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Section One 
STRATEGIES FOR THE FUTURE 
PURPOSE AND OVERVIEW 

REASON FOR STRATEGIES FOR THE FUTURE 
The National Park Service is charged with the management of the 
nation's most precious natural, cultural, historical, and 
recreational resources. These resources are inextricably woven 
into our national heritage, and they provide citizens the world over 
with invaluable opportunities for recreation, experiencing aesthetic 
beauty, historical reflection, cultural enrichment, and 
environmental education. It is the responsibility of those involved 
in park management and policy formulation to ensure the 
protection of the resources managed by the National Park Service. 
Yet, fulfilling this enormous responsibility is neither easy nor free 
of controversy. 

The Four Corners Region encompasses one of the most important 
and fascinating collections of prehistoric cultural resources, sites, 
and artifacts in the world. The comprehensive protection and 
management of these resources, while promoting a solid economic 
base for the region, is a challenge faced by decision makers in 
both the private and public sectors. Within the area are twenty-
one National Park System units, in portions of the four states, 
spanning three NPS regions. 

There are many interests involved in this area: local, tribal, state, 
regional, national, and international concerns. As a result, there 
are many initiatives in the area. The three National Park Service 
regions have not had a clear overall strategy that analyzes the 
interrelationship and aggregate effect of these initiatives and their 
effects on decision making and priority setting among the NPS 
regions and the affected parks. This set of strategies will ensure a 

consistent and thoughtful approach to cooperation with other 
interests in the area. The National Park Service needs to clarify 
park purposes and goals throughout the three regions. This 
focussed approach will improve resource protection, enhance 
visitor services and experiences, and enhance human resource 
development. 

STRATEGIES FOR THE FUTURE PURPOSE 
This is a disciplined effort to improve the effectiveness of the 
National Park Service by finding the best fit between NPS 
aspirations and the realities of existing and future environments. 
In short, this process aims to provide the park service with the 
capability to interpret its environment, estimate its power, and 
make the most of the possibilities at hand. 

NPS Efforts in the Four Corners Area-Strategies for the Future is 
a result of a collaborative effort among park superintendents in the 
Four Corners area and staff from the Rocky Mountain, Southwest, 
and Western regional offices to ensure protection of resources 
while effectively managing for change. This document 
summarizes the process and results of that effort. These strategies 
have been prepared in response to, and in furtherance of, work of 
the Four Corners Heritage Council. 

The purpose identified for this effort by park and program 
managers is: 

To develop a clear, concise National Park Service position, 
vision, and policy upon which to set National Park Service 
program priorities in four areas: 

• tourism 
• communication and education 
• resource preservation 
• NPS effectiveness 
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A clear strategic vision will improve decision making and will 
provide a greater degree of success in implementing the proposed 
actions through an effective allocation of limited resources and 
effort. These strategies: 

• give park and program managers a framework within which 
to respond to external and regional initiatives and projected 
trends; 

annual status report documenting accomplishments needs to be 
prepared, along with a new action agenda for the subsequent year. 
The revised agenda will be approved by the three regional 
directors. Action items may be added at any time, with the 
concurrence of the three regional directors. 

• provide a road map of implementation strategies and actions 
that leads park and program managers to successful 
achievement of stated desired futures; 

• provide a framework within which to identify critical skills 
or resources available and needed to set realistic objectives 
during programming and budgeting exercises; and 

• serve as a clear, unified National Park Service statement, 
which elected officials may use to consider future local and 
regional actions. 

No additional federal funds are available to implement the actions 
proposed in these strategies. The actions are to be accomplished 
within existing funding and staffing levels unless outside money is 
involved. 

NPS Efforts in the Four Corners Area—Strategies for the Future 
has been approved by the regional directors of the Rocky 
Mountain, Southwest, and Western regions. It is a document that 
presents a dynamic process. The strategy elements, the "what 
needs to happen," will remain in effect through 1995. The action 
elements, the "how to accomplish the strategies," will be revised 
at least annually, based upon accomplishments and changing park 
needs, and internal and external environmental influences. An 
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Section Two 
DIRECTION SETTING: VISION AND 
DESIRED FUTURES 

VISION 
The best way to control the future is to create it. A vision 
statement is the first step in that process. It articulates a direction 
rather than a destination, and expresses values in terms of an 
ideal. It is the basis for strategic thinking and provides long-term 
guidance for the organization. 

