Final Report for Trail Timeshare Meetings
Nov. 29, 2007
Gallatin National Forest Trail Timeshare Meetings  

Representatives of five user groups (hikers, stock users, mountain bikers, motorcyclists, and landowners) were invited by the Gallatin National Forest (GNF) to meet as a task force to develop a proposal to best implement the trail timeshare provision from the Gallatin National Forest Travel Plan. See excerpts below from the Record of Decision (ROD) of the Gallatin National Forest Travel Plan, Oct, 2006. Representatives of the user groups met for 10 evenings (two hours each session) with GNF personnel. The sessions were held on a weekly or every other week basis from July 18 to November 14, 2007. A set of ground rules and decision-making strategies were established by the task force (see below). A facilitator, hired by the GNF, assisted the task force. Upon request by representatives of the user groups, Thomas Puchlerz, Acting Forest Supervisor, wrote a letter (8/29/07 attached) outlining expectations for the task force. 

The task force developed ground rules for discussion and decided that two members of each user group would represent the group during the task force discussion period of each meeting. The two members representing each group at the meetings were typically the same people but this was not a requirement. Additional user group members sat in the public area along with other members of the public. A typical agenda included the following: welcome, introductions, review of ground rules and progress from the previous meeting, goals for the meeting, proposals and discussion by representatives of each user group and a representative of the GNF, short break, designated time public comment period, agenda for the next meeting, and adjournment. Minutes were taken at each meeting by the facilitator and emailed to the leadership of each group following the meeting. Reminders and other information were emailed prior to each meeting. Occasionally, representative of various user groups met outside of regularly scheduled meetings to discuss proposals and share relevant information. Names of representatives of each user group, the facilitator, and GNF service personnel are listed at the end of this report. 
The Record of Decision (ROD), Gallatin National Forest Travel Management Plan (Oct, 2006)
The Time Share section of the Record of Decision states, on page 15, “A number of public comments were received suggesting that we consider the concept of alternating use periods to address social problems (i.e. user conflict) between motorized and non-motorized users, between bikers and stock users/hikers on popular trails. For example, a trail could be managed as open to motorcycles on alternating days, alternating weeks, or even by the time of day. I’ve decided to apply this concept to the following trails to help meet my objective of providing more non-motorized opportunities near Bozeman:
· Bridger Foothills Trail #534 from “M” parking lot to junction of Corbly Gulch Trail #544

· (Ross Pass Connector #551 to Bridger Foothills Trail #534)

· Sypes Canyon Trail #531

· Truman Gulch Trail #535

· Middle Cottonwood Trail #586

· Corbly Gulch Trail #544

· Hyalite #427 and East Fork Hyalite #434 Trail

· Storm Castle Creek Trail #185

For the Sypes Canyon Trail and the southern end of the Bridger Foothills Trail I will look at a schedule that restricts mountain bikes to certain periods (i.e. provide opportunities for foot and horse travel in absence of bikes. For the other trails I will look at a schedule that restricts motorcycles and mountain bikes to certain periods (i.e. provide opportunities for foot and horse travel in absence of mechanized vehicles). I intend to work with various users over the next year to develop the specific schedules.” 

The main points of the ROD regarding trail timeshare are:
· The purpose is to “address social problems (i.e. user conflict)”.

· The objective is to provide “more non-motorized opportunities near Bozeman.”

· The time share schedule should “provide opportunities for foot and horse travel in absence of mechanized vehicles” on the nine trails of concern.
Guiding Ideas: The following were developed by the task force during the timeshare process.
· Task force members advocate for all forest users to abide by an ethic of respect and consideration for the landscape, fellow travelers, and wildlife.  

· While retaining what is working regarding current trail use on the West Bridger and Hyalite trails, we acknowledge that safety issues and conflicts among users are of concern and that the potential for these situations to increase is associated with increasing population and public land usage. However, we believe that a reasonable timeshare policy, user-friendly trail signage, education regarding trail etiquette, and peer pressure among users, would promote positive behaviors and enhance overall enjoyment on GNF trails. Task force members commit to working with the Forest Service (FS) to develop solutions that enhance safety and appropriate trail use. 

