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“We are in the

forever business.”
Jeff Bradybaugh

Superintendent, Zion National Park

“... preserves unimpaired the natural and cultural
resources and values of the National Park System for
the enjoyment, education, and inspiration of this and
future generations.” (NPS)

“...to sustain the health, diversity, and productivity of
the nation’s forests and grasslands to meet the needs
of present and future generations.” (USES)

“to sustain the health, diversity, and productivity of

public lands for the use and enjoyment of present
and future generations.” (BLM)

“...enhance the quality of life of Utahns and visitors by
preserving and providing natural, cultural, and
recreational resources for the enjoyment, education,
and inspiration of this and future generations.”
(Utah State Parks)




https://www.nps.gov/aboutus/index.htm

https://www.fs.usda.gov/about-agency/meet-forest-service

https://www.blm.gov/about/our-mission

https://stateparks.utah.gov/resources/



Goal of Recreation Management: Match desired

experiences to appropriate settings while maintaining
appropriate conditions






Recreation Opportunity Spectrum (ROS)

e Developed by the USFS in the 1970s e Setting Attributes:

e Planning framework intended to define ° Access
settings used for outdoor recreation o  Other nonrecreational resource uses
based on manageable attributes o Onsite management

e Recognizes diversity in outdoor ° Sodalinteraction

recreation o  Acceptability of visitor impacts

o Acceptable level of regimentation

“We believe that, by describing the
factors that influence or define the . Oﬁp‘?rt‘fng,tylseﬁ”‘lgg "t.hf Cog”bi”ation 9f|

. . pnysical, DIOIogICal, SOClal, and manageria
range of !)os§|ble s.et.tlngs and. by conditions that give value to a place” (p. 1)
communicating this information to . - o from Primiti

° . . (@]
recreationists, they will be able to t(')xlfmonr U SEHINES ranging from Frimitive
choose the experiences they desire.” N :
e Managers develop and maintain recreation

(Clark & Stankey 1979, p.1) opportunities, recreationists use them





Recreation Carrying Capacity

The amount and type of use in an area that is
consistent with desired resource, social, and
managerial conditions (Manning 2011)

Recognized as important element of recreation planning
in the 1960s (Wagar, 1964)

Carrying Capacity-based Frameworks:
e Limits of Acceptable Change (LAC) (USFS, 1980s)
e Visitor Impact Management (1990)

e Visitor Experience and Resource Protection (VERP)
(NPS, 1990s)

e Visitor Use Management (VUM) (Interagency
Collaboration, 2010s)

Experiential /
Social






VUM Framework

e Collaborative effort among federal agencies that manage outdoor
recreation (National Park Service, Bureau of Land Management, U.S.
Forest Service, U.S. Fish and Wildlife Service, Army Corps of Engineers,
National Oceanic and Atmospheric Administration)

e Visitor Use Management: “the proactive and adaptive process for
managing characteristics of visitor use and the natural and managerial
setting using a variety of strategies and tools to achieve and maintain
desired resource conditions and visitor experiences” (IVUMC 2021)

e Four-stage, 14-step process

e Includes “sliding scale” to determine needed investments based on the
project’'s complexity and the consequences of the decision





VUM Framework Overview

Universal to
the Framework:

Law
Agency Policy
Sliding Scale

Public
Involvement

VUM Framework

Sliding Scale of Analysis

..........

v
Level of Controversy/Potential for Litigation

Source: IVUMC 2016





Elements and Steps of the VUM Framework

Steps:

1.

2

4.

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.

Outcome: Understand why the
project is needed, and develop the
project approach.

Define Visitor
Use Management

Direction

Steps:

5. Define desired conditions
for the project area.

6. Define appropriate visitor

activities, facilities, and services.

7. Select indicators and
establish thresholds.

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

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

Implement,

\ 4/ Monitor, Evaluate,
and Adjust

Steps:

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.

