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SETTING THE STAGE:
NATIONAL PARK SYSTEM VALUES

Each park in the National Park System was established because it contained a perceived public value.
The legislative or executive action that designated each park was enacted on behalf of the public good.
Each unit has been set aside because of a clearly defined value, a value placed on it by the American
people. Value is, at least partially, a reflection of both scarcity and uniqueness. Many of our nation’s last
great remaining natural areas are protected within the boundaries of the national parks. The value of
these areas increases many fold as the loss of natural landscapes and biological diversity outside of the
parks continues to accelerate. Historic resources are valued because they teach us about past events, or
inspire us, or remind us of our heroes or our struggles as a people. Collectively, the units of the National
Park System provide a reflection of our national “self-identity."

As a society, we are becoming more knowledgeable about our relationship with the natural world. We
place a value on protecting and maintaining a healthy relationship with the Earth—not necessarily from
a moral or altruistic sense of right and wrong, but from an enlightened view of the fragility of our
existence. We now value the natural resources found in the parks not only because they are beautiful
or interesting, but because they are a part of the resource base essential to our survival. When we deny
a potentially destructive public use of a park resource today, we are acting in the best interest of today’s
citizens and also those yet unborn. ) :

The natural resource stewardship mission of the National Park Service has become progressively more
critical in shaping the future of our society. At the same time, achieving the mission has become
correspondingly more technically and politically complex. To achieve our natural resource stewardship
mission, today and into the future, the primary focus of the organization must be on attaining quality
within the organization. Other considerations are also important to achieving excellence, but quality must
always be the cornerstone. The focus on quality is very important to organizational structure and
function. Organizational excellence can only be attained when each and every employee is able to
achieve excellence. The key to success for the National Park Service is no different than any other
organization. We must focus our efforts on developing an organization that allows each employee to
excel.

This document is intended to provide a framework to better develop our professional capabilities in the
natural resource programs of the National Park Service.

Natural Resources Professional Development Program 1



B TERMINOLOGY

What'’s in a word? Actually quite a bit. How we use a word is often a reflection of relevant perceptions.
Terms used to define natural resource functions within National Park Service operations are included in
the Natural Resources Management Guideline, NPS-77 (1991). These terms are listed below verbatim,
or slightly paraphrased to shorten them.

Natural Resource The effective management of natural resources to ensure the integrity of the

Stewardship resource in perpetuity. This term is similar to resource management, but
assumes that the management is carried out with the goal of maintaining a
healthy, self-perpetuating, and ecologically complete park environment, with
all of its ecosystem processes and components, for the long-term enjoyment
and inspiration of the public.

Resource The function by which the National Park Service strives to understand natural

Management processes and human-induced effects; mitigates the existing and potential
effects; monitors for ongoing or future trends; protects existing natural species,
populations, communities, systems, and processes; and interprets these
organisms, systems, and processes to the park visitor and the nation. Resource
management is the umbrella function that includes the stated sub-functions of
resource protection, mitigation, monitoring, and interpretation/education, but
also includes management actions that fit neither of these categories, such as
exercising legislative or legal authority to prevent a potentially harmful land
use practice from occurring near the park boundary.

Research Investigation aimed at the discovery and interpretation of facts, the revision of
accepted theories in light of new facts, or the development of practical
applications of such new theories.

Resource Protection Prevention of overuse, vandalism, or destruction of natural resources by human
causes, and the enforcement of laws and regulations affecting natural resource
management. Protection includes ranger patrols required to protect park re-
sources, special permitting, and enforcement of regulations and/or laws
pertaining to fish and wildlife species, endangered species, agriculture, grazing,
mineral management, air and water quality, etc. Resource protection actions
depend on the integration of social science and human management knowledge
and skills with natural resource knowledge.

Interpretation and Communicating to park visitors the nature and significance of park resources

Public Education and processes in order to increase the visitors’ enjoyment and appreciation of
the park. In addition, education programs target park neighbors and others
outside the park in order to gain support for park protection and cooperative
land use and management programs.




B HISTORICAL PERSPECTIVE

Since the inception of the National Park Service, park rangers were the keepers of the peace and the
protectors of the resources of the national parks. A few park biologists came to the larger parks starting
in the late 1920s, but they were few in number. Uniformed park naturalists, known for their knowledge
of the fauna and flora, conducted campfire programs and guided walks. From the 1920s to the mid-
1960s, this organization served the parks fairly well. From the late 1960s on, however, escalating
visitation was accompanied by increased crime, impact to resources, and a rapid expansion of facilities,
as well as a critical need for professional emergency services such as criminal law enforcement, emer-
gency medical, fire fighting, and search and rescue, and even more specialized skills such as hostage
negotiation, crisis intervention, and drug interdiction.