· The long-term success of any trail timeshare policy depends on a combination of education, community buy-in, and enforcement. We commit to leading by example and exploring ways to educate within and between our groups so that self-enforcement is the dominant factor. Accordingly, we expect the FS to provide adequate staff and resources for monitoring, enforcement, and evaluation. We are interested in assisting with these tasks and recommend that the entire community of users be informed regarding this process.
· Since developing a trail timeshare policy in the GNF is a work in progress, we recommend reconvening the task force after the first year of the trail timeshare to review and evaluate the process, its implementation, and to develop plans for the future. 
Task Force Consensus

It was evident from the start of these meetings that task force members are passionate regarding their appreciation for and use of the GNF and the designated timeshare trails in particular. Additionally, task force members recognized that a range of perspectives exists among trail users in each group. Thus, as discussions proceeded, user group representatives were challenged to carefully consider how each proposal might be received by the variety of members within their group. Also, it became obvious that, although working diligently, reaching consensus regarding nine trails was a daunting task and perhaps even more challenging than the FS had initially considered. Thus, focusing on fewer trails might have been more realistic and resulted in further consensus. Accordingly, one aspect of consensus that the task force did reach was to recommend a phased-in approach whereby the north Bridger trails would be set aside from trail timeshare consideration until the end of the 2008 season. An additional issue regarding the trails under consideration was that not all of the trails seemed to fit the criteria of a popular trail near Bozeman. For example, Storm Castle Creek #185 trail receives much less use than the other two trails in the Hyalite area. 
An issue of special concern to motorcyclists is that, separate from the trail timeshare decision, the Gallatin National Forest Travel Plan instituted new seasonal restrictions on use of eight of these trails to begin at the same time as the timeshare. Regarding social issues, members of several groups recommended that research be conducted to provide actual data concerning social issues that relate to trail use. While acknowledging inherent problems in developing and conducting research on social issues, task force members recommended that conducting monitoring after the trail timeshare regulations had been implemented would be desirable, especially monitoring that helped to educate the public regarding trail timeshare, safety, and trail etiquette.
The task force reached consensus on the issues listed below. See the table for an illustration. Although numerous proposals were made and discussed during the course of the meetings, consensus by the entire task force was not obtained for all of the dates and trails under consideration. However, entire the task force agreed that weekend days constituted the heaviest use on these trails, and reached consensus regarding recommendations for weekend use (one weekend day non-mechanized use; one weekend day multi-purpose use). Several groups offered similar recommendations for weekday use. See the individual group reports (attached) for details. In each report, the group’s final proposal for trail timeshare is described and a rationale provided. Because task force consensus was not reached regarding weekday use, the boxes in the table designating weekdays were left blank.
Task Force Consensus Recommendations

· Recommend one weekend day for non-mechanized use and one weekend day for multi-purpose use on the most heavily traveled trails: Middle Cottonwood #586, M-Sypes #534 & Foothills (south) #531, Hyalite #427, and East Hyalite #434. 
· Recommend that trail timeshare discussions on the northern Bridger trails: Corbly #544, Truman #535, Ross Pass #551 and Foothills #534 (north) be postponed until after the first season of trail timeshare (i.e. fall 2008) 
· Agree to a 6/16-9/5 period of application for timeshare for motorcyclists and mountain bikes on the Bridger Mountain trials under timeshare consideration and a 7/16 to 9/4 period of application for timeshare for motorcycles and mountain bikes on the Hyalite trails.

· Recommend that task force members be invited to assist the FS in developing signage, educating the public, monitoring timeshare implementation, and promoting safe travel.

· Recommend that the task force be reconvened after the first full season (2008) of trail timeshare to review its implementation and make recommendations for the future.
Table: Task Force Consensus 

Key:    H = Hikers         S = Stock Users
        M = Motorcyclists

     B = Mountain bikers

	Trails
	Phase 1:

2008 season
	Sat
	Sun
	Mon
	Tues
	Wed
	Thurs
	Fri

	Corbly #544 - Foothills #534 
	2008 only
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB

	Ross Pass #551 - Foothills #534
	2008 only
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB

	Truman #535 - Foothills #534
	2008 only
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB
	HSMB

	
	Period of Application

(M and B)
	
	
	
	
	
	
	

	Middle Cottonwood #586 (Trailhead to intersection) - Foothills #534 (Middle Cottonwood to Sypes #531)
	6/16-9/5


	HSMB
	HS
	
	
	
	
	

	‘M’(#534 Parking lot to #531) & Sypes #531
	6/16–9/5


	HS
	HSB
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	East Fork Hyalite #434
	7/16-9/4

	HSMB
	HS
	
	
	
	
	

	Hyalite #427 to intersection with #185
	7/16-9/4

	HS
	HSMB
	
	
	
	
	

	Storm Castle Creek #185 
	7/16-9/4

	HSMB
	HSMB
	
	
	
	
	


Signage, Education, Monitoring, and Data Gathering

Task force members would like to assist the GNF in developing user-friendly signage for the timeshare trails and educating the public regarding safe travel and proper trail etiquette. Brian McNeil developed a draft signage poster for Hyalite trail #427 based on a timeshare concept. The sign conveyed a positive message and included easy to understand drawings representing trail uses that were permitted on each day of the week. Task force members provided feedback on the draft sign.

