 1t must deal Wlth in'our democrath structure

~ The third of the above recommendations, urging the reinstatement of a new
' areas study prog'rarn is aimed at directly addressing the issues of appropriate

and. 1nappropr1ate additions to the system As noted, 1napproprlate additions = -

drain resources away from core, mission- bu1ld1ng actlvmes and commitments.
A new areas study program would allow the Park Service to systemaueally
assess and prioritize system addlthI’IS in hght of the criteria of its mission.. In

S0 domg, the Park Service would acquire the 1nformauon expertise, and

o expenence needed to aggresswely undertake .and ]ustlfy approprlate addltlons',

',and to respond constructlvely to proposals for additions emanatmg from

outside partles

’ Leadership in pursuit of the mission _on the National Park Service is also a

- compelling need at the level of the individuai park units and their regional

offices. With the importance of external and transboundary activities as




: potentlal sources of degradatlon of park unit values, proactwe leadershlp
dmeans that Park Servrce officials must take respons1b111ty for protectmg park
B ;unrts from externally onglnanng degradatron "The Symposnun process has: -
'generated a number of detalled and feasrble recornmendatrons for achlevmg

: thrs We: note in parncular that

: R‘ECDMMENDA‘TIO.N '——;'THE' NATIONAL PARK SER’\'IICE SHOULD CEARJ FY EXISTING
,LEGISLATIVE AND REGULATORY AUTHORITIES EOR. ADDRESSING EXTERNAL AND.

: TRANSBOUNDARY RESOURCE THREATS ENSURE THEIR USE, AND SEEK

. ADDITIONAL LEGISLATIVE AUTHORITY WHERE NEEDED

RECOMMENDATION - THE NATIONAL F’ARK SERVICE SHOULD INITIATE AN

INTENSIVE TRAINING PROGRAM FOR MANAGERS TO EXF’LAIN AUTHORITIES,

: : MECHANISMS AND STRATEGIES FOR ADDRESSING EXTERNAL AND TRANSBOUNDARY
- “ISSUES AND TO HELP MANAGERS VIEW THE NATURAL, CULTURAL, AND

HISTORICAL CONTEXTS OF THEIR UNITS

.Both mternally and externally, the Park Serv1ce needs to recogmze that pubhe

institutions exrst to produce publrc value much as private 1nst1tut10ns generate

pnvate value In-the- case of the Park Service, v1rtually all of its value creatmg

b act1v1t1es are centered in the 1nd1v1dual park units and programs Yet today,
‘nearly one- thlrd of all Service employees (1nclud1ng all twenty—one senior.
, executlves) work outsrde the structure of the park umts Thls is not 1nherently
‘a shortcomlng so long as reglonal and pational management are not dlverted
' from core responsrbrhtles of creatrng pubhc value Guardmg agamst ‘such

' .'CllVGI‘SlOIl, however, 1s problematlc To address th1s

RECOMMENDATION — THE MANAGEMENT AND RESOURCES OF THE NATIONAL
F’ARK SERVICE SHOULD BE FOCUSSED TO MAXIMIZE EDUCATIONAL.,
RECREATIONAL AND CUL. TURAL VALUE IN THE PARK UNITS AND OTHER AGENCY
PROGRAMS WHICH SERVE THE PUBLIC. ‘ : ' '

" This recommendatlon nrnphes strong decentrahzed management able to
'support the adherence to such a key focus. The decentrahzed organlzanonal

o structure of the Park Serwce is not now functlomng wrth full effectlveness It



: lacks a str()ng, sharul sense ot mission. Thls results in 1ncons1stancv in its"
' b111ty to commumcate and Larrv out decentralized mdnagement obpectWES
' Inadcquate trammg and Famllmnty with rhe structure and concepte underlymg' o

'the Serv1c:e s decentralized- orgamzat]on erode auountablhty Thus

RECOMMENDATION — THE NAT\QNAL- PARK SER'w_cE SHOULD ASSESS [TS "
'{:APAB|L|T;E§ FOR DECENTRALIZED MANAGEMENT. EFFECTIVE DECENTRALIZED
DRGANEZATION WILL REQUIRE: FUNGTIONS OF SLJF'F'DRT AND SEF?ViCE TO THE.

. F‘ARKS LIAJSON WITH MOMN- SE.'RVICE PARTIES, S’YSTEMS OF ACCOUNTABIL]TY AND

CONTROJ_ TRAIN[NG N MANAGEMENT F'RINCIFL.ES AND’ EHDADEF! GRANTS C)F'

AUTHOR!TY TG SUPERINTENDENTS AN‘D STAFF IN LINE OF‘EHP\TIONS




Strategic ‘Objective 5: Science qn_dResearch?.l ‘

Consrdermg the very Wlde array of responsrblhtres that the Natlonal Park
Serwce bears, 1nformat10n has never been more crmcal This mcludes
1nformat10n from the life and earth sciences on ecologlcal processes from the
social sc1ences on the pubhc 5 needs and capabrlmes, from the hlstorrcal ‘
sciences on the’ facts and meanings of events, people and places from the arts-

on landscapes and archiitecture, from educators and commumcators on’
1nterpretat10n methods, and from managerlal scrence on the performance of
pubhc agenc1es In lxght of these needs and the apparent natural home of
sc1entjﬁc resource: management and research in the’ natlon Sz premrer resource
protectlon agency, the Natlonal Park Serv1ce Is extraordrnarlly deﬁc1ent inits - »
Capacmes to generate, acqmre synthesrze, act upon and art1culate to the pubhc B

sound research and smentrﬁc 1nformat10n

Unllke many other resource management agencres, the Park Serv1ce lacks
specrﬁc legrslatlve mandates supporung a system—w1de commrtment to science
and an. 1ntegrated program of resource managément : and research Currently
resource management and research tend to operate separately rather than as an
mtegrated program Because resource management programs lack a broad base
of. sub]ect matter specrahsts and adequate base fundmg, research efforts are
often redlrected ‘toward resource management heeds, potennally Weakenmg
both programs Research efforts also tend to be dr1ven by immediate and
narrow needs that are deﬁned by partlculanzed tasks, such as comprlatlon of
envrronmental complrance documents monrtonng and evaluatlon ofan
mstance of program 1n1t1at10n in 1nterpretat10n or recreation management or.
collecmon of mformatlon pertalmng to a pendmg resource decision. Managers
in turn have llttle trammg and experrence by wh1ch to learn the uses and- needs
of research profess1onals and therr output Fundmg for such employees and - -

the1r efforts has been unstable in level and d1rectron

Under these crrcumstances, the use of sc1ence and research in the Natlonal
Park Serv1ce often has lacked 1ndependence and the broader peer rev1ew that
presses researchiers: to remain up to date and pathbreakmg, Research and

research professionals have been tilted toward problem-solving, internal and
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external consultlng Thls has come at the expense - of more basic’ and long—term

, sc1ent1ﬁc contrrbunons to the Park Service’s and socrety s understandrng of

n natural and cultyral resources, and the1r management In fact;it isin prec1sely
these dlmensrons that the Park Service has the greatest potential to contribute -
to resource management and protectlon worldwrde Aswe look to the future
s<:1ence and research should form the founda’tron from whrch the'l\anonal :
Park Semce asserts itself as an international leader. Putnng itselfin the .

: forefront of park affarrs both domestically and 1nternat10nally would not only o .
1mprove the quahty of the hation’ s and the world s park systems; it would also

' contnbute substannally to the morale ofa workforce seekmg a relnv1gorated

" sense of leadershlp and comnntment to quahty
" The Steering'Cornmittee _ﬁrrnly believes that: -

Stra’tegi'c Obj‘ec.ti\}é 5

Sczence and Research T T R o
Several of the Working Group reports and many of -
THE NATIONAL PARK SERVICE MUST ENGAGE _— e o S
- the contributors to the 75th Anniversary Symposium ¢
IN A SUSTAINED AND INTEGRATED PROGRAM . S L RS :
OF NATURAL, CULTURAL AND. SOCIAL' have recommended ways m-Wh,lCh this objective-

SCIENGE RESOURCE MANAGEMENT anD  Dight be converted into reality. The Steering

RESEARCH AIMED AT AGQUIRING AND Using * Committee believes ‘that any significant progress in
THE INFORMATION NEEDED TO MANAGE AND: thrs regard will: requrre at least, that the Natxonal

PROTECT PARK RESOURCES. ~ Pgrk Semce

RECOMMENDATION -— SECURE LEGISLATION AND FUNDING THAT SUPPORT A
RESEARCH MANDATE FOR THE PARK SERVICE . '

RECOMMENDATION — ACCELERATE THE-TRAINING OF PARK SERVICE MANAGERS
‘IN INFORMATION MANAGEMENT.AND THE ROLE, USE AND PRODUCTION OF |
RESEARCH INFORMATION. i

RECOMMENDATION — BASE RESOURCE PROTECT[_ON., ACCESS AND.
INTERPRETATION DECISIONS AND PROGRAMS ON FULL CONSIDERATION OF THE
BEST AVAILABLE SCIENTIFIC RESEARCH; WHERE QUALITY INFORMATION IS -

" LACKING, INITIATE IT THROUGH PARK SERVICE RESOURCE MANAGEMENT
PROFESSIONALS. L S '
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i ) THE NAT[ONAL PARK SERV[CE MUST CREATE

. Strategic Objective 6: Professionalism’

» g ’Much has. been 'saidvﬂhere and ‘th'roughont t:he Symnosium process abont'the". |
-employees of the N ational Park Servrce To some extent, they are a paradox -
' ) At all levels, they are str1k1ng in therr comrmtment* yet, they confront an
organization. that repeatedly frustrates their development professronahsm, and
. initiative, This paradox can. not per51st The N anonal Park Service mist be
"v‘able to tap and fuel the talents and energy ofits workforce, or it Wlll dechne

into medlocrlty

- o The term professmnallsm approprlately descrlbes what is needed of the

X ,workforce and orgamzauon that manages the Natlonal Park System As we
have stressed the N atronal Park Servrce is not properly seenasamere '

. supporter of recreatlonal aesthetlc, or cultural tourlsrn nor isita safety vault
for inattentive storage. The workforce and orgamzatlon of the Park Serv1ce
fust be equal to the task of protectlng park resources and mamtarnmg the
,vmfrastructure necessary o ensure that their srgmﬁcance can be conveyed to
each succeedmg generatlon of citizens. The employees of the agency that is up B

to tlrns task must be professmnal personally and 1nst1tut1onally responsible, »
well trained, self- startmg, mnovatrve energetic 1nsrghtful The challenge of

~“the Natlonal Park Serv1ce is to be the lnnd of i 1nst1tutlon that can call forth and .
. sustain these traits.

o Strategzc Ob]ectzve 6 ‘
o The parucrpants in the 75th Ann1versary Symposmm'

Professmnallsm
- Park Service employees and outside observers
AND MAlNTA[N A HIGHLY PROFESSIONAL : vallke — offered a great many 1ns1ghts 1nto the
ORGAN]ZATION AND WORKFORCE dlfﬁcultles that the- agency is’ facmg 1n llvmg up to B
- _ this’ challenge They range from problems of pay and o
fstature to lack of advancement opportumcres and dechmng employment
' standards, from commumcatlons breakdowns between and wrthm levels of
_management to madequate trammg, from polmcrzed assrgnments t© excesswe
~tolerance of poor performers from poor ﬁnanclal controls to m1smatches -
_‘between responsrblhty and a decentrahzed orgamzatlon with strarned systems

_of accountablllty These and. many other dragnoses are unquestxonably true,
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with varying degrees of severity in their consequences for performance at,

various places and various times. Tn fact, these kinds of problems plague rnan}

. agz_nues and nrgammt:ons Where should the Park bt_rvu_e begm ifitis to

make pmgress on. producnve reform?-

. The Steering: Comm1ttee sees eppormmrv for 51gn1ﬁcant progress on.at least

four prlmary fronts employment standarcls, trammg, pay grades, and

mamgement of ]oh assrgnments and career advaneement Employment
standards for example, assist an organization in acquiring the appropnate

personnel mputs that arc the foundations of its capalnhtles For an ageney such

 as the National Park bervme, the capabllmes it requn'es 1mply a premiam on

specmllsts able to fulfill tunz_uons rangmg from law enforcement and w1ldhfe

‘management ta. ﬁnanexal Systems analysns and historical ] mterpretauon At the

same time, the aaency is in the busmess of delivering meaningtul scrvices — .
education, recreation, ennmnmeutal protecnon — to the public; and its
workforee must be attuned to treneratlng, value for the puhhc it serves. To

meét these persannel needs

_RECOMMENDAT]ON - THE NATIONAL PARK SERVICE SHDUL.D ESTFAELISH AND/OF\‘

RAISE EDUCATIONAL REQUIREMENTS AS APPROPRIATE FOR PROFESSIONAL TRAGK
POSITIONS, INCLUD\_NG THOSE THAT REQUIRE.STRONG BASES OF TECHMIGAL,
SCIENTIFIC; INTERPEETIVE, ADMINISTRATIVE, AND/OR MANAGERIAL KNOWLEDGE.

RECOMMENDATION - THE NATIONAL PARK SEFW'ICE SHOULD STRENGTHEN

RECRUITMENT, HIRING AND RETENTION aF A CULTURALLY DIVERSE,
PROFESSIONAL WORKFORCE.

bystematl(_ and comprehcnswe trammg of Paik gervtce perqnnnel must

_ become one of the agency s central ﬁmctlons On- -going eiforts to. upgrade and
tailor empluyec.s knowledge and skills serve not only to meet the Park
" Service's' technical and managerial needs. Such trairﬁﬂg efforts also play central,

roles in cr(_atmg opportumtjee for: .md expectations of career advancement .

posmons of i lncreaslng rf_sponslblhty and leadershlp — advancement that’is

crucml to both the Park bervlce ] performance and the personal sau:sfactmn of.

Cits ernpluyees

.y




Tralmng commn:ments that can serve these ends cannot be perfunctory They s

| must be- almed at furthermg the mission of the Park Servrce prowdxng in- '

: depth educatlon and skllls acqursmon ldentlfymg emergmg leaders, and
assrsung mrd—level and semor personnel in the commonly experlenced
‘transmon from techmcal support functlons to management respon51b1hty The'v '
: technlques for achrevmg these tramrng ob;ectlves must also be matched o the |

* tasks at hand, makmg use of lnternal and external programs and prograrn '
:profess1onals and emphasmng the hnkages between employees and the.

' purposes tradmons, and organlzatlon of the Park Serv1ce The range of

' 'possrble optlons for trarmng rncludes intensive academy-based programs for

mld level and- emergmg Ieaders, senior executlve educatron venues, strong

orientation programs at the entry-level and 1nternal and’ external mtemshlp

. assrgnments A ' ’

To lay the groundwork fof improred prochSionaI'training: .

 RECOMMENDATION — THE NVATIDNAL' PARK ‘SERVICE SHou l'_o .IMPLE:D;IENT A

: ‘COMPREHENSIVE PROGRAM OF BROAD BASED MISSION DF\‘IVEN EMPLOYEE

. TRAIN ING. ’ B :

RECOMMENDATION - ALL NATIONAL PARK SERVICE PEM F’LOYEE$ SHO‘ULD

RECEIVE BASIC ORIENTATION TRAINING THAT CQVERS THE AGENCY S OBJECTIVES

’PURPOSE HISTORY, AND ORGANIZATION

‘_RECOMMENDATION — NATIONAL PARK SERVICE TRAINING SHOULD FOCUS ON

DEVELOPMENT OF PRESENT AND- FUTURE MANAGEMENT AND LEADERSHIP

CAPABILITIES AS WELL AS APPROPRIATE PROFESSIONAL AND TECHNICAL SKILLS

‘ Whlle trammg efforts w111 be helpful the chaIlenge of sustammg career _
' satlsfactxon in the Park Service w1ll requtre more Tf the Service i isto be able to -
compete for the talented speCJahsts and professronals that i it needs; Park
- Service compensatlon structures (broadly concerved to include salarles and
' vbeneﬁts, as well as the work enwronment and expectatrons) must be
) mamtarned at Ievels commensurate wrth t.hose avallable in comparable agencles S

- and orgamzatlons. Career advancement in turn, must be merit- based and must}‘
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" be able to matr_h Lapahllmes to tasks —a dauntmg man.agerml cha]lenge inan

agency as cmnplex and ducentrahzcd as rhe Nahona] Park Serwce To foster -

fufﬁllrnent of these’ goals

RECOMMENDATION - WORKING WITH THE OFFICE OF PERSONMEL MANAGEMENT

. AND THE OFFICE OF MANAGEMENT AND BUDGET, THE NATIGNAL PARK SERVICE
) s'HOU-LD.'-UN-DERT-AKE A C_OMF{REHE'NSWE REVIEW OF (T8 E_st*rmci COMPENSATION -

STRUCTURE, THIS REVIEW SHOULD BE COMDUCTED UNDER NEEDS CRITERIA
DERIVED FROM THE MISSIaN OF THE PARK: SERVICE AND N L GHT OF
PROFESSIONAL COMPENSAT!ON STRUCTURBS iN RELATED RESQURCE’ AGENCIES:

RECOMMENDATIO\I — THE NATIONAL F‘ARK SER“.‘\CE SKHOULD CREATE A HumaN

. RESOURCES MANAGEMENT E!OAHD W]TH RESPONSIBILITY FOR SENIOR
.MANAGEMENT ASSIGNMENT TRAFNING AND DEVELOPMENT AND FOR DEVELOFING:.
THE AGENCY 'S F’LANS FOR TRAINING, CAREER ADVANCEMENT PROCEDURES AND )

EDUCATIONA; F\‘EQUIREMENTS

' -W e beheve these recommendatmns will enhanu: the ability of the Park Qervmc,

to attract and retain high quahty emp]oyees, train employees in ways that
enhance their ability to serve the Serx_nce s unigque mission, and allow them to
perceive clear career paths that reward perférmance. A large number of the

Working Groups' recommendations expand usefully on those stressed here.

" Reform. which enhances the professmnahsm of the, wnrkfnr(.e should be an

1mmed1ate and high prlor]ty as the Symposmm procees turns toward

1mp]ementat1 onof recommendauons

%
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_[FROM RECOMMENDATIONS TO. PROGRESS - -~ . /—f\\/ -

L The Nat1onal Park Serv1ce isa- large complex and geographrcally dlspersed

agenc w1th stron tradmons in both its ohcres and its mana ement s les It E
gency. g P g

Wlll not be transformed quickly or easrly Implementatlon of the Change and

‘ 'reform called for in'this report erl requrre 1n1uat1ves that go to the. core of
¢ N auonal Park Servrce policy and management Responsrbrhty for these ,

1n1t1at1ves does not rest solely w1th the current Drrector of the Nanonal Park

Service, or even with current Congressronal and Admlmstranon pohcymakers o

: Chartmg and staymg a new course for the Park Servrce wrll require. -

: ,‘commrtment action and leadershrp Wluch extends well into. the last quarter of:

the Servrce s first ¢ century Moreover, many of the recommendanons that We

S have made will requrre legislauve actron by Congress and the backmg of
: '_.,.agencres, ofﬁcrals and other mterested parues outsrde the Park Servrce — from

' the Secretary of the Interlor to crtrzen supporters.of the Park System And the.

Steermg Commrttee ls ander ne’ delusron that the krnds of fundamental

reforms and recommendatlons that have come out of the 75th Annrversary

s ‘_ fl Symposrum are free of budgetary consequences

‘None of these consrderauons should delay the Drrector in launchmg and

' empovvermg an effort to pursue 1mplementat10n of the recommendatlons we -
~ have made Indeed the ﬁrst steps 1n this drrecuon took place at the Vail -
”-symposrum with the forceful comrmtments to action of both the Drrector and ’

- the Secretary of the Interror An 1mplementat10n task force has been mrtlated

under the lead of the Deputy Director of the Servrce, structural teforms such

as the creanon of an Ofﬁce of Strateglc Planmng and an Amerrcan Herrtage al

, fAreas pr ogram are being put in place and even budgetary progress 1s ev1dent
o :Equally 1mportant arg the comm1tments o actlon of the Namonal Park Serv1ce ,
' employees who have partrcxpated in the Symposrum process The Steermg » L
Comumnittee, too, stands ready to assrst the Serv1ce in addressmg the -
o ‘forthcommgphase of the Symposrum process The challenge now is to take

g thlS process from analy51s and proposal to decrsron and 1mplementatron
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Meetmg the. Funa’mg Nceds of{he Natlonuf Purf* bvstem

This report d‘escribes a w"is:ion of the National Park Service, embodied in six -

Strqteglc Ob ectives, 2s an assertive, {'ully capable agencv with the ablhty to

' manzage the Nauonal Park Svstem and ensure its protection for futm e

generations. If these Stnm_gm ()b cetives are the pillars of \monal ParL

Service pohcy and manag‘cmcnt' adequate fundmg must bé the base of the ‘

.p1llars Thcre 15 2 cost t() ensurmg the ongomg protecm}n of Amw ica’s

"hentagef

- Thie Stecring Committee believes that adequate finding for the National Park

‘Service should continue to be a Federal responsrbjhtv and that (,one,ress is the

appropriate source of funding for the opération and manaoement of the
&:vstem Pubhc/prwate parmershlps are a valuable tool for mamtammq -

'margm of exce]len;;e in Park System prugram:- rmd for ﬁmdmg special projects. |

" ofthe Sf:'rwce ar the park umts Reliance on prwate fundlng sources for core

ﬁlncuons, how ever, rmks df:pendenq and dllutlon of the National Park

Servu:e 5 ainht) w pursue 1ts centra] purposes n addrtmn outsuk fundlng caft

 be parucularly‘unstable and msufﬁcmnt o address core problems. -

‘The \auonal Park Servlce Cnntl‘lbutt’b to.the cemmon good It protecrs

' contmumg pubhc access (o and en oymant of the resources whlch svmhoh?e

and contrlbute to our. natlona’l chamr_tcr and hentage As such the N:atmna]

Park System is an Jmportant part of f-\mcrma 5 mﬁ:astructme Like our wstem

of hlghwavs which sr_retchses from shore to Shnre c,onm_ctmg peoplc and.

'.L(Jmmunmes and like the coudtry’s brldges which span vast canyons fmd

waterways Lhe National Park sttem ties tog:_ther the separate, elements of -
ermronment hlstory and, cutture which help to make-one nation of thf. '
»'-\.merlcan peopk, This mfrastructure that is the Park Svstem has becn
steadFast]v suppﬁrred by the Amencan people for manv dLdees 1t should not

now be a]l(m ed to d(.terlorate




‘ Substanual collectlve 1nvesr:rnents have been made to bu11d and to perpetuate
vNatlonal Park System unrts and programs Protectron of the value of Amerrca S “_' v
f,.rnvesunent in its herrtage requrres reahstrc expendrtures now and in the’ future
- .Unfortunately, funding necessary for thrs protectron has been neglected and |
, " _,deferred in the past Srmultaneously, a number of new, costly, and sometlmes E
‘ 1ll conceived responsrbrlltres have been added to the Park Setvice’s charge To. <
'_‘;brmg focus and dlscrplme back to the fundlng of the Nat1onal Park Serv1ce -

v "-the Steermg Cornm1ttee recommends

."_RECOMMENDATION -—_— THE UNlTS AND PROGRAMS OF THE NATIONAL. PARK SYSTEM :

SHOULD BE VIEWED AS CR]T!CAL COMPONENTS OF THE NATION S oo

JNFRASTRUCTURE CONGRESSIONAL FUND]NG or—‘ THE. NATIONAL PARK SERVICE :
,MUST BE FULLY ADEQUATE TO MEET THE RESPONSIB]LIT]ES ‘oF MAINTAINING ANI-
ENHANCING THIS INFRASTRUCTURE ' ’ '

iWhlle Congress must approprrate the basrc fundrng of the Natlonal Park
. Service, i it is the professronal responsrbrhty of the Semce to correctly and
' ': completely arueulate the rnagmtude of the system s ﬁnancral needs as Well as
the consequences of underfundmg The Admlmstratlon, the Congress and the }
. American pubhc must be fully 1nformed in order o make decrsrons whrch

,reﬂect the natlon $ prrormes

5 To meet 1ts budgetary respon51b1ht1es the Natlonal Park Semce should
. couple its efforts at rmplementxng the recommendauons from the 75th
: Anmversary Symposrum w1th a formal and comprehensrve revrew of the fuIl

" range of: possrble fundlng optlons Thrs range is. potentlally broad In addttlon

to regular Congressronal approprlauons several other opuons warrant serious

B 'consrderatron These include: a modest gasolme tax increase wrth revenues -

- earmarked for the Nanonal Park System, returns from concessmns and _
“extractive operatrons thatare consistent with the value of access to the pubhc s
'park resources small lev1es on activities and equlpment related to park system. -

’ "use (rnodeled after the successful Plttman/Robertson and Wallop/Breaux fees),: ’ .



_vohlntary contributions through lncome tax check offs”; ; sale of

cornmernoratwe tokens; and creatlon of an Ameuta the Bcautﬂul Pass for

visitors and donors. T he 1 review v of ﬁmdmg options s 5ht)uld be a ma|or early task

-of the Oi-ﬁu, {)f Qtrategu: Plannmg At the very least,

RECOMMENDATION — FUNDING UNDER FROGRAME SUCH AS THE LAND AND

" WATER CONSERVATION FUND ACT SHOULD BE PROVIDED TO THE NATIONAL PARK -

SERVICE TO THE FULL EXTENT AUTHORIZED..

Such fuhdincr would subsﬁantially increésc the gbility of the Park Serﬁce- to

-fulhll 1mp0rtant external program re'sponmbﬂmcs by whiich it is able to prowde -

bupport and assistance to non- SLI’VICC parues engaged in the managgmumt of

heritage resources. Also,

RECOMMENDATION — THE POLICY OF RETURNING FIFTY PERCENT OF VISITCR

FEES TO PARK UNITS SHOULD BE'REAFFIRMED AND, IMPLEMENTED.

This pohq is consistent with buth the decentrahzed management structure Of o
the National Park Servu.c and the assoc1ated need to locate control and

incentives where decisions-are actmally madc.

" Judicions reliance-on user charges and visitor fees is not inconsistent with the - -

public purposes (r)fthé Park System. Uscr fces are appropriaté as means of

recovermg the (typu,a}ly) minor direct costs of visitor entry and use and

otfsettmg the costs-of pr(mdmg spec1allzed uses with pT‘lIIldrllv privite beneﬁts

(such as raftmg or. rock chmbmg) Rehannc on user ter:s, howemer should not -

mean vmwmg the hundredq of mllhona of Park Svstem v191t0rs as “thc paymg
: pubhc” to-w thh park units are marketed” As part of the country’s

infréstructure, the units and pmgrams of the Nat&onal Park Service should not

base access on the. pnnuple of ablhty to pay. T’hﬁs is «.specmllv true in hght of
the economic, demographic and cultural diversity of the'pubhc that t_he

INational Park S)}Stemrproperlir reaches.':
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.’ Whatever the range and level of fundlng sources avallable to: the Nanonal Park |
o _Serv1ce the Serv1ce must lmprove its: ﬁnancral management and planmng :
' v'capablhtres This element of profess1onahsm should rlghtfully be expected and: .
: hlghllghts further the importance of the Symposmm recommendatlons

: concermng the tralnmg and personnel pollc1es of the Serv1ce

Plannlng for Implementatzon

The comrmtments to. carrymg the: 75th Anmversary Symposrurn through to -
~ real change that the Dlrector of the National Park Servrce and the Secretary of .
~ the Inter1or have made must be complemented by concrete planmng and
-.orgamzauonal commltments Wrthm the Park Serv1ce commumcatlon and:
- mvolvement of the employees is cruCIal Employees must be comm1tted to a
E j.team effort and must clearly understand the ob)ectlves of reform in. order tot .
o vlmplement thelr components of systemlc change Senlor management

1nclud1ng reglonal dIrectors and senior execuuves in partlcular, must be- given -

responsﬂ)lllty for the tasks of commumcatlon and leadershlp Fallure to mvolve o

these 1nd1v1duals 1nt1mately in the process of reform rrsks deralllng the process '

kbefore it can get underway

. The Steermg Commlttee urges the Dlrector to expl1c1tly engage Natlonal Park B
' "Servrce managers in. settmg the course of change and to empower them to take
; the steps that are needed for success The Drrector should also ensure that the -
‘vrmplementatlon effortis prov1ded with adequate employee and ﬁnancral ’
’ resources to do the ]ob at hand. Such deCISlons will clearly lndxcate the depth o
of the agemy ’s commltment -as well as the 1nst1tut10nal support for proactlve

e leadershlp w1thm the Serv1ce
5 .Any serious effort to 1mplement the “Vall Agenda” must 1nclude mechamsms

- for trackmg, assessmg, and ensurmg progress Workmg with the Ofﬁce of

: Strateglc Plannmg, the 1mp1ementatlon team should produce assoonas.




