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SESSION TITLE : USFS Enhancing Partnership Policies

CONVENER(S): Mike Dawson — PCTA

PARTICIPANTS: Beth Boyst — USFS, Anitra Kass — PCTA, Jon Knechtel - PNTA, Michelle
Mitchell — USFS, Bob Proudman — ATC, Morgan Sommerville — ATC, Jonathan Stephens —
USFS, Suzanne Wilson — PCTA, Kent Wimmer — FTA

SUMMARY OF DISCUSSION, CONCLUSIONS and/or RECOMMENDATIONS:
Please refer to Federal Register Vol. 75, No. 177.

Mike Dawson hosted an unscheduled group discussion to review the Federal Register notice and
collect comments of the Partnership and USFS. USFS proposed a deadline for comment
11/15/10.

Combined comments for USES Questions 1-4 from October 20 and 21 meeting:

USFS Question #1: Purposes served by partnership arrangements

e Consistent volunteer policy across all agency levels

e Capture intrinsic value of volunteers in the financial plans and structure

¢ Provide education to professional staff of the values of the partnerships

e Support volunteer importance and their ownership of the trail

e Foster citizen stewardship

e Ensure agency contacts are trained and professional

e Recognize the inherent value of volunteers to accomplish the shared vision between
partners

¢ Quantify volunteer involvement

e Enhance education conservation

e Recognize volunteers as future stewards

¢ Build support of USFS mission in the general public

e Emphasize and cite NTS authorities

e Codify mutual benefit of partnership

¢ “Value-added” recognized

e Establish a deeper partnership vision statement (i.e. poem) to include mutual goals and
benefits

USFS Question #2: Essential characteristics of partnerships

e Investment in non-profit, agency unit level management

e Investment in trail planning at all levels

¢ Develop complimentary skill sets

e Interaction with the general public

e Empowerment

e Partner commitment to develop wider USFS goals beyond the NTS (ex. training for the
general public)

¢ Across agency commitment to making it work





e Transparency and trust on both sides

e Shared vision and understanding

e Mutual evaluation and accountability (i.e. monitoring the partnership)

e Respect of autonomies and mandates by both groups (to include financial stability of
partners)

e Recognize the value of the partnership at all levels

¢ Willingness for all parties to share risk

e Clarification of USFS mechanisms (ex. MOU, cost-share, volunteer agreement) and clear
understanding of authority

USFS Question #3: Reaching new partners
e Partnership empowerment to bring in other groups
¢ Provide bureaucracy leadership and education to other groups (i.e. be the intermediate)
e Increase diversity in the USFS
e Include relevant organizations, such as:
o Land managers
Health care organizations
Other NGOs (ex. Tribal communities)
Chamber of Commerce
Tourism industries

O O0OO0O0o

USFS Question #4: Partner recognition and sponsorship
e Investment in the partnership beyond finances
e Incorporate community and USFS culture
e Recognized endorsements to increase credibility of partners (ex. thank you letter)
e Public acknowledgement
e Capitalize primary partnerships

Comments from October 20 not designated into a cateqory during meeting:

¢ Provide consistent standards of authorization and use of government vehicles to partner
staff and corps crews
¢ Provide adequate training and certifications:
o0 Training to be performed by professionals (agencies, partners, or contractors) so
volunteers meet professional standards
o Ensure instructors are qualified and conveniently located. An expert volunteer
should be able to get recertified as easily as one gets a drivers-license renewal
0 Provide better education, increased confidence and consistency among instructors
o0 Develop step-by-step training process to be adopted regionally (individual areas
can customize to fit specific needs)
¢ Pooled Risks for VVolunteers in the Forest:
0 Risk aversion of Line 1 Officers
0 Any one accident “penalizes” host district





Other comments made on October 20:

Michelle Mitchell called for input regarding the development of a National VVolunteer Strategy.
Deadline November 15. Bob Proudman included that the National Scenic Trail Groups should
probably provide drafts to each other and a coordinated strategy of input to the USFS. PNTS
should provide the lead statement. USFS staff may be willing to review drafts (check to be
sure).

Jonathan Stephens and Michelle Mitchell pointed out that the National Trail System Act (Sect.
7H) has broader authorities than others that guide the Forest Service.

