






February 21, 2002

Memorandum

To:

Regional Planning Program Coordinators


Chief, Project Management, Denver Service Center
From:

Program Manager, Park Planning and Special Studies



/s/ Warren Brown

Subject:
Washington Office Consultation Procedures

This memo and the accompanying chart are intended to clarify the procedures for Washington Office (WASO) policy consultation on the various products funded through the General Management Planning Program, Special Resource Study Program, and River and Trail Study Program.  

As outlined in Director’s Order 2 and the NPS Management Policies, the primary purpose of the consultation with WASO is to involve program managers and NPS leadership in the major policy decisions early and at critical stages of the planning or study process.  One of the important results of our planning process should be to assure that leadership of the Service is aware of and supports our plans and studies. Another purpose of consultation with WASO is to help assure that plans for each unit are consistent with Servicewide policies and consider potential precedents or implications for other units.  

This memo and the attached chart outline our standard procedure for policy consultation.  We welcome other suggestions for how to accomplish the intended goals for the consultation process and will work with you to experiment with different systems.  Suggestions for changes in the standard procedure for policy consultation should be made when a draft project agreement is forwarded for review.  Unless some modified process is agreed upon, the standard procedure should be followed and referenced in the project agreement.   

When you forward your documents for consultation, we request that you identify the areas of concern or the issues you believe deserve special attention, so that we can select appropriate reviewers and the dialogue between your office and ours can be useful.  These areas of concern may be issues that are controversial, or they may be proposals that are unusual applications of management policies that you think need special attention or discussion.  

Please note that draft plans and studies should not be released for public comment before you have completed consultation with the Washington Office.  Early consultation, especially before public review, is essential for it avoids the potential for the public and the media responding to proposals that are not consistent with NPS policy and management direction.

For projects that are likely to be complex or highly controversial, we suggest that you schedule a briefing for the WASO Directorate at a key point in the planning or study process, usually after some direction has been developed about a preferred alternative.  A current topic of very special concern is the level and cost of development recommended by plans and special studies, especially new visitor facilities.  The committees have been especially concerned about plans proposing what might appear to be an ambitious amount of new development in relation to the number of visitors.  If you are working on a general management plan involving approximately $10 million in new development, or a special resource study that involves a similar amount for acquisition and development, we highly recommend that you schedule a briefing with the Directorate.  

While Regional Office staff can schedule briefings directly with the Director, Deputies, or Associates, the Division of Park Planning can assist in scheduling these events.  We need to be informed if you schedule a briefing independently on any pending study or planning project.  In most cases it is useful to prepare a briefing paper on the project and issues of potential concern to assure that the appropriate offices have an opportunity to be represented in your presentation.  If you are uncertain about the need for a briefing in person, a written summary of issues may help determine if the briefing can be accomplished by teleconference or by other means that do not require travel. 

In our consultation on draft documents, we will make every effort to provide you with comments within 30 days.  In most cases, only one review of a document will be needed and our comments will indicate that no further consultation with WASO is needed unless there are substantial changes in the plan or study. In rare instances where there is substantial controversy or the draft is marginally acceptable for public release, we may ask you to provide a revised draft for policy clearance before it is released or approved. 

Project Agreements:  Prior to sending a Draft Project Agreement (PA), the project is to be entered into the Servicewide tracking system (im.den.nps.gov/).  PAs for all GMP’s and Studies including those for Wild & Scenic Rivers and National Trails are to be forwarded electronically by the responsible region.  If DSC is asked to forward a draft PA, the email message should indicate that they are doing so at the request of the responsible program manager in the Regional Office. Our comments on project agreements will also be provided electronically, normally from the Program Manager in WASO to the counterpart program managers in regions. 

Agreements should include the issues the plan or study will address (the scope of the project), the key project team members, the roles and responsibilities of the offices involved, the schedule for delivery of major products or milestones, and the project budget by fiscal year.  The PA also should articulate the intended results of the project in terms that are not limited to “a completed plan”.  For example, some of the results might be “increased public understanding about park purpose, agreement on the scope of commercial services, partnerships with a gateway community”, etc.  Results for a special resource study might include items such as “agreement among interested parties on resource significance”, public support for certain alternatives to NPS management, or answers to questions about feasibility for NPS to manage that will be useful in the legislative review process.  The project agreement should agree with the PMIS project statement in terms of scope and cost, or explain in the cover letter why there are differences.

