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Executive Summary: Recredtion resource planning and management systems are implemented by
public parks and recregtion agencies to meet oecific managerid needs. This paper describes the
Meaningful Messures for Quality Recregtion Management Sysem (MM) that is being implemented
by the U.S. Forex Savice This sysem is easly adoptable by other public agencies that manage
park and recreation resources.

The paper fird describes the managerid requirements that public park and recregtion
agencies ac expected to meet. Then, managerid requirements that are and are not being met by
other sysems ae described. This discusson provides a better undersanding of how the MM
system compares to these other sysems. In brief, the following arc the essentid characteridtics of
the MM system.

* The sysem uses predetermined and nationd dandards to help ensure (1) cost-effective,
reponsve, and accounteble ddivery of highqudity recreation opportunities and (2) reasondbly
condgent, uniform, and dmilar types of opportunities (eg., deveopeddte camping) across
different locations.

* The system is based on five broad indices of qudity. Standards were written to ensure that
each of these indices will be met for each type of recreation opportunity. The five indices of qudlity
ae hedth and Cleanliness, generd recreation setting, safety and security, responsveness to users;
and condition of the facilities

The 9x geps for implementing the MM system are to:

1. identify the measurable recregtion components (i.e, types of recredtion resources and
facilities that provide different recregtion opportunities) for the management unit,

establish standards of qudlity,

determine and leve the cogts of mesting the Sandards,
prioritize work to be accomplished,

develop abudget and alocate the recregtion program of work,

o o &~ w N

monitor, messure, and report actud manageria atainment.

Limitations of the MM system and its adgptakility by other recrestion agencies dso are discussed.
K eywor ds: Recregtion management, impacts, qudity, and standards
Authors: Allen Jaten works with the USDA Forest Service as naiond coordinator of the

Meaningful Measures system. B. L. Driver retired from a research position with the USDA Forest
Sarvice on August 3,1997.
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Purposes and Or ganization

Since 1991, the U.S. Depatment of Agriculturés Forest Service has been fidd tedting and
refining a gte- and projectlevel recregtion resource management sysem known as Meaningful
Measures for Qudity Recregtion Management (MM). MM was designed to meet the managerid
requirements of the Foret Service tha ae not met by other avalable recregtion resource
management systems.

The purposes of this paper ae to describe the MM system, the unique managerid needs it
addreses in comparison to other sysems how the sysem is implemented, and severd changes
needed in the current syslem. The description should help other public park and recregtion agencies
to determine if the system is adaptable to their needs.

We use the words "management system” to refer to a sysemdicdly integrated and clearly
aticulated means for directing thoughts and actions to meet one or more managerid requirements
when severa sequentia actions must be taken. The concept of the "management sysem” contrasts
with a manegerid technique, which is usudly executive (eg., interpreting a nature tral by placing
Sgns on posts).

The following section of this paper describes the most essential managerid  requirements
that public park and recregtion (and other) agencies are now expected to meet. The next section
describes pak and recredtion management sysems that are currently being used and explans
which managerid needs they were desgned to mest. The MM sysem will then be described and
contrasted with the other systems. The paper ends with discussons of some needed changes in the
MM systemn and its gpplicability to agencies other than the Forest Service.

M anagement Requirements

The public, as wdl as managers of public park and recreation agencies, expect that those
agencies will perform in certain ways. The peformance expectations can be cdled performance
citeria;  peformance  requirements, or  Smply managerid  requirements or needs  Such
performancerdated managerid requirements or needs are didinct from other management needs,
such as those for budgets, personnd, offices, and so on.

Synergism

Each of the management requirements that are described in the following section wes
defined by the interaction of two dynamic forces—articulation of expected managerid actions by
the public and concerns by professond managers that such changes should occur. Demands by the
public for specific management actions may lead to legidaion that mandates those actions.
Examples indude the 1964 Wildeness Presarvation Sysem Act, the 1969 Nationd Ernvironmentd
Policy Act, and the 1975 Natond Foret Management Act. In other ingances, changes in
manageria



actions are directed by agency adminigtrative decree, such as the Forest Service adopting the
philosophy of sustainable ecosystem management in 1992. Thus, in Some ingtances, public pressure
causes changes in manageria direction, and in others adminigrative actions both reflect and leed
public concerns. In most indtances, there is a synergistic relationship between these two forces.
Precticaly al public agencies that manage park and recresation resources currently recognize thet
the old "technically-trai ned-agency-personnet dways-know-what- is-best” gpproach no longer
works, indeed, dl rdevant stakeholders must be involved in setting managerid directions. Thet is
why the Forest Service in 1997 adopted the manageria philosophy of "collaborative sewardship.”

