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Presentation Notes
Introduction: 
-Title/Agency
-Basic responsibilities
	-role with IVUMC

By the time you leave this presentation, you’ll be familiar with the Interagency Visitor Use Management Council; have an overview of its activities and tools developed for you; and understand how you can apply its VUM framework to agency projects and planning. it’s my hope you’ll be hungry for more on the IVUMC’s useful tools and how they might help your work. 

The council’s tools cross-cut disciplines with a tangible, integrated process for tackling complex, value-based problems, so we are confident every one of you will benefit from exposure to this work.

Interagency Visitor Use Management Council’s resources are useful tools to anyone addressing projects that affect the recreating public.







B
Importance of Visitor Use Management

Proactively and collaboratively
managing visitor use maximizes the
ability of agencies to encourage
access, improve visitor experiences,
and protect resources and values
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Presentation Notes
We are in an exciting time with many current initiatives to encourage access and people’s connections to public lands and waters. With this encouragement of access, there is a corresponding need to heighten the agencies’ proactive and thoughtful approach to managing visitor use in a sustainable way. 

Visitor use management is about encouraging access, improving experiences, while also protecting resources. It’s really important to note that VUM is not about saying no to visitors or opportunities (sometimes it has been misunderstood as a discipline), and it also not just about crowding and congestion (although those are a subset of the issues that can arise when we aren’t proactive)... generally in VUM, establishing visitor capacities is only one of the methods that may be used to sustain high quality visitor experiences. 

Rather, visitor use management is about thinking strategically and proactively about how to ensure quality experiences and access to highly valued opportunities and services, and to connect visitors with resources in a sustainable way. If we do this well and keep vigilant given the changing dynamics of visitor use, we welcome visitors to great experiences and we protect our resources, which are vital to the missions of all Federal agencies. 

Each council agency has establishing legislation and subsequent regulations, policies, and procedures that guide how the agency will develop its plans to manage recreation, visitor use, and various resources in accordance with the agency’s mission, goals, and mandates. Through agency-specific laws and policies, we share a common responsibility to implement good visitor use management for the protected area units we manage. This framework supports existing agency planning policies and procedures. Chapter Four of the Framework summarizes programmatic goals and planning processes for each council agency, showing how the framework supports a specific agency’s planning program.



Outcomes of Visitor Use Management

Investment in proactive and collaborative visitor
use management results in ...

e High-quality experiences and customer
satisfaction

e Protection of fundamental and valued
resources

e Long term advocacy for public lands and
stewardship of shared resources

e Enhanced relationships and partnerships with
stakeholders, communities, and service
providers

e Innovative solutions to address emerging and
dynamic needs
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Visitor Use Management strikes at the very heart of connecting people to their public lands. If we make the effort and work collaboratively, it results in many benefits including providing quality experiences and high customer satisfaction and protection of the very resources that visitors value and want to make meaningful connections with… 

VUM is also about building proactive and collaborative relationships with stakeholders, communities and service providers who can partner with us to improve visitor experiences and provide the public with high quality recreation opportunities, resulting in protection and stewardship of our shared resources.

 



Recent Media on Visitor Use Management

Forest Service eyes new management
system for Maroon Bells-Snowmass

Wilderness

By Scott Condon

The Aspen Times

POSTED: 05/04/2016 07:25:03 PMMDT | UPDATED: B DAYS AGO

It's party time at the Conundrum Heot Springs in a shot from
evening. The Forest Service wants to limit visitors through a permit sy Steme
River National Forest / Courtesy photo)
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Given recent changes in visitation, there has been a lot of dialogue in the media and with the public about challenges and needs for managing visitor use on public lands. These headlines are just a couple we are seeing across agencies and also outside of public lands. 

This increased dialogue presents a great opportunity to advance our efforts and share with the public our approach to managing the dynamic aspects of visitor use to ensure quality experiences and to protect the resources and values that draw people to these iconic places.
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The Interagency Visitor Use Management Council was developed to provide consistent and meaningful guidance that is now being shared by the six agencies that are part of the council. The council was formed in 2011 to provide guidance on long-term visitor use management policies and give direction on the most pressing needs by building technical competencies and improving interagency coordination. The council has accomplished the following:

Position papers on visitor use management and visitor capacity
A visitor use management framework that is being shared and used by the six agencies and that builds on lessons learned from implementing past frameworks. 
We have two additional guidebooks in development right now - one on monitoring and one on visitor capacity - those will be completed by the end of this calendar year
We are also working on training for the field.



http://visitorusemanagement.nps.gov/

Visitor Use Management
Process for managing all characteristics of
visitor use and settings

» Sustain resource conditions and visitor
experiences

* Variety of strategies and tools
— Education
— Site Management
— Regulation
— Enforcement

— Rationing/allocation
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Before I get ahead of myself, let’s be sure we are all on the same page about what the council’s work is focused around.  

