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The sub jec t  t h i s  morning i s  p lanning and t h e  problems p e c u l i a r  
t o  p lann ing  f o r  management on p u b l i c  lands. As I am sure you know, 
we cou ld  devote e n t i r e  seminars t o  problems encountered i n  p lan-  
ning. However, w i t h i n  t h e  scope o f  t h e  program today, we have 
the  oppor tun i t y  t o  touch b r i e f l y  on some o f  t he  more important  
h i g h l i g h t s  o f  p lannihg w i t h  the  focus on major f a c t o r s  t h a t  i n f l u -  
ence t h e  usefulness and cont inued v i a b i l i t y  o f  our plans. 

When we consider  long and sho r t  range p lanning i n v o l v i n g  
fo res t  resources, i t  i s  w e l l  t o  remember the  h ie rarchy  o f  p lans 
t h a t  has evolved over t he  years. With the  development o f  t h e  
assessment and subsequent program requ i red  by the  Resources Plan- 
n ing  Act, t he  Forest  Serv ice has seen t h e  t o p  p lanning l e v e l  of 
our  h ie rarchy  o f  resource land management plans come o f  age. The 
h ie rarchy  o f  p lans can be i l l u s t r a t e d  i n  t h i s  fash ion  w i t h  t h e  
R.P.A. program being represented a t  t he  na t i ona l  l e v e l .  (Table a) 

1. Note the  mix o f  management plans and budget, and 
programming a c t i v i t i e s .  

2. The downward f l o w  o f  d i r e c t i o n  and, 
3. The p r o v i s i o n  f o r  feedback. 

Why i s  t h i s  h ie ra rchy  important  t o  us? 

For one th ing ,  i t  helps t o  i n j e c t  a sense o f  s t r u c t u r e  and 
o rgan iza t i on  i n t o  t h e  o v e r a l l  p lanning process. That s t ruc tu re ,  
keyed as i t  i s  t o  o rgan iza t ion  l e v e l  re in fo rces  our a b i l i t y  t o  
b u i l d  a s e t  o f  dependent plans t h a t  a r e  responsive t o  both d i r e c t i o n  
and ob jec t i ves  s e t  from h igher  au tho r i t y ,  and t o  knowledge of local 
concerns and Pand c a p a b i l i t i e s  developed a t  ground l e v e l .  

It a l s o  serves another very important  purpose. It v i s u a l l y  
i l l u s t r a t e s  t o  us the  in tended interdependency o f  t he  land man- 
agement planning, the  programming o f  a c t i v i t i e s ,  and t h e  ac tua l  
funding o f  p ro jec ts .  

So, now we can begin t o  r e l a t e  t o  a bas ic  quest ion t h a t  .I 
b e l i e v e  must be answered i n  t h e  minds o f  the  people engaged i n  a 
p lanning job.  To be a t  a1 1 successful ,  a planner o r  p lann ing  
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team must understand why a  p lanning a c t i v i t y  i s  necessary o r  
des i rab le .  Th is  seems bas ic  bu t  i t  i s  s u r p r i s i n g  how o f t e n  
people can l o s e  s i g h t  o f  t h e i r  bas ic  purpose as they become emeshed 
i n  t h e  process o f  developing a  p lan.  

So, why do we p lan? I n  t h e  Nat ional  Forest  System, we p lan  
i n  o rder  t o  achieve selected (d i rec ted )  ob jec t i ves  i n  t h e  most 
e f f e c t i v e ,  e f f i c i e n t  manner ava i l ab le .  A f a i r l y  s imple statement. 
However, i n  p r a c t i c e  t h e  quest ion  becomes more complex; and we 
rep lace t h e  o r i g i n a l  quest ion w i t h  several t h a t  a r e  more d i f f i c u l t  
t o  answer. 

What a r e  t h e  o b j e c t i v e ( s )  we wish t o  achieve? How w i l l  we 
measure e f fec t iveness? What y a r d s t i c k  w i l l  we use t o  measure 
e f f i c i e n c y "  How w i l l  we know when we have s a t i s f i e d  our objec- 
t i v e s ?  What t ime f a c t o r s  a re  invo lved? 