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

Source: IVUMC 2016





Management Strategies & Tools

Increase the Reduce impact of Increase durability Limi
imit use
supply use of resource
I A . SR N

Source: Manning (2011, p. 274)
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The supply of outdoor recreation can be increased in both time and space. Some use can be shifted to off-peak times to make
more efficient use of a recreation area. New areas can be added; and changes in access and development can allow existing
areas to accommodate increased recreation use.
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The impact of use can be reduced by modifying the type or character of use; distributing use (in time or space); separating
uses (temporally or spatially); or concentrating uses according to the capabilities of the resource (i.e. resource carrying
capacity) and other compatible activities (i.e. co-locating activities that are unlikely to conflict with each other).





Increase durability
of resource

Develop facilities Harden site

Naturally Artificially

Managers can increase the durability of the recreation resource by developing facilities (like restrooms, campsites, parking
lots, etc.) or hardening the site. Sites can be hardened naturally - like locating trails on durable surfaces such as sand, gravel,
rock, or tolerant vegetation - or artificially by constructing stairs, paving trails, laying gravel, etc.





Limit use

Amount Type

Number Duration Environmental Social

The final basic strategy for managing outdoor recreation is limiting use. Managers can limit both the amount and type of use.
Amount of use can be limited based on number (e.g. the Wave permits a maximum of 20 people per day) or duration (e.g.
dispersed campsites on Forest Service lands can be occupied for a maximum of 16 days). Limits on the type of use generally
relate to the environmental and social characteristics of an area.





Managing recreation
and visitor use

There are four basic strategies

for managing recreation and
visitor use.

Each strategy includes several
substrategies and numerous tools

Different strategies and tools are
appropriate for different contexts






Who determines
what is acceptable?

From the VUM Framework
Guidebook:

[use framework in combination] “with the
appropriate procedural components (e.g.,
public involvement and environmental and
cultural resource analysis) for the particular
project being conducted...”

“...managers collaboratively develop
long-term strategies for providing access,

connecting visitors to key visitor
experiences, protecting resources, and
managing visitor use...”

“...decisions made within the framework
are professional judgments informed by
the best available science, staff
expertise, and public input...” (IVUMC
2016, p. 2)






“[M]anagers must ultimately make value-based judgments
about the maximum acceptable level of visitor-caused
Impacts to the resource base and the quality of the visitor
experience. However, such judgments should be as
Informed as possible by scientific data on the relationships
between visitor use and resulting impacts and the degree
to which park and wilderness visitors and other interest

groups judge such impacts to be acceptable.
(Manning & Lawson, 2002, p. 157)
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What kind of
information is
used to consider
and decide upon
acceptable social
conditions?

Wayne Freimund, Utah State
University






United States
Department of
Agriculture

Forest Service

Intermountain
Forest and Range
Experiment Station
Ogden, UT 84401

General Technical
Report INT-176

January 1985

The Limits of

Acceptable Change
(LAC) System for Where did the notion
Wilderness Planning of Acceptability come

from?
George H. Stankey David N. Cole
Robert C. Lucas Margaret E. Petersen
Sidney S. Frissell » All use causes change.

* How much change is
Acceptable?

* Who should define
acceptability?

* Once you have defined it, you
should monitor and mange
toward it.
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Sources of
Acceptably
Measures

Defining desired conditions
or Zone descriptions

Assessments by visitors
and/or managers

Professional managerial
judgment within a
social/political context











Table 5. Example of a product from steps 5 and 6—a historical park’s desired conditions and
appropriate activities and facilities for multiple zones

- BACK COUNTRY ZONE DEVELOPED ZONE

Natural and physical resources

are relatively intact but may be

highly modified and manipulated to
accommodate and withstand high levels
of visitor use. Natural ecological processes
may be controlled to protect human life
and infrastructure.

Overall
Natural
Resource
Desired
Condition

Natural and physical resources
are intact, and natural ecological
processes sustain the integrity of
these resources.

