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Introduction 
 

Pictured Rocks National Lakeshore was authorized as America’s first national lakeshore in 
October 1966.  The park is well known for spectacular sandstone cliffs, beautiful white sand 
beaches, numerous backcountry lakes, streams and waterfalls, a perched dune system over 300 
feet tall, abundant wildlife, over 100 miles of trails and an impressive collection of historic 
resources; two former Coast Guard Stations, the Munising Range Lights and the Au Sable Light 
Station, a magnificent lighthouse and double keepers quarters that dates to 1874. 
 
The park encompasses 73,235 acres, managed in two zones:  the Shoreline Zone, 33,929 acres 
owned in fee simple by the NPS, and the Inland Buffer Zone, 39,306 acres of mixed ownership, 
where sustained yield timber harvests and other residential and commercial activities are allowed 
by the park’s enabling legislation.  Pictured Rocks is the only unit of the NPS system with a 
legislated buffer zone.  Park oversight of activities within the IBZ and coordination with local 
landowners and zoning authorities is a significant workload for the park.  Wilderness designation 
is proposed for 11,739 acres of the Beaver Basin area of the park. 
 
The park operates year-round, has over 425,000 annual visitors, and is viewed as a critical 
component of the local and regional tourism economy.  The recently published update of the 
“Economic Benefits of Units of the National Park System” estimates that the economic value of 
the existence of Pictured Rocks National Lakeshore to the local economy is $19.3 million 
annually, and reports that the presence of the park supports a total of 461 jobs in the local area.  
Lakeshore visitation increased by 25% in FY 2005 over FY 2004 levels and is expected to 
steadily increase with the paving of Alger County Road H-58, which will be complete within two 
years.   

 
Purpose of Report 

 
Individual units of the National Park System have been advised to anticipate that their 
Congressional appropriated base budgets will be essentially flat for the next three to five years, 
and to prepare for the operational impacts of that budget scenario.  Consequently, this report has 
two major purposes and is presented in two sections.  
 

Part I.  Clearly re-state the park’s purpose, essential operational functions, and the most 
efficient organization and necessary staffing levels to operate the park at a safe and 
professional level. (Core Operations Target Organization)  
 
Part II.  Identify steps/options for addressing anticipated funding shortfalls over the next 
five years as indicated by the Budget Cost Projection Model. (BCP Driven 
Organization/Five Year Implementation Plan)   

 
 



 2

Core Operations Process 
 
In April 2006, the staff at Pictured Rocks participated in a three-day facilitated workshop to 
initiate the Core Operations Planning Process.  During that workshop the park staff: 
 

• Reviewed the park’s Budget Cost Projection Model. 
• Guided by the park’s enabling legislation, re-articulated the park’s purpose and 

operational priorities. 
• Listed and evaluated all activities with which the park staff is currently involved or to 

which human or financial resources are being devoted 
• Per the defined process, attempted to identify major activities that were “above and 

beyond” what is “Core” or “Essential” to achieving the park’s purpose and consequently 
could be stopped or eliminated. 

• Brainstormed and briefly discussed a broad range of ideas on how the park could make 
cut-backs to meet anticipated budget shortfalls totaling over $417,000 within five years. 

 
The results of that initial workshop are presented in the Core Operations Analysis Workshop 
Report delivered to the park in May 2006. 
 
Since that time, the park management team has continued with the Core Operations Planning 
Process by doing the following: 
 

• Consolidating the long list of “Activities” reviewed during the workshop into a more 
succinct summary of “Core” or “Essential” Functions which we believe must be 
performed to comply with the NPS Organic Act, other federal and state laws that govern 
the operation of the park, the park’s purpose, and operating the park at a safe, 
professional-level.  “Safe, professional level” is not intended to imply or suggest a 
“perfect” or unrealistic level of staffing, but rather, that level of organization and staffing 
which professional park managers feel is necessary to:  1)  adequately protect park 
resources, 2) provide essential visitor services, and 3) perform required legal and 
administrative functions. 

 
• Coming to consensus on the organizational structure and staffing levels necessary to 

achieve that level of operation. (Core Operations Target Organization) 
 

• Re-visiting the full range of options discussed during the initial workshop, and coming to 
consensus on steps/options for addressing anticipated funding shortfalls over the next five 
years as indicated by the Budget Cost Projection Model. (BCP Driven Organization/Five-
Year Implementation Plan)   

 
It should also be noted that - during this same period - the park has also been participating in the 
NPS Business Planning Initiative, which, in addition to looking for opportunities for increased 
efficiency within the current organization, considers a range of options for generating new 
revenue.  It is hoped that through a combination of well-justified  increases in park base funds, 
and the park moving aggressively to generate several new sources of revenue, the full range of 
cut-backs identified in Part II of this report can be avoided. 
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Core Operations Report – Part I 
 

Park Purpose 
 

During the Core Operations Workshop, the park staff was asked to carefully review the park’s 
enabling legislation and come to consensus on the “park purpose”.  After review, the park staff 
felt that the enabling legislation did a very good job of summarizing the park purpose.  It states 
that the park was established to: 

 
Preserve (emphasis added) for the benefit, inspiration, education, recreational use, and 
enjoyment of the public a significant portion of the diminishing shoreline of the United 
States and its related geographic and scientific features.   
 
Oversee activities within the Inland Buffer Zone to ensure protection of the existing 
character and uses of the lands, waters, and other properties within such zone for the 
purpose of preserving the setting of the shoreline and lakes, protecting the watersheds and 
streams, and providing for the fullest economic utilization of the renewable resources 
through sustained yield timber management and other resource management compatible 
with the purposes of the establishment of the lakeshore. 
 
As stated earlier, it should be noted that the establishment of the Inland Buffer Zone (IBZ) adds a 
layer of complexity and a significant workload to the park staff not found in other units of the 
NPS System. 

 
Park Priorities / “Core Management Objectives” 

 
During the Core Operations Workshop, the park staff was asked to identify “priorities” that were 
essential to achieve the park purpose.  After considerable discussion, we prefer to refer to these 
priorities as “Core Objectives” - long-term, critical goals that must be achieved to comply with 
the various federal laws and policies that regulate the operation of units of the national park 
system, and to achieve this park’s specific purpose, as stated above.  They are:   

 
1. Inventory, monitor, preserve and restore Lakeshore’s natural and essential cultural 

resources. 
 