Current Requirements

The performance requirements now facing public park and recregtion (and other) agencies
have been defined incrementdly over time and have become particulaly pronounced since the
ealy 1970s for two reesons Hirs, the Naiond Environmenta Policy Act of 1969 intensfied
public involvement in the decison processes of public agencies Second, there have been incresses
in the gate of knowledge about leisure behavior which, in part, was simulated by the reports of the
Outdoor Recregtion Resources Commisson in 1962, That increesed knowledge has contributed
gregily to advanced professondism, including a better undersanding by managers of the need for a
customer-oriented gpproach to management.

This incrementd  devdopment of manegerid requirements explans why some of the
management systems were introduced and implemented before others, as wel as why none of those
sysems now medts dl the managerid requirements that have been identified or have increased in
importance. The most essentid of those requirements are outlined below. They will be used to
describe which requirements  recregtion resource management systems, including the MM system,
were designed to meet.

Protect the Bio-Physical Environment: Agencies mugt not only ressonably meet societd
needs dependent on naturd and physica resources, but dso protect, maintain, and improve those
resourceswhether a naturd resource or the physicd faclities necessary to provide particular
recreation opportunities. Increesingly, this need has been defined as managing to ensure options for
future generations or as sugtainable resource managemen.

Need to Undertake a Balanced Approach: Managerid actions should ensure that multiple
goods and services will be produced to meet diverse societd wants and needs, indeed of managing
resources under a sngle-use philosophy that emphasizes only one or afew goods and sarvices.

Involve All Relevant Stakeholders: Following passage of the Nationd Environmental Policy
Act of 1969, this need has expanded beyond largdy token public involvement in agency
decisorntmaking processes to the formation and mantenance of collaborative partnerships by
which dl mgor
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sekeholders fed they are active and ongoing participants in the decison processes, i.e, they fed
they have "ownership” in managemernt.

Practice Total Quality Management (TOM): There ae three important and relaed
dimensons of TQM. Fird, there is the need to adopt a customer, not a vigtor, orientation to
management. A customer orientation consders the interests, preferences, demands, and potentia
managerid impacts on dl cusomers, whether or not they ever vist the recredtion ste or fadility.
This dimenson includes the need to provide for people with physcd disabilities and the need to be
sengtive to the unique preferences and demands of subcultures, induding ethnic minorities. The
second requirement of totd quaity management is that high-qudity recrestion opportunities should
be provided for dl types of cusomes Third, dear qudity-mantenance performance objectives
must be set in order to measure the degree to which TQM has been achieved. Thus, TQM requires

management by objectives

Offer Reasonably Consistent Services: It is expected tha some degree of consstency or
unifomity will characterize gmilar recrestion opportunities provided a  different locations For
example, within a paticular public agency, dl developed campstes are expected to be smilar
regarding spatid and other standards. The key word here is standards to ensure uniformity of high
quality opportunities.

Be Accountable: Public officds induding legidators need to judify their use of public
funds and to account for how those funds are used. They mus be accountable to the public and to
the wide range of governmenta units that have overdght responshilities Accountability hes
become even more important in the face of limited fiscd resources, which have intendgfied
competition for scarce public funds and a growing public distrust of government.

Be Cost-Effectivee An agency can document its actions without being cos-effective. Thus,
there is a neaed for public agencies to be, and to document that they are, codt-effective. This need
overlgps with accountability in that there is a need to document and trace both capitd expenditures
and accomplishments.

Management Systems Currently Being Used

To undergand why the MM system was developed and what it does, it is necessary to have
some underganding of why other avalable recreation resource management sysems were
developed and what managerid requirements they do and do not mest.