NPS VISION FOR THE FOUR CORNERS AREA 

The National Park Service promotes a conservation ethic in the 
Four Corners area through leadership in: 

• responsible tourism and tourism-related economic 
development 

• communication and education 
• resource preservation 

and through 
• National Park Service effectiveness 

DESIRED FUTURES 
Desired futures are broad conceptual descriptions of what the area 
could be like, based on the kinds of resource conditions and 
visitor experiences the National Park Service wishes to provide. 
Resource management conditions, visitor experiences, and 
administrative goals can all be expressed in the form of desired 
futures. Desired future statements describe desired ends; they are 
not specific solutions or means of accomplishing ends. 

Listed below are the desired futures tied to the four elements of 
the vision. 

Responsible Tourism and Tourism-Related Economic 
Development 

• Desired Future: The National Park Service is a 
recognized partner for tourism and tourism-related 
economic development, while preserving resources and 
providing a diversity of high-quality visitor experiences. 

Communication and Education 
• Desired Future: Visitors to the region have access to an 

integrated, consistent, and coordinated "big picture" of the 
Anasazi*. Visitors are aware of the options available to 
them and can make decisions about how to best spend 
their time. 

Resource Preservation 
• Desired Future: The National Park Service promotes 

excellence in resource preservation and protection 
programs in the Four Corners area. 

NPS Effectiveness 
• Desired Future: Local communities and area residents 

understand and support the National Park Service mission 
in the Four Corners area. 

* There is widespread disagreement on what to call the prehistoric Indian tribes of the 
Four Comers area. Until this disagreement is resolved, the NPS will continue to use the 
term Anasazi. 
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Section Three 
1993 STRATEGIES AND 
ACTIONS 

The strategies were generated by people who participated in this 
process and who will be responsible for achieving the results. The 
priority strategies for 1993 are presented in this section. 
Strategies for 1994 and beyond are presented in section four. The 
1993 strategies are organized around the desired futures identified 
in section two and are presented with actions necessary to 
accomplish them, persons responsible for accomplishment, and 
target completion dates. 

The strategies in both sections three and four (what needs to be 
accomplished to realize the identified desired futures) will remain 
in effect through 1995. The actions (how the strategies will be 
accomplished) will be reviewed annually to document 
accomplishments. Some actions to reach strategies identified as 
1994 and beyond in section four may actually be accomplished 
before then. New action items to implement the strategies will be 
prepared annually, with the concurrence of the three regional 
directors. 

A superintendent in the Four Corners area will serve as a 
coordinator to ensure consistent implementation efforts among the 
superintendents for the actions in section three. Mr. Larry Belli, 
Superintendent, Chaco Culture National Historical Park has 
volunteered for 1993. On the following tables some of the actions 
have individual superintendents indicated as lead under "persons 
responsible" for implementation. (A list of superintendents can be 
found on page 25.) Where only superintendent is listed, a 
superintendent will need to be designated as lead for 
implementation. 
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RESPONSIBLE TOURISM 
1993 STRATEGY 

Implementation Actions Persons Responsible Date 

-Develop and provide economic data analysis to superintendents 
-Train superintendents/park spokespeople on how to interact with 
the media 

-Expand Navajo area superintendents' biannual meetings with 
tourism councils to include all Four Corners superintendents 

-Develop and present economic benefit programs to local 
communities, regional subgroups, and local media 

-Provide general audiovisual materials to superintendents for 
programs 

-Increase local awareness of benefits derived from NPS grants and 
assistance programs (i.e., Land and Water Conservation Fund, 
Historic Preservation Fund) and payment in lieu of taxes 

ARD-communications (SWR), ARD-planning (WR), 
public information officer (RMR) 

superintendents 

superintendents, ARDs-operations 

regional public information officers, regional chiefs 
of interpretation 

superintendents, chiefs of assistance programs, 
regional chiefs of lands 

annually 

completed 
11/92 

12/93 

9/93 

ongoing 

DESIRED FUTURE: The National Park Service is a recognized partner for tourism and tourism-related economic development, 
while preserving resources and providing a diversity of high-quality visitor experiences. 