What IS visitor use management?

A process that sustains the conditions and experiences you want for your visitors

Using a variety of methods 


B
Visitor Capacity

« Subcomponent of visitor use management

« Maximum amounts and types of visitor use
that an area can accommodate

 While sustaining desired resource conditions
and visitor experiences
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Generally in VUM, establishing visitor capacities is only one of the methods that may be used to sustain high quality visitor experiences.

There are legal requirements for capacities on federal lands and waters through the 1968 Wild and Scenic Rivers Act, 1968 National Trails System Act, and 1978 National Parks and Recreation Act. They each require the identification of capacities and the development of management strategies to manage use within capacities.

Regardless of legal requirement, establishing a capacity alone will likely not work for meeting your management goals.  A suite of strategies and actions would accompany successful allocation of a capacity to provide the visitor experiences and resource protections you would be seeking. 



Visitor Use Management Framework

the Framework:
Law
Agency Policy

Sliding Scale
Public
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The Visitor Use Management Framework (the framework) is a process designed for federal managers to collaboratively develop, implement, and monitor strategies and actions to connect visitors with their public lands and waters. 

This diagram depicts the four main elements of the framework (building the foundation, defining direction, identifying strategies, and then implementing and adjusting).  Later I will step you through each of the elements of the framework. 

The intent, and ultimate desired outcome, is to provide high quality visitor experiences, while protecting natural and cultural resources. Responsive and effective visitor use management requires managers to: 
Identify desired conditions for resources, visitor experiences and facilities/operations; 
Gain an understanding of how visitor use influences achievement of those goals; and 
Commit to active/ adaptive management and monitoring of visitor use to meet those goals. 



Visitor Use Management Framework

Builds upon past frameworks:

 Takes the best and incorporates
lessons learned.
« Clearly identifies where visitor capacity
fits in the framework.
-4 p | Diversity of settings and opportunities.
e /  Focus on process that integrates into

any agency planning procedures.
« Application of sliding scale.
 Consistent terminology!
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Limitations from past frameworks (some real and some perceived) include:
-Confusion about when and where capacity is used
-Some were designed to be Agency-specific; or were not integrated with planning processes
-Some were saddled with perceived complexity and accompanying costs

Current framework:
-Takes a proactive instead of reactive approach to implementation
-Takes the best from past frameworks and incorporates lessons learned 

Two of the most valuable outcomes of this framework are:
-consistent terminology about terms professionals use in effective VUM so we can communicate clearly across agencies and disciplines; and 
-its applicability at any scale  



Visitor Use Management Framework

Sliding Scale

 Match investment with level of uncertainty

 The ‘thought process’ is the same regardless of
complexity

 Consistent with NEPA
* Criteria influencing complexity
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It’s not rocket science that the more complicated a visitor use project is, the more an agency should invest in its management. But to have consistent professionalism and excellence in decisions for visitor use management, a key point to understand is that the VUM thought process should not vary with issue complexity; rather the investment of time and effort should vary.  

The sliding scale approach is consistent with direction given in the Council on Environmental Quality’s interpretation of the National Environmental Policy Act (NEPA). This approach implements the instruction that agency NEPA documents shall “focus on significant environmental issues and alternatives” (40 CFR 1502.1) and shall discuss impacts “in proportion to their significance” (40 CFR 1502.2(b)) (CEQ 2005, 2007). When applying the sliding-scale approach to NEPA analysis, the preparer should analyze issues and impacts with the amount of detail commensurate with their importance. (Note: Under the Council on Environmental Quality’s regulations and judicial rulings, the degree to which environmental effects are likely to be controversial with respect to technical issues is a factor in determining significance (40 CFR 1508.27).)

A variety of factors influence where a given visitor use management issue(s) lands on the sliding scale.  Four criteria are used to evaluate complexity of a project. 

This tool requires decision-makers use professional judgment to forecast the level of analysis, which affects the investment of time, money, and other resources.




Visitor Use Management Framework

Sliding Scale - Decision Support Tool

CRITERIA - Use the ratings assigned to questions 1-8 to evaluate the following 4 sliding
scale criteria. Combine those criteria into a single qualitative rating (high, moderate, or
low) of the project’s appropriate location on the sliding scale.