Visual Management Systemt This sysem was introduced and refined in the Forest Service
in the ealy 1970s (USDA Forest Service, 1974) to provide managerid direction for protecting and
enhancing the visud/ scenic qudities of forested landscapes The system requires an inventory of
scenic characterigtics and assessments of the public's visua sendtivity to the lands administered by
the Forest Service. The results are scenery manage



objectives that recommend the types and degree of managerid modifications, if any, that would be
most appropriate for specific landscgpes in the naiond forests. As such, the system focuses
primarily on the need to practice baanced management and, to a lesser extent, on the need to be
reponsve and to involve dl rdevant dekeholdes The sysem responds, in pat, to public
oppogtion to unsghtly dear-cut units, and it requires sdlected user group appraisas of the visud
sengtivity of paticular landscgpes. The Bureau of Land Management adopted a smilar system,
cdled the Visud Resource Management System, in 1978.

Recreation Opportunity Spectrum System (ROS): This sysem was developed in the lae
1970s and early 1980s s0 that the Forest Service and Bureau of Land Management could meet
requirements of the 1975 Naiond Forex Management Act and the 1976 Federd Land Policy and
Management Act (USDA Forest Sarvice, 1982, Driver, Brown, Stankey, & Gregoire, 1987). The
acts require that the two agerties develop land/ resource management plans in which dl uses and
vdues are conddered. At the time, there were no cos-effective sysems available to inventory
recregtion potentiad or guide recreation-oriented management of the lands managed by thee two
agencies. The sysems then avalable were too codly and time consuming to implement and for
other reasons were not acceptable to the managers (Brown, Driver, & McConndl, 1978). The mgor
manegerid requirement the ROS system addresses is to practice balanced management. To a lesser
extent, the sysem helps meet pat of the need to practice totd qudity management-the part that
Addresses the need -for a customer orientation. ROS is a least partidly customer-oriented because
it focuses on users recregtion experience preferences. It dso helps ensure provison of a spectrum
of recrestion opportunities for the public's selection.

Limits of Acceptable Change (LAC), Vistor Impact Management (VIP), and Visitor
Experience and Resource Management (VERP): These three sysems, introduced in the mid-1980s
and early 1990s ae conddered together because they are quite smilar in what they do and how
they do it. The LAC sysem (Stankey, Cole, Lucas, Peterson, & Frissdl, 1985) has been used more
widdy than the VIM (Gragfe, Kuss, & Vaske, 1990) and VERP (Manning, Lime, & Hoff, 1996)
systems, which have been gpplied in severd nationd parks. These systems are, in essence, impact
management systems because they focus on sysematicaly determining the socid and biophysicd
carying capacity of paticular aess They require the involvement of on-site users and other
dakeholder groups (1) to hdp define criticd indicators of undesrable impects including
unacceptable dendties of ondte users, and (2) to devdop standards of unaccepteble levels of
impacts. Managerid options are then sdected to accomplish the desred ends As such, these
sysems were developed primaily to meet the need to protect the biophyscd environment. Given
their explict concan about the dendty of on-dte usars, they partidly address the requirement thet
agencies have a cusomer orientation (part of the need to practice TQM). To some degree, they dso
servethe need to involve dl relevant stakeholders.
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Scenery Management System (SMS): This system (USDA Forest Service, 1995) is a recent
refinement of the Visud Management System (VMS). SMS changes the VMS system condderably
by making it more compaible with the Foret Savices 1992 adoption of the philosophy of
udanable ecosysem management (which heps meet the need to protect the biophyscd
environment). It dso explidtly requires gahering more information from “condituents” which
addresses the need to involve dl relevant sakeholders

Benefits-Based Management: This is the newest system, with conceptud work initiated in
1991 (Allen, 1996, 1998; Driver, 19%4; Driver, in press, Driver & Bruns, in press). So far, it has
hed little sysematic gpplication in federa agencies, dthough it has been implemented by severd
date pak and recredtion agencies and by many municipa agencies This sysem complements and
upplements the MM system, but does not reflect mgor changes made in the MM system. It is
noted here for chronologicd completeness. BenefitsBased Management was designed to address
dl of the managerid requirements lised previoudy, especidly those not met, or met wel, by the
other systems. It was aso designed to operate integraly with the other systems.

Reflecting condderable advancement in the dates of at and practice discussed a the
beginning of this paper, each of the systems discussed above was developed by a team of
practitioners and recregtion scientits. As a result, each of the sysems has a reasonable grounding
in science since they are based on widdy accepted theories of leisure behavior and are supported
by empirica research (athough the degree of support varies from system to system).