Strict requirements from USFS Grants and Agreements (business section) are limiting feasibility
and success of NGO-NSTs and their volunteer and trail-crew projects despite broader NSTA
authorities; NGO-NSTs should band together to effectuate appropriate change.

Added by Bob Proudman, FS staff unfamiliar with national scenic trails do not understand the
lifelong commitments made by citizen volunteers. Using an analogy by the A.T.’s founder,
Benton MacKaye, we can say that the Trails in the National Trail System are “its Body;” where
as the citizen-volunteers, NGOs and hikers and visitors, are the trail system’s “Soul.”
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SESSION TITLE : Intra-Agency Consistency
CONVENER(S): Bob Proudman

PARTICIPANTS: Mike Dawson, Marci Dupraw, Megan Eno, Dean Gettinger, Anitra
Kass, Karen Lutz, Tim Malzhan, Michelle Mitchell, Kent Wimmer, Morgan Sommerville
(recorder)

SUMMARY OF DISCUSSION, CONCLUSIONS and/or RECOMMENDATIONS:
Bob opened the meeting by defining “Intra-Agency” as “Within any one organization, a
nonprofit, government agency or any single group.” He described ATC’s long history of
internal debate surrounding its “simple two-by-six-inch, white, painted blaze” (Trail
marking standard). ATC has long worked to establish consistent “intra-ATC” policies
(See ATC Local Management Planning Guide that describe its core consistencies on the
web at http://www.appalachiantrail.org).

Megan Eno suggested introductions on this theme. The group made a round-robin of
contributions.

The three biggest findings or “Ah ha’s” were:

e PNTS needs an overall and inspiring MISSION STATEMENT

e To avoid getting bogged down in minutiae, focus on simple “Best Management
Practices” (BMPs). Tim Malzhan shared the Ice Age Trail’s short, attractive Trail
Sign Guide; and Karen Lutz, ATC’s “Boundary Handbook” as good, recent
examples

e PNTS and the NGO-NSTSs should become a great web resource for everyone,
possibly in concert with American Trails website. Consider ways to keep current.

e National Scenic Trails need a Manual Supplement or other desktop reference like
the agencies use for Wilderness Management or Wild and Scenic Rivers.

e Tackle the issues at two levels: Individual NSTs “from the ground up” and PNTS
and the NSTs from the “top down.”

Other points made—Transcript of wall posters (except parenthetical additions by this
author):

o Differences between Forests and Districts
Expectation that everyone “knows” the rules (too optimistic an assumption)
Need mechanism to establish clear standards for management
Centralized vs. regional trail management—what is “best” management
relationship (FTA uses “central” management; PCTA and ATC, regional; may be
a function of the trail or unit)
How do we foster creativity?
How best to bridge gap between overall standards and good local application
NPS more flexible (each park “a fiefdom”)
Continuing education/better education
“It all comes down to ‘communication’” —Dean Gettinger
Continuing education, better education

O OO
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Federal fire management lessons could be a good example for us

NST “BMP” Committee?

Agency partners “dying” for direction—have to create from “whole cloth”

USFS never developed overall vision and direction statements: Need to go back to
the beginning and promulgate policies that nurture national trail system:
Incorporate good things partners have developed into FS direction (Michelle
Mitchell)

Don’t forget the US Fish & Wildlife Service!

Achieve consistency between agencies for strong overarching direction BUT
agency-by-agency and trail-by-trail specifics at lower level

Long trails provide opportunities for interaction between (otherwise distant, and
maybe autonomous) governmental partners

Nonprofits need better opportunities for interaction (crew leader exchanges; joint-
hiring of seasonals)

Tie agency-staff performance standards directly to NTS/NST needs! (Mike
Dawson example of Jefferson National Forest in Virginia—Forest Supervisor Bill
Damon’s “Your performance is tied directly the condition of the A.T.”)