The ranger operation in the parks grew and evolved to meet these challenges. Rangers became
progressively more specialized in protection/emergency services operations. During this same period,
needs for environmental education and interpretation intensified. The new Park Interpreter position was
redefined from the Ranger Naturalist position description, which had an emphasis on natural history
knowledge, to a position focused more on communication and education skills. During this period of
rapid growth of the National Park System, the vast majority of human resources were focused on
meeting the rapidly expanding need for serving the public.

During the 1970s, the struggling profession of park biologist nearly vanished. Responsibilities of the few
existing park biologist positions focused on research. Rangers were recruited for their knowledge and
skills in law enforcement and emergency services, and interpreters were hired for their communication
skills. Required law enforcement training and numerous other courses were offered to rangers to enhance
their emergency operations skills, while natural resource management training remained virtually
nonexistent. To a large extent, the National Park Service failed to recruit additional staff who had an
education in natural resources. Eventually the National Park Service was left with very little natural
resource management capability.

In response to the State of the Parks Report of 1980, the Natural Resources Management Trainee
Program was inaugurated in 1982 in a desperate effort to provide a quick fix for the problem. The
program has been partly successful in meeting its objective. However, it has not entirely met the
demands for stewardship of park resources in a modem world.

This Natural Resource Professional Development Program builds on previous actions. Unlike previous
efforts, however, this program will substantially improve through systematic changes how we currently
recruit, train, organize, and manage our workforce.
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B SUMMARY OF CRITICAL ACTIONS

The following actions make up the most urgent elements of a strategy to improve the natural resource
management program of the National Park Service. Taken together, these steps will significantly improve
efficiency and achieve excellence in the National Park Service’s stewardship of its natural resources. The
recommended actions and programs presented in this plan address the following elements.

The National Park Service must clearly define the role and function of all operational work
groups that contribute to the natural resource stewardship portion of the mission.

The Natjonal Park Service must develop and implement an organizational structure at the park,
regional, and Washington Office levels that best serves the stewardship of park resources,
ensures program accountability, enhances communications, and provides for long-term continuity
of natural resource programs.

The Service must advance an initiative that provides the base funding necessary to carry out
natural resource programs with the degree of professionalism necessary for effective stewardship
of park resources.

The Service must conduct a position management review of all natural resource positions and
make needed changes to ensure proper classification and consistency throughout the National
Park Service.

The National Park Service must implement in each region and throughout the Service a well-
defined employee recruitment program for professional and technical natural resource positions.

The Service must implement a Servicewide program of training and professional development
focused on enhancing and maintaining the professional qualifications necessary for all natural
resource management staff.




B SPECIFIC ACTION TIMETABLE

Action Responsibility Date
Define Role and Function Directorate 11/93
Organization Changes Directorate 3/94
Position Descriptions A.D. Budget & Administration 1/94
Funding Initiative A.D. Natural Resources 1/94
Position Management Review A.D. Natural Resources 1/94
Automated Recruitment A.D. Budget & Administration 4/94
Natural Resources Training Academy A.D. Natural Resources 9/94

A.D. Budget & Administration

Advanced Training Program A 55, Nl Besaimoes 9/94
Advanced Degree Program A.D. Budget & Administration 9/94
Education/Grant Program A.D. Budget & Administration 6/94
Continuing Education Program A.D. Natural Resources 6/94
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B ROLES AND FUNCTIONS

All functional disciplines within the National Park Service organization contribute to achieving the
natural resource stewardship mission. To achieve a harmonious sense of teamwork and the most cost
effective organization, it is important to clearly articulate what the role and function of each major
occupation within the workforce. All individuals can then understand their own roles and appreciate the
roles of others. The following roles and functions for operational units are offered as guidelines.

DIRECTOR OF
THE NATIONAL
PARK SERVICE

REGIONAL
DIRECTORS

SUPERINTENDENTS

The director is the leader of the principle government agency charged with the
conservation and preservation of this country’s natural and cultural heritage.
The director is responsible for knowing and understanding the condition of the
resources under the stewardship of the National Park Service and for directing
efforts to maintain their integrity. The director develops Servicewide program
strategies and seeks funding to initiate and support the effective stewardship
of park resources, and decisions are founded on reliable scientific information.

