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extent to which communication patterns promote effective flow of information
about managerial actions in both directions. Second, we want to define the
nature and extent of constraints that limit managerial options for coming up
with solutions, For example, such limitations may come from the legislative and
policy bounds which define the directions of managerial effort. They may also
result from the tendency of managers to define problems and potential solutions
from a distinctive and fixed perspective, as the result of professional
background and organizational ideoloqy.

Finally, we want to understand the ways in which management uses scientific
information and translates it into managerial action. Research generates
information that is useful to managers in evaluating the nature and extent of
problems to be dealt with. However, that does not guarantee that the most
successful solutions will be found, or that there will be ways to incorporate
this information into management. Thus, we are concerned about the ways in
which we can make the information work in the system.

The issue of communication is one that cannot be underestimated,
particularly given current public values concerning the responsiveness of
federal resource managing agencies. A central question in resource management
is whether managers are sufficiently aware of their clients' views to assure the
provision of maximum possible benefits to people. A social system is comprised
of many individuals and groups, each with their own sets of values and beliefs.
Social systems are effective when each person is aware of and understands and
respects the values and beliefs of all of the other persons. Conversely, social
systems are not effective when there is confusion and misunderstanding about
others' values and beliefs. The ability to understand why others are making

certain demands is critical to effective management.
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Further, the acceptance of managerial actions is contingent upon the respect
by other members of the syétem for the managers' actions and their reasons for
undertaking them. This is important to the principle of public involvement; it
also has the practical outcome of facilitating the ability of management to
implement actions and policies.

We have gathered information from managers, researchers, public groups, and
others about the Upper Delaware, Delaware Water Gap and New River environments.
It is clear from our discussions that there is not common agreement on how these
rivers should be managed. The lack of clarity about management is due to many
factors, not the least of which are misunderstandings about the intent of
managers. Such concerns are increased by the recognition that the management
situation may represent a new role in an organization with an established
management style (for example, Park Service managers at the Upper Delaware River
are being asked to cooperatively manage a resource they will not own, and that
is not the norm). These concerns suggest a need for understanding the ways in
which information is transmitted both to and from the managing agency, and the
role of that information in defining and solving the problems perceived by
management.

The second issue focuses on legislative and policy constraints that limit or
direct managerial attempts to find solutions to problems. Different managers
within the same organization can perceive the range of options they have for
dealing with a certain issue very differently. This is partly due to the
processes by which general policies are formed. Such processes are imperfect in
large part because of the considerable number of institutional entities
involved--federal agencies, OMB, congressional committees, and numerous interest

groups. The management strategy adopted by'an administrator is consumed in the
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manager's underStanding of the inputs in the policy process. It is reasonable
to assume each manager will understand and interpret policy in a different way.
Research on the ways in which managers choose solutions is important if we are
to understand past choices and project what future decisions are likely to be.

The leeway existing in current legislation is only one dimension of the
situation. The views of the managers themselves may play a key roﬁe in
interpreting policies, in defining problems and in identifying solutions. The
three river environments are "controlled”" by a diverse set of people, having
different goals, values, beliefs, etc. Much of this results from different
professional backgrounds, and different experiences in career development. Many
of these values are shared beliefs which are a part of agency ideology, while
others are personal factors. Thus, it is necessary to understand more clearly
how persons with different values and beliefs may interpret information
differently, and how they may seek different types of solutions. At one level,
this may be seen as a constraint on the range of options available for dealing
with problems. This research could e*plore ways in which such information could
be used to expand the options available for solving problems.

The final area of emphasis is in the actual adoption of research
information. There is no guarantee that information generated by scientists
will actually be used in resource management. This is due to the delivery of
the information, as well as the capacity of the management system to incorporate
information into actual probTem—solving‘behavior. We have emphasized our
strategy to provide information to be input into the writing of objectives.