Establish and instill outstanding crew leadership and club leadership to carry-the-
day with their agency partners

Host major trail events to get partners out on the trail and to build relationships

RECOMMENDATION for PNTS ACTION: none noted
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SESSION TITLE: Interagency-Agency Consistency
CONVENERS: Mike Dawson, facilitator & Kent Wimmer — Scribe at Large

PARTICIPANTS: Dan McKeague, Steve Elkinton, Megan Eno, Karen Lutz, Steve Dudley, Jim
Wolf, Karen Neidringhause, Deb Salt, Francisco Mendoza, Dean Gettinger

SUMMARY OF DISCUSSION, CONCLUSIONS and/or RECOMMENDATIONS:
Partners for NST’s: Federal, state, local, private and other partners

Issues calling out for interagency consistency:
e Signs and Markers

Boundary Markers

Trail data standards

Trail manager job descriptions

Resource Inventories

Trail experience

Can the NPS, USFS, BLM, USFWS work together to develop consistent policies for NSHTs due
to conflicting legislative mandates, policy manuals, directives, land management plans and
training and orientation of staff?

Do the Under Secretaries know about consistency problems? No or not likely
How do we establish interagency consistency between land management units?

If agency leaders don’t talk to each other, how do we get them to be consistent? The trail on the
ground should be the focus.

Are there standards for agency partner agreements? No generally, but BLM is trying.
Steve Elkinton’s partnerships chart: can’t reproduce here

Is increasing accountability procedures at odds with our ability to implement partnerships?
Grants and agreement procedures - Private partners need to know the circulars as well the agency
staff.

What are the hurdles to implement partnerships? Each of these compounds the others:
e Interior Comptrollers saying that $ can’t be spent outside of agency land boundaries
e Solicitors are saying are NSTs a primary mission of the agency
e Bean counters with their account rules based agenda — no connection to agency missions
or the value of the work done
Agency culture
Personal attitudes
Cooperative agreements are treated as contracts
Restrictions on sole source agreements





Reimbursable agreements are problematic because of billing issues and accounting errors
between agencies and partners

Have the organizations done their full duty to collect, document and report its hours and
accomplishments.

How do you work successfully with budget and agreements folks?

Get to know them and treat them as part of your team

Invite them to join or see a trail project they helped to fund, meet the volunteers

Help them do their job — volunteer to be a Detailer in their office

Identify mutual needs and goals and work with them upfront to design the agreement and
project scope. Instead of developing a trail, develop a youth stewardship program which
builds a trail. Focus of benefits such as citizen stewardship instead of miles of trail
maintained.

Actions Items for what the Feds should do to promote consistency:

Develop consistent standards for managing lands the NSTs pass through

Develop consistent training and certification processes

Fund the PNTS to host a list-serve to facilitate communication between and among
agencies and organizations

Mtg with Craig Crutchfield of OMB and agency budget, grants & agreements, and Bernie
Winegard of NFF to inform them of interagency consistency issues.

Set up a separate NSHT agency — probably not going to get traction.

Define the maximum recreation potential for NSTs along with conservation
requirements.

Training and education leads to enhanced consistency

Develop desk manual for trail managers

Provide online and onsite training that are offered in modules that can be tailored to meet
local needs.

RECOMMENDATION for PNTS ACTION: none listed
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SESSION TITLE : Developing Effective Volunteer Programs

CONVENER(S): Joshua Surette (New England Trail)

PARTICIPANTS: 10

SUMMARY OF DISCUSSION, CONCLUSIONS and/or RECOMMENDATIONS:

Self-Sustaining VVolunteer Programs

Good Reporting and communications

Forest Service Supports Training and Provides Liability Protection

Volunteers are motivated to create successful trail

Make it fun for volunteers

Important to nurture current volunteers or chapters

Provide Maintainers/Adopters with credentials (i.e. business card) to add legitimacy,
increase empowerment, and connect new volunteers

Long-term volunteers feel special “ownership” based on trust, training, empowerment,
good communication, and accolades.

Issue: Does NST designation undermine “ownership” by invoking new and tighter
standards for maintenance activities

Volunteer Recruitment

Reach out to community leaders
Involve local folks in the trail advertisements
Word of mouth invitations/involvements
“Familiarization Tours” and or hikes in metro areas
National Trails Day events
0 CT markets them statewide and has largest NTD participation
0 NTD events particularly important in/to small towns
Capture contact information
o0 Contact past volunteers who are local to the project
Tap local municipalities and governments to get the word out (esp. conservation
commissions)
Outreach to university/college outing clubs
ATC uses A Trail To Every Classroom contact info for outreach
PCTA tries to reach out to NAACP & tribal youth groups
0 Issue: Lots of competition for recruitment with youth sports, family vacations,
and farm work.
0 People stop volunteering because of higher priorities

