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BACKGROUND

Countryside sites are important places for visitors and local people to
enjoy and learn about the natural and cultural heritage of Scotland.
There is greater encouragement than ever before for people to get out
into the countryside. Scottish Natural Heritage, as part of our
contribution to the Tourism and the Environment Forum, identified the
need to improve the management of visitors at countryside sites and the
quality of visitor experiences. This work involved a range of partner
organisations and took place over 3 years.  Phase 1 of the project
involved preparing a discussion paper on a sustainable visitor
management system. This discussion paper reviewed existing
international visitor management schemes and interviewed site
managers across Scotland to identify current practice. The paper
recommended testing the system using a number of pilot sites.

Phase 2 of the work on sustainable visitor management systems
covered the testing of the system which was renamed Management
for People. This title is used throughout the report.  The Management
for People title was considered to be more ‘user friendly’ and more
relevant to the needs of the target audience.  

Main findings

The main result of the work is a system and tool kit for site managers
that contains:

• 5 modules, each with reasons and guidelines.
• 20 Management for People system tools.
• 25 Management for People system hints and tips.
• best practice examples and case studies; and
• references for further study.

We have developed the system and tool kit by:

• testing and amending areas of the system proposed in the phase 1
report; and 

• using real experience gained from nine pilot sites. 

We have also used lessons from other sites and from other management
situations outwith the normal countryside experience.

background
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Management for People is only one part of the whole
management planning process for areas of land that
people visit.  It happens to be one aspect that is becoming
increasingly important.  Until recently this important area
has been neglected and it is intended that this guide will
help site managers and land owners better plan for people
being on their land.

It is critical that the guide is seen in context and that your
overall management objectives for the site are identified
prior to working with Management for People. Without
this the useful information and guidance contained here
will be ineffective and can lead to confused objectives for a
site.  Establish what your key objectives and key assets are
before engaging in a planning process for people.

INTRODUCTION

“Do nothing in haste, look well to each step and from the beginning
think what may be the end.” Edward Whymper

This section answers some basic questions on the Management for
People system and the tool kit (which helps to deliver the system). It
explains the aims of the system and the structure of each of the five
modules of the tool kit. This section also gives some definitions and
encourages you to think about why a Management for People system
might be important to you, your site and your organisation.

Is this system and tool kit for me? 

This system and tool kit is appropriate if you are responsible for looking
after a countryside or heritage site, a farm, a beach or even a castle
that attracts people. It is more than likely that you have an interest in
how your site can be best managed using limited resources.  You may
actually have the task of managing people as the site owner or in your
job description as an employee. You probably come face to face with
visitors or manage staff who meet local people and visitors. Whatever
your role we guarantee you will find something useful in this report.

What is the Management for People system?

Management for People is a system and tool kit to help you gather and
assess visitor information.  It will help you meet the needs of visitors on
your site.  You need to think about how important people are in your

site management. For example, Banff National Park was set up in 1885
and is Canada’s best known national park. The park management plan
has nine chapters. The first deals with managing natural resources, but
the other eight chapters are about managing people! One chapter
starts with the words: “From the beginning, Banff National Park has
been a place for people. It provides inspiration, rejuvenation and
relaxation to millions of people each year”. (Banff National Park
Management Plan Summary: April 1997,
www.parkscanada.pch.gc.ca/banff). Even in Banff, an area seen as
wilderness by many and with very few people living in it, people
management is seen as crucial.

Closer to home, some countryside sites have been specifically set up to
give people access to the countryside as set out in the following Scottish
Executive definitions:

• “Regional Parks are extensive areas of the countryside … to allow 
public access and informal recreation.”

• “Country Parks are relatively small areas of countryside near to 
town which are managed for public enjoyment.”
(Natural Heritage Designations in Scotland – 
www.scotland.gov.uk/library) 

Of course, visitor access and enjoyment is not only about parks. Farms,
forests, estates, beaches, rivers and hills are all places where land
managers also manage people. New access legislation has given
people more opportunities than ever to visit and enjoy the Scottish
countryside but based upon the need for responsible behaviour. 

No-one really wants to be ‘managed’ while visiting a site on holiday or
in their leisure time. Most people get paid to be managed in their jobs,
but outside the working week their time is their own. Your challenge is to
deliver a Management for People system on your site that is acceptable
to visitors and which fits in with the management needs of your site.      