You may f e e l  these a re  a1 1  r a t h e r  basic  quest ions w i t h  obvious 
and m u t a l l y  understood answers. However, f a i l u r e  t o  d e l i b e r a t e l y  
address each o f  these areas and t o  reach mutual understanding on 
the  answers between members o f  a  p lanning team i s  a  common p i t f a l l  
i n  many troublesome planning e f f o r t s .  

When i t  comes t o  ob jec t ives ,  i t  i s  necessary t o  d i s t i n g u i s h  
between what I c a l l  "p lanning"  ob jec t i ves  and t h e  f i n a l  ou tpu t  
r e l a t e d  r e s u l t s  o r  manag ment ob jec t i ves  t h a t  a re  t h e  end product  
o f  t h e  p l a n  d i r e c t e d  ac t ions .  For example, p lanning ob jec t i ves  
a re  f u l f i l  l e d  f o r  t h e  most p a r t  through t h e  process o f  developing 
the  plan. They may i n c l  I de such th ings  as, "prov ide an oppor tun i t y  
f o r  l o c a l  and county o f f i c i a l s  t o  p a r t i c i p a t e  i n  t h e  p lanning 
process, o r  t o  i n v o l v e  s p e c i a l i s t s  i n  t he  f i e l d s  o f  anthropology, 
f o r e s t  economics, and landscape a r c h i t e c t u r e  i n  t he  ana lys i s  of 
a l t e r n a t i v e  courses o f  ac t ion . "  

On the  o the r  hand, management ob jec t i ves  r e l a t e  t o  t h e  p r i -  
mary r e s u l t s  des i red  and are  u s u a l l y  achieved as a  r e s u l t  of 
c a r r y i n g  o u t  ac t i ons  prescr ibed by the  plan. Examples o f  such 
ob jec t i ves  inc lude:  p rov ide  f o r  an annual t imber harvest  l e v e l  
between X cun i  t s  and Y cuni  t s  by 1990, p rov ide  d ispersed recre-  
a t i o n  oppor tun i t i es  f o r  900-1 100 PAOT by 1985, main ta in  w i l d 1  i f e  
h a b i t a t  d i v e r s i t y  a t  c u r r e n t  l e v e l s  and so on. These ob jec t ives ,  
q u a n t i f i e d  and dated, become planning guides and l a t e r  a re  t h e  
ya rds t i cks  aga ins t  which t h e  u l t i m a t e  success o f  p lanning and 
execut ion i s measured. 

So f a r  so good, except t h a t  about now someone u s u a l l y  says, 
" j u s t  a  minute." "You haven' t  described any p lanning a c t i v i t i e s  
y e t  and a l ready  you have es tab l ished your  output  ta rge ts . "  "You've 
come t o  the  bottom l i n e  before you s ta r t . ' '  "Where d i d  those 
management ob jec t i ves  come from?" I f  you have a l ready  decided 
what you a r e  going t o  do, t he re  r e a l l y  i s  no use p lay ing  a l l  these 
p lanning games!" 
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There i s  a  parable t h a t  i s  aprepo here t h a t  says, "Any road 
i s  a  good road i f  you don ' t  care  where you' r e  going," and by the  
same token, any p lan  i s  f i n e  i f  you d o n ' t  care  what t h e  r e s u l t s  
are. Without ob jec t ives .  there  i s  very l i t t l e  t o  use t o  determine 
whether a  p lan  and i t s  a1 t e r n a t i v e s  i s  even heading i n  the r i g h t  
d i r e c t i o n .  So I look f o r  those management ob jec t i ves  and I f i n d  
them as assigned t a r g e t s  contained i n  plans prebared a t  a  super io r  
l e v e l .  F a i l i n g  tha t ,  as i s  occas iona l ly  the  case, ob jec t i ves  must 
be developed from an ana lys is  o f  such th ings  as: h i s t o r i c a l  use 
pat terns,  p red i c t i ons  o f  f u t u r e  demands, t imber survey repor ts ,  
and popu la t ion  and economic growth p red i c t i ons .  

