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Preface

Consider this impact on the wonder of Yosemite National Park – gateway communities and governments paralyzed by paradigm shifts. While most of the worlds businesses, as markets go global, are reinventing themselves, driven by constant innovations in technology and open standards for collaboration, the Yosemite region remains bogged down in mounds of political satire, ugly litigation, and territorial disputes over cause and affect.

Too often, our communities and institutions remain fixed in-place, stymied by increasing complexity, and blinded by unclear visions of self. The path to prosperity is fussy and befuddling at best. Our deepest sense tells us that our community or our institution is truly dependent upon others. Our practices, policies and traditions, on the other hand, continue to steer our attention away from that dependency, all the time driving us deeper into ever-increasing reliance on each other for critical solutions. We fail to recognize and acknowledge that dependency – more importantly, to embrace it realistically. In the end, as we continue to ignore the inevitable, our aspirations and efforts to protect the mighty Yosemite grow weaker and weaker. Our intentions to do better and prosper fall short of their goal and, in time, exploitation begins to pick apart all the assets we steward – in and around Yosemite National Park. Pessimistically, we win battles but lose hope for the war; optimistically the opportunity to reinvent our processes begs a chance for a brighter future.

As two, among many, closely connected to Yosemite National Park we see hope in the concept of a regional entity. It offers the promise of leaping out of a long-standing rut into a new era of opportunity. This concept paper, a straw man for change, encourages interested parties to wake up to the world we live in today. It offers a way to step through the paradigm shift of global markets and economies into a world of collaborative responsibility. It asks for a realignment of our activities to fit the reality of today’s world. It suggests ways to leverage our increasing dependencies, to improve our leadership results, and in the end leave a legacy that future generations will truly admire and respect. 

For clarity, when thinking of competitive responsibility, think of a balancing act. In some ways we are jugglers keeping solutions addressing natural and historic resource protection, cultural diversity, and economic health in motion, while moving towards new and sustainable prosperity. Fundamental to this responsibility are concerns for efficient processes, accommodating the working relationships and productivity of partners, and addressing the ever-changing world around us. We see the end goal of the region the same as it is for communities:

· To foster success through a web of practical interrelationships between neighbors and partners who understand their mutual dependency and shared history, and honor it by competently caring for their work, their region, their offspring, and each other with integrity.

It is our hope that you too will see this vision. The details herein are sufficient for the first step on a long, fruitful and successful journey; one with excitement and joy as the wonder we love inherits the protection and preservation it demands for all time. A regional entity is a journey of protecting our natural resources, expanding wealth and prosperity for our gateway communities, efficient service providers attending to our community and visitors, while we strengthen our support and respect for government representatives and their institutions.

Definition of Terms

Sometimes we use words in strange ways, or in ways that make some people uncomfortable. If you feel it important to have key words defined a little – read on; if not you can skip this section, and come back for clarification if necessary.
Communities – stakeholder groups as opposed to geographic locations.

Cooperative – acting or willing to act with others; pertaining to or organized for economic cooperation.

Marketing – outreach for purposes of education and influencing travel decisions, rather than sales of materials, product or service.

Economies – interest groups versus monetary groups. 

Open Standard – widely adopted practices, not owned or controlled by any one entity, freeing resources to perform higher-value work, expanding opportunities for improvement. 

Partnerships – relationships based on open dialog, interdependency and respect versus “I scratch your back you scratch mine.” 

Prosperity – a brighter regional future rather than financial gain.

Sustainability – securing people’s quality of life within the means of nature in a way that is fair and equitable to all humanity, other species and to future generations.

Triple Bottom Line – accounting for natural, cultural, and financial assets together as a measure of prosperity; recognizing individual contributions or impacts upon prosperity as they change.
The Opportunity

Can we do better? Or, do we want to do something about our regional issues, and make our lives, our economy, our communities a little better? Some of us peek a bit further ahead into the next 25-50 years and ask, “What are we leaving for our children to sort out? Can we make their future issues a little less stressful?”

At the center of these questions are the collective impacts upon the region we live in, the region we call “Yosemite”. Often seemingly single issues excite our concerns but, the truth have it, interrelated issues are surrounding us, all impacting our region. As individuals, we will most likely go on to resolve most of our personal conflicts, but will our region fair as well?

Where are we after twenty plus years of Yosemite Valley general planning struggles, and record-breaking land development in gateway communities stressing resources and lifestyles? What about spiraling population growth in California overloading infrastructure, resources and government? Consider globalization of markets redefining the business of local economies, and rapidly changing technology shifting competitive advantage to early adopters. Where does all this leave us? Are we comfortable with our regional direction, resource protection, social-political quality of life or outlook on sustainable prosperity within our individual communities? We think not! We believe in a real need for region wide collaboration and cooperation if we are to better our future.

The Sierra Business Council recognizes that sustainable prosperity and future quality-of-life in the Sierra Nevada Mountains is (or is about) to be fatally stressed unless action is taken. This council sees prosperity as an opportunity, not likely achieved by accident. They call the opportunity a process; “managing to the triple bottom line” – balancing protection and utilization of natural, cultural and financial assets. If there is any one concept illustrating the Yosemite region opportunity we believe it is the “triple bottom line”. Yosemite Valley pulls millions of people through our gateways and into our region every year, and our environment creeks like an old ship finding its way through high seas. Migrating populations escaping the flatland and cities weigh heavy on the land-decks of our communities. Fluctuating volumes of transient visitors drawn to, and converging, upon a world wonder each prime season, wear loudly on the old region’s fragile economies and natural resources. We all know it. We see it. Most of us feel it one-way or the other.

