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�1. General Principles





Public demands for, and expectations of, urban parks are increasing. Public awareness generates a demand for much greater quality in both infrastructure and visitor facilities on one hand and environmental conservation on the other. Increased health awareness and the search for peace in an increasingly stressful and uncertain world are important factors in this change. The range and diversity of activities which people wish to pursue in the parks 
are
 increasing.

At the same time, the increased public interest leads to an equivalent increase in visitor conflicts. A simple (but difficult to resolve) example is the dispute over dog management in parks, exacerbated by the increasing ownership of large dogs. Park managers also find themselves facing increasing demands for accountability, for dealing with issues of public liability and the possibility of exposure to legal proceedings arising out of visitor accidents. Most municipal councils find themselves facing a number of constraints when they endeavour to meet these new demands. These include new legislative requirements  being imposed by other levels of government and limited funding. The increasing complexity of issues and even the very speed of change also makes decision-making more difficult - so many issues may well remain unresolved for 
some years, 
thus becom
ing
 progressively more difficult to resolve. 

So there are a couple of very basic general principles in management which should underpin what we do in parks management, but each of them conceals a Pandora’s box of issues:

If it ain’t broke, don’t fix it.



This basically helps to focus resources where they are most urgently needed. The primary hidden issue is: How do we know whether it is broken or not ? Obviously, if a path has deteriorated to the point where is unsafe, or if over-mature trees keep shedding large limbs, the park needs fixing. But if it is simply out-of-date and boring, it may be a long time before we recognise that as a problem of importance. 

KISS - Keep it simple, stupid ! 



The major hidden issue here is the often-concealed complexity, as no problem ever has a single cause and no remedy ever has only one effect. So we have to walk a narrow path between recognising complexity, yet establishing the simplest possible procedures for dealing with complex issues.

A plethora of planning tools (e.g., VAMP: Visitor Activity Management Process; LAC: Limits of Acceptable Change; VERP: Visitor Experience and Resource Protection) have been developed to help those responsible for land resource management to deal with issues of quality in visitor experience and/or the environment. My own experience in a diversity of environments has led me to the position that no one of these can be applied simply as a recipe; rather they provide a repertoire of concepts, processes and technologies which we can draw upon in developing quality maintenance programs for any one situation. 



This report sets out a recommended set of processes and some technologies for the future quality management of 
both the environment and v
isitor experience 
Cataract Gorge. It is based upon the assumption that integration and effectiveness in park management depends upon building in-house capacity rather th
a
n undue reliance upon a series of out-sourced projects. While it makes very good sense to out-source many specific and relatively contained tasks, proper managerial oversight and decision-making demands continuity and depth of knowledge of the local situation together with proper attention to building expertise and capacity on a continuing basis.

So, various of the proposed actions contained in this report are specifically designed to strengthen Council’s own capacity. Excessive and/or inappropriate out-sourcing has simply led to talent erosion and loss of capacity in Local Government. The nation cannot afford to continue these practices.  
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he Bushland Slopes are a vital component 



of
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scenic
 
experience at Cataract Gorge.



 �2. Establishing management for quality maintenance 



One of the key needs for quality management in the parks and open space arena is the integration of both environmental and social management. These two facets of natural and cultural resource management are inextricably interwoven. Human perceptions and values about the environment are based in both the character of the environment and the social climate within which perceptions develop. Cataract Gorge is an excellent example of integrated cultural and natural heritage which has  become a community icon of extremely high importance. It is a potent symbol of the identity of the City, and any program for quality improvement must be based in this recognition.    



Even the questions which are asked must be framed with this awareness. As a  very current example, it is not helpful to ask the question: Should the swimming pool (at the first basin) be retained or not ? A better question would be along the lines of : (Given that the pool is well past its use-by date. . .) What should be done about the swimming pool area that will best symbolise the character and quality of Launceston and best relate to both past and future ?		



One of the principles on which good decisions will be based is to seek a healthy balance between leadership, expertise and participation. Public participation and involvement in the decision process is vital - the public can best express their own values and needs. Expertise is vital to ensure the quality and sustainability of what is done. Leadership is vital to develop vision and creativity in management and to ensure implementation. Problems will inevitably arise if any one of these three elements either dominates over the others or is missing. 