“possible a reahstlc prlorltlzatlon of its tasks and workplans desrgned to ensure

.- the fulfillment of those tasks. The Steermg Cominittee is prepared to provrde

an mdependent soundmg board in these efforts In addrtlon, in order to keep

(its external consntuencres apprrsed of its progress

RECOMMENDATION — WITHIN TWENTY -FOUR MONTHS THE NATIONAL PARK

SERVICE SHOULD ISSUE A COMPREHENSIVE REPORT ON THE" “STATE QF THE
) NATIONAL PARK: SERVICE ” ASSESSING THE PROGRESS AND F’ROSPECTS FOR
‘MEET‘ING THE STRATEGIC OBJ ECTIVES OF THE AGENCY

As it moves forward with the “Vail Agenda”, the National Park Semce has an

: opportumty to 1nvolve an impressive array of capable parmers for change —

from citizen advocates to-senior Adrmnrstratron officials, from sxster agencies’

o orgamzed 1nterest organlzatrons -A common thread has run through the

1Symposrum process: Arnerrcans care about the l\atmnal Park System and its:
' programs Do not hesitate to call upon them. The Service’s external

- constituents have much to contnbute They can help to define the “feasrble”

1dent1fy overlooked optrons exert 1nﬂuence in various quarters to keep reforms

~on track, and improve the two—way communlcatlon that the Symposrum

process has fostered so. successfullv It w1ll be partlcularly 1mportant that the

‘. Natronal Park Service take the lead in forgmg stronger relauonshlps with such

organizations as the relevant Congressmnal comrnlttees the Ofﬁce of

Management and Budget, the Office of Personnel Management and the

Admrmstratron s domestic pohcy advrsors

LA long and eomplex process to repalr and strengthen the foundatlons of one of

the natton s most prrzed institutions has begun The 1nd1v1duals charged w1th

' 1mp1emermng the “Vail Agenda” are accepnng an immense responsrblhty and

assuming cons1derable profess1ona1 risk. Some of their efforts w111 succeed

“while others will not yield satlsfactory results. None of these efforts, however

wrll be fallures The only failure will be naction. It is. 1ncurnbent upon the
Director of the N atronal Park Service, the Secretary of the Interlor the -
Adrmnrstrauon and Congress o prov1de the support and leadershxp that is is

needed The commltments to a sound future for the \’atmnal Park Serv1ce are "

. strong; expectanns are hlgh The opportunrty for progress should

not be rmssed
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"Culture of the Park Servvce

From its mlhtary heritage, the Park Serv1ce has fostered 4 culture of decentrahzed

- management authorrtv and initiative. Like an elghteenth century sea captam, the early

rangers had near-total resp0n51b1hty for the resources in their charge. L1v1ng in remote often

- isolated locations, ‘the rangers were' ]acks—of—all trades whose responsrblhtles ranged from the

- most mundane to matters of life and death Rangers were encouraged to-assume personal

respon51b1hty for care of the natlon s resources Even today, superrntendents reflect th1s

- propnetary attltude When they talk about the needs of my park.”

“'The culture of the Service empbhasizes and inculcates a number of distinctive values:

i First, NPS employees are 'proudly independent. While initially a l:unction-of their relative ‘

- 1solat10n the tradition of self—rehance and 1ndependence is still evrdent throughout the Park

Serv1ce

Second they exercrse an unusual degree of initiative. Oné must be 1mpressed by. the

‘ '1n1t13t1ves taken routinely by 1 Park Service employees Whether itisa GS-7 1nterpreter

, Wrmng a battleﬁeld history or a GS-13 superintendent organizing ani area-wide.

~ environmental study process, Park Service employees stand out in initiative and imagination:

-Third, NPS ernployees have a strong personal stake———even a sense of proprletorshrp —
" in the protection of the resources in their care The aforementloned my park”
characterization does not fully capture | the. attltude of Park Serv1ce employees toward

.- the preservatlon of the natural and hrstorlcal resources whrch they supermtend

- Fourth, Park Serv1ce employees dlsplay a hlgh degree of commltment to the Park
System and their i lmage of the system. This is. captured in part, by the many references
“to “famlly used by NPS- employees. Hrstorlcally, ina fashron similar to the mrhtary,
. ‘one gave over one’ s whole life to the Park Service. And the Serv1ce reciprocated. There

isa hlgh degree of 1dent1ﬁcat10n w1th the orgamzanon

"Taken together, these el-ements-—independence, lnitiative proprietary stake and high» B

organizational 1dent1ﬁcat10n—suggest why the Servrce is regarded as one of the premier .

I mstltuuons 1n the Umted States

46



WORKING GROUP ON ORGANIZATIONAL_ RENEWAL

Heritage to Horizons

" how these skills match up against current and future demands. Finally, we examine the
‘administrative systems of the Park Service and how they may best be. strengthened to meet

the challenges that lie ahead..

L Introductlon and Overview

The National Park Setvice has a rich history on whlch to draw as it looks toward the future. .
As an organization, it traces its roats back to the days when the cavalry policed and managed
the early parks such as- Yellow stone, brmgrng with them a tradltlon of strong leadership, -
independent action and initiative. More fundamentally,: the mission of the Park Service puts

it at the center of national efforts to preserve and i lnterpret our nation’s natural and cultural

heritage. Itisa demanding task in many-ways:

Increasmg knowledge and awareness of enwronmental science has greatly comphcated our

understandmg of the subtle interactions between human actmty and the natural

environment;

Historical research provides an increasingly complex and subtle understanding of the

political, social, economic and technological forces that have shaped our heritage;

Our herltage 1s not static. Rather itis an evolvmg mosaic, crafted anew bV each successive
generation. And, in what i is most dlstmctlve about the American experience; the traditions

and values of each generation of new Americans challenge and enrich our cultural heritage.

These and other factors come together ina dynannc (sometxmes volatlle) mix. that frames the

milieu in thch the National Park Service operates.

“The Park Service is well posmoned for this chalienglng task. It is one of the most respected

.and admlred public organizations in the United States, It has its own rich herxtage of strong,

1ndependent and colorful leadersh1p in the preservatlon of our most precious natural and
cultural assets. And, it has attracted to its ranks an extraordlnary cadre of hlghlv motwated
and skilled emplovees ‘The best of the NPS middle managers are among the very best in
American government. They demonstrate a high degree of sophlstlcatlon initiative, political

and social awareness, and capac1tV for effectlve leadership.

Toassess the organizational needs of the Park Service, we should first understand its

essential culture. Then we turn to the professidn'al orientation and skills of its work force and




" At the same time, there are indi_cations' that the culture andcommitment of NPS employées
has b_eé‘un to erode and, in some instances, has effects which are less produetive for the Park

- Service. On occasionlthe culture of independence and initiative finds expreSsion in actions
by a park superintendent that go counter to drrectlon from Washmgton or, park employees

-may actively undercut what they perceive to be ¢ pohtrcal” actions by their- supermtendent
or, a park supermtendent may quietly lobby key congressmnal actors (“for my park”) on

issues that may have adverse consequences for the Park System asa whole.

" To take d drfferent kmd of example it has been suggested that park superintendents (and the
Park Service 1tse1f) t00 often focus their attention only on what happens within the confines

* of national parks. Issues are defined in terms of what they mean for a particular park site,

rather than the larger ecosystem nearby communitiés of a reg1on as a whole: In the words of

- _one ma]or conservanon organization that works closely with them “The National Park
Service is not always a good nerghbor Ina srmllar vein, a park supermtendent had attended
a meetmg of conservation organizations where someone turned to him, asking, ¢ Why is the

. Park Semce here? You folks must. have a-budget problem.” (The conservatlomst was rlght)

And the supermtendent told the story to other supermtendents (Who nodded in agreement),

concludlng that: “We do not work closely enough w1th other orgamzatlons in our

community.”

Today, the parks have changed fewer employees live in the parks more employees view the:

. parks as 9 to 5 )obs two- -career famllles tug at traditional loyalnes and polmcal appomtees
‘try to 1nﬂuence mid- level NPS assrgnments All these factors and others have eroded the
sense of “famrly that was once at the heart of the Park Servrce culture. A group of

: supermtendents tried to. explaln that, rather than feeling part ofa fam1ly, they felt more
isolated, more distrustful of headquarters, less. supported by:the 1 regmns and needmg o

depend more on their own pohtlcal and managerlal resources.

, Moreover, the Servrce is suffermg from increasing, bureaucratlzatlon whrch is erodmg the.
1ndependence, autonomy and sense of efﬁcacy of many employees. New levels of controls are -
'1mposed from reglonal ofﬁces and headquarters. Spec1ahzed programis.and i 1n1t1at1ves become
bureaucratlc fiefdoms and COmpetmg sources of power and 1nﬂuence w1th1n the
orgamzatlon Divisions arlse between headquarters executwes with no field expenence and
field personnel who have never served in V\’ashmgtom In some areas key managers extend
their tenure in partrcular ]obs to ten years and more, seemg the World from an 1dlosvncratrc

“vantage pomt at variance w1th the rest of the organization. ' '

..
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Tt is hard to know what to rﬁake of these qualitative observadons There is no clear baseline

or standard of measurement to assess-how things are, in fact, different today from the recent -

past And, managers in other federal agencies would probably voice similar concerns. But if

one combines these elements with the increasing challenges in the Park Service job (w1th its

- expanding environmental and law enforcement roles) along with reduced qualifications on

the part of new entrants to the workforCe,‘it leads to an inescapable conclusion that there is a

real rlsk to the base of h]gh commitment, initiative. and independence that has made the Park

‘Servicea revered institution.

Professionalization ‘in the Park Service
Eve’rj/o‘n'e loves the park ranger; both the public and many Park Service employees have an

image of the ranger as someone who can do anything. However, current trends—‘ihterna_l .

~and external to the Park Service—are conspiring to make this archetypal “do anythmg

ranger outmoded

.

-First, our concern and awareness of environmental interests has increased dramatically in the

 past generation. Our understanding of the delicate balance of ecosystems, the wide range of

manmade interventions with potentially adverse éffects, and the need to balance—in subtle
ways—exploitation and use of our natural resources with its preservation, have made the task

of erivironmental management vastly more complex. Given this increased complexity, it is no

* longer feasible to call upon generalist rangers who lack the needed professional education to

- make the decisions that have to be made. While eighty-two percent of all rangers have_

' college degrees, only sixty-six percent of rangets hired in 1989 had a college degree ofany

kind. In fact, ranger educational attainment has been steadily declining since the abolition of
formal education requirements in 1969. What is equally disturbing is that (’)nly forty percent

of all NPS prOfessionals hold degree_s_in ﬁe_lds related to the management of natural or

. cultural resources.

Second we are an 1ncreasmgly drverse nation. Recent studies hrghhght the changing racial

. and ethnic mix of the population and the future national work force. The recreational,

cultural and historical needs and interests of the Amerlcan populatlon in the next century Wlll

be far more dxverse and complex than when the Park Service was founded in 1916. Te will be

important to attract and retain people knowledgeable in speeial cultural and historieal fields,

and'it will be necessary to make the Park Service a more attractive career option to

mlIlOI‘lthS
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' T’hird, the ‘mission of the Park Service has heeotne increasingly diffuse. Once focuséd on the ‘

preservation of America’s natural crown jewels, the expansion and divérsification of the Park

; System has significantly eomphcated the task of park employees, Many of the newer parks

: symbohze important historical and Cultural events, moverments and people, and provrde _

access to 1mportant ideas, In fact there are now a total of sixteen drfferent classifications for

units within the Natlonal Park System: national battleﬁeld national battlefield 51te, national

 battlefield park, national historical park nationa} historic site, natlonal lakeshore natlonal_

monument, national ‘memorial, national mlhtary park, national park national preserve,

natJonal river or riverway, national recreation area, natlonal seashore, national scenic rrver or

riverway, and natlonal parkway

Finally, law enforcement, particularly in the urban parks, has become a more complicated
task as drugs and urban violence ignore park boundaries: At the same time, the isolation of

some rural parks has proved an irresistible lure to other forms of criminality.

The National Park Service is, and must be, a highly decentralized operating organization. -

Each of the 357 sites vmanaged bﬁf the Park Service is different- Each has its own distinctive

' hrstory and cultural context, its own ecological features, and its own pohtlcal economic and

“social context. Successful leadershrp at each site requxres a unique adaptatlon of general NPS

policies to 1dlosyncratrc local crrcumstances Many initiatives, mcludlng partnershlps with
other public and prlvate orgamzatrons partlc1pat10n in community and regronal planmng

and pohcy development are best conceived, planned and 1mplemented at the site; or (where

two Or more sites are in close prox1m1ty) at the sub- -regional level.

Most of the critical transactions between citizens and the Park Service take place in the -

parks, | remote froni"headquarters; regional ofﬁees and, in larger parks, distant from the

Asuperxntendent Other encounters mvolve park leadershlp with Iocal and state ofﬁc1als and

prlvate mterests Whether dealing wrth visitors, park crlrmnahty, the effect of development
on a wagershed, or regwnal ‘cultural or enV1ronmental concerns, key Judgments are best

made locally. Most NPS managers agree with this characterlzatron It is consistent with the
organization’s long herltage and remains an element of the current reahty, at least for some

supermtendents

~ But our review suggests there is a gap between rhetoric and reality in the National Park

Service. As one former assistant regional director told us, “The rhetoric said we were there’
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to he_lpthe parks, part‘icularlyr the smaller parks. The rea'l.ity was that we were g'a‘lvanizevd by
the big park issues and spent lots of time on'poliﬁcqlly sensi_tive questions;” ’Superintendents _— B

in smaller parks talkabout the difﬁculty of getting timely assistance from headqu'arters and ‘
the regions (“they operate on their own time”) and these same superintendents sald

bureaucratfc retribution would follow if they complalned too loudly about lack of support

and assistance.

|
'Careers in the Park Servzce o - o - v
| o For purposes of 111ustratlon, a Park Service career can be divided i into three phases The
' R initial phase (first eight to ten years) takes place at the ﬁeld level. In this phase, manv
- employees prov1de front-line service to the visiting pubhc in either protection or
~ interpretation. The public will quéstion him about park resources (i.e., what is this plant’r’
- what causes this event? why is this spec1es in decline? etc) The personnel at this level are
represennng the National Park Service to the public; they are educators, ambassadors and

are developing understandmgs of resource 1mpacts and public use. They need to be artlculate

and knowledgeable about natural proc_esses and basic natural resource concepts. At this point,
historical events felative to a given site can be learned and applied through reading and -
research. Qther professionals will practice their craft (érchite'cture, engineering,

; administration) in this .period of their career. All professional employees need a strong

educational base that will provide the necessary skills to support ‘thi‘s.srag‘e. '

The second career phase (mid-level work) is framed from year ten to years elghteen to .
twenty. These are the years when field personnel begln assurming . supervxsory jobs. They
generally oversee the activities of both permanent and seasonal personnel. The employees
rely heavily on their own first-level experience gained at various park units. Now it is
necessary for these employees to understand budger and administrative procedure and to’
acquire and demonstrate supervisory skﬂls As ﬁrst—hne supervisors, they devote much of

their time to the tralmng, mentoring and overs1ght of their immediate subordinates.

The third career phase (semor level _management: ‘years twenty to thlrty and beyond) is -
comprlsed of. superlntendents heads of functional unlts regional office managers, etc. At this
level, program direction, nlanagement decisions and issues or dispute resolution require a

well-founded basis of experlence Policy 1mplementatlon must be sensitive to agency culture,

law regulatlon and policy. Experlence at levels oné and two is essential. To strengthen
performance at this level, managers need contmulng edueauon and growth ‘At the senior

level, the NPS needs to provide training and experience that will provide exposure to new
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apphcanons, and enhance pubhc admlmstranon skxlls Senior development programs, .

advanced educauon and mentormg are extremely 1mportant

-Each phase ina professronal career should provide new challenges, OppOI‘t‘unltICS for growth

' and the chance to master new skills.

Organ rzatlonal Renewal
Today, there is. not a single National Park Semce It varies from region, to reglon and park
to park The culture described earlier is fraymg at the edges In this world, the big parks—

 the crown )ewels-———wﬂl do fine. They have extensive networks of supporters and substanual

- profess1onal resources, are polltlcally sensitive and (often) are led by the most experlenced

and savvy supermtendents But smaller and newer NPS sites will suffer. And the reverence

and respect of the Amerlcan public, that most precious of NPS assets, will begin to erode.
-Renevval of the NPS organizav’tion,’ at its core‘, should have three broad-objectives:'

~ First, to afﬁrth the best of the NPS heritage and culture' t0 refocus the entire NPS
organization on support of park management; and, to strengthen the 1dent1ﬁcat10n and

o loyalty of all employees with the mission of the NPS

‘ Second as the NPS is strengthened 1nternally, to further open the orgamzatlon to -
. "relauonslups with other pubhc and prlvate organlzatlons to both learn from other

. institutions and share the NPS culture and expertise; to draw on resources. of other
‘ lorgamzatlons and to build partnershlps which advance NPS goals and the pubhc

- inter CSt

Th1rd to strengthen the professxonal leadershlp of the Nauonal Park Semce to ‘equip
its career leaders with the management and leadership skills needed to foster renewal of
- ‘ the Serv1ce and to undertake its. leadersh1p role in the preservatlon and i mterpretatlon '

~of our nauonal hentage

Each of these obj'ecu'ves.lea:ds to multiple reco'mmendations 'a’ffecting the ways in which
NPS personnel are recrulted and trained, career paths, NPS structure and incentives, how
resource allocatlon dec1510ns are rnade, and how the NPS is ﬁnanced '

Organlzauonal renewal is d never«endlng task. Successful orgamzatlons must constantly '

~ reexamine the1r operating premlses test anid adapt thelr organlzauon and equlp their
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personnel with new skills. The history bf American managemenf is one of constant.
organlzanonal change and adaptation as institutions—both pubhc and private—compete for
scarce resources. And, like other organlzatlons ‘with a strong mission focus, the Park Service
has concentrated its investments in increasing its understanding of the substantive chaHenges

it faces (in_éreas such as resource and cultural preservation). The Park Service has devoted
less attention to the organizational and a‘dmiﬁiStrative.implic‘ations of these challenges, a

~ feature common among public organizations.

“The VVorking Group on Organizational Rt;ne&vél* has focused its attention on the question of

~ how the administrative capaéitjes of the Park Serv;ice_might be adapted to enhance the

‘ organization’.s resilience. and ability to meet the éhallenges ahead. We have inquired about
-formal administrative systems (structure, personnel and budget), as well as attempted to gain
insight into informal systems such as the norms, values and culture of the organization.
Knowledge:_of both formal and informal systems are critical in shaping the colle_ctive capacity
of institutions to adapt to change. In shaping the strategy: of anyborganization 2 kéy task is to
harness the mternal administrative systems.to produce the skills, orientation, incentives and
behav10r approprlate to the substanme challenges confronting the orgamzanon
We have identified four areas where there'is significant potential for strengthening the
human ahd institutional capacity of the National Park Service. It is not our intent to be
critical of elther past.or current practlce but to reflect the need of all human organizations to
constantly adapt as we learn more about the challenges facmg our institutions and the
potennal contribution to organizational effecnveness of changes in stmcture systems

and personnel
The four areas of opportp‘ﬁity we have identified are:

First, how can the human resource systems for recruitment, orientation, trai'ning', and
'development enhance the organization’s base of knowledge professwnal skills, its

. cohesion and sense of shared commltmentp

Second how can the process of 1dent1fy1ng, testmg, training and developmg the

managers and leaders of the Park Service be improved?

Third, how can the structure, procedures.and culture of the organization be enhanced
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in ways that more effectively focus the resources of the organization on the front-line

taslf:.'of operating the system’s .357'.parks,‘sites‘ and other facilities?

Fourth how can the Park Service enhance its ablhty to acquire and manage responsrbly
the large-scale’ ﬂnancral resources essennal to its mission? And, how can it stimulate
~and explort the ev1dent interest of prlvate orgamzauons in supportmg the goals of the

Park Service?
- Each of th-ese areas is discussed_below.

'H Issues and Prehmma:y Fmdmgs

,IssuE 1: HOW CAN THE HUM‘AN_RESQ‘URCE SYSTEMS FOR RECRUITMENT, ORIENTATION,
' TRAINING, AND DEVELOPMENT ENHANCE THE ORGANIZATION’S BASE OF KNOWLEDGE,
'F.‘ROF‘ESSIONAL SKILLS, ITS COHESION AND SENSE OF SHARED.COMMITMENT?

Background and andmgs ‘

" There are many distinctive features of the human resource needs of the National Park
Service. For example, a sizable fraction of the work force is seasonal, many returning to the
Park Service year after year. Second, many Park Service jobs require a.fparticula'r blend of
spec1ahzed knowledge along with excellent communication and i interpretation skills, A

corollary is that Park Service personnel are expected to be Jacks-of—all trades—exhlbltlng
broad knowledge, multiple skills and a hlgh degree of adaptablhty This has been somewhat
problemanc for Park Serv1ce employees, as the civil service classification system bases its

y )udgment about approprlate grade structure (and thus pay) on the acquisition of highly

‘spec1allzed knowledge and educanonal reqmrements The classrﬁcatron system awards pomts

.-for depth more than for the breadth of professional skills typlcally requlred of Park Service

personhel. The Park Semce has gradually weakened the educational requirements for key

serxes with the consequence that the grade structure is depressed and 1ncreasmgly dlfﬁcult to
attract well qualified candrdates At the samie time, the Park Service seems reluctant to Weed

. out poor performets, which reduces the opportumty to promote younger, more able -

personnel.. -

Similarly, Wlth the exceptron of law enforcement Park Service training and
'development is largely 1nd1v1dually focused and initiated. There are no clear career
paths for rangers or other professional and administrative employees, nor are there -
Service- prescribed' progressions of training and skill enhancement. The Parkb Service

- spends more-on training than do many federal agencies (about 1.5 percent of payroll),
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though, in the past, much of it was focused on initial and refresher tralnmg for those
“employees involved i in law enforcement. Current tralnmg policies do not reflect a clear

‘corporate sense of Park Service needs and skllls for its work force

Recruitment proe_ednres'are highly decentralized and somewhat haphazard. There is no
national recruiting program. Most permanent professional employees come from the ranks
~of seasonaI andeart—'dme people, who after a number of years find a means of .entrv into the
career service. For example, of the 150-200 new rangers hired each year, more than eighty
percent begm their permanent employment at five parks A common pattern is for a seasonal
employee to accept a low-graded non- professxonal position in an urban park such as
Independence or Gateway, establish permanent civil service status, and move into the ranger
ranks. New hires are the most persistent, not necessarily the best qualified. And the absence o o
of national recrumng makes it much more dxfﬁcult to broaden the diversity of the Park '

Service work force. . . ' . ‘ N

,The conseqtience is a work force with dechmng educational and professronal qualifications at .

the very time when far more is needed

In order to address this issue, the Nauonal Park Service must develop a comprehensxve

.serv1ce-w1de human resource pohcy and strategy to act in the following manner.

Recommended Actlons
1-A. 'Establtsh a standardzzed process. for recruztmg and htrmg Park Sérvice personnel in key

“career flelds

'Revze'w ALL 55?155‘ USED IN T'HE'F'%ARK SERVICE AND DETERMINE WHICH HAVE

RECKRL Trwu\r /\I\:D ‘OR RETENTION PROBLEMS WORK WITH OFPM TO IDENTIFY )

“r’PuPQl TE STQATEGI‘:S TO S"REN\:THEN ANY SERIES SO IDENTIFIED.

H-POSITIVE EDUCAT-IONAL REQUIREMENTS AS APPROPRIATE FOR POSITIONS .

Y

THAT NELD A STRON QG BASE OF TECHNICAI_ SCIENTIFIC CULTURAL OR ADMINISTRATIVE
CENDWL t" ;E.‘ IN A TICUL/\R THE PARK RANGER SERIES SHOJLD HAVE A DEGREE
';?E(’)U'REZMENT. E'\I i R{ LE\/F_L DEGREES COULD BE !N EITHER NATURAL RESOURCE

TR CuLTL;*%\L RES CE/HISTORY SF’ECIAI_TIES. THERE SHOULD BE A SPECIFIC LIST OF

CUALIFYING DEGREES,




=

USE CONTEMPORARY AND CREATIVE MEANS TO REACH OUT TO SCHOOL CHILDREN AND ..

: VISITORS IN UNDERREPRESENTED GROUF‘S TO FAMILIARIZE THEM WITH THE F’ARK

SERVICE AND ITS CAREER OPPORTUNITIES

The Park Service needs to be substantially more creative in recruitment and affirmative

action measures. Such approaches as early outreach, use of nontraditional media, and

aggressive placement must be adopted. For example, by the time students reach high school -
age, their concept of who they are and the kinds of work they mlght do have begun to gel. It -
is less effectwe 1nttoduce the Park Service to them for the first time at this stage of their

llves The Park Service needs to reach out to younger children and visiting famllles,

. 1ntroduc1ng them to the NPS system and mission so that they become comfortable and -

’ famlhar with it before employment becomes an issue. Thls must be done usmg words and

- -images that have meanmg for target groups

I-C.

Establzsh typzcal career paths wzthm each key career ﬁeld that defme opportunxtles and

establlsh realrsttc expectatlons for their achlevement

Mechanisms should be provided to assess individual achievement toward career goals. This is -

‘most effective when redefinition of career goals and expectations takes place on a recurring ‘

ba51s ‘Such discussions should mclude typical expectatlons for tenure and mobility, and a

- review of opuons for alternative career or ]ob de51gn where either the employee s or’ agency s

~ expectanons are not belng met.

. Initiate and implement a -epmprehensive program for employee training and developmerit

v -based on the preparatzon ofa plan for each career fleld which addresses the knowledge and

 skill enhancement requ:red at key poznts in each career cycle

‘Continu'éd support for employee development must be far more aggressive and . -

institutionalized. Park Service employees too often find themselves the least up-to-date in

thetr chosen fields when servmg on panels and i interagency work groups. Though often cited
asa morale isstie, there dre actually far greater costs in terms of proféssional effectiveness i in.

the field and leadershlp. credibility outside the Park Service.

- Atlower leirels’irnotoved support' cotild take the form of more and better—dtreeted trdining,

in-house requirements for refreshers where legil requirements don’t already exist, and
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WORK WITH OPM TO ESTABLISH A SINGLE-AGENCY CLASSIFICATION AND QUALIF

STANDARD FOR PARK RANGERS AND SEEK DELEGATED EXAMINING AUTHORITY

" The Park Serv1ce is by far the smgle greatest user of the park ranger register and thus. can
argue that employees hired from it must meet this agency s needs The existing standard ,
should be revised to require academ1c credentials and to reflect the unique demands of park
ranger work. Rangers must be versatile, adaptable and able to independently i integrate a
broad varlety of lnformanon in complex field settmgs where their decisions have far- reaclnng

consequences

DEVELOP A STRATEGY TO PROVIDE FOR.'TH.E TRANSITION OF CURRENT ‘PARK SERVICE

EMPLOYEES WHO DO NOT MEET NEWLY ESTABLISHED EDUCATIONAL REQU!REMENTS

'It is important that current:employees not be adversel_v affected by the adoption of stronger
standatds for new hires: The Park Service should develop a transition strategy that provides
existing employees opportunities to enhance their professional skills'and educational

E ,bgckg'ro_und.

ENSURE THAT THE PROCESS GIVES FULL CONSIDERATION TO HIGH-QUALITY SEASONALS

AND CURRENT PARK SERVICE EMPLOYEES.

Currentlv, managers in the field use a variety of creative hiring processes to give deserving
seasonals permanent status. This has developed to circumvent the cumbersome and time-
consuming centralized process managed by OPM Unfortunately, beeause these “back door”
‘methods often require no effective competition, the Park Service.as a whole may not be
gettmg the best. While quahﬁed seasonals will in nio way be disadvantaged by the proposed

new procedures, closing ¢ ba_ck door” hiring is essential to building a‘quality work force.

1-B. Strengthen recruitment, hiring, and retention of a culturally diverse work force.

TAKE FULL ADVANTAGE OF SPECIAL HIRING AUTHORITIES SUCH AS STU UDENT CO-OF
PROGRAMS. F’F\’OVIDE THE OPPORTUNITY TO HOLD VACANT APPROPRIATE INTAKE .
POSITIONS FOR COMPETITIVE PLACEMENT OF STUDENT CO-OP GRADUATES.
ENCOURAGE STUDENTS TO ENGAGE IN SEASONAL OR PART-TIME WORK WITH THE PARK
SERVICE DURING THEIR UNDERGRADUATE YEARS. SO AS TO BE WELL POSITICNEO 7O

CQMAPETE FOR PERMANENT. PROFESSIONAL POSITIONS UPON GRADUATION.
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recognition of those who pursue additional job-related training on their own. Later support
could include allowing time or money for advanced academic training (such as training in -
new technical approaches or advanced degree work) or supporting attendance at a certain

mumber of related proféssional meetings.

: Strengthen policy and encourage supportmg career- devdopment programs that .

demonstrate a comprehensive understanding of changmg work force demographrcs Th:s

policy should address issues such as mobility, housing assistance, }ob—shanng flexible.

7 work schedu{es spouise empfo_vment assistance, Iocahty pay and the problems of

two-career couples

Moving is stressful in and of itself. Now, with more and more employed spouses and dual-
_career couples as well as other demographlc changbs, the need to move may materially

- interfere with career growth The Park Servu:e needs to 1dennfy dlSlncenI'_‘lVCS to moblhtv

where they appear to interfere with career growth or with the needs of the Park Service.
Thesée impediments should be addressed fat more systematically and with more resources

than in the past. -

In addmon the Park Servzce should av:nl itself of the long term work force demographu_

‘ pro;u.t:ons that prwate sector rcsearch has developed in order to plan such support .

programs, as well as other matters relatmg. to fecruitment and retcntl()n, ten to fifteen years

. ahead.”

. Develop a t0p~quahty onentatron and m;t:ai trammg program for aﬂ Park

' Serwce em ployees

'PRIOR TO STARTING WORK, EMPLOYEES SHOULD COMPLETE A BRIEF PARK SERVICE

ORIENTATION PROGRAM,

ALL EMPLOYEES SHOULD RECEIVE TRAINING UPON REPORTING TO THE INITIAL JOB.

SITE, AS WELL AS ORIENTATION TO THEIR SPECIFIC TASKS AND RESPONSIBILITIES."

" . FOR THOSE IDENTIFIED KEY CAREER FIELDS. NEW HIRES SHOULD COMPLETE A MORE

SUBSTANTIAL INITIAL TRAINING VF'ROGRAM THAT FOCUSES ON SKILLS AND TRADIlTIONS.

DURING THE SECOND HALF OF THE[R INITIAL YEAR, TH-OSE PERSONS éHDULD

. COMPLETE MORE SPECIALIZED PROFESSIONAl__'TRAmlNG'iN THEIR CHOSEN.FIELD.



FOR PARK RANGERS, ON COMPLETION OF TRAINING AND OTHER ASSIGNMENTS IN THE
TRAINEE'S INITIAL YEAR AND.A SUCCESSFUL PROBATIONARY REVIEW. HE OR SHE
WOULD BE PROMOTED TO THE NEXT GRADE (GS-9 IF HIRED AT GS-7). SUBSEQUENT

PROMOTIONS SHdULD INVOLVE TRANSFEER TO A NEW SITE.