Visitors have opportunities to Visitors have a structured, educational
Overall be immersed in a primitive and experience. Amenities and services are
Visitor wild environment and experience  available to welcome and orient visitors
Experience natural sounds, a sense of to the park and support day-use activities.
Desired remoteness, self-reliance, and Social interaction with other visitors
Condition self-discovery. Encounters with may be high but does not interfere with
other visitors are low. learning about the park.

Appropriate visitor activities include
walking, natural and cultural resource
observation, educational programs,
informal learning, picnicking, and
photography. Special events are allowed
with a permit.

Walking, hiking, and viewing
Activities cultural and natural resources
are appropriate activities.

Visitor support facilities, such as contact
stations, exhibits, demonstration areas,
parking areas, comfort stations, benches,
sidewalks, and walking trails, are
appropriate in this zone. Most facilities are
accessible to visitors with disabilities.

Only the minimal facilities

necessary to protect resource
Facilities values, including native surface

trails and cairned routes,

are appropriate.






A range of
/ones in Arches

* Developed Zone
* Motorized Sightseeing Zone

e Semi-primitive Motorized
Zone

* Primitive Motorized Zone
* Pedestrian Zone

e Hiker Zone

* Backcountry Zone

* Sensitive Resource Zone

* Something for a broad
* range of interests.

Visitors on the Windows Section Trail

Pedestrian Zone

The pedestrian zone is comprised of high use trail corridors that access prime park featuresincluding views of iconic
arches. Although there is evidence of peopleand human-created features, areas in this zone are predominately
natural. Visitors have the opportunity to experience natural sights and sounds and make connections to park
resources through universally accessible, highly developed, maintained, and marked trails or trail segments. Visitors

should expect a relatively facilitated experience within this zone and may encounter park staff, infrastructure,

management toolsand techniquesto ensure both visitor access and resource protection.
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Visitor
Perceptions

If you want to know what people
think, ask them in a systematic way.

Use a method that helps them let you
know what they think.

There is often considerable
agreement among what people want.

Photos often help for highly
complicated social settings.




































How do we interpret the data?

ACCEPTABILITY
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Professional judgment within a social/political context
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Timed Entry Approach at Arches

July 2020
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Conclusions

Acceptability is a function of law,
plans, context, science, visitor
perspective and stakeholder
relationships

Visitors are quite capable of
expressing what they do and don’t
find acceptable but they are not
voting.

Experiences are being affected
whether managers are acting on the
visitation of not.

Regional plans such as Zion’s will
hopefully increase capacity to
organize and redistribute use in ways
that will have a net positive effect on
both visitor experiences and local
economies.
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<+ Overview of Recreation
Ecology principles and
theory

+»Summary of studies on
the CO Plateau

< Implications for
recreation management

Presentation Objectives





< How recreation activities
act as disturbance agents to
soil, vegetation, wildlife,
water and air

% How human disturbance
affects the visitor
experience in parks

< Inform sustainable
management strategies

Recreation Ecology
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tiersin og
and the Environment

< Common generalization is still
useful

< High/Intensive use requires
spatial confinement to minimize
ecological disturbance

L)

< Dispersal only effective with
very low use and durable
environments

< NOTE: Common “dispersed
camping” is a misnomer-
“unmanaged” or “at large”
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Rationale for Dispersal & Confinement Strategies
Examples at the Site Scale
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<+ Soil and Vegetation
Disturbance (Cole et al.,
2008)

% Disturbance to Wildlife

(spotted owls; Swarthout
and Steidl 2003)

<+ Impacts to Cultural
Resources (Hedquitst et al.,
2014)

State of Knowledge- CO
Plateau Specific Studies

< Cryptobiotic soil crusts are
fragile disturbance can be
extensive

< Spatial overlap with use and
wildlife a primary issue

< Access (trails roads) without
active management it results
in disturbance






Backcountry travel
management strategy

UNREGULATED

Travel in locations without
specific management and
formal trails

DISPERSAL STRATEGY

Travel in areas of sparse
vegetation; e.g., open
summits, mesas

COFINEMENT STRATEGY

Travel on established but
unmanaged routes: e.g.,
Canyoneering, climbing

approach and descent

COFINEMENT STRATEGY

Designated Trails

Use Level
Typically
Applied

Very Low to
Low
Low-

Moderate

Mod - High

Description

Visitors have the freedom to
travel on routes and via modes
of their choice.