2. Monitor land use activities and natural resource conditions within the Inland Buffer 
Zone. 

 
3. Actively monitor and manage administrative and visitor use to prevent 

unacceptable impacts to natural and cultural resources. 
 

4. Maintain essential visitor services, administrative and visitor facilities. 
 

5. Perform critical legal, administrative and employee support functions. 
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“Core” or “Essential” Operational Functions 
 

As part of the Core Operations Planning Process, the Lakeshore staff has carefully evaluated 
every significant aspect of the park operation to determine if it is “Core” or “Essential” to 
operating the Lakeshore and achieving the park’s purpose. 
 
As part of that process, the Park Management Team has worked to clearly articulate these “Core” 
or “Essential” Functions so the reader can see that our efforts are focused on what we believe 
most reasonable people would agree are basic park operations that must be performed to achieve 
the park’s purpose and core objectives, and which can not be stopped without closing major 
facilities in the park.  These functions are summarized below and is intended to succinctly 
summarize these essential functions by major park work unit. 
 
Note:  For the benefit of the reader, under the heading for each Division is a summary of the 
permanent and seasonal “FTE” currently assigned and available to this particular work unit to 
accomplish these Core Functions with base park funding in FY 2006.  “FTE” represents a “Full-
Time Equivalent” – one person working year round.    
 
 

Core Functions Common to All Work Units 
 

Leadership, Program Management, and Supervision:  leadership, management and 
supervision of work unit employees, partners and volunteers. 
 
Safety and Risk Management:  Working to actively manage risk and ensure the safety of all 
park employees, partners, volunteers and visitors. 
 
Park-wide Planning and Environmental Compliance:  Participating in park-wide planning 
initiatives, special projects, completion of legally required environmental compliance. 
 
Internal and External Communications, Meetings, Correspondence:  All organizations 
depend upon on-going, active and effective communications and coordination with employees 
and other stakeholders. 
 
Mandatory Training, Administrative Functions:  All work units have a significant workload 
associated with meeting mandatory training, reporting and communication requirements imposed 
by Regional and Washington Offices. 
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Core Functions of the Superintendent’s Office 
(1.8 permanent FTE,  0 seasonal FTE) 

 
Leadership, Management and Supervision - Provide park wide leadership, management and 
supervision for all park divisions and operations. 
 
Congressional and Community Relations - Develop and maintain critical relationships with 
Congressional delegation, other elected officials, key stakeholders. 
 
Partnership Development - Develop and manage partnership relationships. 
 
Note:  The Superintendent’s Secretary position is the only position of its type in the park, and 
provides administrative support not only to the Superintendent but to all of the Division Chiefs 
and park work units.  The Core Functions performed by that position include:   
 
Provide administrative and clerical support to Superintendent and all Divisions. 
 
Perform critical employee and visitor services as headquarters receptionist/primary phone 
operator. 
 
Serve as key public information, media relations point of contact. 

 
 

Core Functions of the Division of Science and Natural Resources Stewardship 
(2.75 permanent FTE, .4 seasonal FTE) 

 
Inventory and Monitoring – Includes identification of biotic and abiotic components of 
ecosystems and long-term monitoring of select metrics to ensure ecological integrity. 
 
Wildlife Management – Includes all management, research, and restoration activities performed 
to ensure long-term viability of native wildlife species at PRNL. 
 
Vegetation Management – Includes all management, research, and restoration activities 
performed to ensure long-term viability of plants and plant communities at PRNL. 
 
Aquatic Resource Management – Includes all management, research, and restoration activities 
performed to ensure long-term viability of aquatic resources (physical, chemical, and biological) 
at PRNL. 
 
Information Technology/Geographic Information System (GIS) – Maintain computer 
hardware and software for division, facilitate coordination and data exchange with outside 
partners, and provide GIS expertise to researchers and PRNL staff. 
 
Research Coordination – Coordinate and oversee research activities of all external investigators 
and oversee implementation of NPS/Northern Michigan University master cooperative 
agreement. 
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Information synthesis – Contextualization of scientific data collected in the lakeshore resulting 
in technical reports and scientific manuscripts to enhance management actions and provide 
formal and informal presentations to staff and various publics. 
 
Ecological Modeling – Development of spatial and temporal models (e.g., cumulative effects, 
known fates) that integrate items from above into a form that can be used for land-use planning 
in lakeshore.  Modeling would also assist in development of ecological thresholds (i.e., percent 
of allowable degradation that will preclude natural resource impairment). 

 
 

Core Functions of the Division of Facility Operations and Maintenance 
(6.9 permanent FTE, .8 seasonal FTE)  

 
Historic Structures - Repair and maintain historic structures in a manner that preserves the 
historic integrity of the buildings and protects them from deterioration processes or activities. 
 
Visitor Use Buildings and Facilities - Repair and maintain visitor use buildings, structures and 
facilities in a manner that protects them from deterioration processes or activities while 
providing safe public use and enjoyment.  
 
Campgrounds and Day Use Areas and Facilities - Repair and maintain campgrounds and Day 
Use Areas and Facilities in a manner that protects them from deterioration processes or activities 
while providing safe public use and enjoyment.  
 
Exhibits, Waysides and Signs - Repair and maintain exhibits, waysides, and signs in a manner 
that protects them from deterioration processes or activities while providing safe public use and 
enjoyment. 
 
Administrative Use Facilities - Repair and maintain administrative use buildings, structures and 
facilities in a manner that protects them from deterioration processes or activities while 
providing safe occupation and use. 
 
Roads - Repair and maintain paved and gravel roads in a manner that protects the integrity of the 
road surface while providing safe public access, use and enjoyment. 
 
Trails - Repair and maintain front country and backcountry trails in a manner that protects the 
integrity of the trail surface while providing safe public access, use and enjoyment. 
 
Vehicle and Equipment Fleet - Repair and maintain the Lakeshore’s vehicle and equipment 
fleet in a manner that provides a safe dependable means of transportation and function. 
 