TheMM System

Need for the MM System

The management systems described above provide little, if any, guidance aout how a pak
and recregtion agency can be cos-effective or accountable. In addition, except for the degree to
which the ROS sysem edablishes broad cdasses of recredtiond opportunities (from urban to
primitive), none of the sysdems offers guidance on how to provide conssent recrestion
opportunities. The LAC, VIM, and VERP sysems by focusng on user densty and impect
management, do require the devdopment of dandards to maintan qudity dong these lines but
they have not yet been goplied with a broad customer focus as required by TOM. The MM system,
on the other hand, was designed to meet both managerid requirements and dl of the requirements
of TQM. Inthisrespect, the MM system is an extension of the other three systems.

There were dso severd managerid requirements internd to the Forest Service that directed
development of the MM system. They included the need to:



* coordingte the recregtion progran work of contiguous fidd units to avoid
unnecessty duplication of effort ad to teke advantage of gpecid recregtion niches and
comparative advantages,

* provide for the collection and processng of accurate and relidble data on recreation
use, operationd codts, and the need for additiond capitd invetments. The data must be in a fom
that facilitates aggregation from fidd units up to higher adminigrative leves for the purposes of

reporting, accountability, and budget preparation; and

* ensure far and objective evduations of employee peformance a the dte and project
levels by using a management-by-objectives gpproach.

Findly, the Foret Service needed a management sysem to provide specific guidance on
dte and project-levd planning and management. For example, scenery management and ROS
objectives were established (as a pat of the nationd forest planning process) for aress that include
a recregtion Ste. However, more specificity was needed to address, for example, the hedth and
saety of usas In addition, while LAC, VIM, and VERP provide guidance on gte-level
management, they do not meet other dedred objectives such as ensuring cog-effectiveness,
accountability, and condgtent recregtion opportunities. Further, the Fores Service did not want to
bear the cost of having each fidd unit separady determine a set of indicators and standards of
qudlity, as required by these other sysems.

Essential Elements of tile MM System

The MM system is described in the Meaningful Measures Workbook (USDA Forest
Sarvice, 1996). The core of the system is its sats of nationd, dudity-defining standards that ensure
that five sdected indices or measures of dudity are met during the provison of specific types of
recregtion opportunity. A dandard is defined as a "messurable and very gpecific managerid
requirement that must be met to assure a pedific dimenson of qudity. Thus unlike other
"qudity-assuring’ management systems such as LAC, VIM, and VERP (which require thet
indicators and sandards of qudity be defined each time the sysem is gpplied), the MM system
incldes presst sandards that must be gpplied & each of the many ranger didricts of the Forest
Sarvice. As noted previoudy, the preset standards keeps the MM system smple and cost-effective
to adminiger, and hdps ensure provison of conggent sarvices The naiond Sandards adso hdp
ensure more uniform accounting across fied units.

Sepade sts of dandads were deveoped for the five key indices of qudity and for
different types of recreation opportunities The five indices of qudity are liged bdow and ae
folowed by examples of the dandards for developed recregtion opportunities. The sandards
preceded by an adterisk are examples of sandards that must be met; if they are not met, managers
must take immediate remedia action to meet the Sardard or dlose the sSite, fadility, or area
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Health And Cleanliness

Humans are free from unhealthy exposure to human wastes.
Water systems meet ate and national standards.

Garbage does not exceed the capecity of the containers.
Greffiti is removed within 24 hours of discovery.

* % X *

General Recreation Setting

*  Recredtion impacts on highly senstive areas will be mitigated as needed.

A vegetation management plan isimplemented.
*  Scenery in the areais conggent with the scenery management objectives established for the
area.

*  Management of the areais consstent with the ROS objectives established for the area

Safety And Security

* A documented Ste safety ingpection is completed annudly, and high

* ik conditions are corrected prior to use.

*  Highrisk conditions that develop during the use season are corrected immediately.
*  Electricd sysems meet gpplicable state and federa codes.

Petrols for an appropriate level of law enforcement are made.

Responsiveness

Facilities desgnated as accessible for people with disabilities must meet established guiddines
The ste entrance iswell marked and eadily found, and vistorsfed wecome.

Seasond and temporary employees receive an appropriate level of "good hogt™ training.
Vistor satisfaction and needs assessments are made periodicaly.