Task force members recommended ways to enhance public education regarding trail timeshare. One method that was proposed is for the GNF to post information on its website to educate the public on trail timeshare, etiquette, and safety. For example, the web sites of the Wasatch-Cache National Forest (http://www.fs.fed.us/r4/wcnf/unit/slrd/recreation/trails/mtn_bike_trails.shtml) and the International Mountain Bicycling Association (http://www.imba.com/) prominently display rules of mountain bike etiquette. Similarly, a “Sharing Trails with Horses” brochure is available on the Boulder County Horse Association (Boulder, CO) website (http://www.boulderhorse.com/). Task force members also recommended that the FS clearly display a phone number and email address for the public to use to communicate its interests and concerns regarding trail timeshare and related issues.
Task force members are interested in assisting with development and implementation of a monitoring, evaluation, and review process for the timeshare trails. Monitoring can gauge the level of compliance and satisfaction with the timeshare schedule and track issues of safety and behavior. Educating the public while simultaneously gathering data regarding basic issues of trail use (who, how, why, when, what) are important aspects of the timeshare process. While data indicating the actual number and type of trail users is relevant, a wide variety of factors, including the quality of experience obtained on the trails, are important to consider in deciding trail timeshare allocations. 
During the November 14th task force meeting, the task force discussed developing a monitoring tool, such as a trail user survey. Agreement was reached on the following points. The task force recommended that the FS confer with the staff of other national forests to determine how trail timeshare education and monitoring is handled elsewhere. Careful consideration needs to be given regarding what is expected to be gained by each question and how best to pose questions to obtain that information. To facilitate response gathering, we recommend that the survey be short (6-8 questions), easy to understand and quick to complete, objective, statistically valid, and impartial. While providing the opportunity for open-ended responses is desirable in some situations, surveys that are easiest to complete and analyze involve providing various options with directions to select the most appropriate option(s). Surveys could be conducted in person by FS employees, by other impartial persons, or done by self-report on a card with a submission box at trailheads, as a mail-in postcard, or via internet submission. A recommendation was made that the FS request assistance in developing and analyzing the survey by Montana State University faculty in the social sciences and statistics departments. Task force members requested that the FS present a draft survey at the next meeting. The following Issues were proposed as relevant to consider in a trail use monitoring survey.
Monitoring Survey Items
· Name (optional)

· Date and time

· Trail name and location
· Type of use
· Rate your expectation: 1-10*
· Rate your actual experience: 1-10*
· Distance traveled
· Length of time spent on the trail
· Safety 

· Trail etiquette

· Trail signage 

· Trail conditions
· Additional comments

*Consider using a 1-5 ratings scale instead of 1-10. A smaller range would take up less space and may be easier to analyze.
Ground Rules for Discussion (Time Share Planning Meeting Notes: 8/8/07)

· No hitting!

· No yelling

· Speak clearly

· One person talking at a time

· No unproductive side conversations

· No cell phones

· Follow the agenda

· Mingle at the table – work to see it as a unified group

· Have a time to confer as a user group

· Work to understand each other --- look for common ground

· Stay on track --- work to be succinct

· Honesty

Decision-Making Strategies (Time Share Planning Meeting Notes: 8/15/07)
· Work toward consensus as a goal. If are not able to arrive at a full consensus, provide a limited consensus and a minority report

· Use criteria (i.e. resource, safety)

· Look at the trails – start here and then develop criteria

· Set time limits if needed for discussing particular trails

· Put forward a general draft plan, then look at individual trails and how it would apply

· Have two people per group at the table

· Provide time at the end for others to speak

· Call for a break if needed to confer within a user group

· Pass notes if needed to provide information to representatives at the table

· Strive to keep same two people at the table – if necessary, may switch out with a user group member at the table

Task Force Members, Facilitator, GNF Personnel
Facilitator 

Deidre Combs

Hikers

Anne Banks

Noreen Breeding

Eva Patten

Patti Steinmuller

Landowners

Dave Tyler

Peter Rugheimer
Connie Sparks

Becki Weed

Motorcyclists

Joe Polus

Kirk Hewett
Ben Erickson
Mountain Bikers

Greg Beardlsee

Corey Biggers
Jeannie Biggers
Sherri Smith
Jason Ebert
Bob Allen
Will Robertson
Stock Users

Dan Marsh

Stacy Bragg
Jim Albright

Rich Inman
GNF Personnel

Marna Daly, Public Affairs
Brian McNeil, Trails
Lisa Stoeffler, Acting Deputy Forest Supervisor
Thomas Puchlerz, Acting Forest Supervisor

Jose Castro, District Ranger
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