Sustainable Practices - Minimize environmental footprint of maintenance activities within the 
National Lakeshore.  Demonstrate sound, environmentally conscientious, minimum impact and 
sustainable practices in daily activities and long-term actions. 
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Core Functions of the Division of Resource/Visitor Protection and Land Management 

(3 permanent FTE, 1.4 seasonal FTE) 
 
Resource Education and Visitor Services - Providing front-line, uniformed information and 
services to visitors. 
 
Physical Security – Providing for the physical security of all park facilities. 
 
Law Enforcement – Enforcing federal law and park regulations in both the front and 
backcountry areas of the park.  Conducting criminal investigations as needed. 
 
Emergency Medical/Search and Rescue Services – Providing emergency medical and search 
and rescue services on both land and water within the Lakeshore. 
 
Wildland Fire Management – Managing the response to all wildland fires within the 
Lakeshore. 
 
Fee Collection Operations – Managing and performing fee collection operations throughout the 
Lakeshore and providing for the security of government funds. 
  
Inland Buffer Zone Oversight and Management  - Oversight of all activities within the IBZ, 
management of the park data base on all tracts within the IBZ and close coordination with local 
zoning officials on enforcement of regulations within the IBZ. 
 

 
Core Functions of the Division of Heritage Education, Visitor Services,  

Cultural Resources, and Public Affairs 
(2.8 permanent FTE, 2.4 seasonal FTE) 

 
Media Development and Maintenance - Design and develop pre-visit information for visitors 
including park web page, park newspaper, other publications, exhibits, brochures, and site 
bulletins. Maintain park image file.   

 
Public Information and Orientation - Staff park Visitor and Information Centers Facilitate 
cooperating association sales outlets.  Throughout park and at visitor centers provide park rules 
and regulations to assure visitor safety and resource protection.   
 
Formal and Informal Interpretation - Provide in-park and outreach guided ranger tours, 
programs, lectures or demonstrations.    
 
Public Affairs - Manage park’s active public affairs program including development and 
issuance of Press Releases, handling of media inquires, Freedom of Information Act (FOIA), 
Community Partner Program and Experience Your Lakeshore Program, essential for on-going 
constituent development. 
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Cultural Resources Management - Develop and maintain list of archeology and ethnographic 
sites within park.  Prepare documentation to officially list and monitor sites.  Collections 
management including document, accession and catalog natural and cultural artifacts and 
samples.  Native American program management including NAGPRA activities, tribal 
consultations, document actions/agreements.   Historical research on variety of Lakeshore 
themes, professional publication and distribution to park staff and external customers.   Oral 
history collection, documentation and management.  List of Classified Structures condition 
assessment.   
 
VIP Program Management - Recruit, hire, train, supervise volunteer-in-parks and SCA 
program.   

 
Special Events - Planning and development of special programs such as National Trails Day and 
other monthly events, Fireside Chats, Naturalization Ceremonies, anniversaries, etc.  

 
 

Core Functions of the Division of Administration and Employee Services 
(3 permanent FTE)  

 
Human Resources Management - Provide park-wide position management, classification, 
recruitment, and staffing services.  Note:  New background security requirements for hiring of 
seasonal employees has added a very significant workload to this function. 
 
Labor/Employee Relations – Management of Union/Management relations and processes.  
 
Management of Park-wide Budget Process - Involves formulating and executing the park’s 
annual appropriation of approximately $1.9 million as well as money the park receives for 
recurring and non-recurring projects.   
 
Procurement Function – Processing of all non-labor expenditures, whether using annual 
appropriations or project funding  This function also tracks the accountable property utilized by 
the lakeshore.   
 
Property Management – Management of the system of accountability for all government 
owned property.  
 
Information Technology – Management and maintenance of park-wide computer system, 
trouble-shooting and user support. 
 
Oversight of Administrative Processes – Ensuring that park’s day-to-day processes (fee 
collection, use of government charge cards, payment of invoices, etc) are conducted in full 
compliance with laws and regulations. 
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Most Efficient Organization and Staffing Levels Necessary to Achieve  
Park Purpose, Core Objectives and Perform Core Functions 

 
After careful evaluation of the Core or Essential Functions necessary to operate the park at a safe 
and professional level, and fulfill the park’s purpose, the Park Management Team has worked to 
identify our “Core Operations Target Organization”.   
 
It should be noted that after lengthy discussions and careful consideration, the park feels strongly 
about the necessity of maintaining the current 5-Division structure in order to effectively perform 
the parks core functions.  While Pictured Rocks is not a “large” or overly complex operation, and 
no Division has an unreasonable span-of-control issue, both the scope and diversity of the park 
operation requires fully competent, experienced, discipline specific leadership at the helm of 
each major function; Science and Natural Resources, Resource and Visitor Protection, Education 
and Visitor Services, Facility Operations and Maintenance, and Administration.  
 
Please see next page for Core Operations Target Organization Chart.  This Core Operations 
Target Organization represents a total of 37.8 FTE, one full FTE below the Lakeshore’s recently 
approved “85% target organization.” 
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Core Operations Report - Part II 
 

As stated in the Introduction, individual units of the National Park System have been advised to 
anticipate that their Congressional appropriated base budgets will be essentially flat for the next 
three to five years, and to prepare for the operational impacts of that budget scenario.  Part II of 
this report summarizes the park’s budget and staffing history, actions taken to date to reduce 
operational costs, presents the park’s Budget Cost Projection (BCP) and a Five-Year 
Implementation Plan of additional actions that will be necessary to address anticipated budget 
shortfalls. 
 

Budget and Staffing History 
 

As part of the Lakeshore’s Business Planning Initiative, a through analysis has been done of the 
park’s budget and staffing history. 
 
That analysis indicates that when adjusted for inflation, the park’s congressionally appropriated 
base budget has grown at an average of only 1.5% over the course of the past 20 years, and for at 
least the past 4 years, has lagged behind the service-wide average of 2.9% for base budget 
increases.  (See Figures 1 & 2.)  Compounded over time, even a slight annual lag in annual base 
appropriations results in a significant and continually increasing erosion in a park’s ability to 
sustain normal park operations. 
 