FOR THOSE CAREER FIELDS _SE'LECTEDbFOR THE MORE SUBSTANTIAL INITIAL PROGRAM,
CONSIDERATION SHOULD BE GIVEN 'fO REESTABL;I_SHING THE “BOOT CAMP” APPROACH

EPITOMIZED BY THE OLD “INTRDDUCTION.TO'NATION»AL.PARK SERVIC'E OPERATIONS”

‘COU_RSE. SUCH RESIDENTIAL,_ INTENSIVE PROGRAMS CAN BE A HIGHLY EFFECTIVE'

1-G.

MEANS OF PASSING ON VITAL ELEMENTS OF AGENCY CULTURE.

Revzew the exzstmg Park Service grade structure and workmg with OPM, initiate actlons

to correct znequmes

ISSUE 2: HOW.SHOULD THE PROCESS OF IDENTIFYING, TESTING, TRAINING AND DEVELOPING '
THE MANAGERS AND LE'ADERS OF THE PARK SERVICE BE IMPROVED?

Background and Pmdzngs

Among the many issues dlscussed with Park Service personnel one in which there was wide
agreement was the poor state of management and executive development within the National
Park Service. Superintendents and others. shared countless stories of sxmply being dropped
into managerial roles with neither formal nor informal training or rnentorlng No doubt,

those who survive are the better for it. But it inflicts undue hatdsh_lp onn both the ménagers

.themselves, their employees and, ultimately, the organization. The fact that many

v snperintendents'are poorly prepared for.their managerial roles invites regional and

headquarters managers to closely monitor their performance 1mpose bureaucratic Controls

- and rob young supermtendents of the1r aufonomy and opportumty to grow In some reglons,

expenditures in some categories of as little as a few hundred dollars requlre regional
approval. This level of overs1ght is justified on the grounds of the poor preparation of
supenntendents The reahty isa deadenmg of i initiative and i mcreasmg bureaucratlzatxon of
the Park Semce '

There is not any credlble service-wide program to identify and develop managenal talent.

The Park Service parncxpates in departmental programs, includinig those for management

' development, largely on the initiative of the individual. There is no institutional focus or

priority for the development of its future leadersnip.




'Recommended Actzons

The Park Service should develop a new mld level program to ldentzﬁ/ select, and train

promzsmg employees as prospectlve managers and future Ieaders These employees could

’ _come from any of the ]ob series. .

. The Park Servzce should establlsh career paths for managenal employees that begm at the

GS 1 1 Ievel

." The Park Serv1ce should estabhsh a sentor—level executive development program (pnmarzly

- GM 14/15 and above)

2-D.

_The Park Servzce should establrsh a human resource management board that would serve

: three functzons

o MANAGE THE ASSIGNMENT TRAINING AND DEVELOPMENT OF THE TOP IO% OF PARK

SERVICE MANAGERS (SAY 50 TO 70 POSITIONS) MAJOR PERSONNEL DECISIONS FOR -

TOF’ AGENCY LEADERSHIP POSITIONS (TOoP JOBS IN WASO, REGIONAL OFFICES AND KEY,

‘SUPERINTENDENCIES) WOULD BE MADE BY THE NF’S HRM BOARD TO INSURE OPTIMAL

'DEPLOYMENT OF TALENT ACROSS THE AGENCY

" REVIEW AND APPROVE ALL PROPOSED CANDIDATE SLATES FOR ASSIGNMENT OF THE =

750 GM EMPLOYEES IN 'SENIOR MANAGEMENT POSITIONS ACTUAI_ ASSIGNMENT' o

DECISIONS ‘WOULD. BE MADE BY APPROPRIATE REGIONAL OR HEADQUARTERS MANAGERS

) BASED ON THE HRM BOARD APPROVED LIST OF QUALIFIED CANDIDATES

2-E.

) DEVELOP THE COMPREHENSIVE SERVICEWIDE HUMAN RESOURCE POLICY DESCRIBED

UNDER ISSUE #1-.

tk'are pnmanly ﬂIled from wzthzn the agency However all senior jobs should generally be

competltlve natlonw1de

‘The Park Service should have such an effectlve development program that senior posztlons o



Background and Pzndzngs _ _ 7
Public institutions exist to create public value, much as pnvate institutions generate private

value. What should be noted in the case of the Park Service is that Vlrtually all of its value-

creating acnvmes are centered in mdmdual parks and sites. It is essential to operate these

sites in ways that preserve their natural, cultural and hlstOrrc properties while facrhtatlng

" public educatlon and enjoyment. This is the core of the Park Service mission. Yet today,

nearly thirty percent of all NPS employees (including all twenty-one NPS senior executives)

. work outside the structure of the parks. In theory, many of them exist to “support” the parks

* and activities therein. In reality, the support resources in regional and headquarters offices

become instruments of secondary control through special programs and supplementary

: appropriations.-Mahy such stuffoperate, in effect, in the line; for those parks led by less .

experienced managers. These more junior superintendents find themselves hamstrung by
bureaucracy and petty controls. At the same time, the more experiericed superintendents,

frustrated by the bureaucracy of headquarters staff and regional offices, will circumvent

 them,"dealing directly with top officials inside and outside the Service. In some cases, senior

superintendents circumvent the management structure of the Park Service altogether,
dealing directly with members and key staff in Congress. There arre, of course, NPS staff not
directly involved with federal park sites. Grant and technical assistance programs provide
resources to state, local and private parks. .Here, too, the critical issue is to focus at-tention on

the park site where the public encounters park staff-and resources.

We believe there needs to be a major rethinking of the role of staff in regional offices and
headquarters and a careful segregation of respon51b1htres between functlons of support and
service to the parks, liaison with non- -NPS’ groups (such as state, municipal and private

entities), and control and oversight. Front-line managers need to be supported and

‘empowered to make key managerial and program judgments. The change in thmkmg and

behavior needed in the NPS is similar to changes in many business organizations as they

. have tried to get closer to the customer. Innovative government programs—'«i‘ncluding those

of Nhnnesota state government the city of Phoemx and the U.S. Forest Semce pilot

program —have shown how producmvrty and employee morale can both gain from these

‘kinds of initiatives. -
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Put sxmply, the orgamz.mon must focus its resources more effectwely on the person of its site
managers. This requlres anew approach to trammg and management development
‘mentloned above, coupled with broader grants of authority to Supermtendents and rehet

: ﬁ-om unnecessary controls and mterference by staff in hne operations.

Recommended Actions .
-A The Park Service should mtroduce mternai market iricentives rnro the provrsxon of supporI
k servrces for the park system. The aim is to better focus ali resources of the National Park
*Service to support educatzonai recreanonaf and cultural activities in the parks and other

sites.

3-B. There should be a thorough strategac audit of functions performed in regrons headquarters

‘ serwce cénters, and parks It should hove three purposes
. ' ENSURE THAT THE FUNGTIONS ADD VALUE TG THE MISSION OF THE PARK SERVICE. 3
DETERMINE AT WHIGH LEVELS THE FUNCTIONS CAN BEST BE PERFORMED.

EVALUATE THE NUMBER OF REGIONS NEEDED TG CARRY OUT THE PARK SERVICE

MISSION EFFECTIVELY. = : .

3C Key supermiendenc:es and selected regional management }obs should be estabfished as -

' Career—reserved SES positions.. '
'3-_D.‘ We recommend that;i henceforth, all SES positions within the Park Service have, as a
prerequisite, park managerial experierice o comparable field experience in other

. organizations.

' 3-E. Senior managers should shift assignments every five or six years: -
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ISSUE 4: HOw CAN THE NATIONAL PARK SERVICE ENHANCE TS ABILITY TO ACQUIRE AND

VIMANAGE RESPONSIBLY THE LA}T\;GE SCALE FINANCIAL RESOURCES ESSENTIAL TO ITS MISSION7

“How CAN IT STIMULATE AND EXPLOIT THE EVIDENT INTERESTS OF PRIVATE l'\JSTITUTIONS IN

CONTRIBUTlNG TO THE GDALS OF THE ORGANIZATION7

' B’ac'kgrou'nd and Prndings

“The ﬁnances of the National Park Serv1ce are in somethmg ofa muddle Park’

supermtendents are frustrated by widespread controls Imposed by reg10nal and headquarters
staff as well as bV a resource allocation process that fails to recognize service priorities, meet

adequate service levels or pr0v1de clarlty to overseers and the public. On the one hand there

are concerns about ar enormous backlog of unfunded maintenance and construction

projects. On the other hand, Vthere is deep skepticism. about the quality of information .

- supporting such claims. There is an absence of clear service ind performarice standards and

concern about the adequacy of accounting and reporting systems., Management, at all levels

-of the Park Service, has failed to give this issue the attention it deserves.

As one of the most popular public institutions, the Park Service has the capacity to compete

effectively for public dollars in the politlcal arena and to attract private support. We believe
there is great potential to elrc1t private help to meet realistic needs of the parks while at the

same time reducmg demands on the federal treasurv in ways that are consistent with the

. values an_d mission of the S_erwce,,Strengthenmg the financial management capacrty of the

. organization is a concomitant requirement to insure that funds are spent in the most cost-

.

effective manner. - - : o o B , ' -

- Frnally, there has been a ﬂurry of interest and proposals to alter the: long-standing Park

Service pohcy on concessions. The: purpose of concessions pohcy over the years has been to

.assure the avarlabxhty of needed goods and services to park v1s1tors The price, character and

scope of services provided is tlghtlv controlled by the Park Service. Concessrona1res paya’
franchlse fee (tvplcallv around three. percent of their gross sales) to the gov ernment in
exchange for the opportumty to operate in the parks. Generally, concessionaires ﬁnance
construct and maintain their facilities, retamlng property rights (known as possessory

1nterest) though not acqumng legal title to the lands: The length of concession agreements

" varies, but some run for twenty or more years (wrth reviews of scope, prices and fees every

- five years).
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ASome more recent agreements (such as the i mnovatwe FVV Semces COntract in Yellowstone)

take a different cack: They are contracts to’ ‘operate govemmcnt -owned Iaulmes {the vendor

. ha:, no property right) and the vendor is given credit for agreed maintenance and renovatlon .

expendlmres The contract provides that the combmauon of credits and vendor payment'a o

the governument amounts to twenty-two percent of gross sales. This ﬁgure has been bandied:.

.about recklessly by some ofﬂmals and has been mappmpr}ately compared with the franchlse

. fees of 3 to 3.5 percent under tradmonai €ONLTacts. -

- is thé'working‘grotip’s feeling that the govérﬁrﬁenf can and should reaIize soméwhat

hi gher returns from concessioraires, aibelt at the I:kcly cost of somcwhat h1ger PFices to

park visitors, But before polmy decr.s:ons are made, there needs to be a much more : carefiil -

_ ‘;111um1nat10n of the complex issues and rights of both the government and jts highly regulatt,d

: 'Lon(,essmnalres most of whom have prmrdc.d quality service 1o the puth over 1tany / years.

- _Recommended Actions

4-A,

‘,The Park Service should reeva!uate its fees to ensure that they are farr and marku ,
'competttwe Current legislative: authoraty that permfts 50% of all entrance fees paid at a.
park to remam in thatpark should be reaff irmed.

‘The National-Pafk_ Service should give ﬁna'nc"z'a_I: rﬁanag'ement grgdter ptiority.-

. THE PARK SERVICE SHOUED DEVELOP A'SET CF F’ILOT BUDGETS FOR SEV‘ERAL‘F'ARKS
.TC} REFLECT THE ACTUAL RELATIONSH[PS BETWEEN COSTS, SERVICE LEVELS AND _

PERFORMANCE STANDARDS

THE PARK SERVICE MUST STRENGTHEN FINANCIAL MANAGEMENT TRAINING FOR ALL

'MANAGERIAL PERSONNEL_ AND FOR THOSE DIRECTLY INVOLVED N BUDGET

ADMINISTRATEON DEVELOF‘MENT AN CONCESSION MANAGEMENT

THE PARK SERVICE SHOULD EVALUATE THE ACCOUNTING OPERATIONS DIVISION TO

e DE_TE-fRMlN_E WHETHER DECENTRALIZATION WOULD MAKE IT MORE EFFICIENT. -

. The Park Sérv;’ce should experiment with partnerships with a wide mﬁge of public and

: ﬁffvate-organizations 6 furd projects in specific parks as well as to meet

servicewide neecls.
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The Park Service should establish a more coherent concession policy, improve the ways it -

accounts for and represents concession income and contractual relationships, introduce

greater competition into. the process, realize higher returns from concessionaires, and .

~ recognize creative contributions to the NPS mission by concessioners.

We récomménd immediate dpprbvc_il of the proposed America the Beautiful pass, which

~ admits holders to all NPS units for an annual fee of $35, and the increase of park-specific

annual pass fees where appropriate. The increase revenues from these fees should be

dedicated to improved services and support for the National Park Service rather than

E pffsetting regular park appropriations;

11 Conclusiéns

* The National Park Service has many strengths. The recommendatidns of the Working grbup :

are intended to enhance the skills and training of its work force, strengthen its career
managerial corps, and help it acquire and manage responsibly the resources needed to

continue its proud tradition as one of America’s outstanding public institutions.
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== WORKING GROUP ON PARK USE AND ENJOYMENT

Introductzon and Overwew

This report describes the dehberatlons of the working group on park use and en]ovment We
*_approached the task aware that the Vail Symposmm is part of an historical tradition of self-

examination in American conservation and government. Secretary of Interior Walter L. .~

Fisher convened the first national parks conference at Yellowstone in 1911; other

. conferences and studies have followed. Therefore we began by collectmg the findings. and
_ recommendatlons of earlier efforts. To read these reports is to gain respect for the

insight of past study groups and to realize that many of the challenges facmg the Natronal :

Park Semce seem chromc

Examples of Prevzous Reports

A Study of the Problem of Recreatlon in the Unlted States (1941) prepared by the

Department of the Interior

. The landmark, multivolume Report of the Qutdoor Reereatioh Resources Review .

C.ommissioh'(1963)

" Man and Nature in the Natlonal Parks (1967), prepared by ecologlst Fraser Darhng and

geographer 1\oel Eichorn

A The ConserVation Foundation’s National Parks for a New Generaﬁon (1985)'
Report of the Presi’de_nt’s Commission on Americans Ou‘tddo.rs (1987) '

The National Parké'apd Conservation Association’s In{{esting‘inA Park Futures: A B‘luépr_int '

for Tomérrow (1988)

The National Park Service’s 21st Century Task Force Report ’(1@90)
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vWe also were aware of the need not to be fully in the gnp of the past H1stor1an and student

of the national park movement Robm kas has applauded the 75th annlversary of the NPS,

but remlnds us to look forward and w1th a w1de v1ew

A TIME OI;_ CELEBRATION TENDS TO BE LONG ON‘ RETROSPECTION AND SHORT ON
. F’ROSPECTION THOUGH ONE MUST NEVER FOR‘GET THE INTENSITY OF
ENVIRONMENTAL CHALLENGES FACED BY THE PARK SERVJCE ONE MUST SEE THOSE
" PROBLEMS WITHlN A LARGER FRAME )

Therefore, we attempted to gather and- examme the trend analyses alternanve futures,
scientific predictions, estimates and provocatlve speculatlons that relate to park use and
en;oyment Because tlus 1ncludes everythlng from demographrc trends in the An‘lerlcan :
populatmn to advances in commumcatxon technology and changmg social values, we could
only be representatlve And we were determmed to make our predrcnons wrth humlhty in -
our ablhty to forecast the futre, and not to avoid unpleasantness and uncertamty

if we- found it.-

. Ours is.a natlon and World that'is rap1dly changmg, and any pubhc semce agency that is not

adaptmg will eventually create its own crises. Hence, the NPS must act. A sense of urgency

underlles our- efforts We have tried to be crmcal yet constructlve opnmlsnc yet reahstlc

A Brlef History of Vtsztors to the Natzonal Park System .
During the mid- 18005, few people visited the areas that would later become national parks

.- (Throughout this report the words “sites” >and ¢ parks” are used interchangeably to feflect

the full range of management units in the National Park System——battleﬁelds, nanonal

monuments recreation areas, national parks wﬂderness areas, hlstonc sites, seashores, and

so forth.) This changed with the coming of the railroads, the construction of hotels and the

social acceptance of natlonal parks as vacation destlnauons Lured to the west by

o adverusements of the ra1lroads, these tourlsts Were mostly the eastern ellte and fore1gn

aristocracy. Once in the park, v151tors would stay for several weeks; some for a month or the

entire summer. Vtsrtors did httle hrkmg or campmg An alternative to hotel accommodanons

appeared when a camping service was established at Yellowstone in 1893 Sirnilar carnpmg

busmesses soon appeared in other natlonal parks:

The years 1908- 191 5.were largely characterxzed by the commg of the automoblle For years

 autornobiles were not allowed inside the parks Public pressure mounted as the automobrle

became more reliable and affordable Ind1v1dual auto owners joined the polmcally powerful
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auto clubs, and in 1913, under enormous pressure the Secretary of. Inter1or allowed

autos to enter the Yosemite \ alleV Motor cars began transportmg tourlsts to

numerous other national parks auto caravans became annual events.

The NPS’s‘ﬁrst Director, Stephen Mather, and his assistant, Horace Albrlght' realized

that increased public use was the best defense of park resources. They worked to

expand the parks’ constituency by promotmg park tourism. By the time the Nauonal
Park Service was established in 1916, most national parks had desighated campgrounds.

" The middle class was visiting the national parks and camping rather than staying in the

grand hotels. Camping (or * sagebrushmg as it was called) encouraged the

development of more campgrounds, fishing docks, trails and other outdoor recreation
facilities. Compames such as Coleman, which had been manufacturmg portable stoves

for the Armv, entered the new market improved tents, cookware, clothmg and other

specialized products were to become desired components of modern camping,

 With the addition of national parks like Acadia (1919), Shenandoah 1926) and Great
Smoky Mountains (1926), the National Park System expanded in the heav1ly populated '
East. By 1941, Great Smoky Mountams and Shenandoah were the most visited parks in

the system, each rece1v1ng approximately twice as many visits as Yosemite or

Yellowstone The shift of War Department historical sites (such'as Gettysburg) and the
publlc parks in Washmgton, D.C., to the NPS in 1931 created a new population of ’

visitors and new types of use for the NPS.

Park use and enjoyment was, of course, not limited to the National Park System.

Mumcrpal parks such as Central Park in ‘New York City were established in the 1850s,

and begmmng in 1884 state parks state forest reserves and historic parks were-.
developed. Throughout the 1920s, the U.S. Forest Service expanded its outdoor

recreatron mission.

Development of visitor facilities in the national parks received a boost when the Civilian

“and campgrounds were completed and thousands of young men introduced to park areas. |

Conservation Corps (CCC) was established in 1933 as part of the New Deal. By 1935, 188

. cce camps were operatmg in the national parks; hundreds of buildings, trails, ranger cabins

After economic recovery, VlSltOI‘S returned to t:he parks in mcreasmg numbers. This trend
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continued until World War 1L, when v151tar_10n dropped. 1o 1920 levels. ‘;cvera[ national parks

- were used for military trammg, 1ntroduc1ng these sites to young men who would return (w;th

famlhes) as tourists.

After the war, visitors again flocked to the nat;onal parks in mcreasmg numbers fueled by

the postwar moblhty and affluence of Amerlcan society. Cars and roads - were big gger and

_iraster, visitors drove from park to park and spent less time in each. The sharply 1m_reased

- _. travel meant traffic jams, crowded facilities, and full campg'rounds and hotels In 1956 the

NPS began a rewtahzam)n pIan—M15510n 66. For tnost visitors this meant newer and

) 'SPECC'IEI' highways, better developed campgrounds, expanded and repaired V151to_r facilities.

For others; it meant that the pristine character of many parks was giving way te

development.

Inthe 1960s, and with a policy émphasis of “parks for the people:” the mission of the NPS s

. was expancled to include recreation and urban areas not traditonally treated a8 natmnal

parks. Major urban park initiatives were. undertaken in New York, San branmsco Cleveland

- and Los Angeles. As a result, visitors to the system became more diverse. The Wﬂdcmesq .

Act of 1964 led to the ofﬁmal demgnau(m of numerous w:lderness areas w1thm units of the -
Nanona] Park System addmg additional requirements to management of the selected lands.
Turmeoil in the nation was reﬂected in the parks, culminating in a _]uly 4th weekend riot in,
Yosemlte Valley in 1970 ' '

From 1973 1979, system-wide visitation fuctuated with the price and avadablhrv of gasohne

Interstate travel diminished, though use of the system rose slightly. Parks near urban centers |

received most of this i increase. Back country camping and wﬂderness.use increased to all-time
high levéls, with permit systems regulating visitation. Intcrnational visitors to NPS sites
dramaucally incréased as the United States became a foreign tourist desunatmn New kmds

of natlonal park sites were added (such as Lowell), and the Alaskan addmons begam tor attract

 visitors.”

The General Outdoor Recreatzon Srtuatron m Ihe Umted States

~The National Park Gystem cannot be understood or managed in'isolation; the NPS is one of

several agencws respons:ble for outdoor recreation. Participation. in ‘outdoar recreation

activities on public lands has increased virtually‘every'yeaf since World War II. Loc:alrparks

‘and recreation areas are used most often, and the growth in municipal recreation land has

- closely paralleled the population growth in cities. Visitation to state Park Systems has grown
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steadrly, but total acreage has décreased shghtlv, emphasrs is on intensive management of

existing acreage and facilities rather than expansron ‘An unprecedented number of tourists -

“are visiting federal recreation lands; 1nclud1ng natlorna] parks, wilderness areas, forests, and

wildlife refuges DaV use of these areas has grown more than overmght stays. In response to

~ thei mcreasmg number of visitors, multlple -use federal agencres such as the U.S. Forest

Semce and the Bureau of Land Management have initiated polrc1es which place a greater

emphasas on recreatron

Recreation opportunities and demand are greatly influenced by changing landscape patterns.

Suburbamzanon is converting rural farmland to housing developments; rural communities

near w11derness areas are experiencing population i increases. Coastal areas (along the oceans,

Great Lakes and other shorellnes) contmue to lose open space and pubhc access; such

landscape changes mcrease pressure on emstlng recreation srtes

-Recreational activities have diversified with the development of new “lifestyles” and

technologies. Commrtment to fimess has encouraged a move tow: ards more physmallv

' demandmg acnvmes and partlcrpanon in hrgh risk adventure (such as hang gliding, rock

. cllmbmg, and white water sports)‘soared with adulthood of the baby-boom generation.

Technological changes in recreation equipment have changed recreation participatjon by

makmg activities more comfortable and acce551ble Outerwear and other clothing have been

e revolutlomzed advances in alloys and composites haveé led to llghter werght greater

strength, and 1mproved performance in backpacks, skis, bicycles, sunglasses and other

. equipment. In some cases (the snowmobile, for example) new recreation activities have been

B spawned by eqmpment development Outdgor recreatron is an 1mportant mdustrv American

consumers spent $100 brllron on outdoor recreanon in 1984.

Current USe and En}oyment

Our knowledge of contemporary National Park System use and en]oyment is fragmented,

“but somie useful statistics exist. From 1980-to 1989, the total number of % visits grew 35%, and

'is now over 258 million annually. National parks account for less than one-quarter of total -

 visits to'the system. (see table). The Southeast and Western regions of the NPS host 45% of

* all visits. A large proporuon of visits are to, areas added to the'system after 1971; a shift in

visits from the summer (still the bu51est time for the parks)to other seasons is occurrmg,

though not unrformly across the svstem
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ViSJTS TO SELECTED TYPES
OF NATIONAL PARK SYSTEM AREAS 1990

Recreation

o S ) _ Visits (in -
Type ofz\réa‘. - S . millions) % of Total
NATIONAL PARKS o S : _ © 58 : 22
NATlONAL RECREATION AREAS | o oo C oAy 18
NATIONAL PARKWAYS : - i 11

" NATIONAL MONUMENTS AT - 24 9 -
MATIONAL HISTORICAL PARKS . ©oo 22 8 -
NATIONAL SEASHORES -, = - . . 20 8
NATICNAL HISTORIC SITES o T ,' 15 8.
NATIONAL MEMORIALS . . s B 13 &
OTHER TYPES OF AREAS R 0 12

SOURCE! NPS, 1991.

A recent report of the NES, entltled A DlVCI‘Slt} of V1s1tors A Report o \’1s1t0rs to the

Natmnal Park Svstem pI’OVldLS a-descriptive profile of current. park use, based on a series of

surveys conducted in‘1985:89 in over twenty parks. The findings suggest that use varies’

51gr11ﬁcantly from park to park a brief descnptmn fol}ows

Peaple of all ages visit the national parks Each park attracts a d1st1nct mix of age groups
Cost, access, available famhtws and _purpose of visit inflience these patterns. National park

_v151t0r5 represent the global commumw and ata few parks at certain tlmea, mternatlonal

V!SitOI'S oumumber U S. v151t0rs Th(, growing number of 1nternatmnal visitors is due partly o

to the maturing of the tourism mdustry worldwide and the mcrcased prosperity of select
nations. It is also due to the inhefent am-acﬂveness of the namonal parks to mternauoml

. toutists wanting to “see America.” United States citizens travel from all over the (.ountry to
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visit national parks, and c'ach park has a, ge:ographical,ly distinct mix of visitors. Some parké,
such as Glen Canyon, draw visitors from-a limited region. Others, such as Gettysburg, are

visited by people from a broader regional area. Sill others, like Grand Teton attract visitors

from all over the country.

~ Families are the most common group, and reflect the diversity of family life in the United _

States: married couples; single parents and children, large extended families and other social

-‘arrangements. There are exceptions: many of the urban recreation areas like Gateway and

suburban sites like Valley Forge attract individual visitors, and some sites attract large

numbers of tour groups. Still others, like Natchez Trace, are largely used by commuters.

VlSltOI‘S enjoy many activities in the parks Some actmtles such as sightseeing, are almost
umversal Other activities; like campmg in the back country of M. Ramler or taking
historical tours at Harpers Ferry, 1nvolve only a relatively small portion of park visitors.

e

Participation in specific actlvmes varies from park to park, dependmg upon visitor interests

and the availability of serv1ces Their opmlons about the i importance of s semces are varied. At

- most parks, the park map and brochure, good dlrectlonal signs and clean restrooms are rated

“most important. And when asked to evaluate the qliality of services, from lodging to

* mterprenve programs to emergency medical care to food service, most visitors rate them .

above average, though some v151tors are extremely dlsappomted and critical.

Such statistics are 1nformat1ve and they warn against a standardlzed centralized and °
1nﬂex1ble approach to. managing visitors. They do not descrlbe the reasons why people visit

the parks. A 1991 national survey of adults conducted for Citibank reported several “ ma]or

- reasons”: to see nature (86%), to vacation (82%), to see someplace new (76%), to see history

(69%). Yet the reasons people visit the national parks may be more cultural, sentxmental

" emotional than numbers suggest; one elderly visitor wrote on her questionnaire:

1 HAVE TRAVELED ALL OF THE LOWER 48 STATES AND SHIRLEY (SIC) YELLOWSTONE
iS:THE AMERICAN GARDEN OF EDEN.

The stereotype of uncaring park visitors rushing madly to collect unauthentic souvenirs,
demanding elaborate services and barely contemplating (and not comprehending) the unique
resources around them is, like all stereotypes, simple and wrong. There is a diversity of

visitors using the National Park System, and no one description will.do them justice.
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. Future Trends ) ,

To predict the future is to have confidence in the past: we hope hJstorlcal knowledge of

trends and events will somehow empower us to predlct what may happen next. There have

' been many predictions about the future of American society and its 1mpact upon the use and

en]oyment of the National Park System For example, the 1941 report A Study of the Park

" and Recreation Problem of the United States, made several accurate predlctlons the Umted :

" States population would dramaueally age; leisure time wou}d increase; the rural population ‘
‘would decline; demand for outdoor recreatlon would increase. It also made w1ld1y inaccurate "

: ‘predlctlons the populauon of the Umted States would peak at 158 mllhon in 1980 (1t was
over 200 mllhon and growmg), the industrial East would continue to grow and the: South
would not (the reverse was, true), cultural dlfferences would dxsappear asa natlonal culture

emerged

Hence predlctlons about the future of the Nat10nal Park System and how lt will be used
must be treated cautlously Itis unllkely that our predtctlons will be fully accurate. In
addztton too few efforts at predlctzng the American future look at its grimmer side: the rise

- in mequalzty betweeri the rich and poor, the mcreasmg poverty overtakmg whole segments

. of the populatlon the enfeeblmg effects of drug addzctzon the decline of the public school
system, envzronmental degradation and its zmpact on health, among others. Wlll not these -

3 trends also affect the leisure and’ recreation habits of the c1tzzenry? '

_ Sevetal reports have ptovided"predictions relevant'to purk use and enjoyment. The 1977 -
“Third Natlonw1de Outdoor Recreation Plan argued that two key ttends will influence park
use: the geographlcal shnft of people to the South and West and the agmg ‘'of the population. -
An analy51s of the outdoor recreatxon needs of the American public was completed in. 1986 by
‘the President’s Commls;;lon on Americans Outdoors. The Report of the President’s »
_ - Commission on' Americans Outdoors offered épeéiﬁc predietions essentally repeated in the
National Parks and Conservatlon Association’s Investmg in Park Futures (see box) The
“NPS’s 21st Century Task Force repeats several of these predictions about park use and
enjoyment, such as more year-round use, increased demand.for ‘non-traditional” actlvmes,

and the need of visitors for more sophisticated information to aid in visit planning.
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Predictions by the Preszdents Commxsszon on Americans Outdoors

The baby-boom generation is approachlng mlddle age and is likely to increase its. park-gomg

due to higher discretionary income.

*_ Senior citizens will increase from12% of the current'pdpulatinn to bétween 18-24% of fhe

- population by 2030. Their demand for outdoor recreation is uncertain.

- By 2000, 60% of the populanon will hve in the South or West; demand for recreation areas

in the South may exceed supply

Leisure time is decreasmg due to dual-c ~career famlhes and the entry of women into the work

force. Park visits are likely to be more planned and of shorter duratlon.