HIGH

CRITERIA RATIONALE MODERATE
LOW

A Issue Uncertainty

B Impact Risk

C Stakeholder Involvement

D Level of Controversy

Location on the Sliding Scale

o ‘\c\ INTERAGENCY
A7 QQ VISITOR USE MANAGEMENT
C C
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Decision Support Tool Rating Questions include:
 
What is the likelihood that the situation involves sensitive, rare, or irreplaceable natural or cultural resources?
What is the likelihood of imminent and significant changes to visitor experience? 
How will the issue affect other aspects of land management in the area or surrounding areas? 
What is the geographic extent of the issue’s impacts?  
What is the relative interest of stakeholders affected by the action?  
Is the impact temporary (low) or long lasting (high)?







The rating questions are coupled with four criteria including: 
Issue uncertainty: What is the level of complexity of the issue?
Impact risk: Are there considerable threats to the quality of resource conditions and visitor experiences?
Stakeholder involvement: What is the level of stakeholder interest in the issue?
Level of controversy/potential for litigation: What is the level of controversy/potential for litigation?

This list of questions is undoubtedly incomplete; other factors and variables must be considered in cases where regulatory standards must be met (e.g., NEPA social impact assessments, Wilderness Act, Wild and Scenic Rivers Act).  Still, the decision support tool can help determine where the project falls on the sliding scale and help to ensure the investment of time, money, and other resources for the planning effort is commensurate with the complexity of the project and the consequences of the decision. 

Once the sliding scale of analysis level has been determined, it is then used to determine the amount of effort needed for each element and step.
 




Visitor Use Management Framework

Sliding Scale
Low Medium High
Impact Level of Controversy/
Risk Potential for Litigation
v v v v
Issue Staket10|der

Complexity Involvement
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This diagram shows where an imaginary project “ranks” its issues. Without knowing any details of the project, you can surmise it is low-medium on the sliding scale.  When compared to other projects evaluated the same way, that might help determine the relative amount of resources allocated to the project.  A low-ranking project (such as a decision about adding a garbage dumpster to a parking area) may only need the efforts of one to three people in a single afternoon to step through a decision process. A high ranking project (with likelihood of litigation regardless of outcome for a controversial decision affecting multiple stakeholders around an endangered species) may require a multi-year work plan, contracted planner support to document an administrative record, and public relations staffing. 

The Framework’s Sliding Scale Decision Support Tool can help you articulately describe a sound rationale for resources needed to tackle small projects requiring minimal effort; and is equally useful in describing resources needed to tackle large-scale complex and uncertain projects.  

I’ll stress again that regardless of the significance of the situation, all framework steps still apply. That is, the process does not vary with project complexity; rather the investment of time and resources varies.



.

Visitor Use Management Framework

Steps:

Clarify project purpose and need.

Review the area’s purpose
and applicable legislation,
agency policies, and other
management direction.

Assess and summarize existing
information and
current conditions.

Develop a project action plan.

Understand why the

project is needed, and develop the
project approach.

Steps:

Define desired conditions
for the project area.

Define appropriate visitor
activities, facilities, and services.

Select indicators and
establish thresholds.

Describe the conditions
to be achieved or maintained and
how conditions will be tracked
over time.

ERAG cy
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Steps:

8. Compare and document the
differences between existing
and desired conditions, and,
for visitor use-related impacts,
clarify the specific links to visitor
use characteristics.

9. Identify visitor use management
strategies and actions to achieve
desired conditions.

10. Where necessary, identify visitor
capacities and additional
strategies to manage use levels
within capacities.

11. Develop a monitoring strategy.

Outcome: ldentify strategies to
manage visitor use to achieve or
maintain desired conditions.

Steps:

19
1£.

Implement
management actions.

13. Conduct and document

14

ongoing monitoring, and
evaluate the effectiveness

of management actions in
achieving desired conditions.

Adjust management
actions if needed to achieve
desired conditions, and
document rationale.

Outcome: Implement management
strategies and actions, and adjust
based on monitoring and evaluation.

13
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Here is an overview of the Framework’s structure. (HANDOUT)   

The four elements (shown as four columns here, and as wedges of a circle previously) differentiate the phases, or ELEMENTS of the framework. 

Each element describes steps to help practitioners insure you are achieving outcomes at that phase in the effort that will insure success in goals for protecting the natural and cultural resources; and offering the visitor opportunities particular to your protected area.

I’ll go through each element, highlighting some steps. 


B
Visitor Use Management Framework

Element 1- Build the Foundation

1) Clarify project purpose and need.

2) Review the area’s purpose,
legislation, policy and management
direction.

3) Assess existing information and
current conditions.

4) Develop project planning strategy.

NNNNNNNNNNN
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During efforts to achieve Element 1, you are setting the stage, pulling together the planning team (if needed), and really understanding your agency/unit’s role in the issue.