Quality management does not demand so much a systematic series of steps, but rather a dynamic but integrated set of processes based upon key questions. However, it is not a matter of commencing at the beginning of a set of questions and working through to the end; but rather filling in what we already think we know, identifying the most important gaps in our knowledge and dealing with them, all the time taking any opportunity we can to improve any one bit of the total. At the same time, as we deal with any one question, so it may shed now light on an earlier one. Essentially, the sequence which will work best is the one which tackles collation of existing knowledge and dealing with key problems first. In other words, action becomes situation-driven rather than system-driven.

Here is a first presentation of the kind of questions each of which will demand a process and action response:

How can we best divide the park into a series of areas or units which provide a basis for environment and visitor management ?



For each such area, what do we already know :

What kind of 
opportunities
 
do we offer / want to offer 
to visitors 
?	

To whom do we offer those opportunities ?

How well do the opportunities fit the people ?

What conflicts occur ?

What are the important problems ?



At times, there may have to be some research in order to more fully identify the nature and causes of problems, depending on what we know about identified problems. It is clear that at Cataract Gorge, one of the broad-scale gaps in knowledge is to do with the characteristics of visitors, their experience of the park and perceptions of problems and their preferences for the future. To take a more specific example, there may need to be some work done to understand the ecology of the riparian snail fauna.

But the core of the process lies in the next series of questions:

What specific objectives will we set for each management unit (or sub-unit) ?

How can we best assess (monitor) how well we are achieving those objectives ?

How can we best respond to each identified problem or shortfall in meeting our objectives ?

How (and to whom) can we best report our management experience in an accessible, transparent and effective way ? 












�





A truly leisurely experience of the Gorge.





�3. Identifying Environmental Management Units (EMUs)



For effective operation, each EMU must have 

a relatively homogeneous socio-environmental character and 

a relatively homogeneous set of management problems.

Ideally, the boundaries of EMUs will correspond with pre-existing zoning or other divisions of the park. The criteria upon which the current zoning (from the 1996 management plan) have been determined are not clearly defined, but appear to be based in a simple geographic pattern and some degree of focus upon 
the
 
functional roles of each zone. I must say that I have 
been 
unable to find any good evidence of effective  utilisation of the current zoning scheme in management practice, and moreover, find that the zones do not meet the criteria for land unit based management. 

So, it has not been possible to achieve an exact match between the zoning developed in the Management Plan and a satisfactory set of EMUs. However, what appears to be a satisfactory set of EMUs can be established by using some of the zoning boundaries and combining several zones in each of two of the EMUs. These are detailed in Table 1 on the following page. 

The criteria upon which the proposed areas have been based are: 

Relatively homogeneous environmental character, e.g., mixed bushland, highly modified environments with buildings and other infrastructure, water, tracks

Relatively homogeneous visitor patterns and density 

Demanding a similar set of management actions and capacities throughout each unit, e.g., bushland management, modified environment (Horticultural) management with high density visitor services and event management, water management and track maintenance 	



Of course, within each unit there may well be a number of sub-units with specific special characteristics and needs. An excellent example is afforded by the detailed units utilised in fire management planning. Similarly, the complex mix of terrain, facilities, and vegetation planting in the developed areas  demand a great deal of special attention to specific components. 



Having arrived at a series of management units, these will provide the basis for dealing with the next major question, namely the kinds of recreational and other opportunities which are or might be provided for visitors, and this will be dealt with, unit by unit, below. 

This scheme should be tested over as much as a two-year period. If it proves effective, it may well provide a basis for a new zoning in any review of the management plan. 
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Environmental Management Units  EMUs)�Corresponding Zones

(management plan)�Notes��Bushland slopes and uplands�1.   Gorge Walk

4    Zig Zag

5.   Northern Bushland

6a. Southern Bushland    

      and Duck Reach

      Track�Dominated by various forms of bushland��Developed areas  �2.   Cliff Grounds

3.   First Basin

6b. Duck Reach Power  

      Station�All highly modified environments��South Esk River�7.   South Esk River

      River and riparian 

      habitats included in 

      other zones�This unit provides the focus for all water management issues��All trails, tracks and walkways �     Included in all zones�All these present similar issues and problems, and all demand a reasonably integrated set of management skills��

Table 1 : Recommended Environmental Management Units

�4. Identifying and assessing key issues and problems

4.1	The Park as a whole.

Overall Character of the Park



The Gorge is a remarkable mix of features and styles It is a typical example of what is often termed ‘municipal accumulation’, with an often incongruous mix of functions and styles. As one example, the architectural and infrastructural styles range from the gracefulness and lasting beauty of the Victorian era, the outdated Edwardian, the incredible ugliness of the depression and immediate post-war periods, 
and 
what might be termed ‘contemporary technological’ style. 

Given the importance of the Gorge as an icon of the city, one must ask Does the gorge really represent Launceston in the way that it should?  Surely the city deserves better than such an untidy mish-mash !

This is an issue well beyond the scope of this report, but it should be addressed in any future management plan. It is fundamental that the desired overall character and ambience of the Gorge should be defined, so that a long-term program of improvement can be developed. 

As one contribution to this discussion, it seems to me that one potential theme which could integrate the Gorge into a new unity is “The Bush in the City” (not necessarily in those words), given that the concept of the bush has to be defined in both historic-cultural and environmental terms. This would provide for retention of historic features built to provide for 19th century outings and picnics; removal of any redundant structures which reduce the bush character of the site or of features which really belong within the urban fabric.  A greater unity, consistency and beauty in design and construction could progressively be achieved as any re-developments occur over years to come. Essentially, the challenge to designers would be to develop ‘timeless’ designs which would complement the very fine Victorian foundation.    



Issues about visitors 



The centrally important question of who are the visitors firstly needs to be tackled across the Park as a whole. Currently, there is little known about the expectations which visitors have of the park, or of their assessment of their park experience. Consequently, there is no clearly defined visitor experience strategy, and all too little is known about their areas of satisfaction or dis-satisfaction.  

There is a need to (a) collate existing information about visitor (and ratepayer) expectations, perceptions and experiences and (b) establish an ongoing survey of both Launceston residents and tourist visitors. This will then provide a baseline data set against which future patterns revealed by monitoring can be compared to assess any changes in management patterns. 







This should commence with a pooling and collation of existing knowledge arranged as a whole series of resident visitor profiles as described below in Technical Notes 1 & 2. By involving staff and even some stakeholders in this process, so a new awareness and understanding of the diversity of visitor expectations, values and needs will be generated. 

This in turn will also reveal how little is known about some aspects of visitors and their experience. It thus provides the basis for a series of preliminary surveys of both residents and visitors. These could be carried out by staff or resident volunteers. See Technical Notes 3 & 4.

If it becomes clear that that a larger scale survey is required, staff should retain the responsibility for defining the scope of such a survey and the questions to be asked. Its implementation could 
be carri
ed out 
most efficiently and effectively 
by employing an appropriately skilled research company to carry out the technical task of designing, administering and analysing questionnaires, but staff should then resume responsibility for interpretation and reporting of the results. This will ensure the continuing development of skills and capacity amongst staff.  
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Technical Note 1:  Profiling Visitors 



The development of a data set on visitors demands a gradual evolution - to rush into a comprehensive survey without preliminary exploration can waste a great deal of money. 



Step 1 should involve (a) collating existing data, e.g., the Tasmanian Visitor Survey and (b) simply getting a group of those familiar with the park to summarise what they know of specific groups, 

e.g.,      ‘Independent’ Tourists 

             Bus or other organised tourists

             Residents :  walkers

                                 picnickers

                                 bicyclists, skate-boarders

                                 climbers

                                 family celebrations (weddings, etc.)

                                 swimmers

                                 canoeing, rafting, etc.

                                 dog-walking

                                 nature study, bird-watching, etc.