Volunteer retention

Sustained vs. Episodic Volunteerism
0 Sustained=Ilong term, often retirees
o Episodic=in and out or cyclical volunteerism, depending upon area.
= Great for exposure and for young people





= Worthwhile in providing youth with transformative experiences, but not
necessarily a means to establishing sustained volunteerism
Provide opportunities for at risk youth juvenile delinquents
= PNTA’s “Sky” program
= “Hoods in the Woods”
Incentives/Awards
0 America the Beautiful Pass for 500 volunteer hours, pins, shirts, awards for
lifetime achievement
0 People return when they feel cared for and develop comraderie-needs to be well
planned
o0 Important to “hook” newcomers, and to call back with a thank-you or mail a
picture with note

@]

RECOMMENDATION for PNTS ACTION:

Consistency to enhance-not hinder-volunteerism
0 VIF varies forest to forest
Agency lists or manuals about volunteerism awards
Sometimes need connection to federal lands
Joint recognitions
Funding through cooperative agreements to support volunteerism
Youth outreach
0 Its volunteer/community service
0 Charter H.schools (“Expeditionary Learning” —over 30 locations nation-wide)
0 Job Corps, YCC, State Conservation Corps, SCA, build on their alumni contacts.
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SESSION TITLE : Developing successful trail maintenance and monitoring programs
CONVENER(S): Karen Lutz, ATC
PARTICIPANTS: N/A

SUMMARY OF DISCUSSION, CONCLUSIONS and/or RECOMMENDATIONS:
WHY/WHAT
Skills to guide volunteers
Planning for maintenance
Monitoring
- definition
- - recording/capturing
Managing incoming information about the conditions
Keeping volunteers engaged in maintenance
Using tools like life cycle analysis for infrastructure for long range management of trail
infrastructure
- look at initial investment
- consider the over the lifetime investment and time of replacement
Record keeping and tracking
Compliance — wetlands and NEPA
Monitoring as a management tool for maintenance
Trail building is sexy but maintenance is “janitorial” — image issue in the minds of
volunteers

IDEAS
Monitoring
e Appalachian — handbook for monitoring and boundary maintenance
e Facility Management Software System — sophisticated, uses GIS to place
deficiencies and then associate costs with deficiencies, 5 year rotation; enables
planning for the larger cost/time items and prioritizing (FMSS is a Park Service
tool)
e Avrizona - Volunteer stewards from the 43 passages walk the section once per year
and report needs from passage; done on paper form

Compliance
e Natural Historic Preservation Act (Sect 106)
e Wetlands
e NEPA
e FEMA flood insurance

O permits not needed for maintenance on exiting trail

Maintenance Prioritization
e Public safety, resource protection, visitor experience
e Break the chain on maintenance





Consistency

Send trained staff out with volunteers
Photo guide
Data dictionary: Appalachian Trail will share data dictionary

Technology

Hand held GPS entry unit; link the photo to he GPS coordinate
Cameras:
- Panasonic Lumix
- Ricoh G700SE ($1000) — dustproof, waterproof — also a GPS Unit
Video flip cameras: Video provides a rich format
- load on U Tube to share
- Share on FTP site (agency partner)
Need to make tech fun
Pair tech savvy with local volunteer

Volunteer Engagement

Use a sexy name and set up structure — Managers, F Team/Trail Steward/Section
Leader
Organizing outings/teams: education of the “why”, food and beverages
Use “fun” names and gives identity, personality and a sense of community
Develop the community feel so there is an investment
Recognition (see TRACK 1 volunteer session)
- Chain saw day with stuff (chaps, sawyers helmet)
- Card with membership for a year for new volunteers
Training is an investment; lets the volunteers know that you care; training is
empowerment and leaves people with skills
Educating on the “why” events/gatherings
Trail Ops conference
- why training
- round table discussions and brainstorming
- allow cross fertilization
- volunteer groups start mobilizing and working other sections
- builds sense of the trail as a whole
- peer to peer learning
Crew leader training
BEER

CHALLENGES

Consistency

Relying on volunteers who are responsible for monitoring and reporting on their
sections of a trail