EXPERIENCE
YOUR

AMERICA

Base budget funds have grown 
slightly more than inflation

CAGR = 4.63%

PIRO appropriated base budget history (FY86-05)

$0

$500,000

$1,000,000

$1,500,000

$2,000,000

F Y86 F Y89 F Y92 F Y95 F Y98 F Y01 F Y04

Enacted base funding

Base funding adjus ted for inflation

 
Figure 1  - Over a 20 year period, the Lakeshore’s base budget has grown, on average, only 
1.5% a year above the rate of inflation.  This rate of increase has failed to keep pace with the 
increase in federal salaries and the increase in other fixed costs. 
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EXPERIENCE
YOUR

AMERICA

PIRO base budget growth has not 
kept up with other units of the NPS
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CAGR 1.47%
CAGR 2.9%

$1,811,000

$1,892,000

$1,973,170

Base budget growth comparison (FY02-05)

 
 
Figure 2 – In just the past four fiscal years, the park’s average annual base budget increase 
(1.47%) has lagged behind the NPS average of 2.9%  Just in this short period, this failure to 
keep pace with the NPS average has resulted in a $81,170 decline in the park’s ability to sustain 
the same level of operation. 
 
 
While visitation has remained relatively consistent in the park at an average 426,000 visitors per 
year, visitation did increase by 25% in Calendar Year 2005 over CY 2004 levels and is expected 
to steadily increase with the paving of Alger County Road H-58. 
 
It should also be noted that while visitation has remained relatively stable, Lakeshore 
responsibilities and workload has increased in several ways, with no additional special funding.  
These include: 
 

• Accepting responsibility for the Grand Marais Coast Guard Station. 
 

• Accepting responsibility for the Munising Range Light Station. 
 

• Compliance with Facility Management Software System (FMSS) requirements, resulting 
in the absorption of one full FTE at Pictured Rocks. 

 
• Mandatory requirement for security background checks on all seasonal employees prior 

to hiring.  
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Cost Saving Measures Already Taken 
 

Over the course of the past decade, facing similar budget shortfalls on a year-by-year basis, 
Pictured Rocks has lapsed a number of positions, and taken a number of actions to reduce costs 
and manage workload.  These actions have included: 
 

• Lapsing the full-time GS-11 IT Specialist position  
• Job-sharing (25%) the Chief of Science and Natural Resources position  
• Job-sharing (25%) the Maintenance Foreman (FMSS Coordinator) position  
• Lapsing WG-06 Trail Crew Leader position  
• Lapsing GS-11 East District Ranger (Protection) position  
• Lapsing GS-09 Field Ranger (Protection) position – Munising Area Ranger 
• Closing the Maritime Museum in Grand Marais 
• No longer clearing snow off the trail to Munising Falls in the winter months 
• Closing the restrooms at Munising Falls in the winter months 

 
During this same period, three positions have been added to the park staff, for a net loss of 4.5 
permanent FTE over the course of 10 years.  The Maintenance and Protection Ranger Divisions 
have been hardest hit by this loss and shift of resources, which has represented an overall net 
decline of almost 20% of the park’s permanent staff over the course of the past 10 years. 
 
 

EXPERIENCE
YOUR

AMERICA

PIRO has lapsed 7 positions but 
added 3 since 1996: a net effect of -4

Positional changes as of 1996

2005GS - 11IT Specialist 
2004WG - 06Maintenance Worker – Trails
2003GS - 09Park Ranger – Protection (Grand Marais)
2000GS - 09Park Ranger - Interpretation (Grand Marais)
2000WS - 06Maintenance Foreman (Grand Marais)
1998GS - 11Supervisory Park Ranger (Munising)
1996GS -12Landscape Architect

Date LapsedGradePosition

2002GS - 09Aquatic Biologist
2001WG - 05Maintenance Worker
1996GS – 09IT Specialist

Date AddedGradePosition
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Budget Cost Projection 
 

Compounding the current problem, the park’s Budget Cost Projection (BCP), seen below, 
predicts an additional base budget shortfall of over $100,000 beginning in FY 2007 (which 
begins on October 1, 2006), growing to a total deficit of  $417,294 by FY 2011. 
 

 
 
This projection is based on several key assumptions: 
 

• The lakeshore’s base park budget will continue to rise at a very modest rate, 
commensurate with the average base increase received over the course of the past four 
fiscal years (.66%) 

 
• The cost of sustaining the current park operation, will rise at a higher rate, driven largely 

by regular cost-of-living pay increases for park employees, which are determined by the 
U.S. Congress and average approximately 3% per year, and rising utility costs.   

 
• The model assumes no growth in the park staff or operations. 

 
 

 

EXPERIENCE
YOUR

AMERICA

The BCP predicts a growing 
shortfall through FY11
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5-year PIRO Budget Cost Projection (BCP) 
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Total Projected Shortfall     $417,294

Growth rate
4.20%

Growth rate
0.66%
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Analysis of Use of Current Park Resources 
 

Like any organization, there are places where the Lakeshore can become more efficient.  These 
include more efficient management of our vehicle fleet, attempting to reduce utility costs, 
reducing costs associated with maintaining housing for seasonal employees, more efficient 
communications, and better managed meetings.  However, as part of the Business Planning 
Process, we have been able to show that even with “perfect” efficiency in all of these areas we 
can not save enough money to make a significant difference in addressing the budget shortfalls 
as predicted by the BCP. 
 
Beyond that, in reviewing how current park resources (human and financial) are currently being 
utilized, we did not identify any areas in which park staff members are currently working on 
non-core functions.   
 
On the contrary, on a programmatic level, the following Core Functions are not being 
performed at an acceptable level due to lack of staff in certain areas. 
 
 
Division of Science and Natural Resources 

 
• Synthesis of inventory and monitoring and research data in forms useful for making long-

term management decisions. 
• Ecological Modeling for long-term management decisions. 

 
 
Division of Facility Operations and Maintenance 

 
• Front-line supervision of the day-to-day operation. 
• Trail maintenance; management of trail program and volunteers. 
• Contract oversight. 