Tasks include reviewing area’s purposes and legislation that may affect your project and assessing what is known about issues to be addressed and current conditions.

Outcome: Understand what need to be done, and how to organize the planning effort.



Visitor Use Management Framework

Element 2 - Define Visitor Use Management Direction

5) Define desired conditions
(resources, recreation
opportunities, visitor experiences).

6) Define suitable visitor uses,
facilities, and services based on
desired conditions.

7) Determine acceptable levels of
impact.

NNNNNNNNNNN 15
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During efforts to achieve Element 2, you are asking the key question: “What are we managing for?”

Tasks include defining desired conditions based on responsibilities and aspirations. This may include acknowledging management ability over time and determining what impacts are acceptable and which are not allowable by law. For example, WSRA requires managers to maintain river values, which include free flow, water quality, and outstandingly remarkable values. 

Outcome: Describe the conditions to be achieved or maintained and how conditions will be tracked over time.






Visitor Use Management Framework

Spotlight: Step 7 - Determine acceptable levels of impact.

Indicator: Specific resource
or social attributes that can
be measured to track change
in conditions so that progress
towards achieving and
maintaining desired
conditions can be assessed.

Acceptable Conditions

e Trend in Conditions —e—)
(=]
u -

Threshold: the “minimally
acceptable” condition
associated with each indicator.

16
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Purpose: Clearly define when there is problem that requires corrective action.

In other words, including this step in your process insures that you will always maintain acceptable conditions, and you will be able to respond proactively when your assessments trigger you to take action so you can be proactive, rather than acknowledge and then try to fix an unacceptable change to resources or experiences.

This Element deserves an even deeper dive into details; but in order to give you a sense of the whole framework, I’ll continue through the other elements now, then return to more detailed aspects of Element 2 towards the end of this presentation.






Visitor Use Management Framework
Element 3 - Identify Management Strategies

8) Compare and document the differences
between existing and desired conditions and,
for visitor related impacts, clarify the specific
links to visitor use characteristics.

9) Identify visitor use management strategies
and actions to achieve desired conditions.

10) Where necessary, identify visitor capacities
and strategies to manage use levels within
capacities.

11) Develop monitoring strategies.

NNNNNNNNNNN 17

CCCCCCC


Presenter
Presentation Notes
In element 2 we identified what it is we’re managing for…but how do we get there?

Element 3 steps your efforts through identifying management strategies to achieve your desired conditions. Efforts may include identifying how far from desired conditions your current conditions are; and creatively evaluating all the ways to modify the timing, distribution, amounts of visitor uses to insure the opportunities you want for your visitors are available to them. Maintaining desired conditions requires monitoring of the effectiveness of management actions, so this is a necessary part of your work during Element 3 steps. 

Outcome: Decision on strategies to manage visitor use to achieve or maintain desired conditions.



.

Visitor Use Management Framework

Spotlight: Step 9 - Identify visitor use management
strategies and actions to achieve desired conditions.

v" Modify type of use

v" Modify visitor behavior

v" Modify visitor expectations

v" Modify timing of use

v" Modify location of use

v Increase ability of site to handle use
v" Modify spatial d|str|but|on of use

v" Reduce use G

v’ Increase supply =



Presenter
Presentation Notes
I mentioned early on that generally in VUM, establishing visitor capacities is only one of the methods that may be used to sustain high quality visitor experiences.

Step 9 encourages you to consider creative and varied efforts by modifying certain aspects of use characteristics.  Settting a visitor capacity, while required in certain instances, is usually tied to a specific need to reduce use because of crowding that CANNOT be lessened through any other methods (i.e.: the crowding is specific to demand for a certain feature at a certain time that can’t be influenced otherwise).



Visitor Use Management Framework

Spotlight: Step 10 - Where necessary, identify visitor
capacities and strategies to manage use levels within
capacities.

Two Parts:
1. Identify a visitor capacity.

2. ldentify management strategies
and actions to ensure use stays
within the established capacity.

NNNNNNNNNNN
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Visitor capacity is defined as the maximum amounts and types of visitor use that an area can accommodate while achieving and maintaining the desired resource conditions and visitor experiences that are consistent with the purposes for which the area was established.

The framework cautions you to only establish visitor capacities when the number of visitors is directly related to achieving and maintaining desired conditions. 

For instance, a high-demand wilderness area close to a growing urban population creates a concern about a loss of opportunities for solitude in the wilderness area. Therefore, develop and implement visitor capacities to ensure opportunities for solitude are preserved.
 
Or a WSR with ORVs for fish and for Native culture but no recreational ORV. Therefore, develop and implement visitor capacities to ensure rec opportunities can continue that allows ORVs to be preserved.
 