             Non-visiting residents



This would mean compiling a profile for each such group, in which they are described under such headings as:

            Market characteristics: age, gender balance, typical party size, etc

            Activity characteristics: settings, timing, skills and facilities

            What they expect / want of the park 

            Park Requirements (from visitor perspective) : awareness and    

             motivation, pre-visit information, arrival and orientation, in-park 

             requirements (facilities & programs), presentation and 

             interpretation, car parking, access, sanitation, rubbish disposal, 

             health and safety

            Management Issues

              concerns from the visitor perspective

                                and the management perspective

              likely future changes

              important gaps in management knowledge 

�� �




Technical Note 2: The Trip Cycle 



The time actually spent in the park
 
(or at any other attraction) is only part of the visitor experience. In order to ensure the highest quality of visitor experience, all stages of the visit experience must be given due attention, either by the city parks managers or by others, such as tour operators. The number of phases which might be considered will vary from one situation to another, but at least the following are likely to be significant at the Gorge. 



Clearly there are two broad categories of visitors:

         Local residents, usually very familiar with the Gorge

         Tourists from elsewhere, who may not have very much previous knowledge 

         at all.



Awareness / Interest: How do visitors develop an awareness of and interest in the park ? 



Decision to visit / Anticipation : What factors lead people to decide upon the Gorge as a destination? In particular, why do they choose the Gorge rather than some other park? What do they expect of the Gorge?



Travel to the Site: How do people travel to the Gorge? Are they aware of the multiple points of entry and well-enough informed to make an appropriate choice? 



Arrival: To what extent does each point of entry express a sense of arrival and welcome?



The On-site Experience: How far does the Gorge meet visitor expectations? What is the nature of any shortfall? How well prepared were they for the often cold conditions and sometimes steep tracks? Could they undertake the experiences which they wished for? What did they find most enjoyable or satisfying? What was least enjoyable or satisfying?



Departure and travel back: Are Departure points designed to provide any sense of farewell? Is there sufficiently clear guidelines for exit and finding one’s route?



Recollection and Reflection: What aspects of the Gorge are memorable for most visitors? Remember that it is their reflective memories (whether positive or negative) which they pass on to other potential visitors

��
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Arrival at the Gorge - 100 Years ago.

(S. Spurling III)






Technical Note 3: Preliminary Visitor Surveys



In order to explore the kind of issues which might be dealt with in any large-scale visitor study, three kinds of pilot study will be useful.



The first is an on-site survey in which tourist visitors only are interviewed, both asking a pre-determined set of questions and opening up a relatively  informal discussion of their experiences, and in particular, the best and worst aspects of their visit.



The second would involve probably telephone inquiries of tour operators, major accommodation houses, and other tourist services.  They can provide information on why they might include the gorge in their itinerary, or might recommend it to visitors.  They should also be able to provide considerable information upon the response of visitors after their visit. 



The third would commence with a telephone survey of residents using numbers drawn at random from the white pages directory. This will enable an assessment of which questions are most useful, and whether it would be  necessary in any further investigation to move to a postal questionnaire in order to gain greater depth of understanding.
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Technical Note 4: Designing Informal Surveys



This note merely spells out some very simple basic principles in survey design. If required, the author can provide further information or references to the key texts.



1. Any survey must try to ensure that a genuine cross-section of the population being studied is included in the survey process. Thus, for local residents, it is suggested that a random sample of telephone numbers be taken from the telephone directory, rather than telephoning people who are already known to parks personnel. In any on-site interview study, interviews should be spread throughout the whole day, and every age or type of person should be included. 



2. Enough people must be included. In the kind of informal indicative studies suggested here, this probably means a minimum of 200 people; in a full scale survey, one should probably aim at a sample of 1,000.



3. Only ask the questions you need - and test each question by asking yourself, how will I be able to use the information from this question?



4. Make sure all questions are absolutely simple, clear and unambiguous. Use simple words.



5. Do not ask leading questions or in any way try to influence the responses: the aim is to find out what the respondent really thinks.



6. Always tell people the purpose of the survey, e.g., to make sure that we manage the park in the way that will be what visitors really want.



7. Always record the visitor’s response immediately.



8. Give people a chance to say anything else they wish at the end of the interview. This is both a courtesy and a valuable source of new ideas and perspectives.



9. When you have finished, say thank you and move on - that means you don’t waste any of your own time and that you minimise interference with the visitor’s enjoyment of the park.���4.2	Bushland Slopes and Uplands



The bushland areas comprise a number of different vegetation communities, none of which are totally indigenous. The dominant native upper story species are sheoaks and Eucalypts. Many of the exotic species co-exist with indigenous species and add variety and even an enhanced appearance to the forest. A small number of introduced species are relatively unusual and hence of special interest. The 1996 Plan of Management describes this flora in some depth and highlights issues in conservation.