 
 
Division of Resource/Visitor Protection and Land Management 

 
• Enforcement of backcountry use regulations. 

 
 
Division of Heritage Education, Visitor Services, Cultural Resources and Public Affairs 

 
• Division offers very limited public programs even during primary visitor season. 
• Cultural resource management; care and management of museum collection. 

 
 
Division of Administration 

 
• Maintenance of IT systems, on-going user support. 
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Position Management 
 
The Lakeshore can not make up the projected operational budget shortfalls by simply 
“improving efficiency” in any programmatic area.  The only way the Lakeshore can reduce its 
cost sufficiently to operate within its currently projected base budget allocation is to lapse or 
eliminate additional positions, either permanent and/or seasonal positions or some combination 
thereof. 
 
In the absence of Reduction in Force (RIF) Authority or “Buy-Out” Authority, the park will be 
largely dependent on attrition opportunities (through transfers or retirements) to reduce the park 
staff as required by the BCP.  Consequently, the “Five-Year Implementation Plan” and 
“Summary of Savings” presented below is based on our best assumptions about the timing of 
anticipated changes in personnel and related opportunities to downsize the organization.  
Implementation of any or all of these actions will have to be flexible as budget realities become 
better known, as individuals transfer or retire, and as the park progresses in implementing other 
efficiencies or generating new sources of revenue to sustain the park operations.   
 
 

Employees Eligible for Retirement 
 

Pictured Rocks has a number of employees who either already are or will soon be eligible for 
retirement.  However, being eligible for retirement does not equate to planning on retiring, and in 
developing a specific action plan to address projected budget shortfalls we have tried to be 
realistic about the attrition opportunities we expect in the next five years.  There are no known or 
anticipated attrition opportunities in FY 2007.  In addition, many of the employees who may 
decide to retire within this time frame are performing absolutely critical functions that must 
continue to operate the park, and it is not always realistic to assume that those duties can be 
effectively absorbed by another person, or that another position can be restructured to address the 
performance of that function.   As stated above, this Implementation Plan is based on our best 
information and assumptions about the timing of anticipated retirements and the associated 
attrition opportunities. 
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Budget Cost Projection Driven Organization
 

Five - Year Implementation Plan /Consequences of Actions 
 
 

Possible FY 2007 Actions 
 
Action: Continue to “Job-Share”(25%) Chief of Science and Natural Resources 

Position.   
Cost reduction = $23,752 

 
Beginning in FY 2005, the Lakeshore entered into an agreement with the Midwest Regional 
Office to have the park’s Chief of Science and Natural Resources also serve as the collateral duty 
Regional Wildlife Biologist.  Under this agreement, the Regional Office pays 25% of this 
employee’s salary and benefits.  This action was taken to support this employee’s career 
development interests and as a cost savings measure.  
 
Consequence:  This agreement results in a decline of time devoted to the Lakeshore’s natural 
resource programs.  However, as this employee and the Superintendent continue to view this as a 
positive career development opportunity, the Lakeshore proposes to continue this arrangement 
indefinitely as a continued cost savings measure. 
 
Action: Continue to Job-Share (25%) Maintenance Foreman (FMSS Coordinator) 

position.   
Cost reduction = $17,151 

 
Beginning in FY 2004 , the park entered into a two-year agreement with Keweenaw National 
Historic Park to have the park’s Maintenance Foreman, who serves as the park’s FMSS 
Coordinator, assist Keweenaw in setting up and maintaining their FMSS program.  Under this 
agreement, Keweenaw has paid for 25% of this employee’s salary and benefits. 
 
Consequence:  The park wishes to terminate this arrangement effective September 30, 2006, per 
the original agreement.  The park needs this employee to be working full time at Pictured Rocks, 
particularly in the absence of a true, in the field foreman.  However, in the absence of additional 
funding, the park will have to continue with this arrangement as a cost-savings move.  The 
absence of a full-time employee in this position is having significant consequences on the 
effectiveness and morale of the entire maintenance division and particularly on the division 
chief. 
 
Action: Close Munising Falls Visitor Center and lapse GS-4 Visitor Use Assistant 

position.   
Cost reduction = $10,767 

 
The Munising Falls Visitor Center is currently open between Memorial Day and Labor Day, is 
staffed five days a week by a uniformed NPS Visitor Use Assistant and serves as a popular 
visitor contact station and a sales outlet for Eastern National, the park’s cooperating association.   
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The trailhead to Munising Falls, one of the most popular and easily accessible waterfalls in the 
park, is co-located with the Visitor Center.  The facility is utilized by up to 200 people a day 
during the summer months.  Because this facility is located relatively close to the Interagency 
Visitor Center in Munising, in the absence of adequate funding, the park would propose to close 
this facility. 
 
Consequence:   Loss of visitor information and direct services at this location.  If facility is 
closed, park staff are evaluating the merits of converting this center into the “base” for the park’s 
Environmental Education and Stewardship Program. 
 
Action: Lapse seasonal Bio-Technician position, Division of Science and Natural 

Resources. 
Cost reduction = $9,638 

 
At the present time, the Division of Science and Natural Resources has one seasonal Biological 
Technician funded with park base funds who assists all three professionals in this office 
(Wildlife Biologist, Vegetation Biologist, and Aquatic Biologist) with a wide variety of field 
projects, in what is a very “tight” field season.  In the absence of adequate funding, this position 
would have to be lapsed. 
 
Consequence:   Decline of effectiveness in inventory and monitoring work, completion of key 
research projects, data collection and management. 
 
Action: Lapse seasonal Fee Collector position and shift duties to Ranger staff. 
 Cost reduction = $14,000 
 
The park currently has one seasonal employee who collects all of the fees at the park 
campgrounds during the summer months.  This employee also interacts with a large number of 
visitors and provides valuable visitor information and services.  The position is not paid out of 
base funds, but rather from “Cost of Collection”  Recreation Enhancement Act (REA) funds.  
However, since “Cost of Collection” is the only portion of REA funds to which portions of 
permanent employee’s salaries can be charged, in the absence of adequate funding to continue to 
support the permanent staff, this position would be eliminated, the commissioned ranger staff 
would assume responsibility for collecting fees as part of their patrol duties and a commensurate 
portion of their salary would be charged to the Cost of Collection Account. 
 