The regional director is responsible for knowing and understanding the
condition of the park resources within his/her region and for leadership in
efforts to maintain their integrity. The regional director relies on super-
intendents as the key management officials to implement regional and
Servicewide programs to conserve park resources. In selecting such key
officials, s/he must ensure that candidates have the best mix of resource skills
and leadership abilities to achieve excellence in park management. The
regional director is the primary driving force in the development of a region-
wide resource management program in order to ensure conservation of
resources in every park. S/he must ensure that priorities for fiscal resources are
objective and based on resource needs. S/he appoints appropriate staff to lead
and coordinate key research and resources management programs, ensures
coordination with other agencies, and provides service to meet parks’ needs
for specific areas of professional expertise.

The superintendent is the principal line official responsible for maintaining the
integrity of park resources and insuring that the agency mission, national
programs, and park purposes are carried out at the unit level. S/he must ensure
that fiscal allocations and priorities address these responsibilities, but also
identify shortfalls and seek funding to meet them. The superintendent is
ultimately responsible for both knowing the condition of park resources and




NATURAL
RESOURCE
MANAGERS

NATURAL
RESOURCE
MANAGERS—
PARK LEVEL

Leadership

Resource
Management
Planning

for directing efforts to monitor, conserve, and sustain them. As such, s/he must
be the primary driving force in development of comprehensive resource
management plans in order to effect park programs. The superintendent must
ensure that plans guiding management actions are based on reliable scientific
information. S/he must coordinate with external interests to ensure
communication on like programs and resources, even when they may be in
conflict. The superintendent must create a working environment to attract
highly skilled people and develop human resources already in place to foster
their commitment to resource conservation. The superintendent is a leader.
S/he must lead, must be committed to excellence, and must share his/her
commitment with staff to perpetuate park resources.

Natural resource managers include a wide variety of professional disciplines
in the natural and physical sciences including but not limited to general biolo-
gists, ecologists, entomologists, botanists, wildlife biologists, fisheries
biologists, geologists, hydrologists, and soil scientists. Resource managers
work at all levels of the National Park Service.

Natural resource managers at the park level are responsible for supporting the
Superintendent in meeting the park goals relating to the National Park Service
natural resource stewardship mission.

Establishes and effectively leads a credible natural resource management
program at the park level. Initiates policies and programs that will enhance
natural resource stewardship in the park. Sets a tone of teamwork among park
divisions, as well as with other agencies and the public, to enhance the
effectiveness of the park’s natural resource management program.

Prepares and updates a comprehensive resource management plan for the park,
as well as action plans to address particularly complex resource issues. In
doing so, synthesizes research carried out in the park. The resource
management plan defines detailed objectives for the park’s resources,
delineates long-term strategies for accomplishing those objectives, and presents
a plan of action to implement them. Develops specific action plans to address
particularly complex natural resource issues. Synthesizes results of relevant
scientific studies, including those carried out elsewhere, in developing possible
options and formulating management programs to address specific resource
issues. Uses an interdisciplinary and interdivisional approach in developing
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Mitigation

Monitoring

Research Oversight
and Management

resource management and action plans, defining needs for monitoring,
research, mitigation, interpretation, and enforcement to achieve the park’s
resource stewardship objectives.

Develops and implements action plans to mitigate threats or impacts to
resources and to restore damaged resources. Works with others in developing
and implementing programs to prevent resource impacts. Applies current
scientific concepts and state-of-the-art techniques, as well as knowledge of
laws, policies, guidelines, National Park Service programs, and other
considerations, in formulating effective programs.

Analyzes existing inventory and monitoring data, determines the state of
knowledge of various resources, and identifies significant gaps in information.
Using scientifically valid protocols, designs and implements inventory and
monitoring programs needed to document status and trends in the condition of
park resources. Analyzes monitoring results, provides for effective data
management, and otherwise carries out all of the park inventory and
monitoring (I&M) program management responsibilities.

Identifies deficiencies in information about park resources, and develops
strategies to obtain that information. Defines information and research needs;
develops requests for proposals (RFPs); works with regional chief scientist to
evaluate research proposals, including coordination of peer review as
appropriate; oversees the progress of researchers to ensure that research efforts
will address the park’s information needs; and works with regional chief
scientist to coordinate peer review of interim and final reports. Works closely
with the regional chief scientist to ensure that research projects are carried out
in response to identified needs and are effective in meeting those needs.
Facilitates National Biological Survey and National Park Service research
programs, and provides on-site liaison with National Biological Survey
scientists who are stationed in parks or at Cooperative Research Units.
Critically evaluates research implications for management, evaluating the
validity of the results, recognizing the extent to which they can be generalized,
and distinguishing fact from opinion or value-based judgmens. Is responsible
for assuring that all research conducted within the park adheres to high
standards. Provides an effective interface between scientists and natural
resource managers. Ensures that research results are readily available for
management decision-making and planning.