1993 STRATEGY: Increase public awareness of the economic value of National Park Service areas. 
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COMMUNICATION AND EDUCATION 
1993 STRATEGY 

Implementation Actions Person Responsible Date 

-Establish partnership(s) with the tourism industry to develop and implement a 
marketing strategy and materials grounded in sound resource protection principles 
and in a strong conservation ethic for Four Corners sites 

-Develop and distribute an Anasazi culture orientation brochure 

-Develop and distribute a list of interpretive videos available to chambers of 
commerce and convention and visitor bureaus 

-Join in with proposed NPS visitor services data base by developing appropriate 
material on Four Corners parks and sites 

-Develop a federal land manager/tribal communication and coordination group, 
formalized with a memorandum of understanding 

-Develop a comprehensive Anasazi culture training manual and training program 
for all Four Comers interpreters 

-Invite local community representatives to existing NPS training programs 
-Provide instructors and training materials to other agencies, local communities 
and tribes and use their materials and personnel 

-Develop and distribute multi-park media 

superintendents 

superintendents 

superintendents, public information officers 

public information officers 

superintendents, Utah state coordinator 

superintendents (Heyder, Belli, Cooper) 

superintendents, regional training officers 

superintendents (Belli, Wyatt, Eury) 

12/93 

12/93 

ongoing 

ongoing 

12/93 

12/93 

12/93 

9/93 
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DESIRED FUTURE: Visitors to the region have access to an integrated, consistent, and coordinated "big picture" of the Anasazi. 
Visitors are aware of the options available to them and can make decisions about how to best spend their time. 

1993 STRATEGY: Provide, in partnership with Indian tribes and local communities, a systematic orientation of the area 
resources to visitors both before they leave home and once they arrive in the region. 



RESOURCE PRESERVATION 
1993 STRATEGY 

Implementation Actions Persons Responsible Date 

-Organize and conduct joint meeting of park and regional staff to 
identify needs and establish inter-region program priorities 

-Set regional program budgets to meet overall Four Corners 
program priorities 

-Determine Four Corners park needs and develop marketing 
strategies to obtain funding from alternate sources 

-Prepare joint program to train apprentice ruins stabilization 
specialists 

-Continue ARPA joint efforts between regions 

-Explore possibilities and develop a proposal for multi-park GMP 
effort 

ARDs-resource management, superintendents, park 
resource management specialists 

ARDs-resource management 

superintendents, ARDs-planning, regional director 

superintendents (Belli, Heyder) 

regional protection chiefs 

superintendents, regional chiefs of planning 

9/93 

9/93 

12/93 

12/93 

ongoing 

12/93 
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DESIRED FUTURE: The National Park Service actively participates in and promotes excellence in resource preservation and 
protection programs in the Four Corners area. 

1993 STRATEGY: Develop a system to establish priorities for research and resource preservation and protection. 



NPS EFFECTIVENESS 
1993 STRATEGY 

Implementation Actions Persons Responsible Date 

-Initiate regularly scheduled, agenda-driven, interregional meetings 

-Prepare annual updates of strategic plan implementation actions 

-Develop NPS Four Corners information clearinghouse to share 
information on management, resources, legislative, and other issues 

-Coordinate legislative programs, strategies and management 
positions affecting the Four Corners area between the three regions 

-Identify existing and needed nongovernment organization to share 
ideas and develop partnerships for resource stewardship 

ARDs-planning 

regional chiefs of planning 

regional chiefs of planning and regional legislative 
coordinators 

ARDs-planning, regional legislative coordinators 

superintendents, regional directors 

3/93 

ongoing 

9/93 

9/93 

ongoing 

DESIRED FUTURE: Local communities and area residents understand and support the National Park Service mission in the 
Four Corners area. 

1993 STRATEGY: Assure that NPS speaks with a common voice on management issues, legislative agendas, resource protection 
matters, budget, etc. 
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Section Four 
1994 AND BEYOND STRATEGIES AND 
ACTIONS 

These strategies and actions will be used as a basis for 
development of future priority action programs. Some of the 
actions may be accomplished in 1993 as the 1993 priorities are 
met and as time and funding allows. 
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RESPONSIBLE TOURISM 
1994 AND BEYOND STRATEGIES 

STRATEGY IMPLEMENTATION ACTIONS PERSONS 
RESPONSIBLE 

Establish partnerships between NPS 
and organizations that market Four 
Corners resources/attractions 

Provide assistance to entrepreneurs 
in evaluating potential tourism 
enterprises within or outside of the 
parks that could affect NPS areas 

Work with regional tourist 
organizations to improve the quality 
of the information they have 
available on NPS areas 

Work with landowners and 
developers adjacent to park units 

Assist tribes with tourist-related 
economic enterprises 

-Focus NPS efforts at local level, superintendents develop relationships with 
local travel, and tourism organizations 

-Newsletter or electronic mail (weekly/monthly) of activities calendar with 
current and upcoming events — cooperate with Four Corners Tourism Council 

-Develop and make available information on appropriateness/compatibility 
criteria used by the NPS to evaluate projects and an awareness of 
developments' impacts on park boundaries 

-Develop relevant, timely information for tourist organizations to use (data base 
of basic information on Four Corners parks related to each park's visitor needs) 
-Produce basic copy on Four Corners parks and give to area papers for inserts 

Discuss proposed land use changes and developments adjacent to park units to 
assure that protection of park values is considered 

-Assist in preparation of economic development plans with tribes 

superintendents 

public info 
officers 

superintendents, 
ARDs-planning 

public 
information 
officers 

superintendents, 
ARDs, assoc 
RD-resource 
management 

superintendents 
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DESIRED FUTURE: The National Park Service is a recognized partner or tourism and tourism-related economic development, 
while preserving resources and providing a diversity of high-quality visitor experiences. 



