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DESCRIPTION OF PRESENTATIONThis webinar kicks off a series featuring trails, tourism and outdoor recreation. Renee Tkach, project manager from the Friends of Columbia Gorge  will present the Gorge Towns to Trails project which supports land protection, recreation enhancements and economic development. Elaine Wilson from the Kentucky Trail Town Program takes a community development approach to creating marketable trails across Kentucky. Participants will learn about creating connections and partnerships utilizing the best practices of Gateway, Portal, Trail Town, and Geo-tourism philosophies and developmental assessments. These approaches bring outdoor recreation and communities together for both physical and economic health growth.
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WORKING ACROSS AGENCY LINES
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Presenter
Presentation Notes
Introductions-Rachel and Kerri-Title/Agency-Basic responsibilities/interests/educationMany of us work across agency lines daily and in a variety of ways—but… Interagency Visitor Use Management Council focused collaboration to:-Provide a unified voice for excellence in visitor use management on our nation’s 	federally-managed lands and waters -to sustain resources and quality visitor experiences. (Vision)IVUMC includes six federal agencies  managing lands/waters for public benefit	BLM	USFS	NOAA	NPS	USACE	USFWSWas formed in 2011



Presentation Overview

• History and mission of the Interagency Visitor Use 
Management Council (the council)

• Update on the council’s activities

• Overview of the VUM Framework

• Role of Visitor Capacity 

• Case Studies 
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Presenter
Presentation Notes
Why?—backgroundNeed was clear.	“The council’s mission is to provide guidance on visitor use management 	policies and to 	develop legally defensible and effective interagency implementation tools for VUM.”Who cares?—federal employees insuring use AND resource protection who want their work to be 	legally-defensible and effective. Council activities = tools YOU can use! Products include:-Position Paper #1 (defines and clarifies VUM and Vcap; and outlines how these concepts should be used by managers of federal lands and waters to meet agency goals.)-Position Paper #2 (documents how federal land managers will be addressing visitor capacity, including the legal requirements found in the Wild and Scenic Rivers Act, the National Trails System Act, and the National Parks and Recreation Act.)-VUM Framework (outlines decision-making process about visitor use management, and if necessary, establishing visitor capacity, as part of an agency’s existing planning processes)
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The Importance of Visitor Use Management

Proactively planning for visitor use maximizes the ability of 
agencies to protect resources and values while 

encouraging access.

Presenter
Presentation Notes
VUM challenges include:Public confusion about agencies’ individual missions and how they shape VUM goalsInadequate resources to conduct VUMInconsistent implementation of VUMResulting confusion leads to:Reduced agency accountability with public (perceived or real)Misunderstanding about what effective VUM looks like (public and field staff misunderstanding)Inability to demonstrate successUltimate outcome = Litigation



The Importance of Visitor Use Management
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Presenter
Presentation Notes
Time of opportunity for VUM as a discipline:	Initiatives across agencies encouraging access; 	Connections to public lands/waters increasing; and	Increasing access and “loving” the land = corresponding need. 	So it’s a great time to foster understanding of relevance if we are to protect resources and 	opportunities for public benefit.



The Interagency Visitor Use Management Council

Mission:
Provide guidance on visitor use management 
policies and develop legally defensible and 
effective interagency implementation tools for 
visitor use management. 
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Presenter
Presentation Notes
But all of us, whether federal employee or state partner or stakeholder, have much in common.All of us see the value of: “Professional guidance on Federal land/waters for  long-term visitor use management policies that give direction on the most pressing needs by building technical competencies and improving interagency coordination.”Council PurposeDevelop interagency guidance for effective visitor use management programs that are legally defensible and more consistent across agencies.Identify strategies for improving institutional capabilities and professional competencies, including partnerships.Develop shared tools and training, including a unified visitor use planning framework, and monitor their effectiveness.Improve internal and external communication strategies.
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• Consistent guidance across agencies

• Elevate the professional and scientific 
approach to managing visitor use

• Increased communication and 
collaboration

• Cost savings and improved efficiency

• More defensible decision-making

Expected Outcomes

Presenter
Presentation Notes
IVUMC to the rescue!(Just joking—this topic is vast and complex—but actually, IVUMC DOES one important thing):Start at the beginning to reach a shared outcome goal: 	more defensible decision-making.
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Definitions 

Visitor Use Management: The proactive and adaptive 
process of planning for and managing characteristics of 
visitor use and its physical and social setting, using a variety 
of strategies and tools, to sustain desired resource conditions 
and visitor experiences. 