E I

Obvioudy, these are rather generd key indices of recredtion qudity. A longer lis of more
specific indicators of qudity could have been used, induding levels of perceived crowding by other
users or the physica impacts of recregtion use on trals or lake shores. However, more specific
indicators were not used because it is necessary to keegp the MM system simple and cos-effective
to implement. Each of the dandards for the key indices of quality do address a specific dimenson
of qudity.

The devdopment of nationd dandards that are acceptable to the approximatdy 600 fidd
units of the Foret Service was a chdlenging task. The dtandards receved severd iterations of
review by many fieldlevd managers. To amplify the sysem, the sandards were developed for
genard types of recregtion opportunities, such as devdoped dte recredtion, insteed for pecific
types of recregtion activities.



The same dandad is frequently liged for a paticular index of qudity for different
categories of recredtion opportunity. For example, devedoped recredtion dtes trals and generd
recregtion aress dl share an identicad standard for the generd recreation setting index of qudity (
USDA Forest Service, 1996). That dandard requires that "management ectivities are consstent
with the ROS objective that has been sat for the area” This sandard, among others, hdps ensure
that the settings are being managed to provide the types of recredtion activity and experience
opportunities that are appropriate for eech ROS dass or zone, as designaed in the management
plan for the area Thus, a trail through an area designated as ROS primitive cannot have the same
levd of devdopmett or levds of user dendty permitted in an area desgnated rurd or roaded
naturd. Smilar dandards exig for the scenic management objectives esablished for the area In
thisway, the ROS and scenery management systems are integrated with the MM system.

Different standards are sometimes gpplied for the same index of qudity for different types
of recregtion opportunity. For example, more demanding sandards are needed to meet the hedth
and deanliness index of qudity for a highly developed campground then for a tral. A lig of dl the
gandards can be found in the MM Workbook.

Implementing the MM System

The sx geps to implementing the MM system were developed to keep the system as smple
asposshble. They are:

(D) identify the measurable categories of recrestion opportunity provided for the management unit,
(2 edablish gandardsof qudlity,

(@ determineand leve codts,

(4 prioritizework to be accomplished,

(5 deveop abudget and dlocate the program of work, and (6) monitor, measure, and report
actud management attainment.

Each of these is briefly described below.

(1) Identify the Recreation Components. In this sep, the management unit (which in the
Fores Savice is a ranger didrict of a naiond forest) must identify the location, type, and sze of
each recredtion component that is being managed in that unit. The component identification
incudes, for example the location and sze of esch deveoped campground. This inventory data
will be used during the other five steps.

(2) Establish Standards of Quality: Each fidd unit is expected to apply the nationd
dandards, dthough they do have the limited options of meking some of those dandards more
dringent, or developing additiond Standards as required (eg., to protect a threstened or endangered
speciesof faunaor
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flora or to require guided visteion to a ddicate culturd Ste). Such additiond sandards mugt not
detract Sgnificantly from the provison of congstent/uniform services.

(3) Determine crud Level Costs: This step has two parts: determine the codts of meeting the
dandards for each component inventoried in Step | and compare the costs cdculated by proximate
management units. The purpose is to identity and resolve outdanding differences The firg part
requires that each fidd unit determine and record what it will cost to meet fully the requirement
soecified by each dandad of qudity for each recregtion component managed by that unit.
Allowances must be made in thee cost cdculdions for cod-rdaed vaiaions in managing
paticular dements within a component. For example, one campground in the developed recrestion
component might cos much more to operate a full sandard then another because of trave
digances, types of use dlowed, amount of use, and length of time the campgrounds are open.
Computer based spreadsheets have been deve oped to facilitate these computations.

Once cog cdculaions are completed, the second task is to "levd" the codts by resolving
discrepancies in the cost of medting sandards reported by proximete units (eg., ranger didricts
within a nationa foret). These discrepancies between bordering units can be caused by red
differences in the cost of operation (eg., increased travel to service more remote components,
higher levels of use a one component compared to a Smilar component, differences in locd labor
cogts among proximate fidd units), or by poor manegerid decisons (eg., use of higher leved daff
for tasks that should be done by lower-level employees, use of inaccurate cost data).