Such predlcnons about future park use and en]oyment rely on broad 1n51ght about American

society. A report from: Amer}can Demographlcs prov1des a well-rounded and realistic set of

 predictions for the 21st century; they helped gu;de our work, and are summarized belaw.

1. EVERYONE WILL. BELONG TO A MINORITY GROUP WHITES WILL NO LONGER BE A MAJORITY
GROUP IN SEVERAL.: STATES {SUCH AS CALIFORNIA) ASIAN AND HISPANIC POPULATIONS WiLL -
DRAMATICALLY INCREASE, WITH HISPANICS OUTNUMBERING AFRICAN AMERICANS BY ZOIO,
PoLITICS WiLL BE ALTERED BY 2000 MOST MAYORS IN THE NATION S BIG CITIES WILL BE .
PEOPLE OF COLOR RACIAL CROSSOVER VOTING WILL BE. COMMON

2. THE FAMILY WILL BE REDEFINED. BY 2000 OVER HALF THE CHILDREN IN THE UNITED
STATES WILL SPEND PART OF THEIR LIVES IN A SINGLE PARENT HOUSEHOLD. INTERRACIAL
MARRIAGE AND ADOPTION WIL.L INCREASE. NON-'I;RADITIONAL FAMILY ARRANGEMENTS—
UNMARRIED HET’ERQEEXUAL COUPLES, HOMQSEXU-AL COUPLES AND FRIENDS THAT LIVE
TogETHER-—_—'WILL GAIN LEGAL RECOGNITION AND SOCIAL ACCEPTANCE AS FAMILIES.

-

3. EDUCATIONAL INEQUALITIES WILL INCREASE. EMPLOYMENT WILL REQUIRE EDUCATION

BEYOND HIGH SCHOOL; THE LESS-EDUCATED WILL BE ORIVEN FURTHER INTO A CYCLE OF . ’
POVERTY. THE PERCENTAGE OF URBANITES ON WELFARE WILL CONTINUE TO INCREASE
SEMI-SKILLED WORKERS WILL BE RELATIVELY SCARCE FOR OTHERS, THERE WILL BE AN
EDLLCATION REVOLUTION: CHILDREN WILL LEARN BY COMPUTER; THE FLOW ofelectronlc

. information will increase and diversify; adult educanon w1ll grow.

4. FULL-TIME HOMEMAKERS WiILL 'APPROACH EXTINCTION BY ZOOO MORE FTHAN 8Q% OF ADULT I

WOMEN WILL BE IN THE ‘LABOR. FORCE, WITH MOST OF THE REST ONLY TEMPORARILY
'UNEMF’LOYED WOMEN WILL MAKE UP CLOSE TO HALF OF THE LABOR FORCE, WITH '
: EMPLOYERS DEPENDENT UPON THEIR SKILLS. "THEY Wil ALSO REMAIN RESPONSIBLE AS THE
FAMILY S PRINCIPAL CARE TAKER, AND FAMILY STRESS 1S LIKELY TO RISE.

»

74




w:

5.‘ THE RETIREMENT POPULATION W]LL DRAMATICALLY INCREASE By 2009 THE BABY BOOM
'GENERATION WILL BEGIN TO RETIRE WITH CONSEQUENCES 3.5 MILLION AMERICANS WILL
RETIRE THAT: YEAR 63%. MORE THAN IN 'I990 HALF' OF AMERICANS WILL BE AGED 40 OR '
OLDER BY 2015 ) :

6. BIG GITIES FACE-BIG CHALLENGES. POPULATIGN AND J’oa's’w'n_l_ CONTINUE TO MOVE FROM-

’ .THE URBAN CENTERS, WITH CORPORATE HEADQUARTERS SCATTERING SOUTHERN AND
WESTERN CITIES WILL FACE GROWTH CRISES EASTERN AND MIDWESTERN CITIES WILL: FACE
'DECLINE AND IN AlLL CITIES, THE DIFFICULTY OF GOVERNANCE AND: PROVIDING NECESSARY
»SERVICES WiILL INCREASE

- What do these predlcuons mean for the Natlonal Paik Serv1ce° First and. foremost they

' "llmply that-the next 25 years: of park use and enjoyment will see’ dramatic change The agmg

and redistribution of the population suggests that slgnlﬁcant shiftsin visitation are likely:

* from eastern to western and southern’ parks from summer to other seasens, from back -
' 'country to front country ; areas. The trends i in work and education 1mply that many visitors
-will have less time and more. demand for mformatlon and umque experiences. ECOHOITIIC

- trends suggest that park—related tourism w111 grow as an important local mdustry, and that

parks as tools of economlc development w1ll have s strong pohtlcal support. Changes in--

' A»'Amerlcan wvalues imply an expanded role for parks in the life of the nation.

g Wlth these predlctlons and Wlth conﬁdence that some w1ll be borne out and others will Hiot,
- we turn to a discussion of the major 1ssues facmg park use and enjoyment in the 21st century
’ The issues-and recommendatlons are not hsted in  any order of prlorlty, nor are they all

necessarlly of equal 1mportance
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Issues and Re»c()mmfendations B

ISSUE t. WHAT SHQULD BE THE ROLE OF THE NATIONAL PARK SERVICE, BOTH IN AMERICAN

SOCIETY AND GLOBALLY’

.Background and Fmdmgs

“This i 1ssue is one of mission and 1deals as the purpose and vision of the agency srgmﬁcantly

mﬂuence how the parks will be used and enjoyed. Hence, it was 4 prlmary concern to our’

»worklng group. Several critical quesuons emerge: What is a natronal park (and hrstorrc site,

" recreation area, batrleﬁeld) for? What is the future role(s) of the ‘National Park Svstem in

Amerlcan culture and i in the world? Is the current 1mission of the ’\lanonal Park Serwce

relevant to 2 Ist century Amenca;’ What role should the National Park Service play in

. world affa1rs>

.H‘istorically, the rationale’for national parks has included scenic nationalism (our mountains.

are better than Europe s), efﬁcrency (wholesome recreation is necessarv for worker

productmtv) economlc benefit (the See America Flrst‘ campalgn of 1910); refreshment of

 the populace (Muir’s “tired, nerve- shaken over-civilized people” in need of wrlderness), and

: pubhc tramrng (the enwronmental educauon programs of the early 1970s). Specrﬁc

: the National Park System is a major and umque contribution to the national culture and the

arguments have been made for natural areas {open space for urban ‘populations, savmg

- endangered species, vnlderness, preserving ecosysterns, and now. conserving brodxversrty) and
'._for historic areas (preserving of native cultures, paying homage to the deservmg, teachmg

' m1htarv strategy, and economic rev1tahzat10n through tourrsm) It is doubtﬁll that add1t1onal

ranonales would add much that is srgnlﬁcant

.

The Orgamc Act estabhshmg the Nannal Park Service has hkewxse been discussed in detall

often. the strrctures to “provide for the en]ovrnent > and ¢ pteserve ummpa1red” have been

‘treated as contradlctory pohcy directives. Or, the debates have centered afound which goal is

primary, with each- gomg in and out of fashion according to percerved poht1cal wmds The

*possibility t that congressmnal intent (or inadvertent consequence) was to, prev ent purrst

reservauomsts or over- Zealous develo ers from dommatm the agency, and to create 2
p p g gency.

_ demandmg balance of ideologies, is less explored but plau51ble Lack of consensus may- be

1nev1table and: permanent

,leen the long htany of dlscusswn, what can we add? Vv'e start from the point of view that

heritage of mankind. We are a nation of many peoples and many points of view, witha’




: democratic tradition and 'demogra'phic trends' that ensure ‘cultural pluralis'mf From the

Duwamish and Iroquo1s to German—Amencans Afrxcan—Amerlcans Itahan—Amerlcans

Hlspamc Amerlcans to the recent 1mm1grants from Cambodla, we take prrde in our.

~ mdlvrdual herrtages

But we. also have in less than 250 years created a unlque and endurmg nauonal culture The )
'parks ‘historic sites and recreatlon areas that make up the National Park System arean’

- 1ntegral part of this culture and our natlonal identity. The Statue of Lrberty and Martln

. Luther King; Jr. HlStOl‘lC Site ; are crucial- to our image of ourselves as is Yellowstone

' 'Everglades, Yosermte and- Canyon de Chelly Indeed, it may be that the essenual purposeof -

A natural and cultural And to-the extent that the Natlonal Park System reflects our unique

natlonal hrstory (both envrronmental and 30c1a1), it represents an 1mportant tool for other

' lpeoples of the world to' understand us.

B ‘Hence, park use has meanlng and purpose h1gher and apart from purely recreauonal
entertamment or economic values Itis partly an act of nanon bulldmg This should not be
' 'tonfused with superﬁcral patrlotlsm or prldefulness it is more meanmgful and long—term
- "The Natronal Park System has evolved into'a superb mventory of what Amerlcans value the
'specral landscapes and Wlldllfe we clamor to see, the hlstorlcal scenes and events that formed
' bthe natxonal character (and characters), the dlver51ty of peoples and cultures that shape our ‘
| contemporary affalrs For example over 40 sites in-the system preserve and i mterpret Natlve }
- American cultures Park use and en}oyment contmually reaff irms the 1mportance and v1tal1ty
- _'of these resources _ ' o b_
At the same tlme, the natlonal parks are pleasurlng grounds (albelt ofa spec1al kmd),
‘Whether it is a walk along the South R1m of the Grand Canyon or a meal at a concessmn or a |

“tour of Thomas Edison’s New ]ersey home, pubhc enjoyment is a tradrtronal legltlmate and

important responsrblhty of the Nauonal Park Servrce Few governmenl:al agencies-are .

o ,charged with contrxbutmg to the nation’s fun itisan 1mportant task, We stress that to -

prov1de for pleasure : and en]oyment does not 1mply that unchecked hedonlsm should gurde

y'v131tors or the : agency ‘tobe a pleasurmg ground” does not reqmre thatall pleasures be

prov1ded The recreatlonal act1v1t1es afforded by the Natlonal Park System must be. carefully

: con51dered Because each unit of the system has its own legal rationale and V151tor use -
,jpattern we cautlon agamst a smgle, general ) mlsslon statement. Instead we adhere to: Darlmg '
- and Erchorn s advice in Man and Nature in’ the National Parks; the quesuon must e

v reframed and asked as: What is thlS nauonal park for° ”

the national parks is to help bind us together as Amerlcans to form a common herltage both .



If each unit is a2 unique contribution to the system, then th'e system re‘presents a unique

collect:on of national heritage, a benchmark of who we are as a. people And since cultural

: dlversn:y is our natlonal experrence E Plurrbus Unum: out of manv, one) the National Park

System must be a collectlon of culturally dlverse resources The crlterlon for inclusion must.

“be national significance, but of a special kind: the SIgmﬁcance should relate to the bu1ld1ng of

a nation out of so many. different peoples and environments. Yellowstone. has this.

s1gmﬁcance so do Morristown and Charmzal and Mesa Verde and Haleakala: Our hrstory is

© sl unfoldmg, new contnbunons to the national experlence are emerging. Our landscape is |

changing, rapldlv, once common scenes and resources wrll inevitably become worthy of .

preservation. Hence, the system must continue to grow (at What pace is debatable) or

: _eventually lose its relevance as-a record of our people and environmeént.

’ If the purpose of the systeny is'to preserve the national heritage, does_it follow that the

National Park Service'sh'ould restrict itself to the system’s management? We suggest not, for

R several reasons. First, the lnterdependence of recreation resources makes such isolation

' 1mposs1ble Use and . en]oyment of the national parks is 1ntertwmed with local ‘county, state,

" and other federal resotirces, and w1th local communiities, tribal lands, regronal landscapes

and private recreation fac1l1t1es Regardless of rhetorlc, parks are not islands (they never -

were, ecologlcally or socio- economrcally), and use of the National Park System will be -

“heavily influenced by management practices of other agencics ‘and orgamzat1ons Second the

NPS has leadership responsibilities that transcend the land base of the agency, under the -
Land and Water Conservation Fund Act, the National Trad System Act, other broad federal
laws and dozens of spec1ﬁc acts (such as the Michigan-Illinois Canal Heritage Corridor Act)..

Third, the NPS has historically been looked to for counsel and assrstance bV many entities
that prov1de for park use and enjoyment The abolition of the Bureau of Outdoor Recreation
(after its evolutron into the Her1tage, Conservation and Recreatlon Semce} transferred 7
significant tasks tothe NPS, where this function has been largely de-emphasrzed or ignored._
The Administration requested appropriations for state assistance from the Land and Water.
Conservatlon Fund only once (fiscal 1992) since 1981. P.L. 88-29 requlres the Secretarv of

Intenor at five year intervals to present to the Congress a nationwide recreation plan; the last

was submltted in.1979. Iromcally, this lack of 51gn1ﬁcant action is c01nc1dent w1th the

Congress and other i interest groups demandmg greater assistance efforts by the agency.

- There is drsagreement (including within our workrng group and among participants at the

Symposmm) as to whether these programs should be re- emphaSIZed in the NPS or given a
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. Dew msututmnal h‘amev» ork out51de the agency. There is strong a greement that such

' ﬁmu:lons are cr1t1cal to the future of outdoor recreat]on in Amenca

Fourth, wable alternatwes to dlrect ownership and m:magement of land by the NPS have
hlStOt‘lCﬂllV bu,n f.xp(.nmcntc.d with (an example’is the- 1930s Natlon.ll Recreation
Dcmonstratlon Areas), and in the 19805 emerged as nnportant-stmtegws for providing :

~ needed resources for park use and en)oyment There are numeros examples of “afﬁlmted”
© "NPS areas (for example National I—Iermage Corndors) Most 1nclude substantlal pnvate ;

' ownersh1p of resources, land use regulatory. m_e_chanisrns, incentives and, eCcONOMIC
re\{italizati(m as'.lwy‘ componc‘nts._The NPS inleVom'cnt'-in these _“par't_nérslqlip parks”
involves varyiug‘oegrees of tef:hulical a'ssistﬁncé -grént programs, operational étafﬁng, land
acquisition and. capltal dev elopmcnt hmdmg They errLsent important altornmves to
‘tradluonal owt and manage approaches Future expansmn of the Nanonal Park Syqrem .

1&1ll by necess:ty, nl:ten involve the creatlon of units that are partnership parks

. Finally, the U.S. National P_ark Service has an lnlport%mt role in the world-par_k inovén_lent V
and interrlatiou;il;cons'eriration..‘At one time, our approach to park .rnana‘gemont u{a's_ the
' :.e)iample fo'r'_otller countries to emulate. While it is no longer the only model (w’e,rhin_k thisis -
3 valuable maturing of the :par-k mnvémoiit kéloball}), the National Park Séwioe lns the
opportumty and re:spon51bllltv to'be a leader in 1ntcrrlatlonal park a{:falrf-. Our parks. havea -
: l()ng h1story of servmg as classrooms lor park: managers from around the world. Many NPS
employees have mternatlonal expencnce or Would like to; such e\pemence 1mproves their
ahzhties 0 manabe parks in this. (_ountry The NPS has an active international technical
assrstance program; such assistance is often used as an mstrument of fore1gn pohcy through

' the ‘\gLI‘lC} for International- Development

In addmon the Umted States isa s1gnatorv of man}, international conservation agreements
o lsuch as the \Vorld IIentagc Lonvuxtmn, and the NPS manages several mt(:rnanonal

. bxospher.e reserves. Importantly, .the agency' cannot manage park use and en]oyment.of =

: {:ertam domestic resources ‘without international cooperamon (an examplc is the B:g Benil
.- ecosystem) As the slogan “thmk globally, act locally” moves from enﬂronmental rhetoric fo
government policy, and as the Ameru,an public mcreaqmgly understands tl'le 1mpllcatlons of
global mterdepenclence, leadershlp ini international atfairs will ETOW25 4. necessary ‘
rcsponsllnhty of the Natmnal Park ‘§crv1ce VVe beheve the Servl(,c can directly l)LnLﬁt from -

such mvolvement for there 1s much to learn from the parlc mamgers and msumtlons of

o other natnons




Recommendatzons , _ » ,
I-A We recommend that the NPS recogmze the preservatlon and Interpretatxon of cultural .
dzverszty to be significant cntena in the acquzsztzon of-new hlstorlc and cultural sztes and - v |

the management of exzstmg sztes
" Steps to iniplemént thi-sfr'ecornmendation: R L g . i . |

1 - THE NPS sSHOULD CONTINUE TG REVISE TS L1ST oF. “CULTURAL THEMES”'TO REFLECT MORE. - S
- 'ACCURATELY THE BREADTH OF AMERICAN CULTURE WITH ADYICE FROM A THE PUBLIC AND™ © ' ) |
PROFESSIONALS OUTSIDE THE AGENCY: s I
2_..INDNIDLIAL UNITS OF THE SYSTEM. SHOULD BE ENCOURAGED TO WIDELY PUBLICIZE THEIR
T UNIQUE PURPOSE TO EMPLOYEES (THROUGH ADDITIONAL TRAINING), LOCAL POPULATIONS -
(THROUGH LOCAL MEDIA AND $CHOOLS) AND VISITORS (THROUGH INTERPRETIVE PROGRAMS)

3. NEW AREA STUDIES BY THE NATIONAL PARK SERVICE THAT DEAL. WITH CULTU RAL AND
HISTORIC F’ROPERTIES SHOULD INCLUDE CAREFUL ASSESSMENT OF NATIONAL SIGNIFICANCE
AND THE NEED FOR CULTURAL DIVERSITY N THE NATIONAL PARK SYSTEM

meet visitor needs for natural scenic, recreatzonaI cultural and hlstonc experzences outszde

|

|

: We recommend that the NPS, strengthen and expand its program of techmcal assistance to L . I
the boundanes of the Natlonal Park System. ‘

‘Steps to implement this recommendation: .

B IR THE NPS SHOULD USE TS EXISTING AUTHORITY AND RESOURCES TO- REORGANIZE ITS
'TECHNICAL ASSISTANCE PROGRAMS INTO A MORE COHERENT EFFICIENT AND INFLUENTIAL
FENTERPRISE IT SHOULD INCLUDE TECHNICAL ASSISTANCE PARTNERSHIP BROKERING
CONSULTING AND TRANSITIONAL PERIOD MANAGEMENT ’ e

2. EMF'HASIS SHOULD BE ON CREATING A HIGHLY VISIBLE AND EFFLCIENT PROGRAM THAT 3]
ACCESSIELE TO LOCAL GOVERNMENTS AND CITIZENS TREATS REGIONAL LAND MANAGEMENT

AS A PARTNERSHIP, 1S STATE- OF-THE- -ART. IN BOTH CONCEPTS AND TECHNOLOGIES AND I
' "PRQACTIVE RATHER THAN REACTIVE . Lo ’ ) o o . o ’ e . N

‘ I -IC - We recommend the NPS embra'c'e'lthe concept of “par_tnefshipxparks'._ ”
- Steps "eo Im;;lement this recommendation: .

I
1. THE PURPOSE OF THESE AREAS SHOULD BE TO PRESERVE, PROTECT AND DEVELOP THE ' o : I

J . . |
FULL POTENTIAL OF AREAS OF NATIONAL SIGNIFICANCE THROUGH COOPERATIVE

INVOLVEMENT OF . PUBLIC AND PRIVATE SECTORS P : . .
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: 2.‘,THE NPS SHOULD DEVELOP AN ORGANIZATIONAL STRATEGY TO PROVIDE INPUT TO. CONGRESS -
L ON EVALUATING F’ROPOSALS FOR ESTABLISHING SUCH AREAS AND RECOGNIZE THAT .
PARTNERSHIP PARKS REPRESENT AN IMPORTANT COMPONENT OF THE FUTURE NATIONAL

" PARK SYSTEM.

.' 1-D 'We recommend that the National Park Servzce full y: Implement eXIstmg legzslatzve

‘ .'mandates under PL89 -29; the Land and Water Conservatlon Fund Act; the Urban Parks
and Recreatlon Resources Act and related statutes OR propose that these responszbilltles ,

be transferred to another entIty
. Step’é to Implementthxs recomimendation:

i, THE NPS SHOULD PREPARE AS SOON AS POSSIBLE A FIVE YEAR NATIONAL OUTDOOR
RECREATION PLAN AS REQUIRED BY THE LAND AND WATER CONSERVATION ACT

2. THE NPS WORKING WITH INTEREST GROUPS, RECREATION PROFESSIONALS AND OTHER'

R FEDERAL AGENCIES SHOULD ASSESS ITs COMMITMENT AND COMPETENCE TO CARRY ouTr THE -
NECESSARY ASSISTANCE ACTIVITIES REQUIRED BY CURRENT STATUTE THIS ASSESSMENT
SHOULD INCLUDE A CLEAR RECOMMENDATIQN AS TO THE FUTURE oF THESE ACTIVITIES AND A

TIEIT s THE INTENTION OF THE NPS To RETAIN THEM, A PLAN OF ACTIGN TO IMPROVE THEIR
PERFORMANCE | ’ !

1 E The Natzonal Park Servzce should remforce its role asa world leader in the natlonal park
movement throrugh agreements and actzons to faczlztate the exchange of mformatlon

‘fdevelopment of envzronmental strategles and protectzon of cntzcal world res'ources

' St_eps to iTanenient fc,his reCOmmendation":

vrIl.‘THE NPS SHOULD FULLY PARTICIPATE IN INTERNATIONAL ACTIVITIES AND PROGRAMS THAT .
B INVOLVE OR LEAD TO PROTECTING 'T'HE WORLD s NATU RAL'AND CULTURAL HERITAGE THIS
'SHOUL.D INCLUDE AN EXPANDED ROLE FOR SClENTIFlC ACTIVITIES (SUCH AS RESEARCH, DATA
'--SHARING AND. TRAINING) IN NF’S INTERNATIONAL EXCHANGE P'ROGRAMS

2. THE NPS SHO’ULD‘IDENTIFY THOSE D'OMESTIC RESOURCES’THAT REQUIRE INTERNATIONAL
COOPERATION FOR EFFECTIVE MANAGEMENT PROTECTION AND INTERF’RETATION AND
IMPLEMENT INTERNATIONAL STRATEGIES TO MANAGE PROTECT AND INTERPRET SUCH :

- RESOURCES '

3. THE: NPS SHOULD EXCHANGE WITH INTERESTED PARTIES AROUND THE WORLD
INFORMATION METHODPS AND TECHNOLOGY TO CONSERVE lNTERPRET AND MANAGE
PROTECTED AREAS THE AGENCY SHOULD IMPLEMENT AT STRATEGY THAT RELATES THE -
RESULTS QF INTERNATIONAL COOPERATION TO THE DOMESTIC MISSIONS OF THE NF’S -AND ITS
‘-ALLIED ORGANIZATIONS ' R '
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iSSUE 2. HOW WILL THE NATIONAL PARK SYSTEM BE USED AND ENJOYED?

Background and- Plndmgs
Park use is not static—and as it changes, so too must the Serv1ce concessioners, gateway
‘. communities and visitors themselves. Several crmcal questlons must be addressed: Who w1ll>'
. oSethe national parks, and why? Who will not use the parks, and why not? How should the’
NPS pr0v1de opportunities for umque park experiences? What, visitor activities are
‘ approprlate and what are not? How should the NPS define needed v151tor gervices, and how -

can these services best be prov1ded>

: Whlle v151tors will llkely have less. ume for le1sure and visits wrll continue the1r '50-year trend
-~ of becommg shorter in length, many NPS ernployees and other park professmnals decry the -
* change and argue that national parks must be experlenced at a pace appropriate to the 1880s.
~Such arguments are nostalgic and unproductwe the drversrty of visitors will reqmre the NPS

to provrde opportunmes to both the hurrred and the lelsurely visitor.

Of equal concern is the fact that the ownership of the Natio_nal Park Systernve_xterrds to those )
citizens that will not or eahnot use the national parks. A sizable portion of Arriericarls have ‘
never visited a national park (by the Cmbank—sponsored study’s estimate, 32%); even fewer -
dosoona regular bas1s Some citizens do not visit because NPS sites have little meaning or

: ‘mterest to them; in a way this is a failure of the NPS, and related orgamzatlons o |
communicate the breadth and value of the Natlonal Park System. Some do not visit because
‘they are unaware of what resources they co- -own as cmzens again this is partly a faxlure of

commumcatlon

A 31zable portion (how large is dlfﬁcult to esnmate) cannot visit the parks the prerequisites -
for visiting most NPS areas include prlvate transportation, free time, drscretxonary income.

- _‘ and good health. Other than a few urban recreation areas and numerous cultural sues many'
national parks are at present de facto out-of bounds for Americans in or near poverty The ‘
solutron—a 51gmﬁcant improvement of the economic, socral and physical health of the .

“nation’s poor and near—poor—rs beyond the scope of the National Park Service.

~The challenge is to articulate what responsibility the agency has to enfranchise non-visitors,

to find ways that the national parks can become meamngful to those that do not enter them. -

- Notall park use and en]oyment requires a visit. As Costa Drllon, an-NPS i mterpreter

recently Wrote
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IF You DECIDE TO DECORATE YOUR APARTMENT ity IOWA WITH AN ELLIOT PORTER
. PHOTOGRAPH OF GREAT SAND DUNES NATIONAL MONUMENT, ARE YOU NOT | -
ENJOYING THE PARK" ) ) :

- Park use and en;oyment must be broadly deﬁned and the role of the Natmnal Park System

in our natlonal culture must be expanded

- For those citizens‘_that do come for a-ylslt, what .will‘ and should theyv'ﬁ_nd?.Perh-a'ps no term

has heen more loosely used in park managernent than “the park ekperience » Scientific -

ev1dence is largely limited to white, middle-class outdoor enthusrasts managets’ definitions
are largely based upon their personal belrefs, and the tourism industry focuses on that part of -
the visitor’ s stay that can return a reasonable proﬁt The diversity of visitors makes it unlikely

that there can be the park experience can a fourteen- year old girl from Idaho experience

Pear] Harbor like a seventy-year old veteran of the attack? And why should she be expected
' top Tei rs one thmg for managers to provide a planned spectrum of recreation opportunmes

(say, from concessron lodgmg to wﬂderness campsrtes), itis another to attempt to soc1ally

engrneer the emouonal reactions of the c1t1zenry to the resources of: thelr parks

- At the same time, and because of the uniquenéss of each unit of the Natlonal Park System, a
visit to 2 national park should not be srmply one more entertarnment or commbon recreation.
~ Each u.rnt of the National Park Systém has the potentlal to. prov1de visitors a umque
. experrence, w1thout surrogate or substitute. There is.no substitute for Gettysburg or

‘Wapatki-or Ford’s Theater or Bryce Canyon The challenge is to emphasize each area’s

mqueness the gurdrng prmc1ple is to do nothlng to dilute the specral qualmes of that -

partlcular site.

Activities must be compatible With park-resources To manage this way implie‘s that activities -

\-approprrate atone locat]on ‘may béi 1nappropr1ate at another; what is approprrate ina

recreatlon area rnay be 1nappropr1ate ina w11derness area L1kew1se, it is 1nappropr1ate to-

'jrmpose wilderriess criteria upon non~W1lderness umts to-do so is elitist and i 1gnorant of -
o resources and the dernocratrc role of the national parks Managmg properly isa difficult
. 'challenge, and w1ll sharpen as the demand for allowing non- tradmonal uses mcreases (often'.

by those that Would proﬁt rather than from vrsrtors themselves)

' Park and r recreanon deslgn in general is problematlc and results vary, it is one of the

few desrgn ﬁelds today where the clients (Who are actually visitors, not park managers)



~are seldom directly involved in the design process. Special populatiohs (senior citizens,

_1nternat10nal visitors, the disabled) are not consistently served. Fac:llmes are sometimes

mapproprlate tor their Iocatlon functlon or both. Of critical 1mportance i§ the “front

country’ (the developed portlon of parks most be aecessxble to general visitors) of NPS units.

Ieis there, we, argue, “that the pressures w1ll be:most. mtense, park values most under threat,

and the need for preparatJon most lmportant Preparation does not 1mpIy overdevelopment

but rather innovative: de51gn, sound mamtenance careful retroﬁttlng and visitor

. management

Inflexible standards and rhahagement zipproeches will do little good and moch harm; the -

g bprmgple of protecting each park’s umqueness can and should be apphed For example

facilities like gas statlons and grocery stores may be necessary to park use and en]ovment it

does not fallow that these fac111t1es must be inside a park: Convemence and profit are

vleg1t1mate concerns in development of park concéssion facilities, but they are not sufficient

T ratlonaIe for prov1d1ng services and’ facilities w1thm parks. Reasonable standards can be

» developed and apphed key criteria include sustainability, a lack of adverse ermronrnental

impact, and an emphasm on basic and needed services. The same prmcxple ghould be apphed

~ to-employee housmg, reereauon areas, staff parkmg Iots and S0, forth

'Recommendatlons

2-A We recommend the NPS broadIy commumcate the breadth and value of the Natzonal Park,

System

Steps to implement this recommendation: -
1. INVENTORIES OF THE SYSTEM SHOULD BE KEPT UP- ,TOV—DATI-‘—_‘ AND WIDELY I:IISTRIBU'I_‘ED.