Presenter
Presentation Notes
Consistent definitions of key terms was an important place to start. Share a couple of those with you – others are on the website. VUM is…Process for managing all characteristics of visitor use and settingsTo sustain resource conditions and visitor experiencesUsing a variety of strategies and toolsEducationSite ManagementRegulationEnforcementRationing/allocationApplies to terrestrial/land-based environments as equally as to water and aquatic resources. NOAA joined the Council last year and is doing significant work around visitor use management, including a survey of recreation uses in marine protected areas and training managers on visitor use management practicesArctic Refuge is using Framework to develop its boat-based polar bear viewing program 
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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

Definitions 

Presenter
Presentation Notes
Consistent definitions of key terms was an important place to start. Share a couple of those with you – others are on the website. VUM is…Process for managing all characteristics of visitor use and settingsTo sustain resource conditions and visitor experiencesUsing a variety of strategies and toolsEducationSite ManagementRegulationEnforcementRationing/allocationApplies to terrestrial/land-based environments as equally as to water and aquatic resources. NOAA joined the Council last year and is doing significant work around visitor use management, including a survey of recreation uses in marine protected areas and training managers on visitor use management practicesArctic Refuge is using Framework to develop its boat-based polar bear viewing program 
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Capacity and Visitor Use Management 

Since sustaining desired resource and experiential values 
involves much more than managing amount of use, the 
real issue is doing good visitor use management, with 
capacity just one component.

Presenter
Presentation Notes
Amount of useType of useTiming of useDistribution of useBehavior of visitors
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Council Products and Activities

http://visitorusemanagement.nps.gov/

• Position Papers
• Framework for addressing 

issues
• Guidebooks (coming soon)
• Training (coming soon)

Presenter
Presentation Notes
Highlights for Recent Council ActivitiesCompiled and analyzed agency policies on visitor use managementDeveloped two position papers to guide agency policyDeveloped a visitor use management framework for agency planning and decision-making processes, includes common definitions for key terms . In the process of writing the Framework document which is scheduled to be released in early 2016. Developing separate “how-to” guidebooks for:visitor capacityindicators and thresholdsCollaborated with the Interagency Wild and Scenic Rivers Coordinating Council on their guidebook for “Addressing User Capacities in Comprehensive River Management Plans”Developing a council website for council products and a  clearinghouse of existing visitor use management information Coordinating with the Federal Interagency Council on Outdoor RecreationCoordinating with related agency programs and councilsMake sure to mention longer term workplan items, including: TrainingBuilding institutional capacityTechnical assistanceResponding to emerging recreational issues See position paper #1 on back table.

http://visitorusemanagement.nps.gov/
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Visitor Use Management Framework

• Purpose

• Need for the Framework 

• Elements

• Role of visitor capacity 

• Examples

Presenter
Presentation Notes
Regardless of the scale of your VUM issue, or the stage in its process, the framework can help articulate your issue, need, and methods.
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Visitor Use Management Framework

Purpose:

• Make decisions about VUM

• Analytical thought process

• Apply to all VUM issues/concerns

• Not a stand-alone process

• Flexibility - Sliding scale of 
analysis

Presenter
Presentation Notes
Sliding scale of analysis and decision tool—use example to show how it can help anchor the need and set the course.Does not replace or overrule National Environmental Policy Act requirements or agency-specific planning processesOne of the key elements of the Framework is the idea of the scalability of all of the elements. I’ll talk more about the sliding scale in a minute
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Visitor Use Management Framework

Build upon past frameworks:

• Emphasizes need for desired 
conditions and management 
objectives

• Diversity of settings and 
opportunities

• Multiple management strategies 
to achieve desired conditions 

Presenter
Presentation Notes
The Visitor Use Management Framework takes the best of the previous frameworks and incorporates lessons learned from years of implementation. By 1980, these concepts were combined into the first comprehensive visitor use management framework, the Limits of Acceptable Change process (Stankey et al. 1985). This framework emphasized the need for management objectives, incorporated diversity concepts, and included visitor capacity as just one of a number of visitor use management strategies that might be needed to achieve objectives. In the decades that followed, similar ideas and concepts were incorporated into related frameworks that largely varied in terms of procedural details and the situations to which they were to be applied. These included Carrying Capacity Assessment Process (Shelby and Heberlein 1986), Visitor Impact Management (Kuss et al. 1990), and Visitor Experience and Resource Protection (NPS 1997).
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Visitor Use Management Framework

Limitations of past frameworks:

• Agency-specific
• Not integrated with planning processes
• Confusion about when and where capacity is used
• Perceived complexity and cost
• Proactive instead of reactive implementation 

Presenter
Presentation Notes
IVUMC Framework meets need for universal framework that can be applied across the entire breadth of visitor use management situations and provide consistency, regardless of agency. Perceived as not fully integrated into current planning processes because developed for particular agencies and situations (e.g.: Limits of Acceptable Change framework was developed for U.S. Forest Service wilderness; and Visitor Experience and Resource Protection process was developed for the National Park Service and designed to be applicable to a diversity of settings). Some steps were needed in some situations but not in others (perceived complexity and costliness of working through past frameworks)Confusion on when and where identification of visitor capacity fit in these frameworks. Was not always well emphasized that these frameworks were intended to be implemented in a proactive rather than reactive manner.Using any framework will require more time and resources than the ad hoc, intuition-based management that was the norm—but the IVUMC framework helps tailor issue complexity to resources applied and shows how one universal framework can be applied flexibly across a spectrum of complexity and available resources. Many examples with different degrees of complexity are included throughout chapter 3 to demonstrate the application of the sliding scale to each element and step of the framework.The Visitor Use Management Framework, particularly chapter 3 (element 2, step 7) and subsequent guidebook on indicators, thresholds, and monitoring emphasize the importance of setting thresholds at acceptable levels of impact and being responsive to trends in changing conditions as identified by monitoring.
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Visitor Use Management Framework

Sliding Scale

• The ‘thought process’ is the same regardless of complexity
• Match investment with level of uncertainty
• Consistent with NEPA
• Criteria:

 Issue Complexity

 Impact Risk

 Stakeholder Involvement

 Level of Controversy/Potential for Litigation

Presenter
Presentation Notes
The VUM thought process should not vary with complexity; rather the investment of time and effort should vary.  The process stays the same but the level of investment varies.  In the visitor use management framework  each step has a description of how that step varies depending where one is on the sliding scale.  This sliding scale approach is consistent with direction given in the Council on Environmental Quality’s interpretation of 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, including levels of uncertainty about the issue(s), risk of impacts to resources and visitor experiences, degree of stakeholder interest, and level of controversy/potential for litigation .  To establish or set the level  of analysis, which affects the investment of time, money, and other resources, use professional judgment. 
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Visitor Use Management Framework

Sliding Scale – Decision Support Tool

Presenter
Presentation Notes
HANDOUTDecision support tool: simple high, moderate, or low rating system 			use in conjunction with the broad criteria 			helps inform the level of analysis needed for a project			decision maker ultimately decides the level of analysis neededThis 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).  While the decision support tool can help determine where the project falls on the sliding scale.
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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.

Presenter
Presentation Notes
Go through each element and step, will highlight some steps Outcome: Understand what need to be done, and how to organize the planning effort.Setting the stage, pull together the planning team if needed
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Visitor Use Management Framework

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.

Element 2 - Define Visitor Use Management Direction

Presenter
Presentation Notes
Outcome: Describe the conditions to be achieved or maintained and how conditions will be tracked over time.What are we managing for?
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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. 
Threshold: the “minimally 
acceptable” condition 
associated with each 
indicator. 

Presenter
Presentation Notes
Purpose: Clearly  define when there is problem that requires corrective action
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Visitor Use Management Framework

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.