A system of tracks provides various levels of accessibility through the bushland and these are dealt with below. Climbers are the major people who depart (not very far) from the tracks. 



This management unit is especially important. Although few visitors other than climbers and naturalists would actually enter it, it provides the scenic backdrop and much of the ambience of the gorge for all visitors. If it were to be seriously damaged, it would ruin the quality of the gorge experience. It is therefore important that its proper maintenance be accorded a high priority in Council budget.   



Values: 



Aesthetic - large factor in establishing character and ambience of the Gorge

Biodiversity



Actual and Potential Experiences Provided: 



As a backdrop to all gorge experiences, the bushland is absolutely vital to the quality of visitor experience.

In itself, it provides for climbing and related activities, and 

Is a  major site of biodiversity



Objectives: 



Must be defined primarily in terms of maintaining the aesthetic and biotic quality of the environment



Major threats :

	

Pressures from adjacent residential development, including rubbish, drainage    

      run-off (which may contain pollutants particularly fertilisers and insecticides)

Dogs and cats, feral animals. 

Pressures from major public events in the park

Weeds, plant pathogens 

Wildfire 

Climbing impacts







Monitoring: 



Basically the bushland demands two levels of monitoring



Regular visual inspections to check for major and new problems



Regular, but probably only quarterly, photo-monitoring to detect and assess gradual changes which otherwise might be overlooked (See Technical Note 5)
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�4.3	Developed Areas



Two of the developed areas in particular - the first basin and the cliff grounds - are the major focus for large numbers of visitors. Both have a lot of somewhat tired infrastructure and many symptoms of intermittent overuse. At the same time, both have a great historic, cultural and sentimental value for the people of Launceston, and any changes must be made with due recognition of this. 

The Duck Reach area, other than its intrinsic beauty, is the site of the partially restored power station which is a property of significant cultural and historic value. 

Values: 



Aesthetic

Spaces and Facilities for diverse recreational, entertainment and cultural activities

Historic-symbolic



Actual and Potential Opportunities Offered: 



Strolling, sitting, playing, relaxing

Picnicking

Eating and drinking at the cafes and restaurants

Swimming

Attending special events

Riding the chairlift



Objectives: 



Should be primarily phrased in terms of recreational opportunities but also recognise the extent to which the quality of recreational experience depends upon the quality of the visual environment



Threats: 



Degradation as a result of overuse

Inadequate resources for maintenance 

Impact of special events



Monitoring: 



Monitoring the quality of visitor experience through surveys is of primary importance

Regular inspections to assess major issues or impacts

Photo-monitoring of the Environment 









A number of areas are already so seriously degraded that monitoring is of little value. They desperately need action. 

The Fairy Dell area is particularly problematic - it is of high importance to the people of Launceston, but its location means that it has a slow recovery rate and cannot properly withstand the pressure placed upon it. It is clear that monitoring could only tell us that it is severely over-used. It would not help to develop an alternative in another site - the human attachment is to the site, not just the idea. Then there is also the constant demand from the public to bring in furniture or equipment, and this demand creates other management problems. 

I can only suggest that the site must be re-designed to a high aesthetic quality, tastefully ‘hardened’ and provided with a minimum of appropriate furniture - a table, several movable seats and perhaps a small number of park benches for older people who need to be seated. Once this was done, then it would be important to monitor both the condition of the site and public reaction to the changes so that any required adjustments to design could be identified and implemented.   

The swimming pool is also clearly past its use-by date, so there is little to monitor at present. It would be much more effective and cost-efficient to spend any available funding on a modern aquatic centre in another site rather than to upgrade this pool. However, if the public insistence on a pool is strong, a special recreational pool might be provided, say a medium size fountain pool in a sunny location to one side of the grassed area. 



The recent breakdown of the chairlift also provides a strong warning. It was already evident from the condition of the paintwork that maintenance had been sadly neglected. Although the breakdown did not on this occasion have serious consequences, the fact is that it simply should not have happened. No chairlift should operate without regular, frequent and extremely thorough engineering audit. This is a very special example of monitoring, applied wherever the potential consequences of failure may be indeed catastrophic.  