Amongst the many roles of site managers, you can be responsible for:

• visitor safety; 
• protecting rare birds or plants; and 
• profits.
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However, most people visit a site to enjoy themselves. If they couldn’t
have fun, they wouldn’t go. Other leisure industry ‘competitors’ to
countryside sites understand this very well.  As well as enjoyment, you
have to recognise and understand people’s other motivations including: 

• health and fitness;
• wellbeing;
• social relationships; and 
• self improvement.  

Why bother with a system and a tool kit?

The people who use your site can be potentially: 

• supporters; 
• complainers;
• funders;
• employers;
• employees; and 
• customers. 

What they have in common is an interest - a ‘stake’ - in your site.  This is
where the term ‘stakeholder’ comes from.  You need to know about the
people or stakeholders who use or do not use your site.  A
Management for People system provides a framework within which you
can build a positive relationship with your stakeholders. 

The Management for People tools allow you to amend your site
management for people so that you will be in a better position to
anticipate, react to, plan, and improve what resources you need.  The
information you receive through the Management for People tools can
provide a fair system for you to follow (for example surveys might show
that most visitors to a bird reserve are walkers, not bird watchers).  Most
importantly, the tools also provide continual feedback.

A Management for People system and tool kit can help to motivate staff
and provide more confidence in managing visitors. The system should
help to manage conflict and provide a strong structure that can cope
with change, for example, in site staff.

The most important benefits arising from Management for People are:

• providing a vision, aims and tools for managing visitors;
• clearly explaining the responsibilities of each person;

• providing a structure;
• identifying stakeholders;
• gaining general agreement from stakeholders;
• justifying work and projects;
• highlighting unplanned issues; and
• solving problems.

How does it work with existing rules and
regulation?

Many site managers face the challenge of considering a site’s natural
or built heritage in line with national and international legal protection.
Others have to take account of land management priorities such as
commercial forestry or farming.  An argument is often made that this
range of legislation and regulation means that people take second
place to conservation or land management.

In practice, a top down approach to managing people is often not
practical in sensitive places, and the site manager has to rely on
people’s self discipline and education. Today, most public, private and
voluntary organisations that own sites are recognising that people are
important, and are encouraging responsible visitors to these places.
The Land Reform (Scotland) Act 2003 and the Scottish Outdoor Access
Code put more emphasis on communicating with people using land and
inland water in Scotland. This will affect both public and privately
owned sites.  The Management for People system provides a structured
way of dealing with people and groups using land.  You need to take
account of your customers’ preferences and rights, while still using the
law as a baseline for setting standards.    

The Management for People system supports existing management
planning and could provide anything from a few useful tools at a well-
used site to a visitor management system at a new site that is just
opening up to visitors.

What is a visitor management system?

Organisations only survive and succeed if they have some sort of
management system. Few countryside sites, with or without natural or
built heritage interests in Scotland, have systems dedicated to visitors.
Worldwide, reviews have identified a number of approaches to visitor
management systems, including systems from the US such as carrying
capacity and ‘limits of acceptable change’ (LAC). 
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These systems are usually used in large protected areas managed by
government organisations and are expensive. In Scotland, their use is
currently limited, but LAC-type systems are in place at the Nevis Range
and Cairngorm Mountain ski grounds. On these two sites LAC
management systems are linked directly to planning agreements.
However, a ‘mix and match’ approach that uses some of the principles
of these systems can be used in Scottish sites. 

A management system is only a way of sharing information within an
organisation. Put simply, a management system should make sure the
right information arrives in the right place at the right time – so that the
best decision can be made. These principles make sure that
supermarkets have enough breakfast cereals on the shelves in their
stores throughout the country. 

The International Standards Organisation monitors the ISO 9000
management system standard. The standard is awarded worldwide to
many businesses and organisations. ISO 9000 is known as a sign of
good practice in system management and one that many businesses
hope to achieve.

The standard looks at organisations in terms of their interaction with
others, but also internally.  ISO 9000 recognises the following eight
principles:

1. Customer focus 
2. Leadership 
3. Involving people 
4. Process approach 
5. System approach to management 
6. Continual improvement 
7. Decision-making based on strong information 
8. Mutually beneficial relationships with stakeholders

In the Management for People system, these principles have been built
into the toolkit.  The toolkit is flexible so that site managers can use the
areas that are most helpful.

How will my approach to management affect the
system?

Managers are influenced by habits and by the culture of their
organisation when using the Management for People tool kit. Culture is
based on how managers act, not on how they say they will act. In the

past, managers of countryside sites have not wanted to take
responsibility for the task of managing visitors. Managers who viewed
themselves as mainly concerned with nature conservation, built heritage,
farming or forestry put a lower priority on the resources needed for
measuring, analysing and improving Management for People systems.  

