Large Ecosystem Level Project

Decision Support Systems Questionnaire

I. Overall Project Information

1.  Program name:  Greater Yellowstone Ecosystem
2.  Primary references:

Since it was not possible to conduct interviews, the following sources were used:

Clark, Tim W. and Steven C. Minta. 1994. Greater Yellowstone's Future:  Prospects for Ecosystem Science, Management, and Policy. Homestead Publishing: Moose, WY.

Clark, Tim W. et al. 1991. Policy and Programs for Ecosystem Management in the Greater Yellowstone Ecosystem:  An Analysis. Conservation Biology 5(3): 412-422.

Keiter, Robert B. and Mark S. Boyce, eds. 1991.  The Greater Yellowstone Ecosystem: Redefining America’s Wilderness Heritage.  New Haven, CT:  Yale University Press. 

Lichtman, P.O. and T. W. Clark. 1994. Rethinking the “Vision” Exercise in the Greater Yellowstone Ecosystem. Society and Natural Resources 7(5): 459-478. 

Yaffee, Steven L. et al. 1996. Ecosystem Management in the United States: An Assessment of Current Experience. Island Press: Washington. pp.147-148.

3.  What are the program’s goals and objectives?

The Greater Yellowstone Ecosystem [GYE] is an example of a program that has failed to develop a comprehensive coordination effort for ecosystem management.  The lack of commonly shared policy and management goals among the federal and state agencies significantly impedes ecosystem management in GYE.  Other obstacles include the lack of a shared problem definition and common definition for ecosystem management, a lack of interagency coordination, and a lack of data and inability to use existing data efficiently.  In addition, a variety of multiple-use and commodity-development groups, such as regional livestock, timber and mining associations, off-road vehicle enthusiasts, and agricultural organizations, oppose an ecosystem management approach [Clark et al. 1991].

The debate involves the mix of preservation and development for the area and whether the agencies are able to develop and implement an ecosystem-wide policy to coordinate their management activities [Clark et al. 1991].  The number of agencies involved in the ecosystem’s land management has led to piecemeal decision making based upon different and often conflicting agency philosophies and mandates [Lichtman and Clark 1994].

4.  Describe the program’s strategic mandate, plan or framework.  Is there an agreement/executive order/directive that initiated the program?

In 1964, the Greater Yellowstone Coordinating Committee [GYCC] was established by federal managers of the National Park Service and Forest Service as a forum for discussing coordination in the Greater Yellowstone region.  While the GYCC meets a few times a year to coordinate management and public services between the national parks and national forests, it does not have decision-making power or authority to direct management activities.  However, federal coordination efforts and interagency cooperation are primarily voluntary and left to the discretion of managers [Clark et al. 1991].

In 1987, the U.S. Forest Service and National Park Service launched a joint strategic coordination and planning process to improve management of the GYE (commonly referred to as the “Vision” exercise).  Although there was the potential to offer a significant contribution to natural resource conservation, instead the process became mired in controversy and failed to resolve interagency management problems and communication gaps [Lichtman and Clark 1994].  

This process of interagency coordination included the publication of several documents:

· The Greater Yellowstone Area: An Aggregation of National Park and National Forest Management Plans (1987) - provided an inventory of Greater Yellowstone’s lands and resources and a composite of existing park and forest management plans.  Present and future condition of the GYE were discussed [Clark et al. 1991].

· the draft Vision for the Future: A Framework for Coordination in the Greater Yellowstone Area (fall of 1990) - identified the following three goals:

· to conserve the sense of naturalness and maintain ecosystem integrity

· to encourage opportunities that are biologically and economically sustainable

· to improve coordination

However, there were numerous concerns and criticisms that these goals were not “supported by specific recommendations with teeth, which if implemented, would in fact achieve the lofty objectives set forth in the document” [Clark and Minta 1994].
· the final A Framework for Coordination of National Parks and National Forests in the Greater Yellowstone Area (1991) - A significant portion of the substance of the earlier draft was removed or diluted in this final version, such as the highly controversial issue of reduction of multiple use [Clark and Minta 1994].
Lichtman and Clark (1994) identify four explanations for the failure of the “Vision” process:

· agencies had unclear objectives and an inability to recognize, understand, and articulate complex management problems
· a politicized environment in which certain political interests controlled or significantly influenced the agencies’ behavior so that there was little opportunity for agency professionals to chart their own course
· miscalculation of public response by failing to analyze and understand public sentiment, including special interests, elected officials, and the agencies themselves, before undertaking the “Vision” exercise
· agencies used deliberately vague language to preserve their discretion and minimize accountability
Although not successful, the “Vision” experience offers six lessons for improving natural resource management and for future decision and policy processes in the GYE [Lichtman and Clark 1994]:

· An issue as controversial as land management requires explicit, understandable statements of purposes and clear objectives for implementing change.
· Agencies need to address practical solutions once the problems are understood and describe practical means of setting and accomplishing objectives.
· Extensive analysis of social, organizational, political, and economic impacts, as well as analysis of how people and organizations might respond to real or perceived changes, needs to be conducted prior to carrying out the process.
· The public needs to initiate a partnership with the agencies so that public values, despite their broad range and often conflicting nature, will be incorporated and help drive the process.
· Education (public, intra-agency, and interagency) would have greatly benefited the “Vision” process by informing everyone about the issues and enabling them to participate in the decision making.
· Biologists, foresters, rangers, and naturalists charged with carrying out the “Vision” exercise could have benefited from additional professional knowledge and experience in addressing complex decision and policy processes in environmental management issues.
While ecosystem management may be viewed as a desirable goal for the region, institutional obstacles to a more useful problem definition, scientific uncertainty, professional biases, and an openly hostile context continue to impede the process [Clark and Minta 1994].  However, despite its inadequacies and the controversy and publicity it engendered, the “Vision” document was widely distributed and remains a valuable framework from which to move forward in planning natural resource management in the GYE [Lichtman and Clark 1994].

5.  Does the program involve multiple agencies/organizations?

There are more than 28 federal, state, and local governmental entities managing parts of the GYE.  However, policy is ultimately set by the two major federal land managers in the region - the Forest Service and National Park Service.  While the National Park Service’s mandate is to “conserve the scenery and the natural and historic objects and the wildlife therein and to provide for the enjoyment of the same in such manner and by such means as will leave them unimpaired for the enjoyment of future generations”, the Forest Service operates under multiple-use policies.  National forests are administered for the purposes of outdoor recreation, range, timber, watershed, mining and mineral leasing, wildlife and fish [Clark et al. 1991].

Greater Yellowstone Coalition [GYC]

The Greater Yellowstone Coalition [GYC] was established in 1983 by people concerned with the rapid rate of development and fragmentation in the GYE.  GYC has evolved to meet the needs of the region, becoming a leader in conservation work with more than 6,200 individual members and 110 nonprofit conservation and environmental member groups.  It is the major nongovernmental organization that serves as watchdog and critic of the agencies and is committed to an ecosystem approach to ecosystem management, based on interagency coordination and a common vision of a sustainable ecosystem.  Information is distributed to the public through the Greater Yellowstone Report newsletter, topical fact sheets, and a web page.  [Clark et al. 1991; http://www.desktop.org/gyc].

GYC advocates federal ecosystem management legislation in their Sustaining Greater Yellowstone, A Blueprint For The Future.  The act would select areas for wilderness, recreational use, wildlife corridors and ecosystem linkages. Incentives would help preserve open space and agricultural lands.  It would also promote the restoration of public lands damaged by development and the protection of important geothermal areas from harmful development [http://www.desktop.org/gyc].

GYC helped to craft legislation that appropriated $6 million in Land and Water Conservation Funds in 1994 for the purchase of the Porcupine Creek drainage near Big Sky, Montana. The purchase was authorized as part of the Gallatin Range Consolidation and Protection Act.  The act gave the public the opportunity to secure 80,000 acres of private land slated for logging and development in a wilderness area containing critical wildlife habitat.  The Coalition has also participated in the development of Montana wilderness legislation to secure protection for key roadless lands in the northern GYE [http://www.desktop.org/gyc].

In addition, the GYC works with landowners [approximately 20 percent of the GYE's lands are privately owned] to preserve open space and agricultural lands and with housing developments to properly guide growth in the region to avoid degradation of river corridors and displacement of wildlife.  GYC also helps communities throughout the region by coordinating expertise assistance and providing the necessary tools to preserve the values of their community [http://www.desktop.org/gyc].