Visitors are asked to travel on
durable surfaces at low-use
levels to avoid lasting impact.
Durable surfaces include
slickrock, sand, gravel, etc.

Visitors are encouraged to follow
well-established, sometimes
informally marked routes

Visitors are required to travel
only on sustainably designed and
maintained trails

Effectiveness for
minimizing impacts on the
Colorado Plateau

Very ineffective in
locations with soil crusts.
Higher use locations will
likely see the formation of
networks of informal trails
that are unsustainable.

Likely ineffective in
locations with soil crusts.

Difficult to achieve in most
situations and requires
highly skilled visitors. Has
been effective elsewhere,
in some highly regulated
settings, with low-use
levels.

Likely effective with visitor
compliance, but not all will
comply. Allows for a more
primitive experience and
some visitor choice. More
risk is assumed by the
visitor, since routes are
unmanaged.

Highly effective at limiting
resource impacts. Limits
visitor choice. In very high-
use situations, often
requires capacity

Backcountry management options





Speculation- Would more confinement be
acceptable to visitors?

Risk Aversion
Learning about Nature

Spiritual Renewal

Challenge

Friends and Family 3.80
Outdoor Exercise 4.40

Recent results from conservation areas in Orange County, CA





Conclusions

% Limited research on the CO Plateau
but much can be inferred

<+ Dispersal strategies tend to increase
ecological disturbance

<+ Confinement reduces overall impact

<+ Importance of unmanaged
experiences may be less to many
contemporary visitors







How Does VUM interact with
and affect the Hospitality
- Sector? —






A destination is an amalgam of tourism products, offering

an integrated experience to consumers
- Buhalis (2000: 97)






The Visitor Journey

The visitor journey refers to phases of a trip from the moment of orientation,
via the fine tuning of the planning process, booking, travel, stay at the
destination, return travel and reflection and evaluation of the trip back home.

-
-
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(Clawson & Knetsch, 1996; Ivanov, Leigh &
Webster, 2013; Koskinen, 2018, Packer &
Ballantyne, 2016)






The Visitor Experience

Visitor experience includes

Images of a destination
Tourist attractions The experience environmentis more than a physical stage
Natural environment and it includes both consumers and producers.

Public The visitor, as a participant is surrounded by a unique
Special events experience network of all stakeholders away from
Culture and art home.

Infrastructure

During the trip there are a series of touch-points between

Transportation the visitor and service providers (i.e. moments of truth).

Accommodation
Information The culmination of these touch points determines the
Food and beverage overall visitor experience (i.e. tourism value chain).

Pleasant, exciting, refreshing and relaxing experience.

(Bayram et al., 2009; Clawson & Knetsch, 1996; lvanov, Leigh
& Webster, 2013; Koskinen, 2018, Packer & Ballantyne, 2016)
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“How will | get there?"
“What | need to bring with me?"
“When is the best time to go?"

) Customer
Customer journey JApE S (o
[SSSSSSS=====_Positive experience

Awareness Consideration/ Planning Experience Advocacy
+ | need a vacation” + Should | go here or + “This is better than | expected" + "Amazing experience”
* “Looks amazing!” + “Can | afford this?" * “This Is really amazing" * "Can’t walit to share this experience”
* "l did not know this existed” *  “"What will | get out of this?" +  "What else should | do here?" = "l will write a review about this"
*  “What is this?" + "I this popular?” +  "This is not what | expected” * "l'want to tell my friends about this"

* “Is this right for me?”