To resolve discrepancies in cost data between proximete fidd units the recregtion program
managers of those units meet to disdose and then verify and vdidate ther cost data for each
recregtion component. Any discrepancies among units must be judified ad agreed to by dl the
unit managers. This is a very important synergisic activity that promotes trugt, mutud respect, and
better understanding between the managers of neghboring fidd units It provides a halidic
perspective and serves to reduce wasteful and inefficient duplication of effort between the units.
Furthermore, unit managers can determine which of the recreation services demanded across dl the
units can best be provided by specific units and they can better coordinete their activities The
coordinated ectivities dso hdp deter unit managers from atempting to provide dl types of
recregtion opportunities a each unit. For example, before the MM system was adopted, the ROS
sydem was gpplied only within the boundaries of each nationd fores, with no (or too little)
dtention pad to the types of recreaion opportunities being provided on adjacent units. The
improved cooperaion generated by the cod-levding execise promotes better and more
cost-effective sarvice to the public.

After costs ae levded by proximate units the data are used for severd purposes as
edimaes of the backlog of capitd invetments needed to rehabilitate facilities; to make other
needed improvements and developments,



and, most importantly, to develop and prioritize the recregtion program of work for each unit. It is
through this process that the MM system hel ps ensure cost-€effective and accountable operations at
bath the fidd levd and a higher adminidraive leves.

(4) Prioitize Work to Be Accomplished: This sep integrates severd contextud factors to
determine what the recreationrdaed priorities of the management unit are and how those priorities
will change under different circumgtances. Factors incdude customer preferences and demands
interests of other dakeholders, budgetary condraints, exiding legd requirements, directions from
higher adminigrative levds and from legidature(s); actud and potentid ligbilities, loca culturd
and higoricd factors, recregtion opportunities provided by dher agencies, nearby management
units of the same agency, or other organizations, opportunities for cost shaing and other
collaborative efforts incuding use of volunteers, economies of scae and the recreation opportunity
"niches’ that can best be filled by a management agency implementing the MM sysem. While the
managerid requirement, “involve dl rdevant sakeholders” was induded in this process the MM
system needs additiond strengthening in this areq, as explained later.

In the Foresx Service, work prioritization is based on recommendaions from recregion
program managers in the ranger didrict and from the forest leadership team, through the manager
of the recregtion program in the supervisor's office of a ndiond forest. This prioritizetion process
must be integrated with the other recredtion resource management systems employed (eg., the
ROS, scenery management, and bendfitsbased management systems) and, in a multiple-use
management agency such as the Forest Service, it must be integrated with uses other than
recregtion. The results of this step provide guidance for the tasks performed in the next.

(5) Develop a Budget and the Recreation Program of Work: During this step, personne
from lower management units work with those in higher units (eg., ranger digricts work with the
upervisor's office of a nationd fore) to determine which of the recreation priorities established in
the preceding dep ae feesble and have a high likdihood of success given budget and other
condraints. They dso try to identify facilitating factors, such as cost sharing and other collaborative
efforts between the management unit and outsde partners. As a result of these ddiberations the
recregtion program of work is determined, and budgets to accomplish that work are negotiated. The
program of work edablishes recregtion priorities that will be pursued by the management unit
(ranger didrict); i.e, which components and ther dements will be managed a what leve of
targeted qudity and, if necessary, which dements will be diminated because of low demand or
limited operating funds.

Because of budget condraints, each of the recrestion components cannot aways be
maneged at full or optima qudlity, which is achieved when eech of the dandards for a component
is met. Therefore, the MM sysem provides limited options for unit managers to provide some
recregtion
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components or dements a less than full-gandard qudity, as long as criticd hedth- and safety-
related standards are not violated. These options are possible only when the dternative would be to
cose the fadlity or area because of limited funds An example would be kegping a campground
open in the fdl during big game hunting seesons but not provide potable water or toilet paper
duing that time These ac specid dtudions, however, and extreme cae must be used when
exercising these options so that the purposes and objectives of the MM system can il be achieved.

(6) Monitor, Measure, and Report Actual Management Attainment: The primary purpose of
monitoring is to aseess whether or not and to what degree the manager is medting customer
preferences, expectaions, and needs a the established qudity standard levels. This step dso entalls
an asessment of whether or not the system is working as designed. The recregtion program of work
provides information on targeted peaformance, and the dandads of qudity provide objective
guiddines for monitoring and messuring actud peformance or atanment. The MM  sysem
provides for and requires the use of a computer-based system for recording and reporting recreetion
use, cod, and other data. The data are based on consstent measures across units, which can then be
aggregated and used by higher adminigrative leves for many purposes induding judifying budget
requests. This festure again shows how the MM system helps ensure cost-effective, economicaly
effident, and accountable management, as well as the provison of high qudity and consgtent
recregtion opportunities

Because the MM system adopts a management-by-objectives approach, a manager's
performance can be evduaed in teems of clear and measurable performance objectives that define
the types leves quantities and qudities of service they have agreed to provide This manager's
performance evduaion is a dgnificant advancement over the previous frequently inequitable,
practice of evauating work performance largely subjectively.