Project agreements should be amended if the schedule changes by more than 120 days or the cost estimate by more than 20 percent.  Please note that increases in project budgets of more than 20% or $40,000 (whichever is LESS) need to be approved by the program advisory committee, so major changes in project scope or budget need to be cleared by WASO before they are approved by the Regional Director.  Changes in project schedules or other matters that do not involve a major change in budget or scope should also be sent to Park Planning and Special Studies for our files and records after they are approved by the Regional Director. 

Statements of Significance for Special Resource Studies and Eligibility statements for Wild and Scenic River and Trail Studies: Internal draft significance statements and eligibility statements should be forwarded (via email) to WASO as soon as they are completed and prior to the completion of the internal draft report.  This will allow you to get feedback from the natural and cultural resource reviewers well in advance of the completion of the report, so that modifications can be made early on in the document preparation process.  Agreement on resource significance or eligibility is especially important before substantial investments are made as the study proceeds to subsequent stages of evaluating suitability, feasibility, and management alternatives. 

Internal Draft Documents:  All documents funded by the GMP/SRS program including general management plans and plan amendments, boundary studies, special resource studies, wild and scenic river studies, trail studies and heritage area/corridor studies or other similar documents require policy consultation with WASO.  In special circumstances, our office also may be able to help coordinate reviews of documents funded by other programs.  The need for consultation with the Washington office is based on the types of issues being addressed rather than the source of funding for the project. 

Ideally, consultation with Servicewide program managers takes place as needed throughout the planning or study process.  For example, questions about significance of cultural resources and the eligibility for designation as a national historic landmark should be addressed with the NHL program office long before a draft plan or study is sent to WASO for policy consultation.  Generally, documents are sent to WASO for policy consultation when the Regional Director is satisfied that the document meets all of the requirements of the appropriate policies and guidelines and personally recommends the plan or study to WASO.  In some cases, we can provide policy review concurrently with review in the regional office, but this has a high potential to create confusion if there are substantial changes in the direction or the preferred alternative. 

Public Draft Documents: Please send 3 copies of the public review draft GMP or SRS to PP&SS for our information and files. 

Final Documents: The policy consultation is usually completed at the draft document stage. No further consultation on the final plan or study report is needed unless we have requested another review before the final document is published.  Please assure that WASO receives 5 copies of the final GMP/EIS, 15 copies of the special resource study or 25 copies of a river or trail study.   (SRS's and rivers and trails studies must be transmitted to Congress and consequently require more copies than GMP's.)  If you prepare an abbreviated GMP, please send 5 copies of that document also and  then only two copies of the full GMP/EIS.  
Transmitting Final Documents to Congress:  The Division of Park Planning and Special Studies will continue to assist in transmitting final planning and study documents to Congress.  Only some GMP’s, usually for recently authorized areas, are required by law to be transmitted to certain committees.  Special Resource Studies and River and Trail Studies all must be transmitted.  The first step in the transmittal process is for the responsible regional office to draft a transmittal letter explaining why the plan or study has been done and explaining the major findings or preferred alternative.  These letters should be forwarded electronically and the content of the letter should ideally be no more than one page.  As you start preparing these transmittals, you should consult with us.  

We appreciate being kept informed about the status of each of the planning efforts.  In the months ahead we will be exploring the use of electronic documents in our reviews using the Inside NPS intranet site.  We also will be exploring how to assure that all plans out for public review are posted on the NPS website along with information about public meetings and comment procedures. We will provide more information on this as it becomes available.  If you have questions or concerns about any of these procedures, please call one of us.  We can be reached at the following numbers:

Warren Brown, Program Manager
 


202-208-4285

Brenda Smith, Program Management Assistant

202-208-6377

John Haubert, Program Coordinator, SE, IM, MW

202-208-4290

Betty Janes, Program Coordinator, NE, PW, AK, NC  
202-501-8928

cc:  DSC Manager

       WASO Reviewers
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