Object ives developed from such ana lys is  must always be agreed 
t o  by the  l i n e  o f f i c e r s  responsib le f o r  making f i n a l  decis ions and 
approving t h e  p lan  be fore  proceeding . 

There i s  a  reward f o r  t h i s  e f f o r t ,  f o r  now t h a t  ob jec t i ves  
a re  es tab l  ished and agreed to ,  t h e  p lann ing  serves several purposes 
among which a r e  to :  t e s t  t h e  c a p a b i l i t i e s  o f  the  area you a r e  
cons ider ing  t o  p rov ide  t h e  des i red  mix o f  ou tpu t  bene f i t s ,  and t o  
develop a  number o f  a1 t e r n a t i v e  s t r a t e g i e s  f o r  d e l i v e r i n g  the  
des i red  r e s u l t s .  

A common problem area i s  a  f a i l u r e  t o  do an adequate j o b  
of preplanning. An important  product  o f  preplanning i s  a  PERT 
c h a r t  o r  general b luepo in t  f o r  c a r r y i n g  ou t  t h e  p lanning process, 
A number o f  d i f f e r e n t  d i s p l a y  char ts  can be developed, b u t  i t  i s  
important  t o  b u i l d  these p lanning progress and schedule cha r t s  
on a  l a r g e  enough sca le  t o  p u t  on t h e  w a l l  and mark up on a  d a i l y  
o r  weekly basis .  That way, impor tan t  dates are  l e a s t  l i k e l y  t o  
be missed and jobs w i l l  gene ra l l y  proceed i n  t h e  des i red  sequence. 

During t h i s  preplanning phase, t h e  i n d i v i d u a l  who w i l l  
u l t i m a t e l y  be respons ib le  f o r  making the  dec is ions  has several 
c r i t i c a l  du t i es .  

One o f  these d u t i e s  i s  t o  determine, t o  t he  ex ten t  possib le,  
the  major f a c t o r s  t h a t  wi  11 i n f l u e n c e  o r  have a  bear ing on the  
dec is ions  t h a t  a re  an t i c i pa ted .  He may i d e n t i f y  aes the t ics ,  
benef i t /cos t ,  s o i  1  movement, o r  o the r  f a c t o r s  t h a t  h i s  experience 
has lead him t o  regard as c r i t i c a l  t o  decisionmaking i n  h i s  area. 
This  i d e n t i f i c a t i o n  o f  dec i s ion  i n f l u e n c i n g  f a c t o r s  i s  by no means 
f i n a l  a t  t h i s  stage, bu t  i t  w i l l  he lp  him i d e n t i f y  t h e  makeup of 
s k i l l s  needed on the  i n i t i a l  p lanning team. It i s  a l s o  use fu l  i n  
i d e n t i f y i n g  the  data needed dur ing  planning. Th is  helps t o  o f f s e t  
a  tendancy o f  some planning teams t o  g e t  mired down i n  purpose- 
l ess  inventory  and data c o l l e c t i o n .  

Usual ly,  t h e  preplanning phase a l s o  w i l l  i nc lude  an i n ten -  
s i v e  t r a i n i n g  session f o r  a l l  members o f  t h e  p lanning team. This 
t r a i n i n g  serves an essen t i a l  f u n c t i o n  i n  a d d i t i o n  t o  p rov id ing  



in format ion on the expected planning process. That essent ia l  
i s  the f i r s t  step i n  the team-building process, which molds the 
ind iv idua ls  assigned t o  the planning job  i n t o  a f u l l y  funct ion ing 
group. 