Needed Changes
The following modifications will improve the MM system.

* Further involve stakeholders and obtain better information on customer preferences. As
currently implemented by the Forest Service, the MM systemn does not adequietely promote a
collaborative style of management within which the cusomers, other stakeholders, and other
providersare ectively engaged in determining which recreation opportunities will be
provided where, when, and for which stakeholders. As currently designed, the MM system
does fadilitate such collaboration, but it has yet to require it explicitly in the fidld units.

Public involvement was solicited, however, when management plans for the nationd forests
were developed, and the MM system is implemented within the guidelines established by
those plans.



* Make some standards more explicit: Some of the standards of qudity are too vague and too
subjective. They need to be made more objective and more quantifigble.

Improve scientific base: Additiona research is needed to improve the MM system. For
example, more documentation is needed on the degree to which a specific dandard doesin
fact contribute to the provision of high qudity recreation opportunities.

Adaptability to Other Agencies

Each of the seven managerid requirements described in this pgper should be met by 4l
public park and recredtion agencies Some agencies have adopted manegement systems Smilar to
the MM system to hdp them meet these requirements. Other agencies employ systems that do not
mest dl of these requirements. Those agencies might find the MM system, or parts of it, useful.

To provide high quality recregtion opportunities, park and recregtion agencies must employ
some indices of qudity and goply Sandards to determine if desred levels of qudity are being met.
Some of these sandards dready exigt for many types of recrestion facilities and gpportunities, such
as for golf courses, ice rinks sports fadilities, and swimming pools. Within some dates, standards
d exig for dae pak campgrounds. Useful dandards do not exist, however, for other facilities
and opportunities. The indices of quality and sandards developed in the MM system may hdl) fill
this gap.

We do not know the extent to which other agencies determine the costs of meeting qudity
dandards or the degree to which they dedre that smilar types of recregtion opportunities be
ressonably consgent and uniform. Nor do we know the extent to which other agencies dedre to
practice tota quality management and management by objectives. We beieve, however, tha the
logic of the MM system, parts of the MM sydem, or the entire sysemas modified to meet their
gpecific needscan be agoplied & many pak and recregtion agencies. It would seem to be
paticulaly gpplicdble to other agencies that provide hinterland outdoor recregtion opportunities.
Many agencies dready have some sandards of qudity, and most have farly good inventories of
ther recregtion facllities and aress. Further, many of the activities required in the five seps for
implementing the MM systemn can be undertaken even if the MM system is not being used.

Conclusions

On reflection, one can see tha the MM sydem is not overlly complex. Indead, it is
graightforward, farly easy to understand and agpply, and not codly to implement, paticulaly after
the fira iteration of cost cdculations has been completed. Given that the standards have been
developed and mog fidd units have a fairly good inventory of their recredtion facilities and aress
the mgjor additiond cost of usng the MM system is the computation
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of cogts to meet the sandards (i.e., completing Step 3). In the Forest Service, this effort takes 35
person days to complete for aranger digtrict. Once completed, it is easily updated.
To review, the MM system accomplishes the following:

* Ensures provison of safe and high qudity recregtion opportunities. by mesting explicitly
defined standards of quality for pecified recrestion components.

* Provides recreation servicesthat are reasonably consistent with customers desires, as
determined by periodic surveys of customer preferences and satisfactions.

* Coordinates the recreetion opportunities provided by proximete fidd units.

Helps ensure cost-effective and accountable agency actions by:

a.  Requiring cogt cdculations of the tota recreation program of work at the fidd level with
comparative vaidation of these cogts by neighboring (or peer) fidd units.

b. Negatiating the recreation program of work by proximete field units to take advantage of
comparative advantages of each unit.

c. Negotiating and prioritizing the recreation program of work in cooperation withthe
supervisor of the field unit manager so that the recrestion program of work is reasonably
commensurate with available funding and socid, paliticd, and environmenta
congderations.

d. Providing objective and quantifiable guiddines for determining the degreeto which a
field unit's management goa's and objectives are met.

e. ldentifying, reporting, and communicating the unit cogs of managing the recregtion
program of work a the fid leve.