The quality-of-life balancing act, therefore, is not singular. Yosemite National Park can no more be the end-all when it comes to doing better by the region than any one community can. Achieving a healthy balance of prosperity, now and into the future, requires mutual interests working together. The current processes (or system) styled after the old world – each village takes care of its own (Yosemite National Park, Groveland, Lee Vining, Mammoth Lakes, Mariposa, Oakhurst, et. al.) no longer serves regional needs effectively. Like the ancient glaciers of Yosemite shaped the Valley, today’s paradigm shifts are carving deep into our regional infrastructures requiring new approaches to cope.

For example, in the past when Yosemite Valley closed due to “over crowding”, and the Park Service pronounced the Park closed, it would take time for the message to reach beyond the gateways. The gateways intercepted the message and would respond to change the message or action before tourists had time to hear it, thus changing their plans. But today, with ubiquitous communications, the tourist is long gone before the gateways have even heard the message. The damage to gateway economies is done.

We face a serious challenge: manage to the triple bottom line together, or continue pulling each other apart at the seams – bus vs. private vehicle, camping vs. upscale lodging, public transportation vs. highway improvements, Park closures from over crowding vs. circulation systems, disjointed marketing and public relations messages vs. uniform branding, coordinated messages and collaborative promotions; quality visitor vs. ad hoc information services, and last but not least the saving of desperately needed millions (more like hundreds of millions) of dollars through efficient “triple bottom line” processes vs. destructive cannibalization of future opportunity through litigation and time wasting “not-on-my-watch” wars. As hard as it sounds, the simple choice is a new regional approach exemplified by the now famous “four C’s” – communications, consultation, and cooperation all within the service of conservation
 – coupled with new resource and visitor management architectures and systems.

Concept Overview – Regional Model

People come to this region in very large numbers to touch, feel, and to be near Yosemite. The majority of visitors are transient. A growing number are new local community members and second homeowners – “off the hillers” as they are called in some of our gateway communities.

No matter how you picture this attraction, or its impact on your town, county, or public lands, the cause and effects are very real and increasing in intensity. Jurisdictional approaches to managing impacts beyond the jurisdiction are proving clumsy and less satisfactory to those outside the jurisdiction. The private sectors (businesses, chambers and visitor bureaus) are equally impacted. Their need for efficiency in order to stay focused on financial returns-on-investment are, likewise, negatively impacted when the businesses find themselves mired down in jurisdictional processes.

A more cooperative form of economic prosperity management is needed. The primary role for such a “cooperative” is three fold:

· Fostering partnerships around common economic interests for the good of the region and the visitor’s experience:

1. Developing and maintaining effective and efficient visitor and labor circulation systems meeting individual needs of gateways, the Park, and regional commerce

2. Partnering with non-regional agencies and private sector business to promote and provide visitor’s with satisfactory ingress/egress through all regional portals – year round

3. Define and manage benefit zones for the fair and equitable collection and distribution of funds – partnerships free to expand and grow individual value, while seeking a region-wide balanced economy

4. Partnerships for collaborative community and regional development that maintain individual identities and jurisdictional responsibilities, while promoting change and protection in such a way that all mutually interested parties are recognized and respected as necessary and qualified contributors

· Through region-wide education and information sharing resulting in improved stewardship of the “triple-bottom-line” balancing process:

1. Regional visitor capacity management systems balancing loads on natural, cultural, and historic resources

2. Integrated education services providing critical knowledge and interpretation of asset value both from a visitor and local perspective

3. Region-wide mutual aid emergency assistance programs addressing safety and security for visitor needs

4. Distributed, reduced impact, efficient supply-side services protecting the environment, lowering the visitor’s cost of regional participation, while maintaining a high service quality standard and regional financial stability

· Maintaining financial viability of a regional entity supporting the needs of its members and its presence within the global tourism market:

1. Building and leveraging a regional brand equity

2. Securing and maintaining adequate funding for visitor circulation and communication systems

3. Restoration and protection of natural resources

4. Maintaining and building equity in historic and cultural assets

5. Promoting and facilitating a diverse year-round commerce through eco-tourism and recreation, sustainable natural resource processing, and light-footprint, low growth inducing service sector businesses

In summary, our goal is to cooperate for the sustainability of a regional entity. Our objective is to meet the needs of the present without compromising the ability of future generations to meet their own needs; to be environmentally friendly, economically viable, and socially equitable.

Our goal is a co-operative that recognizes the inter-relatedness of the economy, society and the environment, while focusing efforts on educating and servicing visitors, partners, and constituents. Visitor experience is a good measure of our work.

Visitor Experience

We keep talking about visitor experience as if to say, “How did you like Yosemite?” when in fact, many of the decisions being made by individual fiefdoms operate on the visitor outside of Yosemite. The point is this: “visitor experience” is more than just place-based when it comes to experiencing Yosemite.

The visitor experience starts with expectations set early on – from the early travel concept stage, all the way to consideration of a repeat experience. What is Yosemite and why does the visitor want to visit? How will he or she get there? What else is the visitor planning, or wanting to do, and how is all that coordinated? How do we educate the visitor about the unique and fragile environment they are visiting so as to leave it intact for others wishing the same experience? When unexpected events alter the visitation opportunity, how do they get resolved? How do purchases find their way to visitor homeland doors? How is the visitor kept informed and encouraged to return? These are just a few of the questions illustrating “visitor experience”. There are many parts to the visitor experience; in fact a whole value chain of experiences that represent potential points of impact.