Everyone brings a subjective view to what they are observing

Hard to replicate techniques; data not useful





Technology
e FMSS system is not easy to use and its cumbersome — dense; is there a FMSS
lite?
e Paper: note taker, data entry onto system, readability
e Higher tech methods are a challenge for the less tech savvy

Maintenance prioritization
e 30 Chapters are making their own judgments on prioritizing maintenance projects
e Individuals making the judgments

Compliance

Causes delays in momentum

Takes the steam out of the project

FEMA

The OK from the land manager/owner does not equal NEPA compliance

Volunteers
e Don’t over title volunteers because it implies authority that is not there

RECOMMENDATION for PNTS ACTION: None noted
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SESSION TITLE : Successful regional office development and management
CONVENER(S): Mike Dawson — PCTA
PARTICIPANTS: N/A

SUMMARY OF DISCUSSION, CONCLUSIONS and/or RECOMMENDATIONS:
Setting up and maintaining a regional office

e Develop a strategy (short and long term plans) that you can present to others and

then revisit, maintain, and allow to evolve

e Ensure it will mirror the whole organization

e Work with your partners (i.e. divide duties)

e Matrix management model

¢ One director to oversee all regional offices

e Before setting up a regional office there needs to be a strong core

e A strong core needs maintained throughout

e Physically visit and talk with other organizations who have regional offices in place

e Ensure there is funding available

e Have a substantial travel fund set up

Facility
e Develop partners for the small things (ex. custodians and building maintenance)
e The ideal facility (home office vs. multi-room unit) will evolve over time; remain
flexible
e Partial expenses may need to be covered for home offices

Regional staff

¢ When hiring, be clear about the duties (long hours, away from home, etc)

o Staff needs endurance, commitment, and self-discipline

¢ Provide them with morale boosters

e Ensure they have the resources and tools needed

¢ Be available to their needs

¢ Give them their independence

¢ Develop regular communication and contact

e Include partnership feedback

¢ Be pro-active about feedback

o Staff needs to be adaptable to feedback-loop

o With multiple staff separate duties clearly but have one manager to oversee projects,
take responsibility, and provide a connection to the central office

e Invest time and effort in the new-hires, immerse them in the organization and trail
culture

e Convey management philosophy (ex. spend time with them in the field, tell stories)

All staff
e Ensure there is a clear communication pathway that everyone is using





¢ Provide communication opportunities (ex. staff meetings, conference calls). Build
them into the schedule and be diligent.

e Ensure that everyone is aware of what is going on in each region

¢ Provide the opportunity for group contact (ex. staff retreat) lying the foundation for
a support group and friendship

¢ Have one management guide that includes: responses to issues, conflict resolution,
and standard management methods. This provides regional staff with a resource
when you are not available for questions.

e Roles and responsibilities will evolve through time on all levels
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SESSION TITLE : Working with Corps Crew Programs
CONVENER(S): Suzanne Wilson, conveners; Tim Malzhan, note taker
PARTICIPANTS: N/A

SUMMARY OF DISCUSSION, CONCLUSIONS and/or RECOMMENDATIONS:
Differences in Corps Programs; Relationships between Corps Program participants and
Volunteers; Discussion of Job Core program; What folks are doing nationally w/Corps
Crew programs. NOT COVERED: Mechanical Trail Construction and working with
private contractors; Working w/Corps programs vs. investing that time & money toward
internal capacity development; Options for Federal and State Transportation Funding;
Competition between Corps and Union Labor??