Element 3 - Identify Management Strategies

Presenter
Presentation Notes
Outcome: Decision on strategies to manage visitor use to achieve or maintain desired conditions.How do we get there?
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Visitor Use Management Framework

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

 Modify type of use
 Modify visitor behavior
 Modify visitor expectations
 Modify timing of use
 Modify location of use
 Increase ability of site to handle 

use
 Modify spatial distribution of use
 Reduce use
 Increase supply
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Visitor Use Management Framework

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

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.
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Visitor Use Management Framework

12) Implement management actions.
13) Conduct and document ongoing 

monitoring and evaluate the 
effectiveness of management actions 
in achieving desired conditions.

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

Element 4-Implement, monitor, evaluate, and 
adjust

Presenter
Presentation Notes
Outcome: Implement management actions and adjust based on lessons learned.Now, go do it!
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Visitor Capacity

Element 3, Step 10: Where necessary, identify visitor 
capacities and strategies to manage use levels within capacities.

Two Parts:
1. Identify a visitor capacity.
2. Identify management strategies 

and actions to ensure use stays 
within the established capacity.

Presenter
Presentation Notes
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.Legal RequirementsThe 1968 Wild and Scenic Rivers Act, 1978 National Parks and Recreation Act, and 1968 National Trails System Act require the identification of capacities and the development of management strategies to manage use within capacities.Perhaps the most difficult aspect of step 10 is remaining clear on the difference between the identification of visitor capacities and the identification of additional management strategies to manage within capacities. #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?
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Visitor Capacity

1. Identify Analysis Area
2. Review Existing Direction 

and Knowledge
3. Identify the Limiting 

Attribute(s)
4. Identify Capacity 

Presenter
Presentation Notes
Guidebook 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.



Delaware Water Gap Visitor Use 
Management Plan
Purpose: Reevaluating appropriate access and use types with 
an emphasis on reducing user conflicts, improving visitor safety 
,and reducing resource impacts.

Issue: User created trails and river access, inappropriate and 
unsafe uses throughout the park, visitors looking for solitude, 
visitor use impacts to cultural resources.

Needed: Realistic management strategies to address issues 
and impacts caused by visitor use and an associated funding 
strategy.

Developed: Alternatives that outline potential a range visitor 
use futures to discuss with the public and stakeholders. 
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Glacier Bay Frontcountry 
Management Plan

Purpose: It has been almost twenty years since the last plan 
was completed and several recent events have led to the need 
for new direction for the future of visitor use in this area of the 
park.

Issue: Visitor opportunities and how they could be expanded; 
Sustainable tourism and enhancing the Lodge’s economic 
viability and service; Vehicle access, circulation, wayfinding, 
parking, and related design.

Needed: A range of improved and new visitor uses in a 
challenging and limiting landscape.

Developed: A renewed vision for the visitor experiences and 
opportunities available in frontcountry areas of the park.
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Cedar Creek Falls Permits
Purpose: Increasing use and serious safety incidents indicated 
a need for more direct management of a popular hike near San 
Diego. 

Issue: Parking near a neighborhood, visitors not prepared for 
heat and exposure, climbing cliffs near the falls, 

Needed: Clear management strategies to ensure quality visitor 
experiences and to protect water quality.

Developed: Stakeholder buy-in for a daily permit system to 
manage Cedar Creek Falls for desired resource and social 
conditions. 

31
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http://visitorusemanagement.nps.gov/

Presenter
Presentation Notes
As products emerge and roll-out, more opportunities to learn about the IVUMC will become available. If you are eager for more now, here’s what you can do:



Questions?

33

Type your question in the QUESTION pane 
of the Control Panel.



Providing National Leadership and Services for 
Advancing the Outdoor Recreation Profession

“Outdoor Recreation 
Planning” now available in 
print and as an eBook at 
sagamorepub.com

2017 National Outdoor 
Recreation Conference

Scottsdale, Arizona 
May 1-4, 2017



Watch for a follow up email and survey
about this webinar.

Check out the SORP website (www.RecPro.org) for 
more outdoor recreation technical resources.

Question on the presentation?
Kerri – kerri_cahill@nps.gov
Rachel – rfranchina@fs.fed.us

Questions about SORP? 
Brenda Adams-Weyant – Brenda@RecPro.org

Thank you!

mailto:kerri_cahill@nps.gov
mailto:rfranchina@fs.fed.us
mailto:Brenda@RecPro.org
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