Consequence:  Diminished effectiveness and appropriate use of full-performance law 
enforcement commissioned staff.  Reduction in visitor services currently provided by additional 
seasonal employee. 

 
Action: Close Au Sable Light Station to Public Tours and lapse seasonal interpreter 

at Au Sable Light Station.  
Cost reduction = $9,639 

 
At the present time, the Division of Education and Visitor Services has only one seasonal Park 
Ranger Interpretive position, paid by park base funds that offers public programs during the 
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summer months.  This position offers guided tours at the Au Sable Light Station, the park’s 
premier historic feature.  (All other Division seasonal positions are GS-4 Visitor Use Assistants 
that work at fixed contact stations.)  In the absence of adequate funding, this position would be 
lapsed. 
 
Consequence:   The Au Sable Light Station would remain open, but there would be no guided 
tours, and the interior of the lighthouse tower and the keeper’s quarters would not be accessible 
to the public.  As the park currently charges a small fee for the tours, there would also be a loss 
of revenue for the park.  Note:  The park is currently pursuing approval to charge this position to 
a fee account, preserving the service, while eliminating the cost to park base funds.  
 
Action: Lapse West District (Munising) Seasonal Protection Ranger position.  

Cost reduction = $21,384 
 
At the present time, the Division of Resource and Visitor Protection has two GS-7 seasonal 
protection rangers funded with park base funds.  The employment of these two seasonals 
supplements the permanent ranger staff (total of three including the Chief Ranger) and allows for 
ranger coverage seven days a week, from approximately 8 a.m. until 10 p.m., between Memorial 
Day and Labor Day when park visitation is heavy and campgrounds are being fully utilized. 
 
Consequence:   Elimination of this position will result in fewer hours of coverage in the west 
end of the park during the summer months, greater involvement by the Chief Ranger in field 
patrols and emergency responses, a significant decline in resource and visitor protection 
functions and more after-hour call outs of ranger staff.  
 

 
Possible FY 2008 Actions 

 
Action: Downgrade Chief Ranger position to GS-12.   

Cost reduction = $10,915 
 
The park’s Chief Ranger position was classified as a GS-13 position in 1994.  This grade was 
justified in part by the direct supervision of two GS-11 District Rangers at the time.  Since that 
time, the park has lapsed one of the District Ranger positions, and is proposing (see below) to 
eliminate the other when that position is vacated.  Consequently, as a cost savings measure, the 
park proposes to re-submit the Chief Ranger position for re-classification as a GS-12.   
 
Note:  We do not view the retirement of the incumbent of this position as an appropriate 
opportunity to consolidate Divisions.  We do not feel it is appropriate to absorb commissioned 
law enforcement rangers under the supervision of a non-commissioned Division Chief and per 
NPS policy, would plan to re-fill the Chief Ranger position as the park’s senior law enforcement 
officer.   
 
Consequence:   This position provides leadership, management and supervision to several high-
risk operations (law enforcement, emergency medical services, search and rescue and wildland 
fire operations) with very significant consequences of failure.  Downgrading of the position will 
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make it less attractive to future applicants and make it more difficult for the park to recruit the 
same level of experience in these disciplines.  
 
Action: Lapse one seasonal maintenance worker position  
  Cost reduction = $18,313 
 
The Division of Facility Operations and Maintenance currently has only two seasonal 
maintenance workers who are paid out of base park funds, one at either end of the park.  These 
employees are involved in day-to-day grounds and facility maintenance of campgrounds, picnic 
areas, rest rooms and visitor centers.  In the absence of adequate funding, these positions would 
have to be cut and these duties absorbed by the remaining permanent maintenance staff. 
 
Consequence:  Since the duties performed by these employees are essential to maintain front-
line visitor services during the primary season, the remaining permanent staff would have to be 
re-assigned to perform these duties, significantly diminishing their ability to work on larger, 
more complex, deferred maintenance, cyclic and repair/rehab projects. 
 

 
Possible FY 2009 Actions 

 
Action: Upon retirement, lapse Purchasing Agent position   

Cost reduction = $63,947 
 
It is anticipated that the park’s Purchasing Agent will retire in the next five years.  The exact 
time is not yet known.  In the absence of adequate funding, the park would be forced to lapse this 
position. 
 
Consequence:   The lapse of this position would have serious consequences for the entire park, 
and a direct impact on the only two remaining positions in the Administrative Division. 
  
The Administrative Officer has already absorbed he duties of the vacant IT Specialist position 
and in the absence of this position would have to absorb even more.  Other duties would have to 
be absorbed by the Budget Technician.  As the Purchasing Agent is responsible for making 
purchases and putting contracts in place for a wide variety of services, the loss of this position 
would significant diminish the park’s organizational capacity and effectiveness. 
 
Action: Lapse Facility Operations Specialist position.   

Cost reduction = $55,742 
 
The park’s only remaining Maintenance Foreman position (currently encumbered by John 
Ochman) has been almost 100% absorbed by the requirements and demands of FMSS.  This has 
left the Maintenance Division with no front-line, day-to-day supervision and significantly 
increased the workload of the Division Chief.  Should this position be vacated in the coming 
years, and in the absence of adequate funding, the park would be forced to lapse this position. 
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Consequence:  FMSS would continue to be performed, but on a much more cursory basis by the 
remaining park staff, diminishing the park’s compliance with this important program and the 
park’s ability to effectively compete for funds required to maintain facilities in good condition. 
 
Action: Lapse remaining seasonal maintenance worker position.   

Cost reduction = $19,596 
 
At this point in time, the Division of Facility Operations and Maintenance would only have one 
seasonal maintenance worker remaining paid out of base park funds.  This employee is involved 
in day-to-day grounds and facility maintenance of campgrounds, picnic areas, rest rooms and 
visitor centers.  In the absence of adequate funding, this position would have to be cut and these 
duties absorbed by the remaining permanent maintenance staff. 
 
