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Key Considerations:  
· The NPS has grown to more than 400 units and amassed a portfolio of visitor centers (VCs) that is growing, aging, and are often fiscally or operationally unsustainable over the long-term. VCs continual and ongoing costs to the agency result in millions of dollars spent annually, which compete with other priorities for operational capacity, facility costs and project dollars. While new park units will continue to be added, we have an obligation to consider how our investments best serve visitors.

· Society is dynamic, audiences are diversifying, and their needs and expectations are shifting. Through the use of data, we can more fully understand what influences visitor decision-making, how they want to use parks, what services are essential or may be found outside the park, and what opportunities exist for using technology to enhance a visit before arrival, during the experience, and after departure.   

· Visitor centers are inevitably about more than facilities or investment. Like the flat hat and the arrowhead, they are agency icons and physical manifestations of the NPS brand. They represent identity, aspiration, status, and can evoke emotion for park staff, partners, and communities. The stakes for VCs feel both high and personal.    
  
Context: 
· VC Futures is an opportunity to challenge our assumptions and reimagine how visitor centers can better meet visitor needs. It seeks VC planning that is more objective and consistent. VC Futures is tasked to explore how to accommodate future needs, make fiscally sustainable decisions, create functional space for employees and partners, and improve visitor experiences for modern needs and audiences. It will create tools for parks, partners, and communities to realistically manage expectations about what a VC can or should be at any given site.

·  VCs will be considered within the context of the larger park portfolio of assets. VC Futures will examine local and national data and balance options for leveraged opportunities, high quality materials and services, and the right size and scale for each project.  Parks will use the processes to help make the best choices for long-term fiscal and operational sustainability appropriate to the setting and circumstances. Decisions will take into account individual park environments, geography, user groups and patterns, ONPS and staffing constraints, and the totality of park priorities.  

Next Steps:
· VC Futures is expected to create a comprehensive guide, with a suites of tools, to assist parks to evaluate the need for a VC and/or determine the most cost effective methods and locations for delivery of essential visitor functions traditionally housed in a VC. It will provide processes and tools to inform decisions, explore options, examine efficiencies, analyze trade-offs, set priorities, and make the best choices for long-term fiscal and operational sustainability. The goal is cost-conscious and defensible decisions informed by data and creative thinking.   

· The group will develop a comprehensive guide with facilitation from The Lab at OPM, a human-centered design consultant. In addition, an advisory group of more than 60 people with facility, operations, exhibit, and visitor services experience will serve as advisors to the Core Team and help to provide feedback, pilot various concepts, and serve as ambassadors to the field.  

· [bookmark: _GoBack]The Core Team and consultant will conduct listening sessions and workshops throughout 2021 with the goal of presenting the final draft of the comprehensive guide to the IRB by the end of calendar 2021.  

·  Projects currently underway or just beginning will be guided by the criteria set out in the memorandum attached to this document, as determined by Associate Director for PPFL and the IRB.  

· The VC Futures Core Team was requested by the NPS Investment Review Board (IRB). Bert Frost, Regional Director, (IR 3, 4, 5) is the IRB liaison to the Core Team. The Core Team is an interdisciplinary Servicewide group of 14 central office and field people. Team leads are Kym Hall (COLO), Jason Gibson (WASO BMG), and Kerry Olson (WASO IEV).