Turning to the Duck Reach area, One’s impression is that many visitors, having walked to this site, are likely to find it is not up their expectations. They have probably been led to expect a state-of-art centre, but arrive to find that restoration is far from complete, that other than a few static signs there is no interpretation, and no attention appears to have been given to enhancing the presentation or to normal maintenance, e.g., cleaning of graffiti. 



The first step in considering action on this site is to conduct a series of  monitoring interviews with departing visitors. This will soon reveal whether visitors are in fact disappointed or are delighted with the site. If there is considerable dis-satisfaction, then visitor comments should be analysed to help set priorities in action, and the proposals of the 1994 Godden MacKay conservation plan should be implemented to completion before further deterioration of the site sets in.    
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Technical Note 5: Monitoring of Woodland or Grassed Areas



Environmental monitoring should always involve consistent and regular monitoring throughout the year and monitoring at peak events or other special times. 



In applying this to a semi-natural area, such as occurs throughout the Gorge, one would first designate a sequence of dates throughout the year, e.g., every two months. Then one would identify other times when peak monitoring would occur , e.g., during and for some time after a major event on site; every 3 days for a period of two weeks after particularly heavy rain or other flooding, and near the end of a lengthy period without rainfall. 



The simplest and generally perfectly adequate method of monitoring is to make a photographic record. The most suitable technology would be to use a middle-range digital camera, and to store all photographs in a suitable database program, e.g., Filemaker pro. Each photograph should be accompanied by such basic data as date, time, camera position, weather, both at the time of the photograph and for the previous 3(?) days, any other special issues, e.g., special events.



All photographs should be taken under similar conditions (probably using automatic exposure control) at approximately the same time of day. For each site, a small number of camera positions should be selected and permanently marked both with an appropriate surveyor’s  marker and a directional indicator. A standard tripod height should be used at each such site. Where a vertical view of the ground surface is required and the tripod is of insufficient height, , a mounting pole of fixed length with a cable or similar distance release can be used. 



An further means of standardisation is to always place within the field of view a dimensional scale and a colour standard card (of the type used by many archaeologists: see example herewith) so that any colour variation in display or printing can be properly corrected.

   �� � 4.4  The South Esk River



The river is 
similar in some ways to the bushland slopes - it is the other major factor in establishing the character and ambience of the Gorge.



Values: 



Aesthetic

Biodiversity



Actual and Potential Experiences Offered: 



As a core component of all gorge experiences, the river is absolutely vital to the quality of all visitor experience.

In itself, it provides for water-based recreation (providing the water quality can be assured)  

Is a  major site of biodiversity

Photography and other visual arts

Bird watching and other nature study opportunities



Objectives: 



Should be phrased in terms of water levels and quality, together with recognition of the implications for potential recreational value and biodiversity



Threats: 



Lowered water levels

Turbidity

Pollution (especially nitrates and phosphates) which provide the enrichment as an underlying cause of algal bloom

Organic pollution which leads to high counts of bacteria or other pathogens 



Monitoring: 



No doubt other agencies have monitored the quality of the water. Their assistance should be sought to collate the available data in order to answer such questions as:



The cause of the turbidity and whether anything can be done to reduce this ?

The sources of nutrient pollution and whether anything can be done to reduce this, or alternatively as to whether other factors involved in the development of algal bloom can be moderated to avoid further bloom events ? 

The extent to which the water is compliant with the ANZECC recreational water quality criteria, and if not compliant, whether remedial action can be taken ?



The latter is of particular importance. If appropriate water quality can be maintained, water-based recreational activity might be encouraged ; if not it should be prohibited. 





Finally, certain species of snails  from the Riparian zone have been identified as significant. An appropriate scientist or naturalist 
may well be found who is 
able and willing to identify the species concerned, to establish regular monitoring of the population and identify the nature of any threats to the survival of the species. 
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�4.5	Trails, Tracks, Walkways and Lookouts





These not only serve the essential function of providing access to all parts of the Gorge, but serve a number of other recreational and appreciative functions.