There are actually two parts to Step 10
#1-The first part of this step focuses on the capacity itself. What is the maximum amount and type of use the area can accommodate while still achieving desired conditions? 

#2-The second part of this step focuses on ensuring the amount of visitor use is managed within the established capacity. What additional management actions and strategies should be implemented to ensure use remains within the established capacity?




Visitor Use Management Framework

Spotlight: Step 10 - Where necessary, identify visitor
capacities and strategies to manage use levels within
capacities.

1. Determine the analysis area.

2. Review existing direction and
knowledge.

3. ldentify the limiting attribute(s) -
the physical, biological, social, or
managerial attribute(s) that most
constrain the analysis area’s ability
to accommodate visitor use.

4. I|dentify capacity.

NNNNNNNNNNN 20
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The way you achieve both parts of Step 10 is to:

1. Determine the analysis area (e.g., Is it necessary to identify visitor capacity for an entire river corridor—a large area that contains multiple access points and multiple different activities—or a specific feature or destination point?). In certain circumstances, there may be a need to develop an overall visitor capacity that is some combination of the individual analysis areas.

2. Review existing direction and knowledge. Review desired conditions and indicators and thresholds, and pay particular attention to conditions and values that must be protected, and are most related to use levels. Also, review management strategies and actions from step 9. Are there lessons learned from comparable areas where desired conditions, indicators, thresholds, and management strategies are similar?

3. Identify the limiting attribute(s). Identify the physical, biological, social, or managerial attribute(s) that most constrain the analysis area’s ability to accommodate visitor use. The limiting or constraining attribute(s) may vary across the analysis area.

4. Identify capacity. Use monitoring data, research, lessons learned from comparable areas, and professional judgment to identify a capacity based on desired conditions and the limiting factor.

A guidebook is coming soon that will help flesh out the IVUMC’s guidance so federal agencies managing VUM on lands/waters have a defensible, consistent way to approach visitor capacity when it is clearly the necessary management tool to use to protect resources.



Visitor Use Management Framework
Element 4-Implement, monitor, evaluate, and adjust

12) Implement management actions.

13) Conduct and document ongoing
monitoring and evaluate the
effectiveness of management actions

to achieve desired conditions and

In achieving desired conditions.
14) Adjust management actions if needed T
document rationale. %

NNNNNNNNNNN 21
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During efforts to achieve Element 4, you are going and doing it! 

Tasks include putting in place the actions you know will maintain desired conditions; evaluating the effectiveness of your best professional judgement by monitoring and evaluating whether the actions are actually doing what you intended to maintain desired conditions; and documenting any tweaking of actions if needed.

A guidebook is coming soon that will help flesh out the IVUMC’s guidance on monitoring so federal agencies have guidance for effective approaches to evaluating your management strategies and their implementation to protect resources and experiences; and to adjusting your actions if needed so your management efforts over time insure you achieve desired conditions. 

Outcome: Implement management actions and adjust based on lessons learned.




NPS Application of the Framework




Zion National Park Visitor Use
Management Plan

Purpose: |dentifying how best to manage
access and use levels using operational,
transportation, and partner strategies.

Need: New methods for pacing the amount
and rate of visitation into the park to reduce
crowding and congestion during peak season
using a variety of strategies.

Current Status: Plan/EA under development

24


Presenter
Presentation Notes
A plan that you may already be somewhat familiar with is in process at Zion National Park. The Zion VUM plan is needed to address a wide range of issues associated with rapidly growing visitation and changing use patterns, also work across boundaries to develop innovative strategies that can benefit visitors, the local communities, and the regional tourism industry. 

As you likely know,  ZION visitation has significantly changed in the last decade, with the last 5 years setting records. Visitation in 2010 was nearly 2.7 million and in 2017 exceeded 4.5 million, resulting in a 68% increase in visitation. Increases have been dramatic from one year to the next - visitation grew by more than 1 million between 2015 and 2016. This visitation change has led to significant concerns around visitor health and safety, diminishing quality of the visitor experience, natural and cultural resource impacts, heavy strain on the park’s facilities and ability to successfully perform daily operations, and the effects to and from adjacent communities. More specifically, issues include:

Significant crowding and traffic congestion at entrance stations, trailheads, visitor facilities and parking areas in the park and in the gateway Town of Springdale;
Visitors experience long lines for basic services (boarding the shuttle bus, getting information at the Visitor Center, accessing restrooms);
Crowded trails lead encourage visitors to venture off trail, trampling vegetation and increasing soil erosion, and increasing risk of injury;  visitor experience is significantly diminished when natural values are compromised by crowding, noise and resource damage; emergency response calls increased beyond staffing levels; emergencies have doubled in recent years; exposed human waste and related sanitation issues threaten public health. 