Managers have different attitudes to systems and their tools, although
most use a mixture of several styles. The systems can involve a lot of
paperwork, filling in forms and the need to regularly refer to senior
managers. Or, they can involve constantly updating the system without
any real consistency.  Fortunately, there are also some learning
organisations that do adopt feedback and whose site managers use
systems and tool kits to direct, not limit their management.

Involving and communicating with people is at heart the Management
for People system.  We deal with this in module (M1).  Without talking
to people within your organisation and those on the outside, your task
becomes much harder. So that the system works for you, you need to
work in teams. That may mean large, uncomfortable meetings at the
start, but they will lead to great benefits in the future.

Why is sustainable visitor management
important for me?

Public agencies, large charities and many smaller organisations use the
ideas behind Management for People in their vision statements. Local
authorities are already committed to serving their communities of
people. The key ‘hooks’ on which to hang the Management for People
system are already there in most organisational visions.

In 1999, about 38.65 million visits were recorded at 670 visitor
attractions, including many countryside sites, throughout Scotland.
About 15.6 million were to attractions with an average admission fee of
£3 for adults.  The potential for economic gain to sites and their local
communities is clear. The Scottish Executive also has goals of delivering
health, access, social inclusion and sustainability in return for public
funds.

Many attractions are already inspected individually in order to gain a
quality assurance stamp from VisitScotland or other industry
organisations.  In the future more and more sites that welcome visitors
will have independent accreditation.  Management for People provides
a good framework to help meet these standards. 
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On top of this ‘corporate risk’ is particularly familiar to voluntary
organisations that have to work with limited funds.  Falling visitor
numbers or membership can cause financial problems. Openness and
political accountability can also put public sector organisations at risk.
Also, the Environmental Information Regulations 1992 give people the
rights to see information relating to their environment.

You have to look to the future and see the possibilities and
responsibilities arising from the Management for People system.  A
successful visitor management system is a way of: 

• recognising new and uncertain effects that need to be managed; 
and

• readiness to meet the challenge of solving any problems these
effects bring.

How to get the best from this system and tool kit

We have designed this system and it’s tool kit to give managers advice
on putting a successful visitor management system into practice.

It uses a system of five modules each of which contains:

• why do it; 
• guidelines;
• examples of best practice;
• case studies;  

• references for more information; and
• a set of tools plus hints and tips to help you develop your 

Management for People system. 

The five modules in the system are:

Module 1 Involving and communicating with people

• Involve people internally and externally and continue to 
communicate with those who may be involved in areas of the tool 
kit.

Module 2 Planning and setting objectives

• Plan a vision and draw up a set of objectives based on consultation,
an audit of assets, identification of issues and careful judgement.

Module 3 Visitor care and welfare

• Identify the care and welfare responsibilities a site will have towards
its visitors.

Module 4 Monitoring

• Monitor the effects, and record and store the information. 

Module 5 Analysis and Assessment 

• Evaluate the information using analysis tools and comparisons with 
others. Move towards implenting results and use feedback to review
and improve.

You will need to consider, at all stages, how best to include the
demands of the Management for People system in any other technical
site plans, to avoid duplication or oversights. 

The costs of Management for People are difficult to predict. It can be
helpful to consider ‘unit costs’ (in other words you should divide the
total cost of consultation, communication, visitor surveys, risk assessment,
monitoring and evaluation by the total number of site users).  You can
then compare this unit cost against likely benefits from better meeting
your objectives (for example your marketing might be better targeted).

Examples of vision statements:

Scottish Natural Heritage Working with Scotland’s people to
care for our natural heritage.

Forestry Commission Scotland Scotland will be renowned as a
land of fine trees, woods and forests
which strengthen the natural 
environment and which people
enjoy and value. 

Royal Society for the Protection of Birds For birds, for people, forever.

National Trust for Scotland Protects and promotes Scotland’s 
natural and cultural heritage for 
present and future generations
to enjoy.
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The ideal starting point for developing a system is to begin with Module
1 and consider your stakeholders.  As a site manager, you should
already have a range of information and contacts to hand. Reviewing
all the modules will help you adapt your existing knowledge and
systems into a tighter Management for People framework.

We have included a glossary as part of the tool kit to explain terms you
are likely to come across in this document.  You will generally have to
use the definitions (if any) you parent organisation uses.

Glossary 

Action
A specific activity to be carried out in the short, medium or long term as
part of achieving an objective.