2..A TOURIST INFORMATION DATABASE SHQULD BE ESTABLISHED WHEREBY THE TOURIST:
.INDUSTRY AND THE GENERAL PUBLIC CAN EASILY AND INEXPENSIVELY ACCESS INFORMATION

’ ABOUT THE ENTIRE SYSTEM AND JNDIVIDUAL PARKS

3. NON GOVERNMENTAL ORGANIZATIONS RELATED TO THE NPS SHOULD ACTIVELY SUPPORT THE
‘DEVELOPMENT OF ADDITIONAL GUIDEBOOKS AND OTHER MEDIA (PRINT FILM AND ESPECIALLY )

._ TELEVISION) THAT EMPH.ASIZE DIFFERENT ASPECTS OF THE SYSTEM (DESERT PARKS CI'VIL
WAR SITES, WILDERNESS AREAS F’RESIDENT]AL HOMES, AND SO FORTH) '

4. THE FULL RANGE o# PARK VALUES, INCLUDING'VISITOR ENJ\OYMENT RESOURCE

F’RESERVATION AND ECOLOGICAL. AND/OR HISTORICAL IMPORTANCE SHOULD BE
- ICOMMUNICATED TO PARK VISITORS AND THE GENERAL PUBLIC.
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We recommend that the NPS embark on an znnovatrve program of facrhty pIannmg desrgn
and mazntenance to prepare the front country” of each park for visitor needs, whzle

protectlng the umque features of each park

’ 'St'eps t'o implernént this recomm_endatjon: :

1. THE SERVICE SHOULD UNDERTAKE TO DEVELOP A NEW GENERATION OoF STATE OF-THE*- ART
DESIGNS FOR ‘NEEDED FACILITIES SUCH ‘AS TRAILS OVERLOOKS TRANSPORTATION SYSTEMS
'VISITOR CENTERS AND CAMPGROUNDS ’

2. _SUCH~DESIGNS SHOULD BE BASED oN THE UNIQUE VALUE‘S.‘OF EACH SI'TE SUS‘TAINABI_E ’AND

CWISE USE OF RESOURCES YISITOR. NEEDS A_ND A FULL. ACCOUNTING OF ENVIRONMENTAL
‘IMPACTS

ERCH CONSTRUCTION AND OPERATIONAL. IMPACTS SHOULD BE REDUCED TO MINIMAL LEVELS. THE

.OBJECTI'VE SHOULD BE TO DESIGN FACILITIES SUCH THAT VISITORS TO THE FRONT COUNTRY

: OF A PARK CAN GAIN AN APPRECIATION OF THE AREA’S UNIQUE VALUES FOR NATURAL

.- AREAS, THIS MEANS. A “GL}MPSE OF THE BACKCOUNTRY” SUCH THAT FURTHER EXPLORATION

. IS ENCOURAGED FOR HISTORIC AREAS T MEANS ACCESS TO HISTORIC FEATURES THAT HELP
VISITORS UNDERSTAND THE SIGNIFICANCE OF THE ENTIRE SITE ’

"4 'NPS PLANNERS AND DESIG'NERS IN COOPERATION WI'TH F'IELD EMPLOYEES CONCESSIONERS

. AND COOPERATING ASSOCIATIONS SHOULD DEVELOP A STATE OF- THE—-ART “VISITOR BASED
,SUSTAINABLE USE DESIGN 7

., '3/ DEMONSTRATION PROJECTS AT SELECTED PARKS SHOULD BE UNDERTAKEN, EVALUATED BY

2:C

2 THE STANDARD OF. NECESSITY SHOULD BE FL.EXIBLY APPLIED AT EACH PARK THROUGH A

THOSE THAT USE THE FACILITY (1. E NPS EMPLOYEES CONCESSIONERS COOPERATING
_,ASSOCIATIONS AND VISITORS) REFINED AND AF'E'LIED TO ADDITIONAL AREAS IN THE SYSTEM.

We. recommend that the NPS mznrmzze developrnent of visitor faczhtres wnhm park

boundanes whzle stnvmg for excellence in vrsztor services.

Steps to -implerrien't't’his rec,om’mérida‘tioni

g I IN AL.L INSTANCES THE PROTECTION OF EACH PARK S UNIQUE VALUES SHOULD BE THE

DETERMINING FACTOR IN DEVELOPMENT DECISIONS

REVISION OF THE CURRENT PL.ANNING PROCESS AND THE ‘DETERMINATION OF NEED SHOULD
INCLUDE SIGNIFICANT PUBLIC INVOLVEMENT

- 3. THE NPS SHOULD USE EXISTING AUTHORITY. TO REMOVE WHENEVER POSSIBLE

UNNECESSARY FACILITIES

4. GENERAL MANAGEMENT PLANS SHOULD BE KEPT CURRENT.’

« 5 VfSITORS SHOULD ‘BE INFORMED OF THE NEED FOR AND AVAILABILI’TY OF GATEWAY SERVICES

SO SHOU LD EM PLOYEES



2 D We recommend that the NPS develop a technzcal asszstance program almed speafrcally at

' gateway communities and regions linked to National Park System areas. .

Steps to implement thi,s recommendation: -~ . R - . S

1. The NPS SHOULD.ENCOURAGE THE DEVELOPMENT OF PRIVATE. 'SECTOR VISITOR SERVICES IN
| THE GATEWAY COMMUNITIES, SO AS TO CONTRIBUTE TO LOCAL ECONOMIC DEVELOPMENT,
E_NCO'URAGE COMPETITION; INCREASE CHOICES FOR VISITORS AND MINIMIZE THE NEED FOR
IN-PARK FACILITIES. :

2. THE NPS SHOULD ENCOURAGE AND ASSIST LOCAL GOVERNMENTS IN LONG-TERM. LAND USE
F'LANNING ‘AND SUSTAINABLE ECONOMIC DEVELOPMENT AT. ECOSYSTEM LANDSCAPE AND

REGIONAL SCALES

3: AN INTERDISCIPLINARY TEAM——INCLUDING DEVELOPMENT SF’ECIALISTS AND ECONOMISTS
FROM OTHER RELEVANT FEDERAL AGENCIES—SHOULD BE ASSEMBLED AND DEMONSTRATION
PROJECTS SHOULD BE UNDERTAKEN NEAR SEVERAI_ PARKS THESE PILOT PROJECTS SHOULD
BE MONITORED, EVALUATED BY BOTH THE NPS AND THE LOCAL. COMMUNITIES, REFINED AND -

EXPANDED TO QTHER AREAS IN THE SYSTEM.

4, WHERE NEEDED, NEW LEGISLATIVE AUTHORITIES SHOULD BE SOUGHT TO ENABLE THE NPS

TO BE EFFECTIV’E IN THIS ROLE. : ' T : B . : o . ‘

We recommend that the NPS take -prompt ac-tibn to develop. visitor transportation systems
in parks where resource protectzon and enhancement of the visitor expenence can = -

be achreved

1. THE NFPS SHOULD QUICKLY INVENTORY THE PUBLIC TRANSPORTATION SYSTEMS CURRENTLY
AVAILABLE IN. F’ARKS AND THE PRIORITY NEEDS FOR ADDITIONAL SYSTEMS EVALUATION OF

- EXISTING SYSTEMS BY USERS (VISITORS) SHOULD BE CONDUCTED AND THE RESULTS USED IN

|
Steps to implement this recommendation: o ' R : 7 S i
I

TRANSPORTATION PLANNING.

2. IN COOPERATION WITH TRANSPORTATION OFFICIALS, CONCESSIONERS, THE TOURISM
INDUSTRY, INTEREST GROUPS AND GATEWAY. COMMUNITIES, THE NFPS $HOULB DESIGN
INNOVATIVE TRANSPORTAT[ON ALTERNATIVES AND IMPLEMENT THEM IN THE HIGH PRIORITY’

AREAS IDENTIFIED IN THE TRANSPORTATION INVENTORY s . A A

73~ WHERE POSSIBLE SUEH "iIN- PARK" TRANSF’ORTATION SYSTEMS SHOULD BE LINKED WITH
PUBLIC TRANSF’ORTATION TO PARKS THROUGH COOPERATION WITH PUBLIC TRANSPORTATION

- AGENCIES "AND GATEWAY COMMUNITIES
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L lSSUE 3. HOW SHOULD THE NAT!ONAL_ PARK. SERV[CE INTEF\’PRET THE NATIONAL PARK SYSTEM

AND EDUCATE THE PUBLIC, AND: FOR WHAT PURPOSE7

‘ Background and andzngs

The National Park Service’s responsrbxhty for the nation’s herltage extends beyond protectlon

and management it 1ncludes the mterpretatmn of what these resources mean and educatlon as.

to their proper use and pteservatron Interpretatron has always played-an 1mportant rolein-

park use and enjoyment The evolutlon, growth and development of NPS 1nterpretat10n has

' _ 'been one of the most 51gn1ﬁcant contrlbutxons that the agency has made in‘the world park

‘movement, and excellent programs exist throughout the Natlonal Park System. Yet the. goals .

of the Service’s 1nterpretatlon activity are less clear. The'issue of what and how to interpret is

current and controversral ‘as the believers in cultural d1verslty and cultural umty now confront

, each other in the fields of educatlon lustory and natural sc1ence The NPS must enter this

debate, as it is responsrble for much of the natlon s natural and cultural hentage. Itis also a

. praetlcal issue: how best can 1nterpret1ve and educaﬂonal materral be dehveredD To Whom> .

Who should be responsrble> What crlterla can we use to judge success’

Interpretatlon has hrstoncally been treated as a secondary task by the agency and many

: 1nd1v1dual park managers it has been v1ewed asa specrahzed act1V1ty of certain employees and

" not others This attxtude is short- sxghted meffectlve and to the extent ‘that it prevents the

" public from fully understandmg their resources, undemacratic. When a visitor looks for
directional signs and carinot find them, asks for a-brochure and map and does not receive one, _

' 4'tr1es to. ﬁnd a park ranger and cannot locate one, the NPS has faﬂed

Use and en]oyment of nanonal parks must 1nclude a ba51c level of i 1nterpretat10n and/or

educatlon To the visitor, all park staff and concession employees are potentlal 1nterpreters

Vlsltors desire more information, and informed v151tors are more hkely to practice good .

resource stewardship. The unique: 51gn1ﬁcance of each site (mcludmg its relauonshlp to the

v151tor 5. personal experience and the natlon bulldmg descrrbed earlier) is a necessary and ba51c

theme ‘We consider basm 1nterpretatlon (that which descrlbes the unique significance of the

site) an essentlal component of park use and en;oyment equal in 1mportan,ce to resource

i management The Service must ‘commit 1tself to offermg visitors ba51c 1nterpret1ve services. It

: 'should strlve to offer far more

- AMuch of the 1nterpret1ve act1v1ty in the NPS is 1magmat1vely concelved and well- apprecrated

» by’ wsxtors At the same, time, quahty varxes w1dely Many programs are offered with lictle

concern for cost versus beneﬁt lnterpreters often choose media, program content, time and

' locauon for management convenience rather than for meetlng visitor needs Approprlate




’ technologres (desktop publlshmg, park newspapers droramas park radio stations, rehef

‘ maps) are often underused There is a backlog of aanuated exhibitry and film largely

' unchanged in style and dellvery since the 1950s (this in the MTV age!). Itis no wonder that - 2

the private sector, motre willing to ¢ “market” mterpretatron asa proﬁtable visitor. service, has

‘ mcreasmgly filled the demand for 1nformat10n An example is the growth of video products |

related to the national parks. The private sector and part1cularly concessions have a

legitimate, producuve role to play in- educatmg park: visitors, and their involvement should be

' encouraged Some in our workmg group (and at the Symposiurn) believe it should be

’ requ1red

i As educauonal resources the Nauonal Park System isa premler nauonal educatron system. .

Many Amerlcans learn their hlstory from visiting parks H1story, geography, art, science can

allt be taught usmg the ’\lanonal Park System: a school child in Nebraska or VVest Miami

learning about the Amencan Revolunon needs to learn- that Bunker Hill is very real, that it

has been preserved for her to visit and. personally expenence and that she will then be’

responsrble for passmg on this hentage to the generations that follow. Yet the 1ntegrat10n of h

- the national parks.a_nd educanonal system (including primary, secondary and college levels) is

incomplete. ‘Ed_ucational.outr'each program_s are in some parks intensively and productively

- béing pursued (Gat_eway and Everglades are examples; so is the recent deyelopment ofa .

National Park Service/National Parks and Cons'ervation AsSocian'on biodiversity »

currlculum) In too many others this activity is ignored or unfunded. Regional offices of the |

~ National Park Service have great’ potenual in coordmaung such outreach but the potential is -

. not fully employed Other orgamzatlons (cooperatlng assocranons friends’ groups, private

phxlanthropres, teachers groups) could also play a major role‘in pubhc educauon using the _ o

_ 'parks

_. ) Fmally, the Nanonal Park Service ﬁnds itself directly in the middle of a ma]or mtellectual

" debate concernlng education and publlc hlstory Begmnmg in the 1960s (prlmanly with the
: Black Power movement) the dominant vision of America-asa meIt1ng pot” of peoples gave ’
- way to the reahzanon that ethnlc hentage and national culture are not mutually exclus1ve

'The idea thata smgle “Truth exrsts regardmg h1stor1cal and envrronmental events ‘has been ~

crmcally challenged There is now black h1st0ry, femlmst hrstorv, and so forth, to compete

© - with tradmonal mterpretatlons An example is the relnterpretatlon of Columbus his -

a monumental d1scovery of the New World, and the upcoming qumcentenary celebration.”

- The NPS is 1nvolved 39 sites in the system are qmncentenary parks related to the event.

Yet to.some Amerlcans his real name was Colon, the’ dlscovery was actually an encounter of

dlsastrous consequences and there is llttle to celebrate
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The NPS. will mcreasmgly be drawn i into such debates over how to’ 1nterpret the past What

should b its response> ShouId it attempt to provlde a singular i 1nterpretat10n of an event or

- ldcatlon——be 1t Ellis Island or Custer s Battleﬁeld or the Yellowstone ﬁres——or should it .

provxde a range of hlstorxes and pomts of view, confrommg the visitor w1th aset of ch01ces3

“We cons1der thlS a s1gn1ﬁcant questlon we have no satlsfactory answer. We do beheve that =

the NPS cannot and should not attempt to be the 0fﬁc1al “arblter of Amerlcan cultural and

natural hlstory

Recommendatzons

'- We recommend that the NPS commzt its resources to- offerzng all visitors, basxc

mterpretatlon mcludmg a general orlentatfon to the szte and m51ght mto lts unzque featureS’

and s:gnzflcance

Xl

. Steps to implement this recommendation:

WHERE EXISTING RESOURCES [aleX NOT ALLOW THIS COMMITMENT TO BE FU'LFILLED THE
INTERPRETIVE STAFF AND BUDGETS SHOULD BE INCREASED '

s 2; INTERPRETIVE THEMES SHOULD BE CAREFULLY SCRUTINIZED BY 'PARK STAFF AND DIRECTLY -

RELATED TO THE UNIQUE FEATURES AND SIGNIFICANCE OF EACH SITE

3. ALL PARK CONCESSION AND COOPERATING ASSOCIATION EMF’LOYEES SHOULD RECEIVE BASIC

: INTERPRETIVE TRAINING:

- ALL VISITORS SHOULD RECEIVE A PARK MAP AND BROCHURE‘ WHEN ENTERING ANY AREA OF

THE NATIONAL F’ARK SYSTEM AND THESE EXCELLENT INTERPRETIVE TOOLS SHOULD BE "
FURTHER IMPROVED

5. THE SERVICE SHOULD INCREASE TS WORK WITH APPROPRIATE AND NEW. COMMUNICATION
TECHNOLOGIES USING PIL.OT PROJECTS To- DEMONSTRATE EFFECTIVENESS

6. THE NPS SHOULD USE PARTNERS (COOPERATING ASSOCIATIONS ADVOCACY GROUPS

CONCESSIONS, SCHOOLS, THE'MERIA) TO ASSIST IN DELIVERY. OF INTERPRETIVE MESSAGES TO
' WIDE AND DIVERSE AUBIENCES. STATUTORY RESTRAINTS THAT. LIMIT SUCH PARTNERSHIPS *
. SHOULD BE RELAXED. : ' : : !

R ALL PROGRAMS SHOULD BE CAREFULLY EVALUATED’ AND THE EVALUATIONS USED TO IMPROVE'

. SERVICES..

. We recommend that the NPS embark on arr mnovatzve program of educational and

'mformatzonal outreach servmg exzstmg and potentlal vzsztors as well as citizens that do

not visit the parks
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Steps to implement this recommendation:

'I. THE NPS SHOULD REVISE TS PHILOS‘OPHY POLICY AND MANAGEMENT APPROACHES TO

2.

REFLECT THE LEGITIMATE 'ROLE THE AGENCY HAS AS A NATIONA,L PUBL_IC EDUCATION SYSTEM.‘

THE AGENCY SHOULD DEVELOP WAYS TO LEARN FROM-AND COOPERATE WITH THE MODERN
COMMUNICATIONS INDUSTRY, IN ORDER TO INCREASE ITS USE OF TECHNOI_OGIES AND

- 'DELIVERY SYSTEMS APPROPRIATE TO ITS EDUCATIONAL MISSION NOW AND IN THE FUTURE.

3.

THE NPS SHOULD COOPERATE WITH OTHER ORGANIZATIONS IN DEVELOPING A COMPLETE K-.

“12'CURRICULUM FOR SCHOOL TEACHERS TO INTEGRATE THE NATIONAL PARKS INTO THE
‘CLASSROOM. ' : : o

THE NPS SHOULD ENCOURAGE THE PRODUCTION OF VIDEO, FILM, RADIO AND TELEVISION
PROGRAMS RELATED TO THE NATIONAL PARKS, AND THEIR DISTRIBUTION NATIONWIDE.

3:C We recommend that the NPS encourage managers and interpreters to better interpret

controversial events and sites, and incorporate multiple points of view into interpretive -

programs.

* Steps to implement.this recommendation:

« THE EXAMINATION ‘OF CONTROVERSIAL EVENTS SHOU LD.BE ON A SITE-BY-SITE 'BAS‘IS.«

MEFTHODS MIGHT INCLUDE LOCAL CONFERENCES, PUBLIC HEARINGS AND EXPERIMENTAL

INTERPRETIVE PROGRAMS.

. PARTIC[PANTS SHOULD INCLUDE BOTH MAINSTREAM AND RADICAL HISTORIANS NATURAL
SCIENTISTS PUBLIC EDUCATORS PARK SUPERINTENDENTS AND FIELD INTERF'RETERS

. THE CONSEQUENCES OF REVISIONIST HISTORY AND PUBLIC CONTROVERSY OVER

ENV[RONMENTAL ISSUES SHOULD BE THOUGHTFULLY CONSIDERED

. THIS ONGOING ACTIVITY SHOULD RE'SULT IN THE PREPARATION OF A POLICY STATEMENT,

FLEXIBLE GUIDELINES AND USEFUL TRAINING MATERIALS.

IsSSUE 4. HOW WILL PARK USE AND ENJOYMENT IMPACT NATURAL. AND CULTURAL RESOURCES

AND WHAT SHOULD BE DONE ABOUT THESE IMPACTS? -

Background and Pzndzngs

Park use does not occur in a vacuum-—it has effects upon the very resources visitors come to

use and enjoy. We realize that the i 1mpacts of park use and enjoyment are varled from park to

_ park, season to season, day to day and site to site: Hence, we frame our questlons cautlously

To what degree are ‘the parks. adversely unpacted by park use> ‘And what shouId be done

about these 1mpacts?

90




- All human activity has environmental impacts; our use of energy, land, water and resources
1nev1tably changes the world around us. Ecologrcal change is a necessary by—product of park-

use. To demand that human i 1rnpacts upon the parks be negligible is to reserve the parks for

scientific: study only, an action that is unacceptablea In addition, few, if any, ‘parks are insular; -

most park ecosystems are linked to human systems through an mmcate set of brophysrcal
pathways including watersheds alrsheds transition zones, rnlgratory routes and so forth.

And, of course, visitors are likely to impact one another as part of these human ecosystems.

-Hence, there is little question that park use and en}oyment 1mpacts park resources, both

natural and cultural The research hterature confirms the obvious through a series of detalled ~

case studies, primarily of back country use and its 1mpact upon prlstlne_” habitats. Studies of

front country impacts dre rare, comparatiye data acr(')ss parks (such as the 1980 State of the
Parks Report) are superﬁcral and a sustained research program on visitor impacts has not
_been accomphshed The NPS does not have a rehable knowledge base and the extent of
1n1pacts caused by visitor use and enjoyment (except in occasional cases) cannot be
determmed The'i impact of automoblles (air and noise polluuon, creage for roads gasohne

| statlons) may be more srgmﬁcant than the impact of visitors themselves. This suggests the

‘ _-1mportance of 1nclud1ng transportatlon systems (current and alternatrve) in any analysrs In

» shorr, park rnanagers and scientists do not fully understand the resdlency of park ecosystems

as they respond to visitor use.

_This has not dissuadéd the press, both national and international, from treating the issue as

newsworthy, and a torrent of newspaper articles appeared in this anniversary year that repeat -

. th'e»theme of Robert Cahn’s 1969 Pulitzer Prizeéwinning'serie's- Will success spoil the
national parks? The rhetoric, often inflamed by park professronals themselves, includes -
“Iovmg the parks to death,” “grldlock in our national parks” and * tramphng the nation’s back
yard.” Most of the artlcles cite visitor statistics (often collected in such form as v151tor
days’-’), then a few examples_ (“4 million tourlsts jam Acadia’s 27 miles of road yearly’ ), and

- then quote park managers as being frustrated by the situation. In most cases, overcrow‘ding is

seen as a major cause of visitor 1mpacts along with the effects of 1 new recreatlon technologres -

(chmbmg equipment, mountam bikes, snowmobrles and so forth)

~~ The NPS has areal and pressing responsrbrhty to document and then communicate the

- ~reahty of current park use and its, effects upon park ecosystems There are parks that are
overcrowded, ecosystems that are being irreparably harmed by use and overuse,and cultural

 resources being damaged by visitation. Such impacts must be dealt with, as they threaten the
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" very purpose of these parks. Bur there i§ no evidence’ that the National Park Sy‘stem is being

ovcruqe_d that visitors are the major cause ofa gencral decline in park values (activities

outside parks ate often the real issue), thar “the park experience” is no longer possible in

mmt’pai’kq Many parks ate “underused” (é situation perhaps worth investigation); many

'parts of even the most heavily vls;tcd parks have low densities of VISItOrs, :md the system

connnues to slowly expand its offermgs Mot visitors enjoy and appreclate thelr expenences.

Some find their visit 1mpacted by other visitors. Fffectlve management of harmful situations

~will rcqulre a factual understanding of the real scope of the problem: and honest

communlcatlon of the cha[lenges to the Amertcan pubhc

W’hﬂe the scope of the_ problcm ha'~; not been carefully documcntcd possible solitions have
been developed and implemented.on a sporadlc and often succcssﬁﬂ basis.. The academi¢

commumty has ()ffcrcd the concept of “carrymg capauty“ the National Parks and

Conservation <Assoc13t10n 5 conmbuu_on is its “visitor impact management” technique; the

.S, Féré‘it Service has dcv’eloped‘:and widely implemented a technique to establish “limits of

' acceptable change and a “recreation opportunlty spectrum.’ * Many parks have estabhshed de

facto carrymg capacmes through the mampulauon of tickets, rcscnatmns pubhc

transportaUOn and visitor services. The redistribution of VlSItOI'S (to other Jociles, seasons,

l pgrkq) has been 'attempted primarily thropgh the back country permit sy_stc_m, which has been

. well accepted by visitors. The rationale of concentrating use to protect larger ecosystems has

been considered unacceptable, though in practlce jtis mutlnely apphcd (such as roads,

hoardwalks and campgrounds)

Most of the techniques and approaches avaitable for adoption were designed for back country_ . .

locations in the mountain habitats of western parks or along rivers; their application to front .

Cbuﬁtt’}f areas, historical and urhan'parks, and the humid, deciduous fofcsr's' of the East and
South must be established chro_ugh trial and evaluation. In particular, knowledge of “social
carrﬁﬁg capa.city“ (the impact of visitar densities upbn the ekperiénces of -other vi’sitors).mu_st
be cautmu%l} generalwed studies of river rafters and backpackcrs may not applv to front

country or urban park users. Techmques for redistribution of large numbers. of tourists (by

education, trarisportation svstcme or incentive) have not been systematically pursued; their

value in reducmg real prob[ems of crowdmg and impact is- therefore uncertain.

: Elnal!y, visitor- 1mpacts not onlv reﬂcct the number of ¢ tourlsts that entér an area, but the'

demands thcy place upon crmca[ ecosystem functons (water, air, soil and so forth). That is,

per capita demand for pntable water in arid parks may be as 1mportant as the ovcrall numbcr -
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of uSers Reducuon of resource demands (through educauon, conservatlon, pubhc

' 'transportatlon recyclmg and state-of-the- -art technologxes) could prowde mgmﬁcant rehef to :

: overburdened ecosystems, though the. scale of reduction is difficult to measure. Conservation '

gains durmg the energy cmses of the 1970s suggest the beneﬁts could be 31gn1ﬁcant Park—

. gomg should be made as enwronmentally efficient as p0351ble and vxsltors enc0uraged to
minimize thelr resource demands To. succeed the NPS 1ts concessmners and other partners B

' w111 have to lead by educauon enforcement and example

Recommendatlons

. We recommend that the NPS undertake a system wrde analyszs of vzsztor use zmpacts upon

park resources and on the expenences of. other vzsztors zncludmg a careful documentation .

of crowdmg condrtzons m the parks

. Steps to.implement this recommendation:.

4B,
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. 3._ THE F\‘ESULTS SHOULD BE USED TO TARGET FURTHER DOCUMENTATION FOR AREAS

) managers

1. THE NPS IS DEVELOPING A USEFUL GEOGRAPHIC INFO'RMA'I'ION SYSTEM (GIS) CAPABILITY; 1T
'SHOULD BE APPLIED [N THIS EFFORT THROUGH THE MAPPING OF VISITOR DENSITY LEVELS
AND SUITABILITY STUDIES

2. THE ANALYSIS SHOULD BE INTERDISCIPLINARY INCLU DE SOCIAL AND PHYSICAL CARRYING
CAPACITY GONSIDER CULTURAL HISTORIC AND NATURAL AREAS (INCLUDING WILDERNESS), .
AND BE WIDELY REPORTED TO PARK PROFESSIONALS AND- THE GENERAL PUBLIC

IDENTIFIED AS PARTICULARLY THREATENED AS AN’ INDICATOR OF MANAGEMENT CHANGE
".AND A'TOOL. FOR THE PUBLIC IN- SELECTING ‘SITES TO VISIT.

We recommend that the NPS undertake a program of trlals where dz{ferent techmques for

mzmmzzmg visitor lmpacts are apphed evaluated and the results commumcated to-

Steps to implemént this recommendation: :

I.'THERE ARE MANY TECHNIQUES AVAILABLE WHAT IS NEEDED IS A SERIES OF CAREFULLY

' ‘MONITORED “FIELD TRIALS” WHERE THEIR REAL WORLD EFFECTIVENESS CAN BE EXAMINED
AND CQMF'ARED PARTICULAR ATTENTION SHOULD BE PAID TO EVALUATING TECHNIQUES FOR

REDISTRIBUTING VISIT‘ORS RESERVATION SYSTEMS PUBLIC TRANSF'ORTATION "AND LIMITATION
- OF ENTRY ‘ . :

2. THESE TRIALS SHOULD BE UNDERT'AKEN AT PARKS IDENTIFIED IN THE ANALYSIS DESCRIBED
ABOVE AND THE SUCCESSFUL (THAT 1s EFFECTIVE AND PRACTICAL - TECHNIQUES) SHOULD BE
IMF’LEMENTED ON A FLEXIBLE AND AS-NEEDED BASIS THROUGHOUT THE SYSTEM
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3_TRAINING ON VISITOR IMPACT MANAGEMENT SHOULD BE INCREASED FORIBOTH RESOURCE"
MANAGEMENT SPECIALISTS ‘AND SUPERINTENDENTS. THIS TRAINING SHOULD INCLUDE THE’
" RESULTS OF THE ABOV'E TRIA‘LS ‘AND INCLUDE A SIGNIFICANT EFFORT TIOAT'RANSFER»
SUCCESSFUL VISITOR MANAGEMENT TECHNIQUES F'ROM THE.PILOT TEST PARKS TO
I ADDITIONAL AREAS THAT HAVE VISITOR IMPACT PROBLEMR :

We recommend that the NPS, its concessioners and its other partners develop an

educational program that encourages visitors to minimize resource demands. - o

Steps to implement this recommendation:

1. THE PROGRAM’S-FOCUS SHOULD BE VOLUNTARY COMPLIANCE, AND ITS DESIGN SHOULD
INVOLVE NPS PROFESSIONALS, CONCESSIONERS AND THE TOURISM INDUSTRY.

" 2. VISITORS SHOULD BE INFORMED AS TO THE VALUE OI: R‘EDUCED RESOURCE USE, AND

OPPORTUNITIES FOR THEIR PARTICIPATION (SLJCH AS THE RECYCLING PROGRAMS NOW
UNDERWAY) SHOULD BE MADE CONVENIENT AND WIDESPREAD

3. THE AGENCY, ITS CONCESSIONERS AND OTHER F‘ARTNERS SHOULD LEAD BY EXAMPLE, AND o .
. THE NPS SHOULD PREPARE AN INVENTORY OF STATE- OF THE ART TECHNOLOGIES (FROM :

LOW-WATER TOILETS TO RECYCLED PAPER PRODUCTS) FOR USE’ IN NPS AREAS AND GATEWAY
COMMUNITIES. o

4. INCENTIVES (SUCH AS PREFERENTIAL TREATMENT OF RECYCLED PRODUCTS AN PURCHASING),

CHALLENGE GRANTS AND SPECIAL CONTRACTS SHOULD BE CONSIDERED AS VALUABLE

APPROACH ES

. 5. SUCCESSFUL RESULTS SHOULD BE COMMUNICATED THROUGHOUT THE AGENCY AND THE.

PUBLIC KEPT FULLY INFORMED.

IssUE'S. HOW CAN THE NATIONAL PARK SERVICE MAKE WISE DECISIONS REGARDING PARK USE
AND ENJOYMENT IN THE FUTURE"

Background and Findings

‘The decision-making process within the NPS is a critical and appropriate concern for several

of the working gfoups. We asked several key questions specifically related to visitor use and

enjoyment: How can the NPS best learn about visitors (new and prospective) and then

’ 1ntegrate this knowledge into all aspects of its operation? What process(es) shou]d the NPS

use to continually prepare itself to serve future v151torstAnd more broadly, how can NPS

 decision-makers be equipped to manage for uncertainty and change?
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' The NPS continually makes decisions that affect visitor use and enjoyment: approving :

: COI‘ICCSSIOH pl‘lCCS, desrgnmg an 1nterpret1ve program, modermzrng a VlSltOI' center

estabhshmg a shuttle system, approvmg a specral use permit. Throughout thrs report we have '

expressed a guldlng principle for makrng such decisions: provide for visitors” needs, yet do

nothing that would harm the unique srgmﬁcance of each park A process for making such

" decisions i 1s equally necessary.