Values: 



Accessibility

Scenic values

Provision of appreciative opportunities not available elsewhere



Actual and Potential Experiences Offered 



Walking, jogging, cycling

Sight-seeing, appreciation and contemplation

Photography and other visual arts  



Objectives: 



Should be considered in relation to aesthetic quality and the integrating of experience as well as the opportunities for recreational or appreciative experiences



Threats: 



Littering, larrikinism or other depreciative behaviour

Weed Introductions

Erosion, rock falls, development of slippery sections



Monitoring: 



Regular (daily?) and continuing safety patrols

Less frequent but regular (quarterly?) monitoring by systematic observation with either or both photography or profiling to detect erosion and other gradual changes

Visitor response to track conditions ascertained during surveys



One of the special issues is that pathways 
often
 provide a focus for visitor conflicts and dis-satisfactions. These must not be dismissed, but fully investigated and appropriate strategic responses developed. 

A common instance is the conflict between (especially elderly) walkers and cyclists. This is already moderated to an extent at the Gorge by the nature of track surfaces and the narrowness of tracks mitigating against fast riding by cyclists. Nevertheless, it may still happen and provides a useful hypothetical example to demonstrate 
a potential conflict and 
the kind of processes which can be used to deal with 
such 
problems. 



�5. Dealing with Problems



Many environmental problems present in ways which may demand some investigation in order to clarify the causes of the difficult
ies
, but once that investigation has been done, the necessary strategic response
s
 can be defined. It may not be practical to implement 
a
 response either because of shortage of resources or lack of control over the adjacent land - but often a real understanding of the causes will at least lead us to ways in which the problem
s
 can be at least ameliorated.



People problems are often a bit more difficult, partly because they are sometimes very complex, but more often because there is no agreement on even the nature of the problem, let alone how one might respond to it.  So, to illustrate the current thinking about how one might endeavour to deal with this, we will examine a hypothetical situation where walkers and cyclists each dislike encountering the other on the walking tracks.     



The first step is to define the dimensions of the problem:







How has the problem come to the notice of management?

��

How is it seen by walkers ?



How frequently does contact occur ?

Are some contacts more a problem than others? If so, which cause the problem?



What really causes the problems?�

How is it seen by cyclists ?



How frequently does contact occur ?

Are some contacts more a problem than others? If so, which cause the problem?



What really causes the problems ?

��

How would you want to change things in order to solve the problem ?�

How would you want to change things  in order to solve the problem?

 ��

How many walkers are there ? What proportion of them are concerned about the problem ?

�

How many cyclists are there ? What proportion of them are concerned about the problem ?��



If this first investigation demonstrates a genuine problem exists, then one can move on to the next step of preliminary assessment. Commonly, one finds that the two parties each have a very different perception of the problem - one may not even recognise that any problem exists, or both may see the other as totally responsible for the problem.



�



Assessing the Problem :

��

How important is the park for each group? Or, in other words, is the park the best place for their activity? Is there an acceptable alternative site for either group ?



How much does either group understand and support the values and objectives of the park?



How badly does either group impact upon those values and objectives?



Are there any other ways not recognised by either group in which their activity impacts upon visitor opportunities?



Are there genuine health and safety implications?



Are both sets of activities equally appropriate within the park values and objectives?



How far might park management be able to move towards solution by influencing and changing the behaviour of either group?

��

Having made this assessment, and assuming that the problem is continuing, the next step is to think of  as many  potential responses as possible. In this situation, walkers are often visitors from outside of the city, are far more numerous than cyclists, and they could not be satisfied by diversion to another site. This means that the focus of any efforts for change must be upon the (locally based) cyclists.