* Mests regiona and nationd recrestion data needs such as inforretion on leves of use,

customer satisfaction, and other information about the customers, codts of operation, and

edimates of funding needed for additiond personnd, rehailitation, and capitd
improvements.

Provides data for an equitable and objective employee performance sysem.

* Promotes mutua understanding and trust, and improves cooperation among proximate field
units within an agency.

The MM systemn was devel oped specificaly to meet these important reeds.

TheMM system has generdly been well received by recrestion field managersin the Forest
Savice, aswdl as by mog of ther supervisors and upper-levd program managers who, in a
multiple-use agency, aso have responghilities for timber, range, wildlife, and water resources
management. While same improvements are needed in the MM system, especidly increased
involvement of stakeholdersin establishing priorities for the recreation program of work, the
system is adaptable to the needs of many recreetion program of work, the system is adaptable to the
needs of many other agencies that manage park and recrestion resources.



References

Allen, L. R (1996, March). A primer: Benefits-based management of recregtion services.
Parks And Recreation, 64-76.

Brown, P. J, Driver, B. L., & McConndl, C. (1978). The opportunity spectrum concept and
behaviord information in outdoor recregtion resource supply inventories  Background  and
goplication. In G. Lund, V. LaBau, P. Hdlliott, & D. Rohbinson (Tech. Coords), Proceedings,
workshop on integrated renewable resources(pp.73-84) (Gen. Tech. Rep. RM-55). Ft. Cdllins, CO:
USDA Forest Sarvice, Rocky Mountain Forest and Range Experiment Station.

Driver, B. (1994). The recregtion production process The benefitshased approach to
amenity resource policy andyss ad manegement. In Friluftdiv, Effekter og goder, Dn-notat,
1994-7 DirektoratetJ'orNaturforvaltningTungasletta 2, 7005 [Proceedings, Scandinavian

conference on recreation: Benefits and other positive effects] (pp. 12-30). Trondhem, Norway:
Norwegian Inditute of Nature Studies.

Driver, B. L. (in press). Management of outdoor recregtion and related amenity resources
for the benefits they provide. In H. K. Corddl (Ed.), Outdoor Recreation and wilderness demand
and supply trends in the United States: A renewable assessment for the Resources Planning Act.

Champaign, I1,: Sagamore Publishing.

Driver, B. L., Brown, P. J, Gregoire, T., & Sankey, G. H. (1987). The ROS planning
system: Evolution, basic concepts, and research needed. Leisure Sciences 9(3) 203-214.

Driver, B., & Bruns D. (in press). Concepts and uses of the Benefits Approach to Lesure.
In T. Burton and E. Jackson (Eds), Leisure studies at the millennium. State College, PA: Venture
Publishing, Inc.

Craefe, A., Kuss, F., & Vaske, J. (1990). Visitor impact management. In Volume Two of a
report examining vistor impact management for the nationd packs and other recreation lands.
Washington, D. C. Nationd Parks and Consarvation Association. pp. 83-96.

Manning, R., Lime, D., & Hot; M. (199G). Socid @rying capacity of naturad areas. Theory
and gpplication inthe U.S. nationd parks. Natural Areas Journal, 16(2) 118-127.

Outdoor Recredtion Resources Review Commisson. (1960). Outdoor recreation for
America. Washington, D. C.: Government Printing Office.

Sankey, G. H., Cole, D. N., Lucas, R. C. , Paterson, M. E.,, & Frisdl, S. J (1985. The
limits of acceptable change(LAC) of wilderness planning USDA Forest Service Gen. Tech. Rep.

INT 176. Ogden, UT: Intermountain Forest and Range Experiment Station.

USDA Fores Service, (1974). The visual management system. Washington, D. C.. U.S
Government Printing Office.

USDA Forest Service. (1995). Landscape aesthetics: A handbook for scenery management.
Washington, D. C.: U.S. Government Printing Office.

USDA Faest Service. (1996). Meaningful measures workbook. Washington, D. C.: Author.

USDI Bureau of Land Management. (1978). Visual resource management. Washington, D.
C.: U.S Government Printing Office.

57