That means there must be some ability to incorporate information into a
management planning process. We recognize such abilities are not always

present; thus, there may be some need to incorporate skills on designing
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effective objectives into the research design. In this sense, the role of
research would be to improve the technology of management. We might look at and
evaluate methods such as Limits of Acceptable Change (LAC) to see how well they
facilitate goal formulation. We might also want to explore methods for visually
displaying goals and evaluating their success (for example, computer graphics).

Plan of Research

Legislative analysis. Many of the reasons for managerial action and

resulting controversy have to do with the legal and political directives under
which administrators must function. The National Park Service is the federal
agency with primary responsibility for establishing river management directives
for the three study rivers. The broad management goal is that of protecting and
preserving the resource and providing for appropriate recreational use of the
resource by the public.

However, specific management objectives Eelated to assessing appropriate use
and management techniques employed have yet to be determined. Establishing
these use-related management objectives and techniques is a process which
involves the input of numerous resource management agencies, commercial
operators, local residents, and river users. Anqther source of direction is the
enabling legislation which designated these three sites, as well as legal and
administrative precedents established for other similar resources and/or
situations. This study will analyze the legislation and precedents to determine
if there are indications in these sources to assist managers in adopting
use-related objectives and techniques appropriate for these three rivers. Such
information may also help guide specific research activities.

The research proposed for the initial phase is the development of a plan of

study for a more in-depth analysis. This phase will include an identification
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of crucial issues. It will also identify the source of information available to .
address those issues (for example, legislation, records of Congressional
hearings, experience of managers, research l1iterature, legal precedents,
administrative plans and policies).
The objectives for this component of study are:
1. To identify legal and legislative directives which may give appropriate
use directions to river planners and managers. -
2. To identify crucial issues relating to setting and managing for
appropriate use of the resources (for example, resource damage, intended visitor
experiences, use of private land).
3. To develop a plan of study for more in depth analysis of the legislative
and legal foundations for establishing appropriate river use guidelines for the
New River Gorge, Upper Delaware, and Delaware Water Gap.

Management system analysis. The purpose of research in this area would be .

to examine the current management processes on the three study rivers. This
would involve in-depth interviews with managers to generate information
concerning their strategies of management, problem definition, use of research,
and communication with various publics. Such information would be analyzed with
the intent of identifying more effective strategies for taking action on
problems in implementing use management on the rivers. Research may also
include studies of managers in other recreation resource situations in order to
allow for a base of comparison in defining and dealing with similar recreation
resource problems.

Objectives for this research project are:

1. To define the relevant components of the management system, including

members, clients, range and limits of control, and legislative and policy .

constraints.
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2. To characterize the views of managers, including their basic values and
beliefs about the process or resource management, and how those values and
beliefs influence their definitions of the problems at hand and the solutions
chosen to deal with those problems.

3. To analyze the communication flow between managers and their clients to
evaluate its effectiveness in the problem-solving process.

4. To identify ways to introduce more effective management strategies into
the problem solving effort.

5. To examine how research concepts get ihplemented or fail to get
implemented in management and to identify ways to facilitate the use of such
knowledge in problem solving.

Management Technology. This research would most likely take place in the

latter stages of the research effort, and cannot be described with a high degree
of specificity. It is intended to adapt state-of-the-knowledge technologies
such.as computer graphics to display the nature and consequences of potential
management actions. In complex management situations, there may be many
possible options for taking action on a variety of identified problems. The
summary of research provided in the following section gives some idea of the
potential complexity of courses of action. Thus, it would help to be able to
view the various options and their predicted outcomes in a more understandable
manner,

This would be particularly useful in the public input process because it
would allow for greater understanding on the part of the public on the various
potential courses of action. This component would have to evolve in
collaboration with administrators to determine the most useful application of

such technologies.
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ITI. RESEARCH SUMMARY

This section provides a summary of the overall proposal for research
described in this report. Table 1 lists the projects proposed by general area
and by year. For each year, we have divided projects into those which we give
the first priority and those that we judge to be slightly secondary in
importance. By making such a prioritization, we do not wish to imply that
second level projects are not significant, but rather that we have to make
decisions about which information is most critical to problem solving. The
projects are broken down by year, although we recognize that projects for later
years are strongly contingent upon initial research efforts and cannot be
totally specified at this time. Projects shown in this table are described
under the various subject headings described above. Table 2 summarizes the
studies proposed under this research plan and identifies their priority and

duration.