Change strategies will generally fall into four categories :



Alter park policies or recreational opportunities 

	e.g., build separate tracks for bicyclists, set specific times of use for specific 

	groups



Educate visitors in order to change behaviour

	e.g., use signs to encourage better sharing of the track, work with local cyclists 	to establish a code of conduct 



Provide a suitable recreational opportunity in another site, or, as a last resort,



Prohibit undesirable behaviour and use law enforcement



Each of the potential strategies can then be assessed against six criteria as shown in the example on the next page.�

Responses >�Separate Tracks�Separate Times�Signage�Codes of Conduct��Risk Management Implications ?�Lowered risk�?�May lower risk�May lower risk��Consistent with 

Objectives & Policy ?�Undesirable environmental effects�?�Yes�Yes��Practical and Affordable  ?�No�No�Yes�Yes��Public Acceptance ?�Doubtful�No�Probably�Yes��Effective ?�Yes�No�Very low compliance�Medium compliance; has worked elsewhere��Side effects ?�Bad environmental and aesthetic impacts�Inconvenience to all�Excessive signage very undesirable�?��

It firstly must be emphasised that any potential solutions should be included at this stage - sometimes what seems to be unlikely at first sight may prove to be the best solution.  For instance when analysing ways to prevent bush degradation on one specific site as a result of firewood gathering by family campers, the first response was to dismiss the possibility of providing firewood as being both impractical and too costly. Analysis demonstrated that on all other criteria it was by far the best solution, and in the course of discussion, a practical and affordable way of achieving this was found.



Returning to cyclists in the Gorge, it seems from the above that a cyclist’s code of conduct with appropriate publicity is the most appropriate way to act in the first instance. A fall-back strategy would be to offer an alternative opportunity (probably not what cyclists really want) and one might then be forced to prohibition and law enforcement (hard to implement and costly).



�6. Reporting 
the Program



One of the most important aspects of monitoring and quality control is to ensure that there are adequate records of the total process. For effectiveness in storage and access, these should be kept in digital form. Probably the most workable would be to utilise GIS mapping integrated with a hypertext system for all non-spatial information. Specific user-friendly and readily available software for text entry and data-base storage (see technical note 5) can then be used within this system.  



Selected data, e.g., on opportunities and events, may well be made available on line, using Infocom or a similar program,  for public or tourism use. 



The ne
x
t step is to ensure that decision-makers and stake-holders are well informed about the process and helped to use it to meet their own needs and interests in a more effective way.



For this purpose, a range of hard-copy products should then be developed for specific purposes and audiences. A reporting schedule might be something like the following





Frequency�Character�Audiences��As required�Normal administrative or technical reporting�In house, including formal reports to Council��Monthly�B&W single sheet Newsletter giving latest news on parks management in the city.�- Within parks and other departments of Council

- State or regional Authorities

- Selected stakeholders 

- Tourism industry��Six monthly�Say 8-page, Parks Quality

newsletter with short articles on specific aspects�As above; also available at public information points��As opportunity occurs�Media releases�General Public��







�7.  Conclusions



Every effort has been made to keep this brief and easy to access. It is very much intended to be a working guide which can be used to progressively develop and enhance a City of Launceston process and record. 



One of the issues, of course, is that the Gorge does have a great deal of aged or even inappropriate infrastructure and that to bring it into the condition and quality which is warranted by its importance to residents will be costly. Re-development of aspects of the high use areas and completion of the Power 
S
tation restoration come to mind here.  



Normal risk management analysis spells out the issues and problems which must be taken into account, and thus may help to set priorities. Purely as an example, and without adequate data for this table to constitute a real judgement or recommendation, several issues are demonstrated below :



Issue or Threat�Likelihood�Consequences��Weed invasion�Very high�More degradation of environment��Decline of Fairy Dell area�High, Continuing�Decline in quality of visitor experience and increasing public concern ��Further deterioration of swimming pool�High, Continuing, and probably accelerating�Loss of facility with associated environmental damage as pool finally collapses��Further chair lift failure�Probably low�Potentially catastrophic��

Although no reference has been made to other sites, the processes described here should prove to be readily transferable to other less complex situations. 



My impression is that the West Tamar walkway should be given a high priority of action before deterioration progresses further. Problems of weed species, interference with natural drainage patterns by the present path and problems of pathway quality are amongst the obvious issues. 



Conversely, many of the patterns of analysis included here might well be utilised to support planning for the Youngtown power easement site - a truly wonderful opportunity for creativity in community planning. Planning should start from the premise that it is wrong to build a single track system for all track users; identify each major group and build the tracks and associated facilities that will suit them. Look for creative things to fit the wonderful contours of the landscape; take sectors of landscape and ask, what is the opportunity that can be better provided here than on any other piece of land in the city and surrounding areas ?  
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