That is another reason (understanding the value chain) that makes sense for a regional entity. Together, members of the cooperative have different impacts along the value chain, and as a regional entity we can insure a much better “experience” for the “visitor.”. Together we can provide the best possible (most worldwide fulfilling) visitor experience through ubiquitous networking, open process and service standards connecting both ends of the value chain, and new models not only benefiting the visitor, but also the environment, local governments and businesses alike.


Table 1: Value Chain of Services

	Pre-Trip
	Arrival
	Visit
	Departure
	Post-Trip

	Travel planning/education

· Guides/maps

· Group tours

· Online chat

· Weather & road conditions

· Special needs

Reservations

· Lodging/camping

· Permits/fees

· Events/activities

· Equipment rental

· Transportation

Travel insurance

Memberships & donations

Travel discounts/coupons

Advertising

Online book sales & shopping

Surveys


	Visitor information/education

· Car/RV/campers

· Road conditions

· Visitor assistance

Rentals

· Car/RV/campers

· Chains

· Equipment

· Boats

Permits

· Wilderness

· Camping

· Fishing

· Rafting

Reservations/Confirmations

· Lodging/camping

· Permits/fees

· Events/activities

· Equipment rental

· Transportation

Travel insurance

· Personal

· Roadside service
	Visitor information/education

· Closures & restrictions

· Events & activities

· Maps & circulation

· Tours

· Online chat

· Weather

· Special needs

Lodging

Food services

Education/Interpretation

Recreation

Gifts

Donations

Photo services

Entertainment

Emergency services

Transportation

· Public

· Charter

· Guest

· Amenity
	Visitor information/education

· Road conditions

· Weather

· Visitor assistance 

Rental returns

· Cars

· Chains

· Equipment

· Boats

Freight forwarding

Pay fines

Reservation & Confirmations

· Lodging

· Travel

· Vehicle

Surveys
	Travel specials

Online sales & shopping

Special events

Regional news/views

Surveys

· Visitor

· Planning

Online services

· Chat

· Photo sharing

· Thank you’s

· Lost & Found

· Education for return trip


Economic Ubiquity

By looking at the region as an economy, it ties together all the elements affecting visitor experience. A regional economy addresses the issues of balance with regards to natural resources, cultural and historical preservation, and financial concerns. It most likely does not address all concerns we have as individuals, business owners, communities, or governments, but it will assist with other concerns by focusing attention on many major issues of mutual interest and dependency.

Although economic ubiquity can be viewed from many angles, the simplest is “market” and how we serve that market. For purposes of a regional view centered on Yosemite, our market is the visitor. It is, however, more than just “the visitor”. Managing the visitor experience requires a global view – focus and targeting. We must recognize each segment’s unique needs and characteristics. To this point, consider the unconventional:

· Local resident populations – both as Yosemite visitors and a population explosion wanting the rural Sierra lifestyle near Yosemite.

· California based visitors – our largest market, representing the fifth largest world economy, within easy reach, experiencing double-digit population growth.

· The greater USA market – benefactors of the Yosemite endowment they set aside for all time, visiting Yosemite’s spirit to renew and be assured of her life-long protection.

· Global markets – moving about the world village exploring new places, seeking education, and opportunity; trading what they bring for what the region has to give.

Communities and institutions, like business, suffer the same disease when they fail to shift with the paradigm. Rewards from change will not be shared equally. As is generally true, they will flow to those enterprises that can turn disruptive shifts to their community, institution and visitor into advantage.

Our opportunity for sustainable prosperity begins with a simple set of assumptions:

1. We are the ones to form the regional entity; no one else can do it.

2. Doing so will require courage, trust, respect, persistence, tolerance, and commitment.

3. We are committed to not only the region’s prosperity, but also its sustainability, and thereby to our own and that of future generations.

4. Central to our mission is Yosemite National Park and the roll it plays in our regional economy, and therefore our local economy.

5. Although our focus is as a regional entity, we share and recognize our individual community and governance roles and responsibilities; we support and facilitate the duties of each and create a positive and supportive environment to perform those duties as needed.

Ubiquity, in the sense of a regional economy, means integrating the systems and procedures responsible for maintaining that economy. It is developing and growing it, or in general keeping it alive and healthy. It means balancing utilization with protection and preservation for all, within the region and beyond, to enjoy and to be empowered by new and improved opportunity – for this generation and all future generations to follow. It means working together through mutual interests, governed by fair and equitable policies, while protecting freedoms and liberties.

The Challenge

On the first step creating “the regional entity” we recognize the serious hurdles ahead:

· What structure accommodates government agencies, joint power authorities, private business, visitor bureaus, chambers, non-profits like economic development corporations, and associations and foundations, including those beyond the physical boundaries of the region, etc?

· How do the operations separate the various interests (environmental protection, marketing, policy administration, visitor experience, revenue and finance, research and infrastructure) into equitable functions representing a balanced model?

· What models best fit the “balancing act” so critical to natural, cultural/historical and financial asset management?

· And always on everybody’s mind – how do we pay to create and operate the regional “entity” enterprise?

Not so simple, right?

Well, yes it is, but it requires a departure from traditional thinking. Not only thinking outside the box, but without the box. Simply put, the prototypical geographic view does not work. Geography fits the traditional mold used by land managers, like the National Park or Forest Services, county government, and private landowners, but it does not fit the complex paradigm shift we face. It does not fit today’s world of global economies and collaborative enterprises facilitated by open and transparent standards empowering necessary adaptation and change.

The paradigm ignores sovereign boundaries as limitations. Companies that live through “the shift” create entities bridging political territories. These entities seek efficient sourcing of resources, production, distribution and customer support. As is diversification in financial portfolios to risk, so are entities that incorporate alternate dependencies to sustainability. We in the region must do the same for long-term and sustainable prosperity.