6.  Does the program work with multiple stakeholder groups?

There are multiple stakeholder groups involved in the ecosystem management of GYE - environmental, business (resource extraction), social interest, academic, and governmental.  The media, public, and elected officials are also influential.  High-ranking elected officials can and do significantly control agency behavior.  “The arrangements that have evolved between the bureaucracies, commodity interests, and high-ranking elected officials can be viewed as an “iron triangle”.  Through a network of power relationships and defensive mechanisms, these iron triangles are hard to overcome for a new actor interested in changing traditional management” [Clark and Minta 1994].
7.  How long has the program been in existence? Is the project in an  implementation phase?

The Greater Yellowstone Ecosystem [GYE] was first delineated in 1979 based on the ranges of animals such as the grizzly bear, elk, trumpeter swan, and mountain lion, and on geologic, hydrologic, and other abiotic features [Yaffee et al. 1996].
8.  What are the funding sources for the program overall?  

9.  Assessing the similarity of program to CALFED:

Describe the size/extent of the program’s geographical scope and the natural system(s) the program is monitoring (e.g, bay, estuary, coastal, wetland, forest, river, lake, prairie, etc.)

The GYE is eighty percent forested and is the headwaters of Yellowstone-Missouri, Green-Colorado, and Snake-Columbia river systems [Yaffee et al. 1996].  It is a distinct biogeographic area of 19 million acres in northwestern Wyoming, and parts of Idaho and Montana, characterized by coniferous forests, over half the world’s geothermal features, and an abundance of wildlife [Lichtman and Clark 1994]. 

V.  Indicators
· Indicators - biological and policy/management

Just as grizzly bears are biological indicator species, Clark et al. (1991) suggest that they may also be indicators of the failures and successes of policies and management efforts at ecosystem scales.  Success in maintaining the GYE will be measured partially by the success in managing the Yellowstone grizzly.  Recovery will depend on a strong scientific base of knowledge of the long-term biological needs of the population, a public and managerial value system that recognizes the ecological and other values of grizzly bears, and an applied management system that can integrate these two components into an effective recovery policy [Clark et al. 1991].  
VII. Research

· Yellowstone Ecosystem Studies (Y.E.S.) 

PO Box 6640, Bozeman, MT 59771

phone: (406) 587-7758 / fax: (406) 587-7590

[http://www.yellowstone.org]

Y.E.S. is a privately funded, independent, non-profit research and education organization. It is committed to long-term, large-scale research projects that provide the critical information needed to protect, manage, and sustain a healthy Yellowstone ecosystem.  The organization consists of a Board of Directors, research staff, and lead project scientists from universities and the Yellowstone Center for Research.  It also incorporates public involvement through their summer and winter “Outdoor Field Studies” program. 

Y.E.S. is currently conducting ten 10-20 year, large-area studies arranged under two major initiatives - the great carnivores and wild waters of Yellowstone. These projects are all part of a long-term inventory and monitoring program to assess the crucial components of the entire Yellowstone ecosystem.

XIII. Metadatabases, Compilations & Libraries

· Mountain Research Center - Greater Yellowstone Area Data Clearinghouse

[http://www.mrc.montana.edu/gyadc]

A fundamental goal of the Greater Yellowstone Area Data Clearinghouse (GYADC) is to provide managers, planners, scientists, academia and other stakeholders access to digital spatial data. The objective is to initiate the communications mechanisms that will lead to developing consistent data layers across the GYE in order to share information, to avoid

duplication in developing additional data sets, to highlight crucial missing data sets, and to provide public access to information about the GYE and its human communities.   The GYADC functions as a detailed catalog service with support for links to spatial data and browse graphics.  It will provide hypertext linkages within the metadata entries that enable users to directly download the digital data set in one or more formats. 

Other data exchange projects include:

· The County Outreach Project, which is jointly coordinated by Montana State University and the University of Wyoming, aims to improve the GIS capabilities of selected local governments to help facilitate data sharing. 

· The Snake River Corridor Data Node is part of two pilot demonstration project that provides an infrastructure supporting coordinated multi-agency resource management in a region experiencing rapid change with a growing number of multi-jurisdictional issues.  

· Yellowstone Geographic 

[http://www.yellowstonegeographic.com]

This web page focuses on science, news and philosophy of the Greater Yellowstone region, including geology, biology, archaeology, Native Americans, history, education and politics.  It contains the Yellowstone Research Library which is dedicated to providing a broad-based resource of Greater Yellowstone science information for educators, researchers and the interested public.  Links are also available to related research libraries and databases.
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