' Hlstorrcaﬂy, NPS professronals made many of the major pohcy decisions in consultation w1th
‘the admmlstratron Congress and special i ingerest groups, specrﬁc, local and techmcal

' decrsrons were left torthe professmnals in the agency Beginning with NEPA i in the late

1960s, there has been a steady increase in the’ 1egrslatrve requirements for public involvement
in resource management decisions. For example each amendment to the Endangered

Specres Act has included addluonal opportumtles for pubhc comment and scrutiny. No

g' federal agency is immune from this trend, and there is no ev1dence that the pubhc s demand

(and Congress 1n51stence) for 1nvolvement wrll wane.

Agencies like the National Park Service will increase their shared decrsionfmaidng with the

public (often represented by special interest groups), either willingly or‘hy legal and'political

_coercion. The surrender of decision-making power is inevitable. For an agency composed of

prO'fessionals with large enthusiasms and high ideals, this transfer: of power will be painful, -

~ difficult and often denied; many park managers viéw the resource base as their client rather

~ than society, and would prefer to make decisions abouit resources with little interference

from the public that owns them There currently is significant and valuable puhlic'

1nvolvement in NPS decision- makmg, yet trends in American resource pohtrcs suggest even - -

. more w111 be requ1red Our worklng group is unsure and divided as to what actions should be -
‘taken in response to this trend Symposium participants and puhhc comments suggested that

o there is already too much pubhc mvolvement in NPS decision- makmg

The NPS s abi}ity to'rn_anage effectively is diminished by its lack of _systematic knowledge

about visitors, and almost all internal and external studies of the agency in recent years have

called for an expanded social science program. Institutional memory is weak: the Outdoor

Recreation Resources Revrew Commission Report of 1963 was a landmark in understanding

o vrsrtors the NPS had a pioneering social science program in the 1970s, and efforts like the
. ‘Visitor Servrces Project have produced detailed visitor information for selected parks. Yet

' current efforts have a narrow and constrained focus and are plgeon—holed” outSIde the

agency s sc1ence program Itis Vrtal to mtegrate socral science into the NPS’ current natural
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resource science program Such 1ntegrauon has several benefits: 1mproved mterdrscrphnary

' capabilities for dealmg with park problems that are social and biological (visitor impacts is an
example) an 1mprovement in, techmcal exchange among scientists (the use of GIS for

: ,ecolog1cal and socioeconomic momtorlng is an example), 1mproved and streamlmed 7
admlnlsttatlon and the development of a broad based natlonally recogmzed science

program within the NPS.

‘ Gammg mformanon about visitors is one challenge mtegratmg this knowledge i into the
agency’s operation is equally important. Yet, des1gn of facilities occurs with almost no data
-about potentlal users; interpretive programs are conducted with little systematic feedback
wfrom audiences, and policy . decisions are made in Washington with no specral analysis of

“social or economic impacts upon park user groups’va_nd local communities. Encouragrngly,

training programs are including “understanding visitors” as a topic, and most park

_superintendents have realized the advantages that up -to-date visitor information can provide.

Iromcally, itis the pr1vate sector and concessioners that lead i in gathermg and using such -

" information; it is treated as a necessary marketing toel and.a wise investment.

- 'Effective public irivolvement and c’areful monitoring of visitor feedback are important to wise
. 7dec1srons regardmg park use and en]oyment but decrsrons made in the context of too few

' resources (human and ﬁnancral) are unlikely to be successfully enacted. For example,
improved mterpretanon will require increased recruiting : and retention of professmnal

_employees, and an increase in stafﬁng levels at some parks

Meetlng the legmmate needs of tomorrow s park usérs will requrre increases in-the quantity

’ and thie qualrty of some park services and facilities, such as 1nterpretatlon and visitor centers.
These expansions and enhancernents inturn, will require addmonal funds. In general park
users today receive good value for any drrect costs they encounter through entrance fees fees
for specxal_lzed services and facilities such as campsites, and mdlrect fees collected on

’ 'operauons of concessioners. Evidence is strong that park users are willing to pay for’
continued and improved park opportunmes (the Citibank public survey described earller is .
an example). Some working group members and Symposmm partlc1pants felt that expanded
reliance upon 2 user—pays ” philosophy should be pursued; others d1sagreed except for special
events and semces Equlty concerns (dlfferennal impacts upon rich and poor) must be

‘ addressed
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-xImproved operatlonal efﬁc1enc1es can range from savrngs in energy use to cost—shanng of

mterpreters with.local tourism interests to cooperatmg with other orgamzatlons on training,

de51gn and procurement System—w1de fee changes deserve careful revxew, ranging from
entry’ fee price changes t concessioner and cooperatmg association payments. Even more -

: '1mportant is local ﬂexxbllrty to recover visitor program costs

F mally, itis vrtal that Congress approprrate ‘and the administration expend the necessary

' funds for meetlng the ¢ commitments of the agency Numerous pubhc opmlon polls show that‘

_the c1tlzenry Strongly support use of addmonal tax dollars for operatmg the Nauonal Park

System

Recommendat:ons

We recommend that the NPS establish a task force to Improve the publlc mvolvement

process wzthm the agency
 Steps.to implement this recommendation; -

1. THE TASK FORCE SHOULD INCLUDE PUBLIC INVOLVEMENT SPECIALISTS FROM THE NPS AND ‘

T OTHER AGENCIES AS WELL AS REPRESENTATIVES OF INTEREST GROUF’S

2. ITS ATTENTION SHOULD EXTEND BEYOND THE MINIMUM INVOLVEMENT REQUIRED BY LAW AND
© INCLUDE AN ANALYSIS OF SUCCESSFUL TECHNIQUES THAT COULD BE APPLIED TO THE
SERVICE i

3.:'THE TASK FORCE SHOULD PREPARE RECOMMENDATIONS ‘FOR IMPROVING THE USE OF F‘UBLIC )

INVOLVEMENTIN MANAGEMENT DECISIONS e : e S N

VWe recommend that the NPS develop an expanded social sczence capablhty and mtegrate

lt into the agencys natural science program‘

Steps to implement this recommendation: -~

1.'THE NPS SOCIAL SCIENCE PROGRAM SHOULD INCLUDE VISITOR STUDIES EVALUATION OF

'VISIT'OR SERVICES TREND MONITORING ECONOMIC ANALYSIS AND B~ASIC RESEARCH ‘ON F'ARK

USE..

2. THE PROGRAM SHOULD B'E'INTEGRATED INTO THE EXISTING NATURAL SCIENCE PROGRAM S0

ITHAT SOCIAL AND BIOLOGICAL RESEARCH PROGRAMS OPERATE TOGETHER WITHIN A SINGLE :

SCIENTIFIC DIVISION OF THE AGENCY PR

97



—

3.

4.

THE PROGRAM SHOULD BE CLOSELY C'OO.RDII\IATED WIiTH SIMILAR EFFORTS BY THE U.S.

FOREST SERVICE, BUREAU OF LAND MANAGEMENT, STATE'PARKS.AND OTHER ORGANIZATIONS
(INCLUDING THE PRIVATE SECTOR) THAT CONDUCT OUTDOOR RECREATION AND TOURISM
INDUSTRY RESEARCH. A COMBINATION OF PARK-LEVEL, REGIONAL AND WASO DIRECTED
EFFORTS SHQULD BE SUPPORTED.

FUNDING SHOULD FOCUS ON RESEARCH AND MONITORING THAT PRODUCES “USABLE
KNOWLEDGE” FOR PARK MANAGERS AND THE RESULTS WIDEL_Y COMMUNICATED THROUGH
SCIENTIFIC JOURNALS, PROFESSIONAL MEETINGS AND EMPLOYEE TRAINING.”

5-C' We recommend that the NPS dnd its partners act to increase the fmanctal and human

resources avazlable to the agericy, in order to better serve the public.

Steps to implement this récommendation:

t. REALISTIC BUDGETS THAT SUPPORT THE COMMITMENTS OF THE AGENCY SHOULD BE

2.

PRESENTED TO CONGRESS. THESE SHOULD INCLUDE BOTH NECESSARY FUNDS AND

VPOSITIONS TO FULFILL THE AGENC_Y’S RESPONSIBILITIES.

INCREASING THE AVAILABLE RESOURCES FOR PARK USER SERVICES‘_OAN BE PARTIALLY

- ACCOMPLISHED THROUGH A MIXTURE OF CREATIVE -PARTNERSHIPS, IMPROVED OPERATIONAL )

EFF’-'ICIENCIES IN PARKS AND ADMINISTRATIVE OFFICES, SYSTEM-WIDE FEE ACTIONS, AND
NEW, LOGALIZ‘ED'FLEXIBILITY IN RECOVERING VISITOR‘UsE PROGRAM COSTS.




Cone l usion .

. We have presented in tl‘llS report ﬁve issues we think are the core of challenges facmg the
National Park Service as it serves park use and enfoyment in this anniveérsary year and in the '
future Yet a report is merely paper if i it does not inspire action. Of special importance is the :
need 0 prlormze needs and available resources, to answer carefully the question: What must

.. first be. done? We urge the Natlonal Park Semce and its partners to. v1gorously pursue a ‘
strategy of actlon that CORVETtS the opportumues descnbed in our T report into significant

'achlevements . .

In 1909, Allen Chamberlain of thé Appalachian Mountain Club wrote 4 reply to an article

_ about visitors to the national parks. He stated his case matter-of-factly::

JAF THE PUBLIC COULD BE INDUCED TO VISIT THESE SCENIC TREASUREHOUSES
} THEY WOULD SOON. COME TO APPRECIATE THEIR VALUE AND STAND FIRMLY IN THEIR
DEFENSE (1901: l)

The first seVenty—ﬁve years séw the building of a great and wondrous Né'tional Park Systern;i
the next seventy-five will witness its maturation or. diminution. Those ‘who work with and
care deeply about the parks should prepare themselves: no Stephen: Mather Will."‘come on _
~ down to Washmgton and run them himself,” the Alaskan expansion will not be repeated the
- insular esprit de corps of the old-time Natlonal Park Service can only be replaced w1th anew
| modern spirit. The challenges (and. opportunmes) that face the National Park Semce in the <

" 21st century, now so close w1ll reflect that age and not another
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'lntTOdUCtIOH and OVEFVICW

: The idea of 2 National Park System resulted from an intuition by the Amerlcan people that _
~ places which represent the- soul of this nation. The Nanonal Park System has been of
of visitors each year. This system is now threatened by mcompatlble development along its -
: boundanes and an absence of leadershrp atall levels of the Park Serv1ce Ifi its 75th-

" anniversary year, the National Park Semce needs to be able to respond to these threats by

reversm this trend and reassertin 1ts i htful role as the leader in protectin;
. g g P g

' When the ﬁrst natlonal parks were estabhshed they were vast and 1solated places v1rtually

+ ‘borders of even the most remote places. Tourism has become a massive enterprlse Newer
exposed 0 the envrronmental hazards of a modern mdustnallzed soc1ety

‘ The portfoho of the Natlonal Paik Service has expanded contmually over the past several

in nme, populauon and 1ndustr1al growth would make it important. to have preserved those

immeasurable value in prov1d1ng unrque recreatlonal and educatlonal expenences for millions

America s herltage

untouched by the march of settlement that was transformmg the North Amerlcan landscape.

At that time, nothmg more seemied necessary than to reserve the land from ordmary use and o

_ the parks enclosed The world has now closed in on the parks Development has reached the ‘

park units are located at-the edges or even swithin major’ cmes, while most every park unit is

decades. Today, there are 357 parks representlng sixteen categories of units wrthm the:

‘National Park System - ranging from National Battlefields. to Scemc Rivers to Natlonal

Historic Sites. Concomitantly; the role of parks is percerved dxfferently by varrous segments )

“of the populatron This is not- surprlsmg, since.the portfolio of parks is constructed to serve:

" many different purposes. To campers ot backpackers, the parks are aréas of magmﬁcent
" tourists and srghtseers they are landmarks representmg the lnstory of the i country and the
- culrure of our drverse society. To preservauomsts they represent 1slands of w11derness To K

some communities, they are the attractlon whlch fuels the local economy

_Eachof these groups measures the Servrce s performance based on that aspect of the Park

System that has value to them Few erther understand or care that the Servrce s mission 1§

much broader. Apprec1atnon of the multr faceted mandate of the Park Semce is essential, if

i crrcumstances, leadershlp of an organrzauon with such dlverse responsrblhtles isa-

Cao1

" habitation and to appoint custod1ans Visitors were few and posed little threat to thie wonders .

 natural beauty To urban resxdents they aré valuable places for recreation and educauon To .

. - one 1s to effecnvely define what it means to be a leader wrthm this agency Under the best of A




» challengmg task. But unfortunatelv the best of crrcumstances are not What facé the Park _
-Service today. Money is tlght as the Federal Government grapples with continuing budget
deficits. Fiscal crises are often everi more pronounced at the state and local levels. At the
'same time, the Congress faces growmg pressure o expand the Nanonal Park Service’s
mandate to include regional economic development‘ Both branches have demonstrated a
willingness to earmark fands for new initiatives, but a reluctance to appropriate fands
sufficient to cover general operating expehises. As a result, Park prog‘rams ranging from
intérpretarjon to basic operations and maintenance are underfunded, and state partnership
programs such as the Rivers, Trails ‘and'Conservation Assistance Program and the state -

~grants from the Land and Water Conservauon Fund (LWCFE) have been so reduced n size

 that they are only maramally effectwe

. Confrontational policies of the early 1980s have left in their wake disincentives and obstacles
to asserting leadership. During this era, the historical ties between Park S‘ervice peoplé in the
field, the Director, and the Department of the Interior, as well as the workrng relatlonshlp '

between Congress and the Park Service were severely strained.

" At one point in time; for example, park officials were constrained from operating outside of

- their boundaries, making it difficult to establish strong and cooperative relationships with
neighboring communities. This policy also all but prevented the agency from assuming a
leadership role on cultural, historical, and environmental education. While loyalty to the
Park Service’s mission remained strong, morﬁéléin some areas of the Service;de_terioratéd. In

“fact, some have referred to the Service as a “dysfunctional family.”

In the last two years, admlnrstratlon and Congressronal leadershrp have reversed some of
. these debxhtatmg policies, but their legacv continues to be an albatross around the neck of

" one of the most dedlcated federal agencies.
To reverse this trend, concrete actions must be taken in several broad areas.
MANAGERS WITHIN THE NATIONAL PARK SERVICE CANNOT PERCEIVE THEIR
. RESPONSIBILITIES IN ISOLATION FROM THEIR LOCAL COMMUNITY, THEIR STATE. AND

THEIR REGION. WHILE UNITS MAY HAVE BEEN SELECTED BECAUSE OF THEIR NATlONAL

SIGNIFICANCE, ENTRY INTO THE NATIONAL PARK SYSTEM DOES NOT iMPLY REMOVAL
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FROM THE REGIONAL CONTEXT IN WHICH THESE UNITS EXIST PARK MANAGERS MUST.

. DEVELOP AND IMPLEMENT A PROACTIVE PARTNERSHIP WITH NEIGHBORING

COMMUNITIES AND TRIBES..

THERE. MUST BE STRENGTHENING OF THE CHARACTERISTICS OF THE PARK SERVICE

. THAT HAVE GIVEN IT CREDIBILITY WORLDWIDE. THE UNDERPINNIN(; OF THIS

CREDIBILITY MUST BE A PERCEPTION THAT F’ARK SERVICE POLICIES ARE BASED ON
PRINCIPLES OF WISE RESOURCE MANAGEMENT THE SERVICE SHOULD EMPHASIZE
THESE PRINCIPLES AN EXPANDED AND MUCH STRONGER RESEARCH COMPONENT s A

PREREOUISITE TO ACHIEVING THIS END.

. REESTABLISHING THE RESPECT AND CREDIBILITY OF THE SERVICE WITH THE PUBLIC :
AND THE PROFESSIONAL COMMUNITY QOF. NATURAL RESOURCE CULTURAL AND

-HISTORICAL_ EXPERTS WILL PROVIDE THE SERVICE WITH A UNIQUE OPPORTUNITY TO

ASSUME A LEADERSHIP ROLE IN CONVEYING TO EACH GENERATION THE: AMERICAN

STORY. EACH PARK UNIT- REPRESENTS A SMALL PART OF THE HERITAGE AND ’
CHARACTER OF THIS NATION AND THE PARK SERVICE THROUGH AN. EXPANDED A
PROGRAM OF INTERF’RETATION AND EDUCAT ON, HAS A UNIQUE OPPORTUNITY TO o B

REACH MILLIONS OF PEOPLE EACH YEAR

,LEADERSHIP 1S AN ETHIC WHICH MUST BE ESPOUSED AND ENCOURAGED AT ALI_

LEVELS OF THE PARK SERVICE LEADERSHIP REFERS TO THE CULTURE OF AN

ORGANIZATION MANAGERS SHOULD BE CREATIVE AND EMBRACE RESPONSIBILITY NOT

AVOID ACCOUNTABILITY AND PLAY IT SAFE. F\’EWARDS INCENTIVES AND PROMOTIONS

ARE THE MEANS BY WHICH AN AGENCY CAN ESTABLISH SUCH AN ETHIC. THE NPS

MUST DISCARD NEGATIVE SELF IMAGES AND ENCOURAGE ITs MANAGERS TGO BE

’ LEADERS IN UPHOLDING THE PARK SERVICES HISTORIC MISSIONS

COMMUNICATION IS CRITICAL TO LEADERSHIP ESTABLISHING PROCESSES THROUGH
. WHICH EFFECTIVE COMMUNICATION CAN TAKE PLACE IS ESSENTIAL THESE PROCESSES

"MUST INSURE THAT THERE IS CLOSE AND ONGOING COMMUNICATION BETWEEN. =~ . T

CONGRESS AND THE PARK SERVICE BETWEEN THE SECRETARY OF THE INTERIOR AND

LAND MANAGEMENT AGENCIES WITHIN HIS JURISDICTION BETWEEN THE NPS N . R

’DIRECTOR AND HIS TOP MANAGERS AND BETWEEN THESE MANAGERS AND THE F’ARK

SUPERINTENDENTS COMMUNICATION WITH THE PUBLIC THROUGH THE PRESS s

’ 'EQUALLY IMPORTANT AND IS AN ESSENTIAL STEP IN BREAKING AWAY FROM THE
‘ . ISLAND MENTALITY WHRICH TOO OFTEN CHARACTERIZED THE F’ARK SERVICE

IN THE PAST
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EFFECTIVE LEADERSHIP REGUIRES AN UNDERSTANDING OF THE CHANGING POLITICAL
ENVIRONMENT IN WHICH AN AGENCY OPERATES POLICIES AND GOALS MUST FIT INTO
THIS DYNAMIC CONTEXT. IN A DEMOCRACY AN AGENCY THAT IGNORES ITS POLITICAL'

ENVIRONMENT DOES SO AT ITS OWN F’ERIL

The Enwronmental Leadershlp Workmg Group has crafted: recommendatlons to meet these

,needs The Group dmded its deliberations into six areas: l) estabhshlng a program to
_promote ecologically ; and culturally sound management pracnces 2) leadershrp in.

. environmental and cultural education; 3) establishing a leadershlp ethlc at all levels of the ‘

Park Service; 4) professmnahsm within the Service; 5) cooperatlve strategres to protect the -

UsSs. natural and cultural herxtage, and; 6) fundmg whrch cuts across all these areas.

. Issues and Prellmmary andzngs

ISSUE 1: ECOLOGICALLY AND CULTURALLY SOUND MANAGEMENT

o Background and Pmdmgs

. The central task of the National Park Semce is to maintain, within a World that is mostly

governed by human actlv1ty, a substantial sample of funcnonmg natural systems that are not

characterized by human domination and to protect major examples of past. human activity so

 that present and future generations can learn what the past has to offer them As the world

changes the specrﬁcs of the task change. Where once custodial management and the
promot10n of tourism were sufficient, now scientific expertlse and ﬁrst class research

capability have become crucral where once parks were 1solated from most human’ actlvrty,

" they are now’ 1nundated by external threats and need to be managed in partnerslnp with those ,

who share park resources and boundaries.

For parks whrch have 51gmﬁcant natural resources ecologlcally—sound rnanagement is

essennal Such management requires the mamtenance or restoration of native ecosystems

_and resistance to the estabhshment of alien organisms. Where p0551ble, ecosystemnt
' management shouldﬁ attempt to preserve natural processes, operating at a scale consistent
- with the evolution of the ecosyst‘em’being managed. Preservingr the evolutionary matrix of

: enwronment and orgamsms is the overarchmg task of managmg ecosystem processes, and in

those instances where the ecologrcal balance is under threat oris umquely fragﬂe thls task

may requlre that access be limited.
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To estabhsh such a strong ecosystem management culture w1ll requlre that the Serv1ce
upgrade its research capablhty so that it can speak with a voice of authorlty in areas rangmg
from natural r resource sciences to culture and lnstory Despite repeated calls for a strong

research component over the last three decades, the Park Serv1ce s response has been

; sporadrc and i 1ncons1stent characterized by alternatlng cycles of commltment and declme In.

aworld where: ecologlcal management has become a prlrnary concern, this is a serious
. deficiency. ifit cannot keep pace, the NIPS risks losing not only its presuge and drsnncuon as
o leader in natural, hlstorlcal and cultural management but its relevance to a world where

"research based screnuﬁc excellence is 1ndlspensable

Strengthemng the National Park Semce s research program w1ll requ1re the agency'to

address how its research actrvmes should be orgaruzed and adm1mstered Inherently, there is

- a trade-off between a centtahzed effort under the aeg15 of an Assrstant Director for Research,
" and a decentralized program located at the regronal or park unit level. The former will bias

- research towards the broad, overarchmg issués-confronting the Park system while the latter

~will push the research focus towards apphed problems confrontlng 1nd1v1dual parks There is .

. no smgle correct chorce Either optron ‘or even a comblnatron of the two, can be justlﬁed

’Avn‘in‘rport'antvpart of the‘ Park Service’s upgraded researc‘h program should be the

estabhshment of cooperanve relatlonshlps wrth other federal, state, and tribal land agenc1es, .

. universities, and private nonproﬁt institutions. “These relatlonshlps could mvolve joint-

o research eer review of reports and fundmg of both basxc and applied research prolects

' Ecologacally-sound management requires actrve management and a vision which’ looks

beyond artificial boundaries at enwronmental concerns, whether they or1g1nate locally,

reg10nally, nauonally, or mternauonally The Park Servrce must have thecapacity to respond

i to threats, whether they come from a dam at the Park boundary, air pollutlon from a faclhty

: 100 mrles away, or chmate change caused by 1ncreased greenhouse gas concentratlons inthe .

i" atrnosphere Further the Natlonal Park Serv1ce should estabhsh strong public-private '

- partnerships with states, tribes, local governments, nelghborhood assocratlons, and nonproﬁt

-Organizations to ensure r_hat external threats are mrmmlzed and the mterests of both the Park'

” Service and its nerghbors are equrtably met
On the cultural 31de, the Park Service’s needs for expanded research capacrty and pubhc-

_prrvate partnerships are no less crmcal For example, there is no existing database of

.archeologlcal ethnographrc and hrstorlcal srtes ‘Most known cultural sites have not even
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been evaluated to determine their sigrificance. Next to the Smithsonian, the Park Service

holds the largest collection of artifa_cts, many of which have long gone unnoticed.

‘In addmon to research needs, contemporary comrmtments to pluralism offer the Park

' Service new opportunities to work together with distinet communities and Native peoples to

aid th'em in expressing their own herltage The Park Service should establish partnershlps

that w111 facﬂltate the joint management of hlstorlcal cultural, and natural resources, as well

as cooperatlve research programs w1th tribes, universities, and local organlzatlons

Recommendatzons ‘ ‘ v ,
The Natzonal Park Service must substantlally upgrade its research capability in the areas of ecology

and natural resources management Its credlbzllty in managing its resources, provxdmg interpretive

‘ programs “and: promotmg its pohcxes will be c{ependent on the strength of the mformatzon on which

1B

its actions and programs are based. A strong and respected research program isa prerequmte for

developmg a ﬂrst -rate mformatlon base

The National Parkv Service should promote sound ecological management of its natural

resources and develop visitor use polxczes con515tent with such management In some -

1-C

situations, thzs may include llmztmg visitor use.

Simaltaneously, the National Park Service should enhance the management of its ealtural

and heritage p’rogram'sv to emphasize the American experience in all its diversity. An

‘ expanded research program, whzch mcludes a strong peer revzew component must be part

1-D

of such an effort.

The National Park Service cannot manage its resources in isolation from environmental

concerns. which may originate locally, -regionally, ‘nationally or internationally.

_ The National Park Service should form strong pabtic-private partnershtps with states,

tribes, local governments and non-profit 'organizations Such ‘partnerships could facilitate

' ]omt management of: hzstoncal ‘cultural; and natural resources, ]omt research programs,

' and ongoing exchanges of zdeas and expertzse )
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1-F Where practxcal the National Park Servzce should pursue cooperattve research efforts wzth
other- fecleral state and tribal land agenczes umversztles and prlvate non- proﬂt

- -mstztutlons

" 1SSUE 2: EDUCATION

» .Background and Pmdzngs
- From Everglades N ational Park in Florida to Gates of the Arctic Natlonal Park in Alaska, the
' Park Service hasa umque set of resources from which to prov1de educatlonal information
-+ about ecological systems, Slmllarly, from Minute Man National Historical Park in ‘Concord,
Massachusetts to San Antonlo Missions Natlonal Historical Park in Texas, the Park Servxce
possesses the cultural vehicles through which the wide scope and diverse nature of American. -«
‘ hlstory can be told Indeed, it is 1mpossrble to imagine. that the’ Congress did not mtend for :
‘the Park Service to play a prominent role in educating Amencans about our nation’s herltage

when it chose to preserve thes,esmes in the NatlonaliPark System.

v Nonetheless, Park Semce mterpretive programs have. regularly been sacnﬁced in the face of
?competmg demands The resulnng message to Park Servxce employees has been. that .

b mterpretrve programs are not a top prlorxty and that strong efforts and i mnovanon in.

'mterpretlve programs will not be: rewarded While there have been successes, most notably at
-’ Everglades, Yellowstone Lowell and Indlana Dunes, system-w1de there is something. '

missing. Vlsrtors to the parks are not fully engaged by what the parks have to offer. Asa ' )
result, to0 many of the 260 million park visitors each year return home with less than they

“came for and less than they deserve A park visitor should be. challenged by the* 1ntr1cate
dynamics of a natural ecosystem or drawn speechless by the words of an American who came

before him or her A park visit should broaden Amerlcans understandmg and their horizons.

Interpretatlon is too often 1solated from research and resource management Interpreters are .

‘ :i’not always current in terms of knowledge about their fields or even ‘informed about Park
management pohcles One reason for this is that parksrely heavﬂy on seasonal employees ,
and’ volunteers for their i mterprenve programs and strong internal hnes of communication do -
not get developed “This over- rehance also causes the quahty of i 1nterpretat1ve programs to

vary w1dely
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By and large, park i interpreters are engaging, thoughtful, and COmﬂ'Ilt‘t‘ed Ne\ crtheless '
they are hampered in an‘agency which does not regard interpretation as a professmnal
;ob categorv Further, mterpreters are often in over thexr heads academically heca-u‘;e :
‘the Park Service is genera]ly unablée to recruit or retain lnterprcters with educational -
backgrounds du"ectly related to the jobs they are asked pcrfurm and does not provide
mcenmeﬂ or opportunmes for employees to upgrade their academic qualihuuons
Althongh many-do an admlrable Job it is unfair to expect interpretets w1thuut college
backgrounds to provide sophlsticated mformauon about where their park fits

contextually in the broad scope of natural science or Ametican history.

E Budgetary restraints have also played a role in i:mltmg Park Service mrerpretatlw

. programs. Throughout most of the past decade NPS budgets caused managers to
cuthack on seasonal positions, many of_wh:ch were in interpretation. Additonally, Fack

* of funds has resulted in a backlog of out-of-date materials, exhibits, and ather

‘interpretive tools, which undermine the public’s perception of interpretation.

' 'Fortunately, there: are] many Qpporrumtzes for the Park Service to recapture its vual
vmtr,rpretwe mission. Fofemost, the Park Service must prowde professxona] _
‘opporl'lmmr.c for its mterpreters and integrate mterpretatlon into park managemenr as E
“afull parmer A visit to a park visitor center should be more than passwe leammg the
visitor should be enga_ged by mterestmg_and'mformanve Park Service interpreters and

interpretive programs.

The Park Service miust mﬁrket what.it offers. Inan era when the pﬁblic faces n{anv
c,ompetmg oppormnmes, Park Serwce ofhcm]s nLLd to emphasize the services they
provide. Morc attention shauild be paid to video programs and hands-on tours. Fmally,‘ :
the Park Service should promote the use of parks as dassrooms for neqrby schools in

: support of the Secretary of qucatxon s “Asmierica 2()00 program.

:]:,nwronmcntal a.nd culmral Educatlon programs, at natlonal parks provlde 1mpnrtant
opportunities to excite students about our couptry s heritage. If wsm}rs fail to
_appreciate the resources preserved in national parks or the threats that thev face,-then

the National Park Servied has served neirhersirself nor our nation.
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' Recomm‘endations :

The Natlonal Parks should sérve as an outdoor classroom in whzch mllhons of Amertcans

can learn about the Amerzcan experlence and, more speczfrcally the ecologzcal hIStOI’ICGl

o “and cultural Values Wthh dre part of that expenence

-B The Natronal Park Servrce should create a professzonal career path for znterpretlve personnel

and reward creauvzty and znnovatzon in thls area

To enhance the publzc s understandmg of ma]or envzronmental issues, the Natzonal Park

Service in' its'role'as an educational’ mstztutzon should support the mclusron of these

: lzssues in their znterpretzve programs To ensure the credibility of the mformatzon provzded

dzscussron of these issues should be tied to Park resources and hnked to on-gomg research

e efforts both wzthm the NPS and other federal envzronmental and natural resource. .