For the region this implies a territory defined by a system of interdependent functions connected by a common infrastructure. Both the functions (or local entities) and the interconnecting infrastructure (transportation, communication, etc… systems) define the region. The region is an economic region that likely casts a shadow upon the land, but it is not limited to a single sovereign boundary.

If the hub of the region is Yosemite Valley, then Yosemite National Park and all its strategic partners (loosely defined) define the region, and so on as the entire Park becomes the focal point. For those of us living in the gateways, it is the whole park, not just the Valley; it is the area of greatest impact from the pull of visitors by Yosemite. For service providers in San Francisco, for example, it is the package – the City, Yosemite, wine country, etc; for San Francisco it is the total package, including the “Yosemite Region.” 

The region, therefore, is the intersection of specific entities in and around gateways and in the Park, as well as Yosemite-centric infrastructure providers. For example, businesses, chambers, governments, and visitor bureaus in Groveland, Lee Vining, Mammoth, Mariposa, and Oakhurst corridors are specific Yosemite-centric entities. YARTS is one example of an infrastructure provider. For San Francisco, “the region” is a band of associated territories and enterprises, more or less affiliated depending on how close they are to the National Park core.

Within the core are the Park and the corridors (communities and infrastructure.) Out from the core are associate and affiliate entities, distinguished by their collective interdependency upon the region. For example, an airport, not within the core, serves many visitor destinations, not just the Yosemite Region.

Airports serving a high percentage of visitors to the Region (as a percentage of total visitation to the region) have a greater interdependence upon the region, than do airports serving  fewer regional visitors. Therefore, the airport serving the higher percentage of visitors enjoys a closer relationship to the core than do airports serving only a few visitors.

The Regional Entity Model – Membership Driven

Collectively, the region is an economy (see definition above.). At the core are contractors, gateway communities, public agencies, local environmental groups, and region-centric infrastructure providers. In the core group, each entity is directly impacted by their relationship to Yosemite National Park. Core group entities are without recourse as to their partnership with Yosemite. They can neither physically remove themselves from their association with Yosemite, nor replace the economic loss should Yosemite visitors (as defined above) cease to visit their region.

Others not within the core group are less dependent upon Yosemite. They can shift, either tactically or strategically, the focus of their economy away from Yosemite visitors, recovering from most all losses to their economic prosperity through other channels. Some will find such a shift much more difficult than others.

This suggests that membership within the region varies by degree of reliance. The membership model looks something like a bull’s eye target, with core group entities in the middle, and members less impacted by regional visitation grouped into rings further away from the core.

Membership

The term membership implies choice. It means that any entity no matter their tie to Yosemite may or may not belong to the regional entity. Membership is voluntary.

The whole purpose of the regional entity is (without diminishing more formal statements above) improvement – with the aim of achieving and maintaining a comfortable, balanced, and sustainable prosperity. This purpose supposes a critical mass at its core to achieve this purpose, and participation by others who likewise benefit from the regional entity’s purpose or use.

Many concentric rings are possible, and we are sure will change over time. Three are presented for discussion purposes in order to communicate the basic concept. Ditto, definitions of the rings, or membership types, may also vary, as they should from deeper considerations than went into this paper.

Core members are in the ship’s bridge, so to speak. They chart the course, define ship’s orders (policies to most,) provide management decisions for a safe voyage, keep records and manifest, and protect their crew, ship and cargo. They are responsible for strategic goals, getting the ship from point A (the beginning of a strategic purpose or mission) to point B (when that purpose is fulfilled.)

As often exists on a ship’s bridge, there are officers of different rank; not all carry the same authority or privileges. So it is with the core group. Some members in the core group will have certain policy authority, while others will not. Two membership distinctions are considered:

1. Entities, like the National Parks Service (YNP), Gateway Governments, preservation, visitor, and commerce entities, and their operations contractors will have global policy authority.

2. Region-centric infrastructure entities like Delaware North Corporation, Parks and Resorts at Yosemite division (or DNC) and YARTS will have policy authority on matters of infrastructure within their charter, but not on other policy matters.

The first group can be called, “Yosemite Partners”, while the second can be called, “Yosemite Service Partners”. Each group shall designate delegates according to by-laws yet to be set. The delegates will represent the interests of their constituency. (See Strategic Partners section.)

Individual entities within the territory, defined by the core partner groups, may also belong as “associate” members (i.e., Associate Yosemite Partner, or Associate Yosemite Service Partner), and will not vote on matters of Regional policy. They shall have voting privileges based upon rules of representation designated within the Regional Entity’s by-laws regarding matters of programs and projects.

In the second tier of the bull’s eye, “Yosemite Region Associates” are also members, that receive membership benefits, but do not vote on regional matters. Their relationship with the regional entity is one of market share benefit only, whereby they are eligible for participation in regional marketing programs.

In the third tier are “Yosemite Region Affiliates”. They too are members. They have no voting privileges, and have limited benefits – more limited than Yosemite Region Associates.

Membership, at all levels, comes with fees and dues and coupled with donations and grants are the principal source of funding for the regional entity. The financial engine can be this simple to start with, and become more complex as marketplace conditions and regional requirements warrant.

There are going to be lots of thoughts and concerns regarding membership, and a task force needs to be formed to address this subject.

Visitor-Based Programs

As noted above, our visitor base consists of four segments:

· Local resident populations – both as Yosemite visitors and a population explosion wanting the rural Sierra lifestyle near Yosemite.

· California based visitors – our largest market, representing the fifth largest world economy, within easy reach, experiencing double-digit population growth.

· The greater USA market – benefactors of the Yosemite endowment they set aside for all time, visiting Yosemite’s spirit to renew and be assured of her life-long protection.