At larger or more complex parks, this research program management function
will be assigned to a specific position. This position requires a strong scientific
background, an established reputation, scientific credibility, and an interest in
the application of science in park management. A network with scientists from




Resource Assessment

Interaction With

Others

Source of Expertise

Data Management

Program
Management

universities, other agencies, and professional societies is maintained. To
maintain expertise requires involvement in actually carrying out some level of
research activity and publication of results.

Actively participates in park planning and facility design, evaluates the
potential effects of proposed projects on natural resources, and works with
design/planning team to develop approaches that minimize impacts. Ensures
that compliance is carried out, and oversees the quality of compliance.
Reviews the plans and compliance documents of other agencies in terms of the
proposals’ effects on park resources and ecosystem processes.

Represents the superintendent in matters pertaining to resource stewardship.
Under direction of the superintendent, works with adjacent land management
agencies and others in defining shared objectives and developing strategies to
achieve those objectives. Maintains contact with scientists at universities and
with scientists and resource management personnel of other agencies involved
in activities relevant to park resource issues.

Provides scientific expertise for input into park management, synthesizing the
results of various research studies, and incorporating state-of-the-art scientific
concepts into resource management programs. Based on knowledge of
ecological principles, as well as results of monitoring, identifies threats to park
resources. Is the key source of natural resource information and facilitates
dissemination and exchange of resource information.

Maintains database on results of research, resource inventories, baseline
studies, and monitoring in accordance with National Park Service standards.
Oversees natural resource themes and applications of the park’s Geographic
Information System (GIS). Maintains research specimens and other natural
history specimens in accordance with National Park Service collections
management standards. Maintains natural resource library, including reports
and publications resulting from research carried out in the park.

Provides input to superintendent in defining goals and setting park priorities.
Defines needs and seeks staff and funding to carry out the programs and
projects detailed in the resource management plan. Prepares cooperative agree-
ments, requests for proposals, and other documents necessary to carry out an
effective natural resource management program. Prepares and submits annual
reports on natural resource management and research activities. Tracks natural
resource budgets. Supervises other natural resource management staff,
including organization of workload and position management.
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NATURAL
RESOURCE
MANAGERS—
REGIONAL
LEVEL

Leadership

Assistance to Parks

Strategic and
Multi-Park
Perspective

The role of natural resource management at the regional level is to (1) provide
leadership to parks; (2) provide assistance to parks, including expertise not
available on park staffs; (3) provide a strategic and multi-park perspective; (4)
integrate the efforts of parks in the region, defining multi-park needs and
increasing the effectiveness of parks’ capabilities; (5) provide service to the
Regional Director; and (6) manage natural resource management programs at
the regional level.

Sets the direction for natural resource management in the region, leading a
credible and effective program of natural resource management throughout the
region. Initiates new policies and programs that will enhance natural resource
stewardship in the region. Sets a tone of teamwork between parks and the
regional office, and works with other divisions as well as other agencies to
enhance the effectiveness of natural resource stewardship.

Communicates park resource management issues and program and project
needs to the Regional Director and the WASO Associate Director of Natural
Resources. Helps secure staff and funding for parks to implement natural
resource programs. Provides assistance to parks in developing resource
management plans and programs. Aids parks in staying abreast of current
concepts and techniques. Helps parks in locating sources of needed scientific
information and natural resource management expertise. Provides expertise, not
available on park staffs, to aid in addressing specific resource issues. Works
closely with the parks, the regional chief scientist, the National Biological
Survey, and others to facilitate research and to incorporate research needs into
resource management planning. Provides training and professional
development for park staff. Establishes standards for park resource
management programs, and conducts periodic program reviews. Provides
guidance in preparation, reviews, and makes recommendations for approval of
resource management plans, action plans, and complex or controversial
environmental assessments and environmental impact statements. Maintains
contact with scientists at universities, and with scientists and resource
management personnel of other agencies, particularly those involved in
activities relevant to multi-park resource issues in the region..

Formulates long-term strategies, from a regional perspective, incorporating
consideration for long-term trends likely to affect parks’ natural resources and
natural resource programs. Identifies multi-park needs and develops strategies
for funding, mitigation, policies, and other actions to address them. Reviews,
compiles, and prioritizes staff and funding requests from parks. Reviews and
initiates regulations related to natural resource issues such as mining, grazing,
and consumptive uses. Reviews other agencies’ plans, compliance documents,
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