) agenczes

The Natlonal Park Servrce should rely to-a greater degree on multz medza programs to B

- znterpret park resources in order fo reach audiences beyond park boundarles

Issug 3: A LEADE‘RSHIP ETH\G‘ IN.THE~NPS

Background and Pmdzngs , k
Seventy-ﬁve years ago it was much easier to be a leader W1th1n the Nauonal Park SerV1ce
- The agency s respons1b1llt1es focused on carlng for the large, isolated parks such as . "
Yellowstone and Yosemite. The world was relanvely 51mple Park: Serv1ce employees were |
‘widely acclaimed as the world s best resource managers. In the ensuing years, however, the
Y_Park Service’s respons;brlmes have broadened dramatically, is resource management tasks
have become much more complex and its environmental awareness has fallen behlnd others.

,The Serv1ce isno longer percelved asa leader on enwronmental and natural resource 1issues.

Foremost among the Park Semce S challenges in the commg years is to regam the agency s

former stature Park Semee employees can do tl‘llS by “leadmg by example” -minimizing the

: adverse 1mpacts they may have on the environment in the course of carrymg—out thelr
' responmbxlmes ‘The opportunmes to assert leadershlp are many in areas which range from

_energy use to hazardous waste disposal to recycling of sohd waste to 1mprov1ng sewer and

septlc systems They will not be the same in every park Therefore l‘lgl(l gu1dehnes may be

counterproductlve )
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- Today, the NPS is responsible for:‘ 1) prote’criné significant cultural, historical, and

recreational resources; 2) serving as a host for approximately 260 million visitors each year;
3) enforcing safety and other laws to protect those visitors while simultaneously protecting

the resouices within thelr park units; 4) being world class educators that actlvely inform

|
. \
© visitors through mterpreuve programs 5) provrdmg 1nternat10nal leadershlp and expertise in o |

“Park management; and 6) working eonstrucuvely with state, local, and private orgamzanons

- to advance conservation understandmg and action.

. Such a mission requires a uniquely diverse and interdisciplinary workforce and require a

decentralized organizational structure. But many in the Park Service do not a'ppreci'aterthe

“breadth of the agency’s mission nor the reasons for its decentralization. Part of the problem

is that training for Park Service employees does not touch on the broad range of

B respon51b1ht1es faced by the agency employees. In comparison to other federal agencres Park

Service tramlng programs are remarkably deﬁcrent in giving employees a clear sense of the

agency S mlSS]O_n.

Another consequence of the Park Service’s diversity and decentralization is its proneness to

* communication failures. In'an organization like the Park Service, clear lines of -

communication and formal procedures need to be established. Otherwise, constructive

interaction between employees at different levelsor offices within the agency will come to a.

standstill. At different times over the past ten yéars, the Park Service has sufferéd because

managers at various levels believed that they were not. bemg consulted by thelr immediate-

: superwsors

: Fmally, itis 1mp0rtant that there be strong dlrectlon from Park Service leadershlp as to the

agency’s immediate and future priorities. A strong leadership ethic requires that

: performances whlch enable the agency to better carry out its prlormes be encouraged and

rewarded. A clear declaration of Park Service goals, hnked with personnel pohcles which
reward the achlevement of these goals, will send a message that it is as important for all Park
Serv1ce managers from the Supermtendent at the Effigy Mounds National I\/Ionument 0

the Director of the National Park Service, to be a leader.

Agencxes with an effectlve leadershlp ethlc are characterized by: 1) an understandmg bV all

employees of the basic m15510n of the agency; Z) a clear orgamzauonal strategy | understood by : .

- all top managers; 3) a strong-process for Communlcauons and interactions at all levels of the

110




‘agency, 4) a system of rewards and 1ncent1ves for top managers and employees who-

demonstrate leadershlp, 5 ) a culture which promiotes mteractlon and partnershrp with

~ external constituents. The Park Serv1ce can clearly improve its performance in each of

3-A

3-B

these-areas. - -

The 75th Symposrurn at Vail represented a laudatory effort to encourage a broad spectrum E

of NPS employees to identify problems and develop solutions. It should, however; be a

beginning of a more: open and interactive process Wlthln which NPS employees atall leVels

will be encouraged to contribute their 1deas and op1n10ns about 1mprov1ng the management )

cof the National Park System

Recommendatzons

"The Natzonal Park Servzce should demonstrate envrronmental leadersth by “leadlng by

example at all Ievels of the Servrce It should strive to become the most env1ronmentally

“aware. agency in the u.s. government

The National Park Service should r_efocas, its traim‘ng progr_ams to ensure that employees’

- are knowledgeable of the NPS mission, and ‘management personnel are skilled in all

. aspects of management, including building partnerships With'eXternal cvonstit-u’encies.b :

3

3-D

‘The National Park Service should take steps to improve communications between the .

Dzrector and the Regzonal Dlrectors, between the Regional Directors and Supenntendents

: and between the managers in the Washzngton headquarters and those ottside.

The National Park Servzce should 5tructure rewards and mcentlves 50 that efforts to carry v

out the agencys mission are recogmzed Managers demonstratzng mnovatzon and

creativity in ways that fulflll the shared vtszon of the Park Serwce should be recogmzed as -

*leaders within the agency

lssu;—: 4: DEVELOPING F’ROFESS[ONALJSM WITHIN A POLITICAL ENVIRONMENT ..

'Background and Flndlngs

. Over the past 75 years, the Park Servrce has grown dramaueaﬂy in size and complextty,

. reflecting both the addition of diverse types of units to the s system and i increasing visitation.

Moreover, there is a growing number of people and activities of all kinds in lands adjacent to




=

- parks, particularly in areas whereprivate lands subject to development surround the park

unit. The Park Service has found itself frequentl'y pushed into the political arena in which the

mterface between career professionals and elected and appomted officials becomes of crmcal

rmportance

The Park Service has often 'chafed under the constraints placed on it by higher levels within,

the Administration or by Congress On the other hand encouraged by outside groups, the -
Serv1ce frequently has been seen as acnng 1ndependent of direction coming from above. In’
those instances in which pohcy decxsxons and direction from the Adnnmstrauon have been

opposed by Park Service personnel these 1nd1v1duals have sometirhes gone d1rectly or -

- indirectly to the: Congress or 1nterest groups to rectlfy the situation. Th1s has stramed

relatlonshlps and has resulted in increasing attempts by political leaders to exert addmonal

* control over the Park Service through a variety of means, including placing polmcal

appolntees in posrtlons formerly occupled by career Park Servrce personnel

Tt is unrealistic to expect that the Nanonal Park Service wrll reclaim the ° ‘good old days”

when it could operate as a cohes1ve largely mdependent professional agency. On the other

' hand it is lmportant to the future of the lands and resources that the Park Service manages,

. as well as the Amerrcan public it serves, that the Service operate constructively w1th1n the .

Executive Branch of government and effecnvely 1nteract with elected representatives at all

" levels :

" The ereation of a strategic planning‘and policy office in the Park Service can. sub‘stanti’alln |

" minimize a number of the above problems. First of all, it could. prov1de the Park-Service with

a uniified message when it deals- with Congress and the Administration. The Park Service’s ‘
relanonshlp with key Congressronal Commrttees has deter1orated primarily because the

NPS has not producedra coherént leg1slat1ve progrant. Sec_ondly, it would allow the agency to -

‘ become more pro-active within the Executive Branch. A strategic planning office would

unify the Park Service’s political contacts. It would bé the division charged with malntammg

- constant contact with i 1mportant players in the Office of Managernent ‘and Budget, the

. Domesnc Pohey Counc1l other federal agencies, and Congress Finally,a pohcy ofﬁce would -

provide the Park Serv1ce with an 1mprow red capablhty to develop a coordmated set of long-

term pollcy goals
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Another step in ensurmg that the Park Serv1ce meets thls mandate would be an effort to

foster 1mproved understandmg and appreaanon of the polmcal/career 1nterface between _

" Park Service people and’ elected representatxves The inereasing layers of polmcal appomtees

: 'between the Director of the Park Service and the Secretary of the Interlor as well as the S
- relative Jack of famlharlty of recent Park Service Directors with people and problems in the ,
"ﬁeld have caused confusmn, uncertamty, and someumes open. hostlhty While in some

: l 1nstances it would appear that the direction from above was clear it simply was deemed

, inconsistent. w1th the “Park Servrce view of what. should be done

- ThlS situatton is not untque The Volker Commlssmn report concluded that an excessive
T number of relatlvely 1nexper1enced pohtlcal appomtees between the Secretarv and the career’

- work force of 1 many agencies has reduced the quahty and effecuveness of public- servxee It -

'dlscourages taIented men and women from remalnmg in the career service or entermg in the -

first place Ironlcally, at- a time when the prlvate sector is substantlally trlmrmng the layers -

between the top level of an orgamzatron ‘and i its operatlng forces the government is domg

: the reverse

Recommendaizons

FA

T he Natzonal Park Servrce should develop an annual legtslatrve program whzch should

. evolve from fleld recommendattons coordznated through the NPS’ Regtonai Ofﬁces The

program should be proactlve and should znvolve legislators from both szdes of the azsle. ,

. 4_3

4C

-and the Dzrector of the National Park Servzce with-an. eye.to shortenmg them. as much as -

The Natlonal Park Servzce should enhance its znstrtutzonal capablhty to develop and

' lmplement policy analysrs and strategtc plannzng

The Secr'etary of the I nt'erior should revievr the organization levels betvyeen the Secretary

o i ~possxble -and to ensure that there is'a mutual understandmg of programs and pohczes The ._

B Dlrector of the Park. Servzce should have dlrect and frequent access to the Secretary

4D

The Dlrector of the Natzonal Park Service should establlsh a planned rotatton system

'between the field and key asszgnments in Washtngton to ensure that there is a continual

mterchange of tdeas as well as an unders‘tandmg of current NPS programs and chal!enges
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4-E The Regional Offices of the National Park Services should be given clearer authonty and
responszbrhiy for the' coordmatmn and direction of NPQ activities within the Region,

including ensuring that NPS programs and po!zczes are effectively devefoped and executed

4-F ‘The Direclor.of the National Park Service shqiﬂd establish an interchange program with

other federal and state cultural, historical and natural resource organizations:

4G ‘The National Park -Serizicé'shoul‘d continue to prﬁvide leadershfp'fdca”y regionally, and
' "Intematmnaffy in managmg natural, cultural, dnd historical areas and. des:gmng and
dehvermg educattonal programs that enhance peopie s understandmg of their natural,

historical, and cw‘tural herrrage

ISSUE 5: PA_RTNERSHI_PS TO PRESEVE THE NATION'S NATURAL AND CULTURAL HERITAGE

_Backgmund and andmgs
| Much of the first century of protection of thls countrv s unique cultural and lnstor:c herltage

1nvolved.Federal Government ownership. It was not until the mid-1930s that Congress first

considered providing the Park Service with authority to enter into cooperative agreements to

| preserve historic sites and assist in the planning of parks, parkways, and recreétiona’l needs.

Since that time, Congress has continued to develop i'egis]atjve‘ formﬁlat that separate.

' protection and ownership and involve comprehensive planning, In the 1960s and 1970s, the
establishment of the Cape Cod National Seashore, the Lowell Heritage Park, the San

: _Aﬁfonio Missions Historical Park, and the Martin Luther King Historical Monument
extended the portfolio of instruments developed to protecf important values without

- complete federal ownership. Since the 1960s, the Land and W. ater Conservation Fund has -
proviﬂed ﬁmnciql-assistanée to states and local governments for the purpose of fostering
partnerthps to create new parkb and restore old ones, and to encourage statewide planmng

processes.

In the 19805 a 51gn1ﬁcant percentage of the newer Park Servme units mcorporared
* tooperative approaches to preservation. f*urther, laws were passed for areas not cons1dered
units of the Park system that relied heavily on concerted and coordinated sta;e, .local, arid w
fedcrﬁl partnerships. These ipélu&ec[ the New Jersey Coastal Heritage T'rail, the Blackstone
River Valley, the .Dela-waré and Lehigh Canal, and the llinois and Miéhigan Canal. During
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"+ the same perlod technrcal assistance programs were expanded as a result'of Congressronal

action, These act1v1t1es prlmarrly located in the reg1onal offices,. axded state and local

governments

'VMany of these erforts‘ and programs have been limited bvcuthacks in funding at both the .
- federal and state level. The effectlveness of the LWCF for example, has diminished over the
last decade as the result of budget cuts. Although the Congress has. authorized LWCF
Aexpendrtures to total $900 million per year, they have appropriated on average only about

~ $200 million annually during the 1980s. State-side grants from the LWCF averaged less than
, .$4O mllhon dunng this time period. As the demand for support increased, fundlng levels
dro‘pped Because the rewards of parncrpaung were so low some states have threatened to:
. wrthdraw from the LWCF funded program These cuts have threatened to destroy the 25

year old legacy of partnershrps with state and local governments

Nevertheless, the- deep commltment among Americans to save places of natural and cultural

. 1mportance to their way of life has not d1rn1n1shed The Congress, sensing this concern, has -

- beenwilling to support actlons to mcorporate many of these places into the Natronal Park

- System The practlce of creating park units for particular constituencies. has raised concerns ,

that the criterion of natronal srgnlﬁcance was being drscarded and the Service’s resources
spread too thin. However, it is unllkely that Congress will turn its back’ on growing pubhc
- pressures to preserve and protect places of natural, hrstorrcal or cultural srgmﬁcance — even

. if their srgmﬁcance is more regional than nauonal Unless new programs are developed, the

= leadership of the Park Service, as’ well as those responsrble for developmg the U S. budget i

erl feel mcreasmgly uncomfortable Wlth this tensron

- The Environmental Le'adership Working Group. proposes a three-part program 45 & means
‘ ‘, fo resolve its current‘park's' development dilemma- 1) amending the LWCF program o
'establrsh 2 grassroots process to identify areas of umque value; 2) creating a new program £o
* preserve herrtage areas; and 3) developmg a funding program to support heritage and natural
resource preservation. These recommendauons build on the experlence of the 19805 which
1nd1cates that there is w1de spread publrc acceptance of new approaches ta conservatlon
o emphasrzmg multl level participation of publlc and. prrvate organrzatlons In many of these-

'approaches the F ederal Government is a.cooperator, but not necessarrly the land ~OWner.-
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Recommendatlons . . A
5-A The Natlonal Park Servzce should foster a new grassroots planning process to save the -
dzverszty of Amenca s.natural and cultural herltage and to provzde increased recreational
. opportunities for all Americans. In domg this, the NPS should work in partnership with )
other federal agencies, with s'tate local and tribalvg'overn'me'nts and with non- proﬁt |
, organlzatzons -both m identifying resources and in creating strategles to protect manage
~and lnterpret those: resources Those elements zdentlﬁed through' the planning process
would fall into dlfferent categories; T hose of national significance might become part of the
;' Natlonal Park System while those of regzonal or local srgmﬂcance should be preserved
: through a range of optzons lncludmg federal and state/trlbal partnershlps This process.

' :should be supported by renewed fznanczal and technzcal asszstance to the states.

' _ SB An American Herztage Area (AHA) should be establzshed to protect and conserve areas that
.are of significant reglonal value and are worthy of natlonal recogmtlon but which do not -

meet the requlrements necessary for mcluszon in the National Park System. Under this

S proposed system the Natlonal Park Servzce would enter into partnersths wrth stateand

. local governments to conserve specific areas without long-term federal mvolvement.

5-C Ex15tlng National Park Service programs mcludlng the Rivers, Trails, and Conservatlon _
‘ 'Asszstance (RTCA) programs the Urban Park and Recreation Recovery ( UPARR) program
:the State Comprehenszve Outdoor Recreatzon Plan (SCORP) program and state grants for.
the Land and Water Conservatlon Pund Act (LWCP) ‘and Historic Preservatzon Fund
(HPF). would be mazntazned or in certain znstances reconfigured, to complement the

proposed grassroots plannzng process and AHA program

5-D The Natzonal Park Servtce should work with all federal landholdmg agencres to ensure their -

partzcrpatzon and cooperatzon wzth these proposed programs

CISSUE 6: NATIONAL -PARK SERV[CE FUNDING

Background and andlngs

‘_Over the past two decades, the’ Park Service has taken on numerous additional missions.

* Some of these have been in the form of new programs or new parks- mandated- by Congress

while 'others relate to meetmg federal enwronmental regulanons and laws Desplte the
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e ongomg increases in overall respons1b111ty, the Park Service has not beneﬁted from o
- ,substantlal expansrons in budgetary approprlatlons Durlng the 19803 no real growth
occurred in the Park Service budget. One part of the NPS budget appropnatrons from the
' ,Land and Water Conservatron Fund for land acqursrtron by the Park Service and the state
. 'grant program has been funded at substantlally lower levels than in the last decades To ,
' compound matters, hne item requests from Congress have funcuonally reduced the cr1t1cal

'-operatlons budget of the Servrce _
The Environmen'tal Leadershi‘p Working Group recognizes the difﬁculties imposed on-the

, fundlng alternative. All proposals to increase funding have pohucal liabilities. We fully

,recogmze thelr adoptlon will be dlfﬁcult but we acknowledge that without 1ncremental

mcreases in revenues, the goals we have outlmed cannot be achleved

© . its efforts to obtam srgmﬁcant approprranons from the Land and Water Conservation Fund.-
: As a parallel effort we recommend that the NPS strongly advocate a one cent per gallon
. surcharge on gasohne as a means to support federal parks and recreation programs The tax
) should be part of a larger gasolme tax package to raise additional revenues to improve the .
'country s transportatlon 1nfrastructure and to protect the enwronment We also believe that -
the Park Serv1ce and the Office of Management and Budget should look carefully atthe

. broad array of user fees available to the Park Servrce User fees currently pay 1 for about 5% of
‘ ..beneﬁts from the system should pay.a poruon of the costs they place on that system

v”Recommendatlons

6 A The issue of fundmg underlzes all aspects of the Symposzum Workmg Group

recommendatlons To lmplement the programs outlmed in this report mcludmg the

American Herltage Area program addzttonal monzes wrll be needed.

Ievel from the Land and Water Conservatzon Fund As a parallel effort it should’ also
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budget process by recent budgetary agreements and realizes that there is no smgle, perfect o

. We suggest that the Nat:iorral P’arvk}Service pursue' Aseveral options. First it should redouble .

N , the costs of the Natlonal Park System ThlS amount should be 1ncreased Visitors who der1ve : -

6-B~ The Natlonal Park Service. should mcrease lts efforts to obtaln a meanmgful approprzatzon L




- strongly advocate a one cent pAer-galion fuel tax to support federal parks and recreation
programs. The one cent should be part of a larger gasoline tax package to raise additional
B revenues to improve the-country’s transportation infrastructure and protect"the

~environment.

6-C The National Park Service-and the Office of Management‘qnd Budget should study the
broad array of user fee options, which are effective and important vehicles for revenue
enhancement, in order to assess the relative costs and benefits of in'dividual proposals:

- Those which are determined to be both equitable and cost effective should be pursued.
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L Introductzon and Overvzew

The efforts of the Resource Stewardshlp Workmg Group (including the parueipants at the- |

Vail Symposmm and those who contributed throughout the process) are only the most

_ recent aspect of a long historical tradition of critiquing the way the Nanonal Parks System

-Resources are managed. Prev10us efforts have included the prescient “Fauna of the National -

Parks” studies in the early 1930s which first identified park resource problems, the Nauonal

Academy of Science’s analvs1s of science and research in 1963, the w1dely acclaimed Leopold .

-. Report’s review of natural resource management ‘policies of the same year, the NPCA’s

‘ thorough analySIS ofall aspects of the National Park Service published as “Investmg in Park

" Futures: A Blueprint for Tomorrow, the National Park Service’s own “21st Century Task

Force Report,” the Conservatlon Foundation’s report “National Parks for a New _

Generation and the current National Academy of Smence s study of sc1ence and research -

“which is in progress. Readmg these reports impresses one with the 1n51ght of past study -

groups and it brings an awareness that many of the challenges facmg the National Park

Service_ are long standing:

‘ This report presents six basic issues considered to be crmcal to protectmg resources in the

National Park System: (1) the Park. Serv1ce s ability o protect park resources from external

. threats and to-positively influence compatible land uses and resource management within

regional ecosystems and historlcal context of parks; (2) the protection restoration and
maintenance of park resources; (3) strengthening the parks’ abilities to identify and evaluate

their resources; (4) the stature and professronahsm of research and resource management and

their integration into park management (5) public support for resource stewardship

. programs; and (6) the processes governing the addition. of new areas ‘and the expansion of

* additional areas to the National Park System.

Preceding each issue iSa brief background discussion highlighting the historical evolution of

‘the concern and describrng previous actions that have been undertaken to deal with the issue.

Following each 1ssue several recommendatlons are presented For each recommendation,

specific steps for implementauon either by the National Park Service or 1nd1v1dual parks are

' llstecl Thei issues and recommendations have evolved through meetings of the Resource

' Stewardship Workmg Group during the summer of 1991, and were thoroughlv discussed

- and modified by participants at the Vail Symposium. Final changes were made after the

i Symposmm ‘based on input recelved during the public comment period This report,

- therefore represents a broad consensus of actions and direction thats necessary to guide' -

 the National Park Serv1ce into the 21st Century and to reaffirm its role as a leader in cultural

‘and natural. resource stew: ardship.
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11 Issues.and Preli{mindry‘Pinding's _' =

lSSUE 1 WHAT STEPS CAN BE TAKEN TO MORE EFFECTIVELY PROTECT PARK RESOURCES FROM
. ‘EXT‘ERNAL THREATS AND TO POSITIVELY lNFLUENCE COMPATIBLE LAND USES AND RESOURCE
MANAGEMENT WITHIN THE REGIONAL ECOSYSTEMS AND HI‘STORICAL CONTEXT OF PARK57 )

B ‘Background and Fmdmgs _ _ :
* For many years boundary lines essenually deﬁned the’ way publrc lands were managed
. National park managers pursued thelr mission solely within the borders of their units and
) pald l1ttle attentlon to what happened outsrde their boundarles — the borders of which

"commonly cut across watershed ammal migration, other ecologlcally—based lmes, and

- historical contexts Thls arrangement was adequate } in a time when most parks were.

surrounded by undeveloped lands At that time the pressures of development did not result
- in the wholesale loss of the resources that provlded thernaue context or an 1ntegral settrng for

“'naturaland cultural sites w1thln the system Today, however, mcreased populatlon and ‘

: expanded resource and energy ‘demands are 1mpactmg park resources such as air and water
‘quality, s w1ldl1fe, and scenic vistas. Shared ecosystems as well as culturat landscapes are bemg o
adversely rmpacted For the Park Serv1ce, the problem is now recogmzed as.one with system- ;

wide dimensions, and it has focused concern on how parks can most effectrvely deal w1th

' park nelghbors and thelr act1v1t1es

In respondmg to th1s problem, parks can ﬁrst look to their 1nd1v1dual legrslatlve rnandates A
few mandates — by recogmzmg that parks exist in.and are influenced by the1r reglonal
environment — prov1de miuch clearer dlrecnon than others whrch are srlent on the sub]ect A
number of laws have also beén enacted over the last 20 years which prov1de some authorlty
A for the Nanonal Park Service to'involve itself in rssues that transcend park boundaries. These '
_include the Natlonal Enwronmental Pohcy Act Wl’llCl‘l prov1des for federal 1nteragency

consultatlon the Historic Sites Act of 1935 whrch ¢stablished a natlonal pohcy to preserve

- the- natxon s hrstorlcal herltage the Natronal Historic Preservation Act whlch establlshed a

" requrrement for federal agenc1es to take into account the effects of théir undertakings on
hlStOrlC propernes and the N ational Fofest Management Act and F ederal Land Policy and
' -Management Act which reqmre the Forest Serv1ce and Bureau of Land Management to

coordlnate thelr resource management plans w1th other agencres



- When used e'ffectively' and consistently, these laws can provide a level of protection for parks

- and serve as mechanisms for managers to, function in a regional context. However, these acts

do not fully protect park resources from external i impacts, nor do they provide clear authorlty

for park managers to become involved in certain activities external to the parks

The first congressional attempt to define the Park Service’s responsibility for external land
use and resource management decisions occurred in 1978, when Congress passed the

Redwood Amendments in response to the upstream logging impacts then threatening : , |

Redwood Nationil Park. Section la-1 of those amendments provides for the “protection,

- management, and édministration” of the National Park Sys)tern to insure its integrity. : -

" Although this provision appears to authorize the Service to take reasonable measures to

protect park resources from degradatlon, the Park Service has been reluctant to use this.
authorlty, and the courts have not vigorously enforced t_hlS provision. A recent congresswnal '
attempt to define a specific park’s responsibility for external land uses was the Gettysburg

Boundary Legislation, which, among other things, provides incentives for coperation

among governmental eritities and the private sector to protect the battlefield setting.

Further complicating thlS issue is the fact that most park managers receive httle or no
" training on the laws, strategles, or policies that might be used to address resource issues that

transcend park boundaries. As a result, some park managers are reluctant to involve

themselves in external affairs, expressing concern or confusion about their authority to do so.

'Others may feel that the_y lack the requisite skills to work with external groups and the

" media, particularly in confrontational situations. These concerns can also hamper a park’s.

ability to cultivate public understanding and support for its own resource preservation and

management programs.

‘ Recommendatlons

‘There should be mére tffectxve and posmve use of all exzstmg authormes to deal thh

COncerns and activities that transcend park boundarzes

n ordér to implement this recommendation the National Park Setvice should:

1.ANITIATE AN INTENSIVE TRAINING COL;RSE AND DEVELOP APPROPRIATE TRAIN!NG AIDS FOR

MANAGERS THAT EXPLAIN EXISTING- F‘EDERAL STATE, AND LOCAL AUTHORITIES, MECHANISMS, i

AND STRATEGIES FOR ADDRESSING TRANSBOUNDARY ISSUES AND TO HELP MANAGERS VIEW
PARK MANAGEMENT IN AN ECOSYSTEM AND HISTOR!CAL CONTEXT. THE COURSE SHOULD BE A’

—
o
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REQUIREMENT FDR NEW SUPERINTENDENTS AND BE A MANDATORY PART OF ANY
}MANAGERIAL DEVELOPM ENT PROGRAM. IT SHOULD ALSO EE A COMPONENT OF. THE
RESOURCE MANAGEMENT SPECIALIST TRAINING PROGRAM ’

2. DEVELOF* LOCAL, REGIONAL, AND NATIONAL CONSTITUENCIES WHICH ARE SENSITIVE TO

THE IMPORTANCE OF PARK RESOURCES AND WHICH WILL HELP DEFEND PARKS AGAINST
CTHE IMPACTS OF ADVERSE EXTERNAL ACTIVITIES

There should be better documentatton of transboundary problems and more effectlve ’

‘use of sczentlfzc data in mztlgatmg them.

In oider to implement this recommendation individual parks shduld:' ‘

B I IDENTIFY AND PRIORITIZE EXTERNAL PROEII_EMS FACING EACH PARK AND DEVELOP

PLANS TO ADDRESS THEM

2. COORDINATE THEIR RESOURCE MANAGEMENT GOALS WITH PARK NEIGHBORS AND
’ ACTIVELY PARTICIPATE IN-LOCAL AND REGIONAL LAND-USE PLANNING EFFORTS TO
PREVENT OR MITIGAT_E THE IMPACT OF POTENTIAL ADVERSE THREATS.

3. MAKE EFFECTIVE USE OF EXISTING schNTmc DATA FROM ALL SOURCES AND C(IDNDUCT;.
' ‘ADDITIONAL RESEARCH IF NECESSARY IN ORDER TO BETTER DOCUMENT, 'RESPOND 70,
“AND MITIGATE THE POTENTIAL IMPACTS OF ADVERSE EXTERNAL THREATS.
a. THE STAFF OF INDIVIDUAL PARKS SHOULD BECOME MORE FAMILIAR WITH STATE AND
. LOCAL LAWS AND REGULATIONS THAT DEAL WITH LAND USE, CONSERVATION AND
. PRESERVATION e ’

The Secretary should clarlfy ex15tmg authorztles ensure thelr approprzate and
conszstent use and seek additional legrslatzon necessaty to protect park resources

agamst external threats

In order to do implement this recommendation the Secretary of the Interior should:

| ENCOURAGE DEPARTMENT OF THE INTERIOR SQLICITORS AND THE DEPARTMENT oF
"JUSTICE ATTORNEYS TO BE MORE AGGRESSIVE AND SUPPORTIVE IN THE USE OF
EX1STING AUTHORITIES! '

In order to do this the NationaI Park Semce shouId undertake the foIIowmg in

concert w1th the Secretary

2. ENCOURAGE DEPARTM'ENT OF THE INTERIOR SOLICITORS TO CLEARLY DEFINE THE
LEGAL RESPONSIBILITY AND AUTHORITY OF PARK MANAGERS TO INVOLVE THEMSELVES
IN EXTERNAL MATTERS— IMPACTING PARK RESOURCES ’
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3. DEVELOP A PROGRAM TO EVALUATE AND IDENTIFY THOSE PARKS WHERE ADDITIONAL

LAND ACQUISITIONS MAY BE THE' ONLY WAY TO DEAL WITH EXTERNAL THREATS.

4 SEEK LEGISLATION SELECTIVELY TO ADDRESS PRESSING EXTERNAL PROBLEMS®

CONFRONTING IND[VIDUAL PARKS AND REGULARLY REVIEW WHETHER MORE GENERAL
STATUTORY AUTHORITY IS NECESSARY TO ENABLE THE NATIONAL PARK SERVICE TO:
ADDRESS EXTERNAL PROELEMS EFI:ECTIVELY -

5. ISSUE A TRIENNIAL “STATE OF THE F’ARKS” REPORT INDICATING THE CURRENT HEALTH
AND INTEGRITY OF EACH UNI1T AND THE SERVICE AS A WHOLE

6 .EVALUATE THE NEED TO STAFF EACH REGION WI!TH AN ENVIRONMENTAL LAWYER

v‘AND‘/OR DEVELOP A COOPERATIVE RELATIONSHIP WITH A LOCAL LAW SCHOOL.