· Global markets – moving about the world village exploring new places, seeking education, and opportunity; trading what they bring for what the region has to give.

Each segment has its own characteristics and marketing challenge. Marketing programs should also address strategic business development and channels of distribution, and each also has its own challenges when it comes to revenue, education, visitor experience quality, etc.

Marketing & Public Relations

One of the most important aspects of our regional economy is this: The Park and associated local amenities IMPORT dollars. Unlike many local service sector businesses, the “Yosemite Region” generates millions of dollars from outside the local economies. This represents revenue indexed to increasing living standards (staying ahead of inflation) before devaluation from taxes and by profit taking as money changes hands. Local dollars are good, but with every exchange lose value. Tourist dollars when they come into our communities pay for services and taxes, and then trickle down the food chain losing value along the way.

To keep visitor dollars flowing requires marketing. To maintain (or grow) visitor dollars requires competitive, sometimes aggressive marketing. Perhaps the most important function for a regional entity to concentrate on is marketing, at least from the revenue perspective. If for no other reason, remembering earlier comments addressing paradigm shifts and today’s global competition and effective business practices, a regional entity has the greatest wherewithal to produce sustainable income.

We want to share a caution, not to dampen the importance of this section, but to remind you of the Sierra Business Council’s concern for balance. This section does focus on being competitive and growing revenue, but not in the usual business context. (See definition of “marketing” above.)

A regional entity can best (versus any single agency or business) drive improvement in tourism, while balancing nature and commerce issues. The regional entity can engineer marketing programs to be in concert with the region’s capacity to offer visitor experience; it can focus on “marketing” while preserving and protecting our natural and cultural resources because its leaders, from all the jurisdictions, are united in collaborative, cooperative working partnerships. Therefore, the suggestions herein are always offered with the hope that they are managed in perspective of balance, where equal or more effort is made by the regional entity to successfully manage the resource and stick to the “triple bottom line” approach. How this actually works and gets done is as important as jumping into what many of us find fascinating and fun – meeting people and marketing the regional wonders we so enjoy sharing with others.

Advertising, Promotions & Specials

 As the regional entity reaches out to California, the USA, and worldwide, many opportunities exist for members to reach markets and generate revenue. The different tiers of membership allow for participation in these opportunities at different levels. Membership dues from all tiers can be used, among other things, to market and to build marketplace partnerships. 

Different programs can be established that support different needs, and costs can be shared according to benefit. For example, dues can be used to educate markets on the region, and provide avenues for virtual shopping, trip planning, and reservations. Promotional programs, with specials, can be used to drive business to members, evening out seasonal loads, and infilling under-utilized activity centers reducing overloads elsewhere, such as in Yosemite Valley on major impact days. One way to do this is to create highly visible and desirable venues on these days drawing crowds into outlying areas.

Revenue can be generated for the region from not only promotional opportunity, but also from regional brands and tradeshow participation.

Brand Equity & Tradeshows

Even though many members are not gateway entities, they can distinguish themselves by their association with the regional entity. The region’s brands can be licensed for use to benefit members and produce revenue. The regional entity can give members a competitive edge in their markets of value, through visitor discounts, unique and important information, and leverage with tickets and reservations through member association.

Another way for members to save money (in a way, make money) is through a regional approach to tradeshows. Instead of any one entity bearing the total cost of important tradeshows, members can band together and jointly promote their business with that of the region. I think it goes without saying that a larger presence at tradeshows reaches more prospects. It integrates the regional marketing effort, and highlights the important assets in the region, e.g., spirit of Yosemite, unique and valued environment, western mining and logging history, railroads, American Indian culture, Asian/Mexican/European heritage, the Sierra Nevada geology, world class rafting, hiking, and fishing, and the unique histories of individual towns. Regional marketing at tradeshows generates more interest and produces more qualified visitors.

Editorials & Press Releases

Articles, press releases, and editorial opportunities emanating from a regional entity will not only solidify the regions identity, but also reach more prospective visitors, with more frequency and impact than our efforts individually. Most of us know how expensive it is to utilize many marketing channels, or motivate distributors of our information to act. As a regional entity, these distribution channels become viable and productive. In the end, we do a much better job of remaining competitive globally, and most likely within California as well.

Visitor Assistance Services

How often do we hear about our visitor centers – a lot, right?

Some of us have outstanding visitor center services, while others none or little in the way of needed visitor services. Too often we hear good for them, bad for us. It’s all about competition between the gateways; some win, some lose.

No, actually we all lose. Visitor experience is about total quality and education, and if any one entity within the region negatively impacts that visitor experience quality, it gets around and in one-way or the other reduces future potential. A bad experience, even marginal experience, damages the cause when communicated or leveraged by competitors. Since the region is the target for prospective visitors (albeit the Valley pulling visitors through the gateways), a bad experience in one gateway (or with a member service provider) impacts all of us.

One use for a regional entity is to seek grant funding creating and permitting quality visitor information/education centers region wide. Not just facilities or ad hoc practices, but integrated, ubiquitous services, not only in physical locations, but online. In fact, visitor centers can go beyond pure expense centers, and become value-added information/education centers with revenue potential. Some have already shown us how.

Please study the value chain of services in the section above on “The Opportunity.” Some of the services possible under “visitor assistance” are:

	· Guides & Maps

· Trip Programming

· Group Tours

· Special Needs
	· Online Chat

· Weather & Road Conditions

· Road Closures & Restrictions
	· Reservations

· Travel Insurance

· Discounts/Coupons

· Permits/Licenses
	· Educational Events & Activities

· Surveys

· Lost & Found

· Photo Sharing


Strategic Partnerships

Strategic partners vs. marketing partners, consultants, or suppliers are those entities within the core group with a lifeline relationship to Yosemite National Park. Strategic partners in the context of a regional entity are those necessary for the regional entity’s existence; they provide a critical function within the immediate region directly benefiting visitors, while contributing to Park and gateway prosperity.