This project is looking at ways to better pace the amount and rate of visitation into the park to reduce some of these concerns using a variety of managed access strategies. The project team is currently making final updates to its draft preferred alternative and is developing the draft management plan (VUM Plan) and environmental assessment (EA). Anticipate a DOI briefing in the fall and release to the public in late 2018.


Agency Policy
Sliding Scale

nnnnnnnnnnn

Implement, Monitor, Identify Management
Evaluate, and Adjust

Element 2

VISITOR USE
MANAGEMENT FRAMEWORK
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I had mentioned that Element 2 deserves an even deeper dive into details; and that I’d return to more detailed aspects later.





Visitor Use Management Framework

Element 2 - Define Visitor Use Management Direction

5) Define desired conditions
(resources, recreation
opportunities, visitor experiences).

6) Define suitable visitor uses,
facilities, and services based on
desired conditions.

7) Select indicators and develop
thresholds 3

NNNNNNNNNNN

ccccc

27


Presenter
Presentation Notes
Recall that Element 1 is where you take steps to understanding the foundation of your work—why you are addressing the issues and project. 

Element 2 asks you at answer what it is you really, truly are managing for. In this section of the presentation, we’ll break down how to answer that question.





Element 2: Define VUM Direction

Step 5: Define Desired Conditions

Desired conditions provide a picture of
the character, condition and quality of
the area’s settings and visitor experiences

S Al B EERRREEO A -,

B LK -‘n‘nﬂnllmsmlm[--
Wbl TERATRICR o

- e

GENCY
USE MANAGEMENT
L


Presenter
Presentation Notes
Steps 5, 6, and 7 provide you the structured process for defining your direction.


Element 2: Define VUM Direction

Step 5: Define Desired Conditions

Consider the following questions:

What are our core/fundamental resources?
What are we trying to achieve?

What is the long term guidance for this area/these
resources?

What is the best available information on this topic?

How can | create a shared understanding for desired
management of these resources?

NNNNNNNNNNN
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Desired conditions are statements of aspiration that describe resource conditions, visitor experiences and opportunities, and facilities and services that an agency strives to achieve and maintain in a particular area. 

When addressing Step 5, ask yourself: What are we trying to achieve? (resist falling into the trap of describing actions; now is the time to explain why you would take the actions)

Identify the visitor experience characteristics that are linked to fundamental resources and values. Is it solitude? Is it a need for a durable but extensive trail network to accommodate and space geographically a large numbers of birders? 

What are the key resources and values that need to be protected? Does guidance prioritize certain resources over others?

Clearly state the necessary conditions that will allow visitors to understand, enjoy, and appreciate the fundamental resources and values (may vary by zones).

Well-written desired conditions provide over the long-term, direction for park resources and visitor experiences—and guide what managers should achieve and where they should achieve it.
 
Well-written desired conditions clearly describe desired resource conditions and experiences in enough detail to allow widely shared understanding by all stakeholders, including park staff and the general public. 

Well-written desired conditions reflect the best available information from experts and the latest knowledge on best management practices. 

It is not necessary, or even necessarily desirable, to be quantitative at this stage of planning. Terms like relatively large or small, dispersed, moderate, relatively high- or low-density may be used to provide park unit staff with appropriate and adequate guidance.



Element 2: Define VUM Direction

Step 5: Define Desired Conditions

Criteria for evaluating desired conditions:

 Results oriented ‘
Focused ENE
Integrated
Future oriented
Responsive
Useful
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Once you think you have thoroughly described the resource conditions, visitor experiences and opportunities, and facilities and services that an agency strives to achieve and maintain in a particular area, test their strength. Are your statements:

Results oriented: Address conditions rather than specific management actions—the “what” not the “how.”
Focused: The desired condition statement focuses on the fundamental resources and values of the area—the resources, visitor experiences, and opportunities that are fundamental to achieving the area’s purpose.
Integrated: The desired condition statement integrates physical, biological, social, and managerial attributes to describe resource conditions and visitor experiences or opportunities that are ecologically, socially, and economically sustainable.
Future oriented: The desired condition statement considers a 10-year-plus time frame and allows some flexibility over time, considering dynamic ecological systems, climate change, and trends in visitor demographics and activities

Responsive: The desired condition statement reflects the range of opportunities consistent with legal requirements and is responsive to input received from the engaged public.
Useful: The desired condition statement is clearly worded and detailed enough that managers and the public have a shared understanding of the short and long term impacts



Element 2: Build the Foundation

Step 6: Define Appropriate visitor activities, services,
and facilities

Some criteria for evaluating visitor use of federal lands and waters could be:

» The activity is consistent with the protected area purpose and significance,
laws, regulations, and policies.