*  "How will this enhance my life?"

+ “"Can | afford this?"
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+ Display Ads *  Web search *»  Take photos, * Soclal media,

* PR * Blogs, * Engage with the employees * review websites/ratings
* Influencers + Travel sites, tourism sites etc.

*  Word of mouth

* [nspire *  Resources +  Branding « Reward

+ Educate +  Storytelling +  Sharing * sharing

+ Create dialogue * Social proof + Engagement * Engagement






Visitor Moments

The South Mall Visitor Journey
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THINKING

Tourist Journey - A 5 phase approach to visiting Utah

AWARENESS
Utah is a potential
travel destination

PLANNING
Travel, lodging,

Evaluating Utah vs.
to-dos and to-don'ts

> CONSIDERATION )
other destinations

Should | go hera ar thera Can | aficrd this

Can | aftord this How will | get thare
‘What will | get out of it What will | do thero
How will this enhance miy lile ‘What do people think
What's it like thans ‘What do | nead to bring
IS thas right maus When i the best me
Is it popuiar

£

Taarism
iy
Magaacan Booking Sites. Parky
Resources Resources
Storyteling Coment
Social proof Roassurance

)

Journey to and

EXPERIENCE )
park(s) experience

This is amazing
Better than | imagined
What else should | do here
FOMO

Changing plansrecalibrating
Winat's around mhane

ADVOCACY
Sharing experiences
and feedback

Wt ey
sy e
adweite o
Mgy
X0,
<
wheed of Mawth

) ool
B “u-lf L!‘l. ongie- | Tesl
Taka W
hoos Facwtook
Reward sharing
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Source: https://www.cbi.eu/market-information/tourism/trends

Adaptation from Peters, 2015
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(Oliver, 1997)

Expectancy Disconfirmation Theory of Service

The firm's recent
communications

The firm's brand reputation

Word-of-mouth support
from other consumers

Media and online reviews
of the firm

The consumer’s previous
experience with the firm

Source:
www.marketingstudyguide.com

[

The consumer’s

The customer’s
expectations of perception of the
overall BEFORE to overall value AFTER ¢
the purchase or the purchase or

service encounter service encounter

1—l—r

Comparison of expectations

N to experience

Expectations not met

Expectations met

Overall product or service
quality

Interaction with staff

The service experience and
process

Perceived price value

Image and social status
benefits

Expectations exceeded
(disconfirmed)
Highly satisfied

(disconfirmed)
Dissatisfied

(confirmed)
Satisfied






Where does the
Hospitality Sector fit?

Trip Planning & Visitor Experience
Dispersal
Economic Opportunity
Mobility

To succeed collaboration must
occur and the mindset of
competition must be minimized

Engage the industry. Make them
part of the planning process.
Trainings

Real-time Updates
Meaningful Partnerships

Customer facing positions have the
ear of the public and are valuable
resources to reaching key goals that
benefit all.






Trip Planning & Visitor Experience

https://www.conservationfund.org/projects/zion-regional-recreation-management-plan

Lodging (camping, AirBnB)
Public lands
Transportation Public spaces Serve visitors with Help visitors
Timing Dispersal where & how & needed information interact better
(daily, weekly, seasonal) when

Backcountry
Outdoors - hybrid visitor
Transportation
Natural hazards
(fire, flood, rock falls) Cultural resources Keep resources intact

and unimpaired

Natural resources Keep visitors safe






Where to look for inspiration and ideas

Challenge is to merge a non-purpose built attraction to function as a mainstream, purpose built attraction

Like it or not public lands are in the tourism business.

Opportunities for Knowledge Creation/Idea Generation
Rural/Nature-based tourism

Volunteer tourism

Museums, art galleries, and castles
Have learned from more commercial attractions and have adapted that to a sensitive environment

Note: Overmanagementis NOT the answer. Leave room for flexibility and a bit of spontaneity.
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