I n  the "preplanning phase" i t  i s  a lso  t ime t o  begin the 
publ i c  i nvo l  vement connected w i t h  the planning process. This i n  
i t s e l f  i s  a broad enough subject  f o r  a separate symposium so I ' m  
going t o  simply say t h a t  the pub l i c  involvement act ions developed 
f o r  any p a r t i c u l a r  planning a c t i v i t y  must be care fu l  l y  designed 
t o  e l i c i t  f u l l .  p a r t i c i p a t i o n  from the pub l ics  involved and must 
avoid meaningless meetings o r  requests f o r  inputs f o r  which there  
i s  no planned use. The key i s  ea r l y  involvement i n  the process 
coupled w i t h  r ea l  i s t i c  use o f  the opinions and comments received. 
There i s  no use asking f o r  comments o r  opinions on matters tha t  
cannot be adjusted as a r e s u l t  o f  the publ i c  comment and these 
items are o f t en  we l l  i d e n t i f i e d  as basic assumption o r  management 
d i rec t ion .  

Data c o l l e c t i o n  seems t o  be a common stumbling block for  many 
planning teams. The tendancy o f  many planners has been t o  t r y  t o  
c o l l e c t  much more informat ion than i s  needed o r  r e a l l y  used i n  
the decisions. 

I n  some instances, o f  course, the c o l l e c t i o n  o f  data i s  aimed 
a t  covering every conceivable, even remotely re1 ated, question. 
A1 1 t h i s  data i s  n ice  t o  have and may even be useful  a t  some 
f u tu re  time. However, q u i t e  o f t en  ex t ra  data co l lec ted  on the 
basis t h a t  i t  may be useful  sometime on ly  confuses the issues when 
i t  comes t o  making decisions f o r  the shor t  time. I 'm not  advo- 
ca t ing  a careless disregard f o r  the f u l l  range and va r i e t y  of 
resources and fac to rs  t h a t  bear on any resource decision. I am 
saying there i s  a great  need t o  make de l ibe ra te  decisions ea r l y  
i n  and dur ing the planning process, on what data i s  r e a l l y  needed - 
t o  make the a1 t e rna t i ve  select ions, and on how t h a t  data w i l l  be 
used. Not only can t h i s  save t ime and prevent confusion, bu t  
there  are some rea l  cost  fac to rs  involved i n  co l lec t ing ,  s tor ing,  
and mainta in ing data. 

A common rebu t ta l  t o  de l ibe ra te  l i m i t a t i o n s  on data c o l l e c t i o n  
i s  t o  re fe r  t o  possib le challenges t h a t  may be forthcoming from 
some of the  publ ics.  Here our pub l i c  involvement can serve as a 
very useful  and sens i t i ve  sounding board. Cont inua l ly  dur ing the 
process, the s e n s i t i v i t i e s  and concerns o f  a wide va r i e t y  of 
i n t e res t s  can be sifted and weighed t o  he lp  determine the f i n a l  
decis ion c r i t e r i a  and the data needed f o r  support. We have a 
number o f  t oo l s  t o  help us do t h i s ,  and Here I r e f e r  you t o  the 
work o f  D r .  John Mendee and Roger Clark o f  the Pac i f i c  Northwest 
Forest and Range Experiment Stat ion,  and George Stankey from the 
Intermountain S ta t ion  i n  developing the CODINVOLVE system for  . 

analyzing pub l i c  comments. The i r  system i s n ' t  complicated but  i t  
i s  c e r t a i n l y  useful  i n  help ing t o  organize and keep t rack  of 
comments from a l l  kinds o f  sources, 



It must be understood t h a t  I am no t  suggest ing t h a t  we can 
respond e f f e c t i v e l y  t o  a1 1 chal lenges and quest ions through 
i n t e n s i v e  p u b l i c  involvement e f f o r t s .  What we can and do accom- 
p l i s h  i s  t o  develop heightened s e n s i t i v i t i e s  t o  peoples'  concerns 
and values as they r e l a t e d  t o  s p e c i f i c  issues. Th is  heightened 
s e n s i t i v i t y  may he lp  make our  f i n a l  a c t i o n  as responsive as 
poss ib le  t o  peoples'  c u r r e n t  needs as we can make them. And t h a t ' s  
what we i n  both t h e  p u b l i c  and p r i v a t e  sec tor  a re  working f o r .  