» The activity helps achieve the desired conditions of

» The activity does not unduly conflict with other protected area purposes, uses
and activities and is consistent with existing plans for public use and resource
management.

» The activity contributes to visitors” understanding and appreciation of area’s
purpose and significance.

» The activity enhances visitor experiences consistent with unit purposes,
significance, and mission goals.
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Step 6 unpacks those desired condition statements made in Step 5. To make them a reality, what activities, services, and facilities must, could, or shouldn’t be developed?

The framework provides you questions to help consider things such as:

Is the activity consistent with the protected area purpose and significance, laws, regulations, and policies?
Does the activity unduly conflict with other protected area purposes, uses and activities? Or is it consistent with existing plans for public use and resource management?
Will the activity contribute to visitors’ understanding and appreciation of area’s purpose and significance?

 


Element 2: Build the Foundation

Step 7 - Select indicators and establish thresholds

Indicator: Specific resource
or social attributes that can
be measured to track change
in conditions so that progress
towards achieving and
maintaining desired
conditions can be assessed.

Acceptable Conditions

Threshold: the “minimally
acceptable” condition
associated with each indicator.

Conditions

e Trend in Conditions — —

Unacceptable
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Step 7 makes you put your money where your mouth is. Its purpose is to clearly define when there is problem that requires corrective action.

The diagram depicts acceptable conditions above the horizontal black line and unacceptable conditions below (the red zone).

Indicators are defined as specific resource or experiential attributes that can be tracked over time.  Indicators translate the broad descriptions of goals into measureable attributes that can be tracked over time to evaluate change in conditions.  The squiggly line is an indicator’s measure over time.

Thresholds ensure that conditions remain acceptable for the selected indicators.  Thresholds are minimally acceptable conditions associated with each indicator. As the squiggly line approaches the red zone, triggers are identified by the horizontal arrows.

A trigger is the predetermined point at which changes in an indicator prompt a management response to ensure that the threshold for that condition is not crossed.  The CRMP should clearly identify and describe trigger points for each indicator; the suite of potential corrective actions that might be taken in response to deteriorating conditions, ensuring that they do not reach thresholds; and the decision process that will be used to select and implement appropriate action. 

Remember that indicators must be measurable and tied directly to the desired conditions. 

Find simple, easy to monitor indicators that matter to make the process efficient and effective

Caution: Only set indicators and thresholds for conditions that we are willing or able to take actions to correct!

By investing effort in identifying useful indicators, thresholds, and triggers, you are insuring that effective management actions can be taken to address concerns into the future so desired conditions are maintained. 





Element 2: Build the Foundation

Step 7 - Select indicators and establish thresholds

Identifying Indicators

* How is the public affecting natural and cultural resources, or the visitor
experience?

« What data do you already have on human use impacts?

» What indicators related to human use are being monitored?

» What do conditions look like on the ground?

Prioritizing Indicators

Which of these impacts/topics are of highest priority because of:

 Importance of the natural or cultural resources or visitor experiences that
are being impacted

 Vulnerability of the natural or cultural resources or visitor experiences
being impacted

« Clarity of connection between visitor use and the impact? .

ccccccc
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The framework also provides tips for identifying effective indicators and prioritizing indicators based on how you’ve defined when there is problem that requires corrective action.

You might ask yourself:
How is the public affecting natural and cultural resources, or the visitor experience?
What indicators related to human use are already being monitored?

If you’re having trouble recognizing which indicators are more “important” than others, you might ask yourself:
Does this indicator connect directly to visitor use and the impact I’m most concerned about?



Element 2: Build the Foundation

Step 7 - Select indicators and establish thresholds

Developing Thresholds

Most important: It represents an
acceptable condition and is a threshold
for management action well before
reaching a degraded or impaired
condition.

There is no one, absolute, “right”
threshold

||||||||||| 34
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Thresholds describe acceptable conditions, but only minimally acceptable conditions. This is why it may be wise to identify triggers that evoke actions if indicators show threats to desired conditions. This way, problems that require corrective actions can be addressed before conditions are degraded or impaired.






Indicators and Thresholds

YOSE Stoneman Meadow YOSE Stoneman Meadow
1978 2012

*

Image ©2012,Digital Globe
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I’m guessing you’re ready for something tangible by now…

The outcome of element two is to describe the desired conditions to be achieved or maintained and how conditions will be tracked over time.  Here’s a real-world come-back story from Yosemite NP, where conditions were degraded but are no longer.