Consequence:  Since the duties performed by this employee is essential to maintain front-line 
visitor services during the primary season, the remaining permanent staff would have to be re-
assigned to perform these duties, significantly diminishing their ability to work on larger, more 
complex, deferred maintenance, cyclic and repair/rehab projects. 

 
 

Possible FY 2010 Actions 
 
Action: Eliminate remaining GS-11 District Ranger position at Grand Marais and 

replace with GS-9 full performance non-supervisory ranger. 
 Cost reduction = $15,000 
 
Consequence:  Elimination of the only remaining supervisory protection ranger will result in the 
Division Chief providing direct supervision to all field rangers.  While the span of control is 
reasonable, this will result in days (lieu days, leave, training) when no formal supervisor will be 
on duty within the Ranger Division.  
 

 
Possible FY 2011 Actions 

 
Action: Upon transfer or retirement of GS-12 Division Chief, combine two current 

Divisions into one.   
Cost reduction = $89,384 

 
Given the predictions of the BCP, it seems unavoidable that at some point in the future the park 
will have to combine two of its current work units (Divisions) into one.   
 
At this point, it is difficult to predict when this opportunity will present itself or which of several 
options might occur first. 
 
The Chief Park Ranger will reach mandatory retirement age in two years.  However, it is 
imperative and required by NPS policy to have an experienced, law enforcement commissioned 
ranger serving as the park’s Chief Ranger and Senior Law Enforcement Officer, and we do not 
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recommend this Division’s functions being absorbed under any other Division Chief.  On a 
similar note, we do not recommend consolidation of the Maintenance Division or the 
Administrative Division with any other work unit.  In our opinion, these work units do not lend 
themselves to easily consolidation with other park Divisions.  
 
However, should the Chief of Education and Visitor Services retire or transfer during this five-
year period, the functions of this Division could be temporarily absorbed by the Chief Park 
Ranger or the Chief of Science and Natural Resources until full funding was restored for this 
position.   On a similar note, should the Chief of Science and Natural Resources transfer during 
this period, that position could be temporarily lapsed and the remaining professional staff either 
work directly for the Superintendent, for the Chief Ranger, the Chief of Education and Visitor 
Services, or as a self-directed work unit until full funding was restored. 
 
For planning purposes, it is assumed that one of these possibilities will occur within the five year 
time frame of this plan. To be conservative, it is assumed (since none of the current Division 
Chiefs other than the Chief Ranger have any current plans to transfer or retire) that this option 
will not occur prior to year 5 of the plan.  Should none of the Division Chiefs transfer of retire 
prior to year 5, and should the park not receive any other financial relief prior to that time, a 
directed re-assignment might have to occur. 
 
Consequence:  This action will result in the loss of fully competent, discipline specific 
leadership, management and supervision of one of the park’s critical program areas.  The specific 
consequences will depend on which of several combinations occurs. 
 

 
Other Options Available in Any Year 

 
Action: Extend furloughs of Subject-to-Furlough Employees 
 
Pictured Rocks currently has two Subject-to-Furlough employees:  the park’s Heavy Equipment 
Operator and a Maintenance Worker.  Both currently work approximately ten months per year 
and perform critical day-to-day to day maintenance tasks.  However, if funds are not available to 
continue to fully support their positions, under the law, their furloughs could be extended to up to 
six months. 
 
Consequence:   This action would have serious consequences for the park’s winter operation as 
both employees are heavily  involved in snow plowing operations and in grooming of the park’s 
cross-country ski trail system.  If their furloughs were extended, the park would no longer 
continue to groom the full trail system, and would have to consider no longer grooming the trails.  
Plowing operations would also suffer, impacting employee access to Park Headquarters and the 
maintenance facility.  This action would also have serious financial and morale impacts on the 
two affected employees. 
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Action:   Eliminate seasonal Visitor Use Assistant at Grand Sable Visitor Center and 
reduce operation to five days a week. 

 
The Grand Sable Visitor Center is the key public information center at the Grand Marais area of 
the park and, utilizing two summer seasonal employees, currently operates seven days a week 
during the summer months.  If one of these positions is eliminated, the facility would only 
operate five days a week and would be closed any time that employee were sick. 
 
Consequence:  This Visitor Center is the key public information center at the Grand Marais area 
of the park and provides invaluable visitor information and issues backcountry permits for 
backpackers entering the park from the east.  Having the facility closed two days a week will 
significantly diminish the level of public service we are currently offering, require visitors to 
travel over 40 miles to Munising on those two days to get backcountry permits (which most 
would not).  
 
Action: Reduction in hours worked by part-time employees. 
 
The park currently has three part-time employees: the Superintendent’s Secretary, a Custodial 
Worker, and the Park Ranger – Interpretation that fulfills the NPS obligation to staff the 
Interagency Visitor Center in Munising.  In the absence of adequate funding, the park could 
reduce the hours worked by these employees.   
 
Consequence:   The Superintendent’s Secretary’s position provides essential administrative 
support to the Superintendent and all Divisions in the park serves as the park’s primary 
receptionist and phone operator at park headquarters, functions as the co-lead for public affairs 
functions and maintains the park’s web-site.  Reduction in hours of this position would have 
direct impact on several essential administrative functions.  The Park Ranger – Interpretation 
position is fulfilling the NPS obligation to provide staff for the operation of the Interagency 
Visitor Center in Munising.  Reduction in hours of this position would lead to a strain of the 
relationship with the U.S. Forest Service and possible weekend closure of this facility. 
 