Discussion of AmeriCorps, SCA and other Corps program examples
www.corpsnetwork.org is the website to se for most corps program options/offerings
e AmeriCorps offers a variety of programs/work options nationally: NCCC,
VISTA, PASS and more
e PCTA example: worked with Northwest Academy to lead trainings pre-project
specific to PCTA needs
e Corps costs (direct) range between $4-9k/week
e Benefit nationally is that future trail/resource professionals are cultivated
e Project logistics are handled/paid for by sponsor organization; is important for
quality control
e Crew Motivation; be patient and take a long view
e Insure leadership and safety for Corps Crews
e SCA generally involves less handholding; costs drop with longer terms of service.
SCA Conservation Interns can provide significant value for the money
Job Care: is funded in part by the Department of Labor; host provides crew leaders,
transportation, and pays each participant minimum wage salary (hourly); typical age
range is 16 — 22; works front and back country settings; 40 hour work week; “hard” job
skill areas are required — carpentry, culinary, masonry, electrical, etc. Is a contractual,
work-based agreement. Pacific NW Trail Association does not mix volunteers with Job
Core participants.
e Have to plan housing and services for Core Crews during off-days, and, provide
base camp facility
e 2011 Corps Annual Forum will overlap with Hike the Hill week
e What to do regarding Corps Crew participant’s sexuality, fraternization, etc.
e Establish expectations and reiterate expectations; deal with incidents forthrightly+
follow strictest rules of Corps Program your working with
e ATC is being very conscious of volunteers and Corps groups/volunteer groups
arriving with chaperone(s); advance coordination between host/agency/group and
Corps is key
e Value can be realized mixing seasoned and unseasoned participants (Corps +
Volunteer)
e Pair volunteers with SCA provides a SCA participants a leadership opportunity




http://www.corpsnetwork.org/�
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SESSION TITLE : Utilizing Trail Building Contractors
CONVENER(S): Clare Cain

PARTICIPANTS: Tracy (NPS), Wollmer (IATA), Ketchmark (NCTA), Malazhan
(IATA), Schmid (USFS), Elkinton (PNTS, NPS), Cain (CFPA)

SUMMARY OF DISCUSSION, CONCLUSIONS and/or RECOMMENDATIONS:

1. Hybrid contracting: integrating volunteers into contractor work projects

e One recommended method for hybrid work: trail contractors work during
the week on specialized projects or w/ specialized equipment, volunteers
join on the weekend to accomplish more basic tasks. Allows volunteers to
be involved and invested in the project and the outcome w/out having to
train or be worried about safety around mechanized equipment

e Using the Student Conservation Association (SCA) & state conservation
corps offer good opportunities to integrate volunteers w/ the crew. These
groups are also a good option for larger maintenance projects.

2. Politics of using trail building contractors

e A number of participants had some experience working w/ a trail
contractor. Some experienced confusion/ misunderstandings when a
volunteer was hired to work w/ contractors

e Will volunteers be invested in the trail if they are not engaged in the
construction of that portion of trail? Will they be willing to maintain a trail
that they haven’t built? Generally agreed that yes, there would be
investment if the volunteer group was aware of why it was necessary to
use the contractor and how they might be integrated into the planning of
work for the contractor.

e Recommend a “sales-pitch” to local volunteer chapter on why to use
contractors in certain places, and volunteers in others. Engage the
volunteers in the more exciting work and use contractors in areas where it
will be difficult to recruit large volunteer crews.

3. Non-profit acting as contractor
e In many instances the non-profit is actually acting as the contractor w/in
state & federal grants. This allows the non-profit to contract out work if
necessary. The non-profit is well-positioned to deal w/ the administrative
side of the project and to ride herd on compliance issues that the agency or
contractor might not necessarily be as motivated/willing to tackle.

4. Using Trail Building Contractors: General Conversation
e Isthere a concern of setting a precedent for mechanized equipment on
trails by using contractors? VVolunteers often look to the path of least
resistance and the trail building machines are tempting but can be a





nightmare for the non-profit in terms of liability & safety & adequate
training.

Generally agreed that contractors can be a great compliment to an all-
volunteer trails program. Have to handle it appropriately.

Suggested writing a 1-year maintenance plan into the contractor’s contract
to make sure all structures and new trail perform to standard.

5. Recommended Resources for Follow-up

National Trails Training Partnership website: www.nttp.net

USFS Enterprise Teams: can be contracted outside of the USFS,
expensive but efficient, can navigate the red tape of compliance
International Mountain Biking Association (IMBA) training center in
Atlanta

Indefinite Delivery, Indefinite Quantity (IDIQ): 5-year contract
opportunity w/ USFS (allows a group to lump projects together)
Professional Trailbuilders Association: (www.trailbuilders.org) Annual
Conference March 13-18, 2011- Asheville, NC

RECOMMENDATION for PNTS ACTION:

Invite trail contractor to future PNTS meeting

Invite an agency contract officer to future PNTS meeting

Compile photos from each NST on trailbuilding/maintenance to display at
upcoming meeting
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