7. ENTER INTO PARTNERSHIPS WITH STATE AND LOCAL. OFFICIALS TO BROADEN
: vPROTECTION FOR NATIONAL REGISTER PROPERTIES, NATIONAL HISTORIC LANDMARKS -

AND NATIONAL NATURAL LANDMARKS

8, ENCOURAGE THE SECRETARY TO MEET PERIODICALLY WITH THE CHIEFS OF ALL
BUREAUS UNDER THE SECRETARY S JURI SDICTION

ISSUE 2 How CAN PROTECTION RESTORATION AND MAINTENANCE OF RESOURCES BE
STRENGTHENED IN NATIONAL PARK SERVICE UNITS7

: Background and Pmdzngs

The ulumate goal of resource stewardship is the protection and maintenance of park

' resources, To preserve and protect " park resources has from the begmmng beeii the

prlmary goal of the } Jational Park Serv1ce However, the pressures on parks from

v151tors and changmg land-uses around parks combmed with a growing dlver51ty of

‘reglonaI and even global threats makes ‘this task ever more dlfﬁcuIt

Resource stewardship is also eomplicated by 'the_’ fact that although the National Park

_ System continues to increase in size and complexity, this change has not been .

‘ '1ssues and problems. As a resuIt of this problem, parks have a Imuted ability to:

‘be handled by resource management generalists. forced to deal Wlth a muItltude of

 historical or archaeological context. ~ - - - S

accompanied by an equiVaIent increase in the number of resource management.

»professnonals. Itis also apparent that the resource issues facmg parks are too complex to -

interpret existing 1nf0rmat10n detect changes resulting from external and lnternal
threats, implement resource management plans, monitor trends in resources, recover

from environmental catastrophes, and place resources in thelr proper ecologlcal
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‘ARecommendatzons

Substantzally increase the number of Natzonal Park Servzce resource professzonals

k emphaszzmg sub]ect matter speczalzsts currently lackmg in-the agency and the placement |

of individuals in parks whzch lack sufﬂczent resource management expertzse

Enhance the abxhty of parks to utlhze the expertlse of resource profe5510nals who work’

out51de the agency

.

. ,In'érder to implément both fecdmmendatiohé jndividual »parks. should:

. lDEVELOF’ THE INFRASTRUCTURE NECESSARY TO ENHANCE THESE ACTIVITI‘ES SUCH AS

ADEQUATE RESEARCH AND LABORATOR‘Y F'ACILITIES

‘2. ESTABLISH CLOSER TIES AND BETTER LINES OF COMMUNICATION BETWEEN RESOURCE

PROFESSIONALS AND THOSE RESPONSIBLE FOR IMPLEMENTING RECOMMENIATIONS SUCH
AS RESOU RCE MANAGERS AND MAINTENANCE CREWS

3. INITIATE AND. IMPLEMENT PROGRAMS TO IDENTIFY AND PRIORITIZE INTERNAL AND

EXTERNAL THREATS TO PARK RESOURCES
4. EFFECTIVELY MONITOR.RESOURCE. TRENDS AND CONDITIONS.

FROCEDURE USE MEASURABLE PARAMETERS OR INDICATORS SENSITIVE ENOUGH TO
PROVIDE AN EARLY WARNING OF CHANGE WORK WITH OTHER AGENCIES INVQLVED IN
‘DEVELOPING MONITORING PROTOCOLS GIVE MONITORING PRIORITY TO RESOURCES THAT
ARE AT RISK.

.5, IDENTIFY MEASURABLE OBJECTIVES F'OR-DESIRE'D 'RE'SOURCE CONDITIONS. THE

IDENTIFICATION OF BASELINE CONDITIONS SHOULD BE LINKED IN PART TO GLOBAL
| CHANGE STUDIES.

[SH 'ESTABLISH .AND IMPLEMENT HUMAN CARRYING-CAPACITIES FOR IEACH AUNIT,

In order"to implémeat both recqmtnendaﬁons the National Park Service _,should:

v’I . DEVELOP NEW RESEARCH PROGRAMS AND ENHANCE EXISTING PROGRAMS DEALING WITH.

METHODS OF" PRESERVATION TECHNOLOGY FOR THE. TREATMENT OF CULTURAL RESOURCES
PARTICULARLY FOR THOSE MATERIALS WHERE STANDARDS ARE NOT AVAILABLE

2. EXPAND AND IMPROVE TREATMENT PROGRAMS F'OR CULTURAL RESOURCES WHERE

R ADEQUATE INFORMATION DOES EXIST

‘3. CONTINUE THE CURRENT SERIES OF THE 18- MONTH RESOURCE MANAGERS TRAINING

COURSE AND EVALUATE ITS EFFECTIVEN ESS.

' _4.» MAKE IMPLEMENTATION OF IDENTIFIED RESOURCE MANAGEMENT PROGRAMS AN IMPORTANT

PERFORMANCE EVALUATION CRITERION FOR MANAGERS
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1SSUE 3. HOW CAN THE ABILITY TO IDENTIFY AND EVALUATE RESOURCES BE STRENGTHENED?

' Background and Findings

Resource stewardship of the parks must be grounded in -sound knowledge of their namral

~ and cultural assets. Some parks Kave an extensive history of scientific studies and resource

evaluations. For example, over 3,000 separate resource studies have been conducted in and

_around Olympic National Park. This type of documentation is, however, an exception. More

‘often little is known about the actual resources parks contain, their significance, degree of

risk, and their response to change. The principal reason for this is that most parkslack

“sufficient staff and/or proper expertise to understand, interpret and use the information they

équady have. Based on previous studies, this déﬁcie_ncy may be true for about 70% of the

- ‘National Park Service units.

Resolving this issue will require a logical procedure for organizing existing data, identifying
necessary additional information and research needs, and mbnitori'ng those resources that
best reflect environmental changes. It complements Issue 2 in recognizing that

implementation of this procedure is not always possible with current staffing levels. -

Once sufficient staffing is in place, a park’s ability to use existing and future information is, in
large measure, related to its methods of managing that data. Data management embodies the '

systematlc organization and cataloging. of information in a form that makes it readily

accessible to users. When good data management protocols are lackmg, those individuals

resp0n51ble for interpreting resource information are often unaware of who-is conducting or

has conducted research, what resources have been studied, and where to find the -

information.

There are several-eXamples of good data management protocols. The Pacific Northwest
Region is completing a program to catalog all existing resource studies from all of its parks in
standardized databases which interface with national library. databases and is developlng
similarly structured park-based geographlc information systerns (GIS). Great Smoky
Mountains Nguonal Park and the three south Florida National Parks have established
conservation daAta__centers‘ for managing biological information. These centers are a paft of

the 5 0°State Natural Heritage Program. network deyelope_:‘d by the Nature Conservaricy.

- 126




.Recommendatzons
fStandardlze and base fund programs that rdentlfy and evaluate the szgmfzcance of park

: TZSOUTCCS

Revise the National Park Service management p»lanning' process to emphasize resource

I- ‘protection.

In order to implement these recommendations individual parks should:

1. ‘GATHER AND ORGANIZE EXISTING INFORMATION RECOGNIZING THAT ALL- PARKS CONTAIN

NATURAL AND CULTURAL RESQURCES.THAT, NEED TO BE IDENTIFIED, EVALUATED ‘PROTECTED,
AND MANAGED

PROCEDURE. CATALOG ALL RESOURCE INFORMATION AVAILABLE ON A GIVEN PARK AND
. SURROUNDING REGION IN A DATABASE THAT IDENTIFIES THE IN\_/ESTIGATORS, DESCRIBES THE
' NATURE OF THE STUDY, AND INDICATES WHERE T TOOK PLACE AND WHERE THE ORIGINAL
DOGUMENTS ARE LOCATED. THIS PROGRAM couLp aE PATTERNED AFTER THE RESOURCE
DATABASE PROGRAM [N THE PACIFIC NORTHWEST REGION AND WILL REQUIRE ADEQUATE
" PROVISIONS FOR UPKEEP AND MAINTENANCE. AS RESOURCE INFORMATION IS IDENTIFIED,
' APPROPRIATE DATA ARE STORED IN CENTRALIZED REGIONAL DATA CENTERS WHICH WOULD BE
COMPATIBLE WITH BUILT UPON, AND BE LINKED TO EXISTING RESOURCE DATABASES LIKE
THE LIST or—- CLASSIFIED STRUCTURES AND CULTURAL SITES INVENTORY, AND THOSE
AVAILABLE FROM STATE HISTORIC PRESERVATION OFFICERS AND FROM STATE LIAISON .
OFFICERS. '
2. SYNTHESIZE AND INTERPRET THE AVAILABLE DATA THEREBY F.’ROVIDING A HISTORY OF
vSCIENTII:lC AND CULTURAL RESEARCH FOR A GIVEN UNIT. DR

. 3. DEVELOP A FUNCTIONAL GEOGRAPHIC INF'ORMATION SYSTEM (G1S) SYNTHESIZING ALl

RELEVANT SPATIAL DATA.

A. DEVELOP CONCEPTUAL ECOSYSTEM MODEL—’SYAND C‘O-MPREHENSIIVE. CONTEXTUAL STUDIES FOR
HISTORIC AND CULTURAL RESOURCES TO HELP IDENTIFY: AND PRIORITIZE GAPS IN RESOURCE .
KNOWLEDGE

PROCEDURE. IDENTIFY NATURAL. RESOURCE DATA NEEDS IN THE: CONTEXT OF CONCEPTUAL
ECOSYSTEM MODELS. USE A SYSTEMS PERSPECTIVE TO HELP IDENTIFY KEY ECOLOGICAL
PROCESSES AND ECOBYSTEM COMPONE‘.NTS THEREBY PRIORITIZING FUTURE INVENTORY AND
RESEARCH. CONDUCT COMF’REI—IENSIVE CONTEXT STUDIES FOR ARCHAEOLOGY AND HISTORY TO
PROVIDE A BROADER BASIS FOR EVALUATING AND INTERPRETING THE R-ESOUR_E:ES.THE PARK
WAS ESTABLISHED TO PROTECT AND INTERPRET. Use TI—IESE STUDIES TO HELP. PLACE IN
CONTEXT THOSE RESOURCES THAT ARE OUTSIDE THE PARK’S, PRIMARY FOCUS BUT WHICH
STILL MAY HAVE SIGNIFICANCE OR.RESEARCH VALUE.

5. FILL.IN GAPS IN. RESOURCE KNOWLEDGE THROUGH INVENTORY AND RESEARCH AND TIE TO
) RESOURCE MANAGEMENT NEEDS
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ISSUE 4. "HoOw CAN THE QUALITY OF RESEARCH AND RESCURCE, MANAGEMENT PROGRAMS BE

IMPROVED AND: FULLY INTEGRATED WIiTH PARK MANAGEMENT"

Background and Findings

-Never in the h1story of the National Park Service has it been more 1mp0rtant for science and _ B

scholarsh1p to play an integral role in park management. Maintaining the integrity of park

resources requires that resource management decisions be both defensible and prudent.

| They must-be based on the best available knowledge. Unlike most o_ther federal agencies that

have science programs, the National Park Service does not have any.speeiﬁc statutory -

. language directing it to engage in science as part of its assxgned mission: Instead the Service.

has determined that i it must have current information about park resources for use in

"supporting resource management decrsmns,,envnonmental compliance documents,

" ‘monitoring the results of resource management actions, and developing interpretive -

1ndependence and stable funding. This ambiguity is reflected in the hxstory of science in the

programs. Because of the :appli‘ed nature of this purpose, the Service has developed a science

program that is directly related to its resource management activities and therefore lacks

National Park Serv1ce a hlstory that has been marked by questions concerning its

effectweness and utlllty to park management and by great fluctuations in support and quallty

The Netional Pa’rlr Service need's to :achie've a clear »méndate to establish a science progrem -
one that has a clear purpose, address high priority needs and has stable funding. Such a

program will allow the Service to. effectwely address resource problems and base

' management dec151ons on sound scientific information,

Today, more than half of the nnits of the Nationél Park System are cultural or historically

‘based even though they exist in wha_lt, may well be,si‘gniﬁcant -naturall‘settings: In addition,

many of the “natural” parks contain significant cultural and historic resources. Although -

~ cultural resources management is a major responsibility of the Park Service, most cultural

resource professionals believe that it has not received the same level of support as the natural -

scierces. Likewise, some cultural resource professmnals, partlcularly historians, feel that they

- do not have the same opportunmes to maintain and enhance their professronal credlblllty as,

do colleagues in the natural sciences. The consensus of the Vail Svmposrum was that in order
to have credlble programs with stimulated personnel interacting with their peers, the Park
Service must work to assure that the professronallsm expected of all personnel is the hlghest

level. p0551ble
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‘ iIncreasmg the stature of Serv1ce professmnals w1ll also fac1htate more 1nterdlsc1plmary

I, U
SR i, problem solvmg A strong umon between cultural and natural resotrce programs is essentlal
for resource stewardshrp The cultural and natura] resources of parks confront sxmllar
‘problems They are ﬁmte fragile, sub]ect to de’cerroranon and threatened They alsor suffer
froma lack of basic resource inventories and from a. fallure to adequately monitor changes in
lthelr condrtlons Moreover, the dlstlnctlon between natural and cultural areas is becomlng
blurred. Sltes or1g1nally set asrde for cultural reasons are becommg 1mportant as natural areas
and W1ldhfe preserves,as. open space dxmlnlshes These néw values influence the way hlStOI‘lC
o o landscapes are presented mterpreted and mamtalned kaew1se v1rtuallv all natural areas are ;
now recogmzed as hav1ng dlversrtv of cultural values whrch rnay fundamentally alter the |

: understandmg and, management of those sites.
Recommendations

4A DeveIop a comprehenszve natural hzstortcal cultural and soczal sczences resource .
. . management and research program and propose leglslation that would strengthen and.
expand the Congresszonal sanction and fundmg for this program.. '

In order to 1rnplement this recommendanon the National Park Service should

DO AN ANALYSIS OF THOSE PARKS SUCH AS CHANNEL ISLANDS AND GL,ACIER BAY WHICH
HAVE AN INDIVIDUAL RESEARCH MANDATE |N OR'DER TO LEARN HOW SUCH LEGISLATION HAS
INFLUENCED EACH PARK .

- 4-B Base all resource management and plannlng deczslans on ful consrderatlon of the best
: avazIabIe naturaI and cultural mformatlon and research conduct further research as

o needed

- Inorder to ’imple'n_ientthis recommendation the National Park S'erVice shduld: -
1. F’ROVIDE A TF\’AINING COURSE AND APPROPRIATE TRAINING AIDS FOR PARK MANAGERS ON THE .
ROL.E OF SCIENTIFJC NATURAL AND CULTURAL RESEARCH AND ON THE RESEARCH ‘PROCESS,

INCLUDING DESIGN METHODOLOGY PEER REVIEW AND PUBLICATION

2. PROVIDE TRAINING AND E"XPERIEN‘CE FOR MANAGERS‘IN' THE ROLE OF SCIENCE' AND’
'RECOGNIZE AND REWARD MANAGERS WHO EFFECTIVELY USE SCIENCE IN THE DECISION

l S ’ MAKING PROCESS. o ' !




In order to implement this recommendauon both the National Park Semce and individual

parks should

1. BRING -SGIE'NTIFIC EXPERTISE. AND SCHOLARSHIP l’NTO,.MANAGEMENT DEE‘IISION‘MAKING AS
EARLY AS POSSIBLE. .

2. MAINTAIN FULL OPEN COMMURNICATION BETWEEN RESEARCHERS AND MANAGERS DURING ALL

SCIENTIFIC AND SCHOLARLY INVESTIGATIONS. R

4-C Promote closer ties between cultural and natural resource professionals. 7 o o

In order to imple’;m‘ent this recommendation the Natiorial Park Service should:

. EXPAND THE SYSTEM OF COO_PERATIVE PARK STUDIES UNITS AT UNIVERSITIES TO [NCLUDE
CULTURAL RESOURCE PROFESSIONALS {N APPROPRIATE DlSCI__PL!NES. UNITS ESTABLISHED AT
‘UN[VEREITIES ALREADY SUPPORTING A NATURAL SCIENCES CPSU SHQULD IMPROVE
INTERACTIONS BETWEEN BOTH CATEGORIES. OF PROFEséloNALS. :

2. CONDUCT JOINT MEETINGS AND WORKSHOPS THAT FOCUS ON AN lNTERDISC!vPLINA‘RY

APPROACH TO PROBLEM SOLVING.

3. CREATE NEW ORGANIZATIONAL STRUCTURES WHICH MORE CLOSELY LINK CULTURAL AND
NATURAL RESOURCE MANAGEMENT RESPONSIBILITIES.

4-D _Créat_e a greater appreciation for research and scholarly activity and recognize and seek to

raise the level of professionalism ameng resource professionals and managers.

In order to implement this recommendation the National Park Service should:

1. ENCOURAGE AND SUPPORT RES_OURCE PROFESSIONALS TO DEVELOP CLOSER TIES WITH LIKE
PROFESSIONALS IN ACADEMIC. INSTITUTIONS, AND IN STATE, PRIVATE, AND OTHER FEDERAL .
AGENCIES, o .

2. CONSIDER PLACING RESOURCE F’ROFESSIONAL F’OSI.TIONS IN ALL DISCIPLINES UNDER )
RESEARCH GRADE EVALUATION. E\/ALUATIONS SHOULD CONSIDER ASSISTANCE TO MANAGERS
AND INTERNAL COMMUNICATION OF FINDINGS TO NONPROFESSIONAL FIELD STAFF AS WELL
AS RESEARCH STUDIES ‘AND PUBLICATIONS

3. EXPLORE ALTERNATIVE FORMS OF EVALUATION FOR PROFESSIONALS WHOSE DISCIPLINES DO
_NOT INVOLVE RESEARCH,

4. ENCOURAGE AND FUND RESOURCE PROFESSIONALS TO ATTEND MAJOR NON-LOCAL.
PROFESSIONAL MEETINGS AT LEAST ONCE EVERY TWO YEARS

5."ENCOURAGE RESOURCE" F’ROFESS!ONALS TO PUBLISH THEIR FIND!NGS N RECOGNIZED
SCHOLARLY PEER-REVIEWED OUTLETS!




6. EXPAND INTERDISCIPLINARY RESOURCE STUDIES.

7. .FtLL OPEN POSITIONS WITH INDIVIDUALS HOLDING APPROPRIATE PROFESSIONAL
. QUALIFICATIONS: Lo - ‘

- 4-E Seek leglslatlon endorsing the establlshment of Cooperatlve Park Studzes Umts patterned

after the Fish and erdlzfe Servzce Cooperatzve Research Units.

,Promote a NPS network of mformatlon transfer patterned after or usmg the Fish and
~ Wildlife Service National Informatron Transfer Network to allow research resource, and

educatlonal professronals access to current mformatlon

ISSUE 5. HOW CAN GREATER PUBLIC SUPPORT FOR RESOURCE STEWARDSHIP BE GENERATED?

» Background and andzngs ] _
The National Park Service has long been acknowledged as the country’s leader in resource
preservatlon The Serv1ce has in the past used this respect and support generated from its
'reputation to help it pursue its mission, to gain needed ﬁscal resources, and to confront -
problems that impact the cultural and rlatural resources of parks. The agehcy also receives
substantlal outs1de support for the preservatmn of natural resources ‘because the interests of -
many conservauon groups largely coincide with those of the Park Service. Over the years ,
;groups such as the National Parks and Conservation Association, the Sierra Club and the.
Wilderness Soc1ety have assrsted the Park Serv1ce in acquiring new parks, addmg buffer
"zones around parks and by brrnglng legal acnon to help curb enmronmental problems
. . threatemng parks. The constltuent groups supporting ‘the role of the Park Service i in the -

‘protection of cultural resources have also played an important 1 role in the success of the

-' agency.

In relylng on its 1mage and outside groups to support ifs mission, the Natlonal Park Serv1ce
has beén somewhat retlcent to develop its own outreach programs. Such programs could

- enhance the agency s 1mage by 1dent1fy1ng the many. positive: contrlbuuons the Service has

' made i in preservmg the nauon s herltage of cultural and natural resources. Outreach »
programs could also fulfill an acknowledged need to provide enwronmental educatlon to the
,.pubhc The general public is often unaware of the needs of cultural and natural resource

management, and even less aware of the complexlty of issues facmg the parks. Park related
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: enwronmental educatlon Is 1ack1ng nationwide in pubhc educatlon which will result in'a -
'weakemng of & support for parks. The Natlonal Park Service has, w1th its resources, a

tremendous opportunity to reverse that trend.

The recommendatibnsthatfollow'ére designed to improve the National Park Service’s role
as the leader in the preservation of the natural and culural herltage by insuring the highest
L quahty protectxon of park resources through furthering pubhc understandmg of those

resources and increasing pubhc commn:ment to their preservatmn

Recon”;mendations
5 -A Greatly expand the local state, reglonal natzonal and mternatzonal

outreach programs

In order to implement this recommendation the National Park Service should:
1. TARGET PUBLIC AFFAIRS TRAINING AS A HIGH PRIORITY THROUGHOUT THE SERVICE . .

2. DEVELOP A PILOT PROGRAM TO EVALUATE THE UTILITY OF ESTABLISHING A PUBLIC AFFAIRS

FUNCTION [N EVERY UNIT. -
3. PROVIDE AND _ENCOUFRAlGE"TRAINING’ FOR ALL MANAGERS IN PUBLIC AND MEDIA RELATIONS.

4. DE\-/ELOP AN ACTIVE-ENVIRONMENTAL AND CULTURAL HERITAGE EDUCATION, PRoéRAM
WORKING DIRECTLY WITH SCHOOLS AND CHILDREN TQ ACQUAINT THEM WITH PARK
RESOURCES AND CONCERNS.- MAKE PARK FILMS AND ARCHIVES ‘MORE WIDELY AVAILABLE FOR
EDUCATIONAL PURPOSES. ’ ’

5. DEVELOF’ F’UBL]C SERVICE ANNOUNCEMENTS THAT SPOTLIGHT NPS RESOURCE MANAGEMENT
‘ACHIEVEMENTS AND F‘ROBLEMS

6. EXPAND THE USE OF EXISTING NATIONAL PARK SERVICE EXTERNAL PROGRAMS INCLUDING

© GRANTS AN’D’_TECHNICAL ASSISTANCE PROGRAMS.

5-B Strengthen the constltuency for resource stewardshlp by developmg new partnersths and
by utilizing the educatlonal mterpretlve, resource management and research capabllztles

of the Natlonal Park Servzce and its partners
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In drder_ to impl,e'm'ent'_thlls_‘ recomme_ndatidﬁ fhg National Par_kf Service should:-'

1. STRENGTHEN PARTNERSHIPS WITH NATIONAL, STATE; AND LOCAL CULTURAL AND NATURAL .

i RESOURCE PRESERVATION ORGANIZATIONS ACADEMIC INSTITUTIONS, INDIAN TRIBES, AND
-SF’ECIAL INTEREST GROUPS ) : C k

2. STRENGTHEN EXTERNAL_ PROGRAM ACTIVITIES SUCH AS PARTNERSHIPS WITH . STATE HISTORIC
,F’RESERVATION OFFICERS AND STATE LIAISON OFFICERS AND CAPITALIZE ON NATIONAL

HISTORIC L.ANDMARK AND NATIONAL NATU RAL LANDMARKS DESIGNATION

3. EXPAND TECHNICAL ASSISTANCE PROGRAMS TO HISTORIC PRESERVATION AND TO NATURAL
'AND RECREATION AREAS . : ) . ’ ) N

In order to irnpleménf this rec‘or-_mn'c_andatiqnv ifidividﬁdl parks"s:houldz

t.MAKE PARK FACILITIES AND ARCHIVES MORE WIDELY AVAILABLE FOR RESEARGH AND STUDY.

"2.1DENTIFY .SPEGIFIC o‘U'rRI—:_ACH TARGETS AND METHODS UWSED TO REACH POTENTIAL PARTNERS.

“In order to 1mpIement this recommendanon both the Nauonal Park Serv1ce and 1nd1v1dual
'parks should '

i CO SPONSOR ACTIVITIES AND EVENTS ON ALL L.EVELS WITH NATURAL AND CULTURAL

RESOURCE PRESERVATION GROUPS

2. EXPAND THE CONCEPT OF PARK CITIZEN ADVISORY GROUPS, TO INCLUDE ADDITIONAL PARKS. |

Greatly expand the roIe of the pubhc in resource stewardshtp activities and ehmmate the

o .bamers to publtc partlapatlon.

5D

In order to implement this recommendation individual parks should:
1. ‘HOLD LOCAL FORUMS TO INFORM AND ALLOW. THE PUBL_IC TO DISCUSS RESOUR‘CE- I.SSUES OF .-
INTEREST THESE SHOULD BE INFORMAL AND ON A REGULAR BASIS AND NOT ONLY WHEN AN

ENVIRONMENTAL ASSESSMENT IS PLANNED

Provide mare ‘inform'ation and better. edu&at-ion to all National Park Service St_aff, a,ﬁd— :

- concessions, and cooperating association personnel on resource stewardship issues.
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‘ISSUE'G: WHAT FACTORS SHOULﬁ CONTROL THE ADDITION'OF NEW AREAS TO THE PARK SYSTEM

© OR THE EXPANSION OF EXISTING AREAS OF THE PARK SYSTEM? -

Background and andzngs ‘
The original 36 parks united by the 1916 Natlonal Park Service Orgame Act represented the
’ great ceremonial landscapes, the wonders of a still growing nation. The NPS entered into _
the field of historic preservation in a major way in 1933 when the m1l1tarv parks admrmstered-
by the War Department were trénsfer’red to the—;agerrcv /ith the passage of the 1935 act
creating the National Historic Landmark Program, the agency became a leader in the
* historic presenatlon program, and for the first time, undertook a systematic look at hlstory -

its. identification, evaluation, and presenatlon

- With rhe establiéhment or Lake Mead NRA in 1936 and Cape Hatteras National Seashore in
1937, the role of the NPS e\ipanded to include the administration of areas designated
primarily for recreation. The number of new parks grew steadily followmg \V orld War I1.

This was also the era that launched the parmershrp with the states with the new recreation .

“open space and historic. preservatlon program initiated by the Land and Water Conservaqon

. Fund Act of 1965 and the National Historic Preservation Act of 1966. The latter act
esta-blrshed the standards for a national hlStOI‘IC preservation program and authorlzed the
vNatlonal Register of Hlstorrc Places. The role of the Park Service in urban recreation was

" expanded with the creation of Golden Gate and Gateway National Recreation Areas in 1972.
The first nationalpreserizes were created at Big Thicket and Big Cypress in 1974, expanding
the Service’s.respbnsibility to the management of ecolbgica-l reserves. F inally, the new
Alaskan parks added a different dimension in terms of wilderness management and human

ecology wrth their | provisions for subsistence and sport harvests,

In the past, areas added to the Nadqnél Park System have contained accepted and

- understood cultural and natural values: Proposals that lacked national significance or did not
meet generally accepre-d definitions were resisted. Proposals were typically handled by the
Office of New Area Studles and evaluatmns were guided by theme studies and system plans.
This ofﬁce ‘was gradually dismiantled in the 1980s, which diminished the Park Servlce s

ablhty to evaluate proposals and to undertake theme studies.

Today, interest in the establishment of new Park Service areas is high. Many of the new park P ‘
prop_dsals have posed difficulties to the Service because they are often far different in

character from traditional areas as they may lack national significance. Their establishment
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also fends tojdraw money and pérsonnel away from already established sites. The geheral )

_conclusion of thie Vail Symposium is that the Park Service has lost some control over the

' process of establishing new parks.

Recommendatzons

Base the criteria. for the selectzon of new areas on those resources and themes Iackmg

: representatlon in the Natzonal Park System

In order to implement this recommendation the National Park Service should:
1. REVISE THE ‘_‘NATI_.ONAL PARK SYSTEM PLAN” USING PREVIOUS STUDIES AS A STARTING
" POINT. ' : '

2. ESTABLISH AND ADEQUATELY FUND A SYSTEMATIC PROGRAM OF THEME AND. CONTEXT
STUDIES

»P'rovide for the professional evaluation of aew areas to a_ssare,that they meet criteria for

national or international significance, resource integrity, su_z'tability; and feasibility.

In order to'implement this recommendation the National Park Service should:

1. REINSTATE-A'NEW AREAS STUDY PROGRAM WITHIN THE PARK SERVICE.

2. SUPPORT ON-GOING STUDIES SUCH AS FISH AND WILDLIFE SERVICE’S “GAP ANALYSIS _
PROGRAM”™ WHICH (S DEVELOPING METHODS.TO BETTER ASSESS AND EVALUATE RESOURCES
WHICH REQUIRE PROTECTION. ' '

3.HWOF\’K JOINTLY WITH DTHER AGENCIES TO, DEVELOP A DATABASE, QOF LANDS CURRENTL.Y
PROTEGTED BY ALL AGENCIES. X .

4: FACILITATE THE ABILITY OF REGIONAL OFFICES TO EVALUATE NEW CULTURAL AREAS BY
ELEVATING THE CULTURAL 'RESOURCE I?.ROGF\‘AMS’-IN'ALL_'REGIONAL OFFICES TO FULL:" )
DIMENSION, wnfrH THE CAPABILITY TO-MANAGE BOTH INTERNAL AND EXTERNAL PROGRAMS.

-5, SEEK LEGISLATIVE AUTHORITY TO UNDERTAKE SUITABILITY STUDIES ON LANDS MANAGED BY

" OTHER FEDERAL AGENCIES

Work wzth constztuent groups and with federa state and- local agencies to develop

’ Asuztable strategles for determmmg how.best to protect areas 0utszde of the National Park

System that may have stgnzﬂcant resources.
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In order to implement this recommendation the National Park Service should: . - -
1.ESTABLISH A HERITAGE.AREAS PRVOGRAM,IN COOPERATION WITH STATE AND LoCAL AéEN.;:iES.
6-D  Aggressively seek adequate funding for the state-side Land and Water Conservation Fund

and the Historic Preservation Fund to protect s'ignificaht resources outside the National -

Park System.

‘6-E Develop and p-rombte a thional Park Séiyice legis‘latvive program to deal

with- new areas.
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