The ana lys i s  of the  data lead ing  t o  decis ions can employ 
many techniques ranging from computer ass is ted  techniques t o  
simple graphic comparisons. A key i s  t o  keep i t  simple and w i t h  
a h i g h l y  v i sab le  o r  t raceab le  thread o f  l o g i c .  

Although t h e  need t o  keep t h e  ana lys i s  as uncomplicated as 
poss ib le  t o  p rov ide  f o r  maximum understandabi 1 i ty i s  great ,  t he re  
are several i tems t h a t  commonly need improvement. 

One i s  economic considerat ions.  It i s  imperat ive t h a t  we 
i nd i ca te ,  i n  our  p lanning and analys is ,  t h e  benef i  t / c o s t  r a t i o  
we a n t i c i p a t e  from our proposals. We must be ab le  t o  i d e n t i f y  
the  long term r e t u r n  on t h e  investment we a r e  recommending, and 
we should a l so  be ab le  t o  compare a1 t e r n a t i v e  courses of a c t i o n  
i n  terms of long range r e t u r n s  and costs.  

Another i t em f o r  ana lys is  t h a t  i s  o f t e n  a problem i s  the  
de terminat ion  o f  t he  e f f e c t  o f  proposed o r  considered ac t ions  on 
archaeologic,  cu l  t u r d  o r  h i s t o r i c  features.  Here t h e  problem 
of ten l i e s  w i t h  whether o r  no t  t h e  issue has even been addressed. 
If no h i s t o r i c  fea tures  a re  e f f e c t e d  by any o f  our proposals, we 
must so i n d i c a t e  i n  our environmental ana lys i s  repo r t s  o r  s ta te -  
ments and documenting evidence must be c i t e d .  F a i l u r e  t o  address 
t h i s  i ssue has r e s u l t e d  i n  unnecessary delay and f r u s t r a t i o n .  The 
key t o  dea l i ng  w i t h  the  c u l t u r a l ,  h i s t o r i c ,  o r  archaeologic 
resource i s  t o  address the  issue squarely.  Conduct whatever l e v e l  
of f i e l d  reconassiance o r  survey i s  needed. V e r i f y  t he  presence 
o r  absence o f  c u l t u r a l  resources. Then deal p o s i t i v e l y  w i t h  t h e  
sub jec t  according t o  Federal law and requ la t i on .  

The f i n a l  p o i n t  I would share w i t h  you today has t o  do w i t h  
the  need t o  p rov ide  e a s i l y  t raceab le  and v i s a b l e  evidence of t he  
r a t i o n a l e  used i n  making decis ions.  Many people, both from w i t h i n  
t h e  Fores t  Serv ice and from o the r  walks o f  l i f e ,  a re  i n t e r e s t e d  
i n  decis ions o f  p u b l i c  o f f i c i a l s .  Of ten a l l  t h a t  i s  sought i s  t o  
be ab le  t o  e a s i l y  t race  through an open and understandable t r a i n  
o f  l o g i c  t o  a dec i s ion  p o i n t .  Th is  doesn' t  guarantee agreement, 
b u t  i t  may he lp  b u i l d  t r u s t  i n  t h e  process fo l lowed.  This  may, 
i n  tu rn ,  l i g h t e n  t h e  case load o f  requests f o r  a d m i n i s t r a t i v e  
review and b u i l d  c r e d i  b i  1 i ty  i n  our decisionmaking. 



I n  cover ing t h i s  po tpou r r i  o f  problem p o i n t s  i n  p u b l i c  
l a n d  management planning, I have n o t  attempted t o  p resc r ibe  a 
cure a l l  f o r  a l l  p u b l i c  p lanning e f f o r t s .  Hopefu l ly ,  some 
a d d i t i o n a l y  a t t e n t i o n  t o  some o f  the  po in t s  I have touched on 
b r i e f l y  w i l l  he lp  smooth some o f  t he  wr ink les  ou t  o f  your  
p l  anni ng e f f o r t s .  