The two sections below attempt to illustrate these relationships.

Strategic Partners

Yosemite National Park (YNP) vis-à-vis the National Park Service is one of the major stakeholders, for obvious reasons; Delaware North Corporation (the contracted concessionaire) is by their contracted responsibility and scope of stewardship within the Park also a strategic partner.

Entities (governments, civic organizations, advocacies, businesses, etc.) within a defined corridor are also strategic partners; for the purpose herein denoted as Yosemite Corridor Partners (YCP). Five corridors exist in and around the Yosemite region. They are:

1. Groveland – Highway 120 West: between Yosemite Junction (intersection of State Highways 108 and 120) up to the Big Oak Flat Yosemite Park entrance.

2. Lee Vining – Highway 120 East: from Mono Lake and the township of Lee Vining on State Highway 395 up to the Yosemite Tioga Pass entrance via State Highway 120 east.

3. Mammoth Lakes/June Lake – Highway 395: from the Mammoth Lakes township up State Highway 395, including June Lake to State Highway 120.

4. Mariposa – Highway 140: from the township of Mariposa up State Highway 140 to the Yosemite El Portal entrance.

5. Oakhurst – Highway 41: from the township of Oakhurst up to the Yosemite South entrance.

The precise area of each corridor should be defined through collaborative negotiations between the corridor Strategic Partners.

Sometimes governments from different corridors (or within a corridor) form entities expressly chartered to serve Yosemite’s commerce and visitors. One such organization currently exists – the Joint Powers Authority (JPA) known as the Yosemite Area Regional Transportation System (or YARTS), administered by the Merced County Association of Governments (or MCAG), and includes Mariposa, Merced and Mono Counties
. YARTS is also a Strategic Partner within the domain of corridors.

Both DNC and YARTS are strategic partners as noted earlier, and belong to a special partner class, for lack of a better term, called Yosemite Service Partners (YSP). As contracted service providers they fulfill a critical Yosemite function in a way as a pseudo-surrogate of a regional entity, representing not the whole entity, but a subset. Their charter therefore, as compared to YNP and YCPs, limits their voice in the regional entity’s affairs. Additionally, YNP and YCPs share a permanent relationship through geographic proximity, while YSPs, although operating on common ground, are transients. Due to the important role they play upon the local economy, they participate equally on all matters of economic consideration. This distinction is a fine line since most all (99.99%) of regional entity matters are economic in nature. For matters purely focused on long-term natural and cultural asset management, YSPs are not decision makers unless they too have regional permanence equal to at minimum any one YGP entity. How all this sorts out is worth healthy argument. We’re not at all clear yet, and only raise the issue to avoid the pitfalls of ignoring the issue.

The diagram above illustrates the regional entity’s make-up of strategic partners by domain. The purpose of this diagram is to allude to a Board of Directors. Membership in the co-op is more comprehensive, and includes individual entities. It is suggested that the Board, however, will include delegates from the individual corridors, and the other entities shown above. The next section of this subject expands the domains further. Dotted line connections illustrate inequality between classes of partner domains. Such inequalities may manifest as differences in decision rights, or be as simple as differences in membership benefits.

Strategic Partner Partners

Earlier the concept of membership was covered to illustrate how groups of influence can be expressed through a concentric circle model, like a bull’s eye target. At the very center of the bull’s eye is the Policy Board. Still within that bull’s eye or core group a Council of Directors may be created to execute policy.

The purpose of such a council would be to achieve the operational goals of the regional entity. Sub-groups may be created to carry out specific functions or tasks related to the goals and objectives of the regional entity, such as market network development, member services, resource education, etc. Eventually, with adequate funding, actual operations would be performed by employee staff.

Each strategic partner shares numerous partnerships within their domain. Numerating each and every partnership may be too exhausting, and therefore unproductive for the intent of this paper. In order to demonstrate the point, the illustrations that follow highlight perspective partnership relationships that exist within the strategic partner domains. Use it as a guide when thinking about partners in general, and within the regional area.


The following table highlights likely and possible partners within each of the YGP partner domains. It is possible that a particular partner for one YGP can also be a partner for another, such as a national forest bordering (or within the territory) of more than one YGP.

	Business & Commerce
	Chambers of Commerce

Visitor Bureaus

Business Associations & Councils

Funds & Foundations

Tribes

“Individual businesses”

· Adventure outfitters

· Lodging

· Entertainment

· Travel

· Transportation

· Real Estate

· Construction/Development

	Community Groups
	“Special or historic interests”

· Equestrian groups

· Trails/pathways groups

· Fire Safe Councils

· Aviation clubs

· Camps

· Churches

· Associations

· Wildlife groups

Homeowner Associations

Civic Organizations

	Institutions
	Public Land Managers

· Bureau of Land Management

· City & County of San Francisco

· National Forest Service

· National Park Service

County & State Government

· Economic Development Centers

· California Department of Fire & Forestry

· Community Development Departments

· Public Utility Departments

· Parks & Recreation Departments

· Libraries

· Farm Bureau

· Airport Commissions

· Planning Commissions

· Education Districts/Institutions

Infrastructure

· Gas & Electric Companies

· Communications Companies

· Special Districts

· Caltrans

· Media & Broadcast Companies

	Advocacies
	Land Trusts

Environmental Groups

Taxpayer Associations

Coalitions

Nonprofit Support Centers

Education & Support Groups


There are many entities with a keen interest in Yosemite, the visitor experience, and local community prosperity within our region. Most often their interests are focused on specific concerns or opportunities. Their motivation for participating within a regional entity will center on activities specific to their interest not necessarily general meetings. Marketing, for example leverages member benefits, regional area improvements, education, and civic engagement. There are many opportunities for membership in a powerful regional entity.