 
Summary of Cost Reductions – Five Year Implementation Plan 

 
Please see attached Summary of Savings - Five-Year Implementation Plan 

 
 

Budget Cost Projection Driven Organization 
 
 

The attached BCP Driven Organization Charts illustrate the organizational structure and staffing 
levels that would exist following full implementation of this Five-Year Plan.   
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Summary of Potential Cost/FTE Reductions - BCP Driven Organization
 FY07 FY08 FY09 FY10 FY11  
Proposed FY07 Actions 
Job share Belant 23,752.00$   672.18$        691.20$        710.77$        730.88$         
Job share Ochman 17,151.00$   565.98$        584.66$        -$                 -$                  
Eliminate Munising Falls VUA (8pp) 9,823.25$     278.00$        285.87$        293.96$        302.27$        
Eliminate Bio Science Tech (9pp) 11,364.67$   321.62$        330.72$        340.08$        349.71$         
Eliminate Fee Collector Position  14,000.00$   396.20$        407.41$        418.94$        430.80$         
Eliminate Au Sable seasonal (6pp) 8,177.74$     231.43$        237.98$        244.71$        251.64$         
Eliminate Munising Seasonal Ranger (13pp) 
   

25,182.29$   712.66$        732.83$        753.57$        774.89$         
    

      

   
      

     
      

     
      

    

Proposed FY08 Actions 
Chief Ranger downgrade to GS-12/3 -$                 10,915.00$   308.89$       317.64$        326.63$         
Eliminate 1 Maintenance ONPS seasonal (12pp) -$                 23,216.83$   766.16$        791.44$        817.56$         
Eliminate 1 Maintenance ONPS seasonal (12pp) 
    

-$                 21,405.96$   706.40$        729.71$        753.79$         

Proposed FY09 Actions 
Lapse Purchasing Agent 
  

-$                 -$                 63,946.81$   1,809.69$     1,860.91$      

Proposed FY10 Actions 
GS-11 Ranger downgrade to GS-09/3 -$                 -$                 -$                 15,000.00$   424.50$         
Lapse the FMSS specialist 
  

-$                 -$                  55,742.00$   1,577.50$      

Proposed FY11 Actions 
Eliminate one GS-12 Division Chief 
   

-$                 -$                 -$                -$                 89,384.00$    

Total Cost Reductions 109,451 58,716 68,999 77,153 97,985 412,303 
BCP Projected Shortfall 109,627 82,711 71,145 71,905 81,906 417,294 
       
FTE Reduction 1.54 0.79 0.89 0.95 1.16 5.33 
BCP Required FTE Reduction 
  

1.54 1.08 0.82 0.75 0.81 5.00 
     

     
     

Annual estimated GS pay increase 2.83% 
Annual estimated WG pay increase 3.30% 
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Conclusions 
 
 

• Pictured Rocks has lagged behind the NPS-wide average for base budget increases over a 
period of many years. 

 
• The park has already lapsed a number of key positions to make ends meet, and several core 

park functions are not currently being performed. 
 
• With the completion of the paving of H-58, park visitation will continue to steadily increase 

and there will be increasing expectations for good quality visitor facilities and services.  This 
road should be viewed as a new park facility! 

 
• In the absence of financial relief, several additional positions will have to be lapsed, with a 

resulting significant decline in organizational capacity, effectiveness, facilities and services 
available to the public, employee and visitor safety and morale. 

 
 
Respectfully submitted, 
 
/s/      10-11-2006 
____________________________  _____________ 
James G. Northup    Date 
Superintendent 
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Strategies for Addressing Anticipated Budget Shortfalls 
 

As a result of the Core Operations Process and the Business Planning Initiative, the Lakeshore 
will be actively pursuing a multi-faceted approach to sustaining and enhancing our ability to 
perform the essential functions that are necessary to achieve this park’s purpose.  These include: 
 
1. Ensure the greatest possible efficiency of current park operations. 
 

During the Core Operations Analysis, we were unable to identify any major area where park 
staff are engaged in non-core activities.  

 
However, over the course of the coming year, we will be meeting with local school officials 
and other partners to seek their financial support for continuing the outreach education 
program during these difficult budget times.   We will also be working with the Regional 
Office to explore options for more effectively managing the workload associated with the 
FMSS program. 

 
We will also be working to achieve: 

 
- More effective fleet management. 
- Actively managing increasing utility costs. 
- Actively managing costs associated with maintaining and operating park housing. 
- Conducting a feasibility study on the potential of leasing of several of the park’s 

historic structures. 
 
2. Actively pursue new sources of revenue. 
 

- Greater use of donation boxes in key locations. 
- Increasing drive-in campground and backcountry use fees beginning in FY 2008. 
- Increasing the fee for tours of the Au Sable Light Station beginning in FY 2008. 
- Proposing new fees for education programs. 
- In the absence of financial relief, the park will have no choice but to consider 

implementing a Lakeshore Entrance Fee in the coming years.   
 

3. Actively develop new and expanded partnerships. 
 

- Continue to support the development of the park’s non-profit fundraising group, the 
National Parks of Lake Superior Fund. 

- Pursuing new partnerships to possibly cost-share and/or otherwise enhance the park’s 
outreach education program. 

- Continuing to build greater community support through programs such as the 
Community Partner Program, the Adopt-a-Trail/Adopt-a-Campsite Program and the 
Experience Your Lakeshore Program. 

 
4. Working with the Regional Office and Park Stakeholders to justify a significant 

increase to park base funds. 
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Most Immediate Financial Needs
 
1) Shift all legal costs to Fee Accounts to sustain park operation.  The Lakeshore and 

Regional Office staff have been working to identify what costs can be legally shifted to fee 
accounts. 

 
2) Restore Maintenance Division to Excellence:  No other Division in the park has been as 

hard hit by tight budgets and lapsed positions as the Lakeshore’s maintenance division.  To 
provide adequate leadership and supervision of field operations, increase employee safety 
and return the Division to excellence, it is critical to restore funding for the Maintenance 
Foreman, Facility Operations Specialist, and Lead Trail Worker positions. 

 
3) Restore IT Specialist Position:  The loss of the park’s IT Specialist has had a significant 

impact on the productivity of all Divisions and dramatically increased the workload of the 
Lakeshore’s Administrative Officer.  As all lakeshore operations are increasingly dependent 
on computer systems for all of their work, this half-time position is critical. 

 
4) Maintain Essential Visitor Services:  With the paving of County Road H-58, visitation is 

expected to steadily increase.  In the absence of financial relief, facilities will close and 
resource and visitor protection services will have to be cut during the peak summer months.  
To provide adequate resource protection and professional level visitor services, additional 
funding is needed for key visitor service and resource protection positions. 

 
 

OFS Requests 
 
Priority 1 – Restore Critical Park Operations (Items 2-4 listed above) 
 
Priority 2 - Fund Lakeshore Core Operations Target Organization 
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