COMMUNICATION AND EDUCATION 
1994 AND BEYOND STRATEGIES 

STRATEGY 

Develop and implement a 
comprehensive education outreach 
program for region schools 

Develop training programs for 
tribes and local communities to 
develop interpretation techniques 

IMPLEMENTATION ACTIONS 

-Develop common/consistent educators' guides and training programs for 
teachers, using the Utah guide as an example 

-Participate in teacher in-service and orientation training programs 

-Arrange for long-term exchange assignments (1 year) between NPS and other 
agencies 
-Develop joint training programs 
-Provide NPS training/certification of Indian guides through local community 
colleges 

PERSONS 
RESPONSIBLE 

superintendents 

superintendents 

regional 
training 
officers, 
ARDs-
administration 
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DESIRED FUTURE: Visitors to the region have access to an integrated, consistent, and coordinated "big picture" of the Anasazi 
and are award of the options available to them and can make decisions about how to best spend their time. 



RESOURCE PRESERVATION 
1994 AND BEYOND STRATEGIES 

STRATEGIES IMPLEMENTATION ACTIONS PERSONS 
RESPONSIBLE 

Develop or improve ways of 
sharing information/resources and 
personnel among parks, regions, 
and other resource management 
agencies 

Incorporate views of tribes in 
identifying and managing special 
resource values 

Improve coordination between 
regions on resource preservation 
policies, procedures and issues 

-Encourage temporary details within NPS or between other agencies 

-Develop a system to match data and research needs with available skills 
(personnel) 

-Invite tribal representatives to joint meeting to establish priorities 

-Establish a funding source to support cross-cultural resource information 
exchange (e.g., temporary exchange of personnel, training, consultation) 

-Develop joint or compatible policies and procedures (e.g., American Indian 
consultation or repatriation) 
-Organize joint park consultation meeting with tribes to lessen the meeting 
burden on both the tribes and the parks 

ARDs-resource 
management, 
superintendents 

ARDs-resource 
management 

ARDs-resource 
management 

ARDs-resource 
management 

ARDs-resource 
management, 
superintendents 
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DESIRED FUTURE: The National Park Service promotes excellence in resource preservation and protection programs in the 
Four Corners area. 



NPS EFFECTIVENESS 
1994 AND BEYOND STRATEGIES 

STRATEGY IMPLEMENTATION ACTIONS PERSONS 
RESPONSIBLE 

Support and encourage all park staff to be 
an integral part of communities 

Help NPS personnel understand values that 
local communities attribute to resources. 

Maintain consistent and coordinated 
consultation with the tribes 

Assure full participation of American 
Indian tribes in NPS operation/programs 

-Review authority that would allow NPS payment of organization dues, to encourage 
NPS employees' active involvement in community organizations 

-Encourage staff to live in the community; advertise positions (when feasible) without 
park housing 
-Encourage/support participation in organizations that benefit the community 

-Encourage park programs or activities that promote community involvement (e.g., 
high school interns) 
-Support community/organizational meetings and events in the park within financial 
capabilities 

-Incorporate local community/area history summaries as part of park employee 
orientation (both seasonal and permanent employees) 

-Develop and provide parks with consistent regional consultation plans, procedures, and 
guidelines 
-Develop MOAs with various tribal groups (agency or interagency) on consultation 
procedures (one in each region) 

-Initiate regular management awareness sensitivity sessions on cross-cultural issues 

-Use local hiring authorities to achieve affirmative action goals (provide clarification 
and summary of authorities that exist) 

-Provide clarification and summary of existing hiring authorities 

-Support tribal participation in park programs/events 

ARDs-administration 

superintendents 

superintendents 

superintendents 

ARDs-resource management 

regional training officer, 
equal opportunity officer 

superintendents 

ARDs-administration 

superintendents 
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DESIRED FUTURE: Local communities and area residents understand and support the National Park Service mission in the 
Four Corners area. 