Table 1. Summary of Proposed Research Projects
ECOLOGICAL USER BEHAVfOR SOCIO-ECONONMIC MANAGER TAL
TIMING COMPONENT COMPONENT COMPONENT COMPONENT GENERAL
1985-86
Evaluation of Resource Initiation of Community Analysis Legislative Analysis
Impacts~-Reconnaissance Research on
Experiences Management System
Principal Resaurce Impact Monitoring of Clientele Outfitter Study Analysis
Projects and Assessment System Groups
Impacts from Trespass--
Reconnaissance
Impacts on Fish and
Wildlife--Assessment
Site Recovery and Regional Economic Use Levels and
Secondary Rehabilitation-Assessment Impact Distribution--
Projects Potential Indicators
= - |
1986 -87 &ﬁ
1
Evaluation of Resource Definition and Community Analysis Management System
Impacts-Study Specification Analysis
Principal of Clientele
Projects Impacts from Trespass- Group
Monitoring Experiences Qutfitter Study--
Extension of Study
to Explore Role of
Qutfitters in
Management
Regional Supply
. and Demand
Site Recovery and Expansion of Economic Efficiency Evaluate Use
Secondary Rehabititation-Study Above Research Analysis Monitoring Systems
© Projects to Include
Impacts on Fish and Latent Users
Wildlife-Study
1987-88
and Beyond Evaluation of Management
Management Technology

Strategies
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Priority and timing.

Component Priority Project Duration

Ecological 1 Evaluation of Resource Impacts-- 5/85-5/86
Reconnaissance

Ecological 1 Resource Impact Monitoring and 5/85-1/87
Assessment System

Ecological 1 Impacts from Trespass-- 7/85-6/86
Reconnaissance

Ecological ] Impacts on Fish and Wildlife-- 6/85-6/86
Assessment t

Ecological 1 Evaluation of Resource Impacts-- 6/36-1/88
Study

Ecological 1 Impacts from Trespass--Monitoring 6/86-10/87

User Behavior 1 Initiation of Research on Experi- 4/85-12/85
ences of Clientele Groups

User Behavior 1 Definition and Specification of 1/86-12/87
Clientele Group Experiences

User Behavior 1 Evaluation of Management Strategies 1/88-12/892

Socio-Economic 1 Community Analysis 4/85-4/87

Socio-Economic 1 Qutfitter Study 6/85-6/86

Socio-Economic 1 Qutfitter Study Extension to Ex- 6/86-6/88°
plore Role in Management

Socio-Economic 1 Regional Supply and Demand 6/86-5/87

Managerial 1 Legislative Analysis 1/85-6/86

Managerial 1 Management System Analysis 4/85-6/87

Ecological 2 Site Recovery and Rehabilitation--  5/85-6/86"
Assessment

Ecological 2 Site Recovery and Rehabilitation-- 6/86-1/91
Study

Ecological 2 Impacts on Fish and Wildlife-- 6/86-6/882
Study or Studies

User Behavior 2 Expansion of Research to Include 1/86-12/87

Latent Users




Table 2 - continued
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Component Priority Project Duration

Socio-Economic 2 Regional Economic Impact 6/85~-5/86
Socio-Economic 2 Economic Efficiency Analysis 5/86-6/88
Managerial 2 Management Technology 6/87-6/89°
General 2 Use Levels and Distribution 3/86-12/86
General 2 Evaluation of Use Monitoring 3/87-12/88

Systems

aContingent on outcomes of earlier research.

b

Done in conjunction with evaluation of resource impacts reconnaissance.
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