Since the Yosemite Regional Entity will formalize the Yosemite-based economy, and this economy represents such a large portion of the broader area’s prosperity, we should expect a wide range of interest. I mention this, because as with any economic engine, it takes investment and continued maintenance to grow, and all potential members represent a substantial investor base. The financial viability of a regional entity will depend upon a successful investor relationship. An important portion of what the regional entity will do is to nurture and promote wide-ranging membership and investment.

Regional Functions – Infrastructure & Sustainability Concepts

When we look back over the years, reflecting on numerous business meetings and casual conversations focused on visitor experience, from the Highway 120 West and Highway 41 South corridor vantage points, a sense of déjà vu settles in. A lodging operator in the group says, “Well Highway 120 was blocked to the Park today, and I didn’t know if my guest could get in through 140 with all the construction.” So often the question of alternative routes and visitor circulation pops up, followed by frustration over uncertainty and lack of managed circulation systems or current information. “Yes, the Park sent a notice out about a situation in the Park, but my visitor isn’t in the Park, and I lack critical knowledge about the whole system to give confident advice.”

Eventually you WAKE UP… Right, there is no system! It is implied, but the different operators of the system (The Park, Caltrans, various counties, local organizations) do not talk to each other. In some cases it is highly questionable if there is anyone at the helm – from a systems perspective. We will go so far as to ask, “Has anyone – ever – considered a circulation system integrating Yosemite region traffic patterns and routes?” Maybe so, (oh yeah…YATI) but we do not have a functional one today.

This example illustrates how a regional approach to several opportunities not only better addresses the challenge, but also actually helps individual agencies and enterprises solve problems for which they assume some measure of responsibility, but are powerless to address completely. The Park is the most public example. They take heat from individual corridors for blocking access, yet the accusatory corridor entity has no relationship with other corridor entities, which is necessary if solutions are to be found. We just individually beat up the Park, and call it a day. Forming a regional entity allows new collaborative thinking and problem solving that is absolutely critical. In some cases, a regional approach will create synergy, attracting dollars for solutions that otherwise would not materialize. In the end, the entities benefit, the region benefits, and the protection of Yosemite and a quality visitor experience is improved.

If only we could work together better…

Visitor Services

Visitor services are what they are. Each entity within our region delivers something of value to visitors. Some of what a visitor expects or would like to see is missing from today’s regional offerings, or the quality may not be consistent from one area of the region to another.

These are two areas where a regional entity can improve the visitor experience should it so choose. Earlier we talked about raising the level of information center services both in terms of content and uniformity. The regional entity can assist with this goal, should it be recognized as important. For example, it can negotiate snow chain rental agreements with various parties within each gateway. The agreement might allow pickup and return to a different gateway. Or, the regional entity can raise money for a regional map of amenities, reproduced and distributed to all partners for a fraction of what it might cost for any one gateway or partner. (i.e., Chambers of Commerce).

The regional entity can house a virtual Lost & Found, available online to all visitors wherever they may be. A portal service could be made available to visitors from partner locations (or the information centers) that allow photographs to be uploaded to visitor specified locations/emails. Interfaces could be developed allowing various permits and licenses to be acquired online, like wilderness permits and/or fishing licenses – what about the ability to pay fines 24/7 before leaving the area.

Pre-trip education of subjects like wilderness or Park etiquette, animal awareness, resource protection and other topics could be delivered before the visitor arrives. This in turn helps counter the loss of interpretive and educational opportunities in the Park and regional Forests.

A handy service, especially during peak season, is a region-wide reservation system for lodging, restaurant, car, boat, recreation equipment, etc. We could survey visitors online or at desktops, at visitor centers or in their rooms, and not only collect needed information, but probably obtain more in-depth information, especially if incentives are provided – a free map or book, or money off something.

Many possibilities exist for advanced services not now offered through a regional approach. In many cases, the cost to develop and deploy such services can be subsidized, if not paid for, by grants, donations, and partner investments. The return on investment for advanced visitor service is high, and the regional entity reduces the risk of not only development, but also of marketplace acceptance and deployment.

Capacity Management

The problem with Yosemite National Park taking capacity management on is that they are only the “Park”. So the “Park” has a problem with a capacity issue at any moment and they shut down something. That’s just great. In the gateway we still have a stream of visitors headed for that something.

Our point is that capacity management in the park is also a capacity management problem in the gateway(s). It is always fun to tease the 900-pound gorilla (sorry for that), but it is like the commercial – eventually, the gorilla gets back, and the gateway hurts.

So… what if we looked at Capacity management as a regional issue? What if we collaborated with the Park and with strategic stakeholders, and addressed the issues together? Could we address the design of practices and infrastructure, and implement integrated solutions that keep all the partners and the environment in a healthy state, while improving the visitor experience?

YES, that is the way to get the job done, without cannibalizing our partners. There is the added benefit (as a regional entity) of more horsepower chasing more funding from various programs that otherwise would not be accessible or reachable for lack of horsepower.

Traffic Circulation

From some gateway perspectives, traffic circulation has been a matter of personal folklore. Experience, of course, has engrained fun and “efficient” traffic patterns that we all share with guests and visitors. Unbeknownst to us all, however, are current or realtime conditions, and how local authorities are dealing with the situation.