Desired condition: Visitors enjoy meadows while habitat remains unfragmented (disclaimer—I made this up; don’t actually know the DC for this scenario)
Indicator: meadow fragmentation
Threshold: 95% contiguous 
 
These photos demonstrate how indicators and thresholds with appropriate monitoring can restore an area over time.

To the left is Stoneman Meadow in 1978 when fragmentation from visitor-created trails was at about 40%--clearly a degraded meadow. The photos demonstrates how trails can fragment a meadow and create patches. 

And to the right is Stoneman Meadow after restoration—this image is from 2012.The reduced number of trails relates to a reduced amount of habitat fragmentation.

Sometimes a little bit of infrastructure (fencing along the road and the boardwalk) can do a lot of restoration. 

As you can see, these simple proactive approaches that park managers took really improved the condition of this sensitive meadow. This current view of Stoneman Meadow shows a indicator value of 99%, which is above our management standard for an individual meadow—while the numbers of visitors enjoying this very popular destination in YOSE is quite high. The actions taken worked!




Cultural Resource Indicators

* Indicator: Percent change in
integrity of cultural resource
condition every year.

* Threshold: 0% change =

detected on 80% of sites e %
surveyed each year. ST S S

e Indicator: Number of
incidents of vandalism to
historic structures.

* Threshold: No more than 1 R
incident reported per year for e
every 20 sites surveyed

NNNNNNNNNNN
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Consider the ways indicators and thresholds can be applied across different types of resources.


Natural Resource Indicators

Informal Visitor Created Trails

Indicator: Amount of
roadside disturbance to
soil and vegetation

Threshold: No more than 1

Indicator: The number of
visitor-created trails leaving
designated trail (measured

every mile).
roadside disturbance area

Threshold: greater than 5 square feet
Zone 1: No more than one off of X road.

visitor-created trail leaving
designated trail per 1 mile
measurement.

Zone 2: No more than
three informal visitor-
created trails leaving
designated trail per 1-mile
measurement.

NNNNNNNNNNN
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Also consider that indicators and thresholds can measures multiple issues of concern including vegetation trampling, soil compaction, spread of invasive species, habitat fragmentation, safety concerns, visitor experience, degradation of cultural and archeological resources, and contact with sensitive resources. 

Threshold rationale:  The thresholds are based on sensitivity of resource, amount of use, and tolerance of impact. There would be a range of acceptance depending upon site, area, or zone.




Social Indicators

e Indicator: The number of people
encountered on trail

* Threshold: Visitors will not
encounter more than 20 people
on segment B of the trail, 80% of
the time

* Indicator: People per viewscape
at select destinations

* Greatview Overlook Threshold:
No more than 20 people per
viewscape, 80% of the time

* Lily Pond Threshold: No more
than 10 people per viewscape, at
all times

NNNNNNNNNNN
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Social indicators may include crowding-related issues.  Identifying triggers for when thresholds are being approached are very useful here.  


Element 2: Build the Foundation

Step 7 - Select indicators and establish thresholds

Overcoming Barriers
Keep focused on the most important topics

Consider existing monitoring activities and identify those
related to visitor use — can we overlap monitoring efforts?

Find simple, easy to monitor indicators that matter to
make the process efficient and effective

Only set indicators and thresholds for conditions that we
are willing or able to take actions to correct

INTERAGENCY
VISITOR USE MANAGEMENT
couNclIL
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Final words of wisdom for developing indicators and thresholds:

Linda Jalbert told me this 15 years ago when I was whining to her asking for river management help—no more than three indicators, and one is best!  We MUST monitor, but it takes much effort. 

Keep focused on what REALLY matters.
Can you get a two-fer? In other words, is existing monitoring for other needs adequate to achieving your desired conditions for visitor monitoring?
And the golden rule: if you would not take an action to change conditions, don’t set indicators you’ll monitor around that attribute! 





G Cy
USE MANAGEMENT

An Interagency Approach to
Visitor Use Management

Wild, Scenic, and Beyond! River Management Symposium
Vancouver, WA
October 22-25, 2018
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By now you are very familiar with the Interagency Visitor Use Management Council; 
You have an overview of its activities and tools developed for you; and 
You understand how you can apply its VUM framework to agency projects and planning.

I hope you’re energized to download from the Council’s website the Framework, and that you’ll visit the site again in early 2019 when both a visitor capacity guidebook and a monitoring guidebook will be released.

And I hope you agree that the Interagency Visitor Use Management Council’s resources are useful tools to anyone addressing projects that affect the recreating public.

Thank you for your attention!
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