Like capacity management, covered above, traffic management is both a local and regional issue from a planning, design and implementation view. How much current traffic circulation patterns are a result of ad hoc growth vs. planned visitor experience is unknown. We’re certain that from a regional view the answer is – ad hoc.

Because this is such an important issue and, obviously again, as much a regional issue as a Park issue; we can greatly improve the visitor experience by addressing traffic circulation. At first, maps can be produced that show various means to get around. We can establish contact points, and ubiquitous broadcasting to help visitors with transportation; alternative actions, parking, and a host of other management issues. In the long run we can work together to create circulation systems that better meet preservation, protection, and visitor experience goals.

Research & Development

From visitor, regional member and resident surveys come many R&D opportunities - planning for growth, wildfire (air quality) management, emergency service needs discovering new markets and distribution channels, improvements in online and interpretive services, systems for measuring and reporting “triple bottom line” balance and new systems for measuring visitor experience quality. More than time and money is needed to improve the visitor’s experience and strengthen preservation and protection of resources. Money from the regional entity’s operations/services, memberships, grants, and donations can help to address many of these regional R&D issues. As in business, R&D is necessary for industry leadership. The Yosemite region has a long history of innovative leadership. It should continue, and today (paradigm shifts and all) we can continue that leadership, but it will take painful adjustments in how activity in the region is handled. The regional entity is a good way to get started – with necessary R&D.

Co-Op Finance

All the way here we have mentioned membership, money, “triple bottom line” management, marketing programs, joint work efforts and programs (money leveraging), and online services – all requiring leadership. They say that money makes the world go around; well it is certainly necessary for a regional entity too. The question is, where from and what for?

Sorry, no pat answers here. But no worries either. The challenge is gathering a few of our able bodies in finance, and penciling out a strategy. We need a dues structure. We need a co-op advertising program (with sponsors, hopefully), some money for incorporation, a new web site, and a regional plan to help identify and prioritize co-op programs. Once programs are prioritized, the finance team, along with grant writers, can begin filling various pipelines with requests for funding.

Simplicity says start simple and grow from there; that should be our charter. The more support we can get from the partners for various concepts herein and others you have, the more we can get done before being hit with heavy expenses. 

Co-Op Membership Services

The regional entity seems well suited to a membership approach. Besides, seed money is needed, and membership is one means to start right away.

So as deadlines approach for next seasons advertising (and there is a group already working hard on next years co-op ad), we need a group to form, ponder a membership structure, and to forecast and recommend start-up.

The mechanics of start-up are not difficult, but require thought, some money, and commitment. There are many acceptable and productive membership services that will help form the regional entity and keep it growing. We need to identify them, fund them, implement them, and then grow member services as needed to become the regional powerhouse we have the potential to become.

Summary – Our Prospects

If only we could work together better… That is the query this concept paper attempts to address. It provides thoughts and ideas for forming a regional identity and function, all with the aim of supporting sustainable prosperity within our mutual communities of interest. It is equally focused on the goal of improving and maintaining quality visitor experiences, while preserving and protecting our resources.

The point of quality visitor experience is critically important for many reasons. Not only does it address our prospects for commerce, but it helps keep public attention (and opportunities for funding) on the most prevalent issues and potential solutions. A regional entity achieves quality visitor experiences and public support by staying focused on the “triple bottom line”, a credible process that maintains measurable balance between the preservation and protection of natural, social, cultural and historic assets, while at the same time producing financial prosperity within this balance.

Achieving balance across the region is not possible if we rely on one organization (The National Park Service) as we too often do. We are late in recognizing our challenge to unite, work together as we must and to solve sustainable prosperity issues only addressable by a collective partnership. Jurisdictional importance recognized, a joint effort is necessary. Competing in the “new world” of global villages, ubiquitous economies, and open collaborative business processes is essential to long-term prosperity. The regional entity proposed herein is one way to successfully pass through the new world paradigm shift. Amongst our achievements should be:

· Creating value from regional branding and marketing

· Improving visitor experience through jointly funded value-added services and products

· Co-management of practices balancing nature and commerce throughout the region 

· Research and analysis on region-wide initiatives, challenges and performance monitoring

· Collaboration on plans and activities impacting member/partner territories

· Co-development and maintenance of regional policies

Even if you disagree with the details, or the approach, you must recognize the need for a new approach. This paper is meant to stir the pot, so to speak, and energize your creative juices. Thanks for the opportunity to present our thoughts, and we hope to see us altogether in the “Yosemite Regional Entity”.
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� Adapted from “A community is an economy:…”, James Howard Kunsler, The Geography of Nowhere.


� Adapted from the Leadership Institute For Ecology and the Economy. “Sustainability recognizes the inter-relatedness of the economy, society and environment. It requires that we do not consume resources faster than they can be renewed nor produce wastes faster than they can be absorbed.”


� Tenet - Gale A. Norton, 48th Secretary of Interior, US Department of the Interior.


� The three E’s of sustainability. Leadership Institute for Ecology and the Economy; linking the environment, economy, and social equity to sustain our quality of life.


� As a regional entity, unlike individual partners, we can measure the visitor experience within the context of total quality. As a regional entity, the entity aggregates the full range and depth of services throughout the entire value chain of services. The measure of visitor experience is, therefore, within our reach to assess and improve.


� Thoughts and ideas adapted from Understanding Our Company – An IBM Prospectus.


� The Yosemite Region – maybe a strong brand is “Yosemite Territories –passageway to the Spirit of Yosemite, dwelling place of  “Mother Nature”.


� Two of the five counties surrounding Yosemite National Park not currently participating in MCAG are Madera and Tuolumne.
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