Baseline Audit
An in-depth description of a site, its condition, use and management at
a set time.

Evaluation
Assessing information against objectives or standards.  This can also
refer to the process of recording how important are the features of a
site.

Hazard
A situation or condition that could cause injury or damage.

Input
Effort, resources and money.

Key features
The specific characteristics of a site which decide its significance.

Management plan
A document which defines the significance of, and sets out the agreed
management approach for, a site over a set time.

Management planning
The process of identifying how a site is to be managed.

Management statement
A shorter version of a management plan.  It is usually prepared for
simpler sites that do not need a complicated management plan.

Mission statement
This explains what you really want to do over the next medium term
period. It offers direction to activity rather than detailed goals.  It is
usually a statement of 30 to 50 words describing the who, what, when,
where and how.

Monitoring
The process of measuring how a specific aspect of a place, activity or
experience changes over time.

INVOLVING AND
COMMUNICATING

WITH PEOPLE
MODULE (M1)

P L A N

D
O

R
E

V
I EW

PLANNING AND
OBJECTIVE SETTING

MODULE (M2)

VISITOR CARE &
WELFARE MODULE

(M3)

ANALYSIS &
ASSESSMENT
MODULE (M5)

MONITORING
MODULE (M4)

CORPORATE
VISION

SITE TECHNICAL
PLAN

1. VISION
AUDIT

2. BASELINE AUDIT &
OBJECTIVE SETTING

(SMART)

• DISABILITY 
DISCRIMINATION

• HEALTH & SAFETY

• LEVELS OF VISITOR USE DATA 
• VISITOR IMPACT DATA
• VISITOR INCIDENT DATA
• VISITOR EXPERIENCE DATA
• VISITOR ACTIVITY DATA

• H&S INSPECTIONS 
• LEVELS OF VISITOR USE
• VISITOR ACTIVITIES
• VISITOR IMPACT
• VISITOR EXPERIENCE

3. IMPLEMENTATION
OF VISITOR
OBJECTIVES

4. MONITOR

5. ANALYSE &
ASSESS

}
MANAGEMENT FOR PEOPLE SYSTEM

The diagram illustrates the basic decision--making model of Plan, Do and Review and
where each of the Management for People modules fit within this.
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Objectives
These focus on the purpose of particular areas of the site (for example,
visitors or housing).  They usually cover the long term and have to be
written up in fairly general terms.  They should not conflict with one
another.

Outcome
The result of an action (for example, the effect of a leaflet).

Output
The amount produced for a given input (for example, the number of
leaflets printed).

Policies
These set out the organisation’s culture and beliefs.  They cause
managers to take action in a certain way.

Prescriptions
Detailed methods by which a particular action is carried out or a policy
is put into practice.

Principles (or values)
What an organisation follows when carrying out its purpose and from
which its more specific policies and practices are taken.

Purpose
The reason an organisation is involved with the site.

Reasons
These are the basic reasons for a course of action.

Risk
The likelihood of a hazard resulting in injury or damage, together with
how serious the injury or damage is.

Short term objectives
These are usually specific and written in such a way that it is possible to
see if they have been achieved.  They work best if they are SMART
(specific, measurable, achievable, relevant, timebound).  They are often
ambitious, but ideally they should be exciting and interesting to attract
people’s attention.

Standards
Specific and measurable qualities of a site and visitors’ experiences.

Stakeholder
Those who will be affected by the current and potential outcomes of
how a site is used and managed.  For example:
Internal – staff within the managing organisation,
External – visitors, local community.

Statement of significance
A simple declaration about what makes a site important, based on its
natural, cultural, recreational, social and economic value.

Sustainability
Making sure that management actions meet the needs of the current
generation without harming the ability of future generations to meet their
needs.

Vision statement
A written declaration combining the long-term goals and ambitions for
managing and using a site.  In simple terms, the vision sets out your ‘big
idea’ for site users.
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Module 1

Involving and communicating with people

a.  Why is this important?

Involving and communicating with people is the glue that holds
Management for People together.  There can be a wide range of
people involved or interested in your site. The Heritage Lottery Fund
defines site ‘audiences’ as:

• visitors to sites;
• people who use facilities and services, including users of the web;
• people who take part in heritage activity;
• people who work in the sector, on a paid or voluntary basis;
• people who sit on governing bodies; and
• people who support the heritage, (for example, as members of 

Friends groups or heritage organisations).

As a result, it is important to decide:

• who needs to know what; 
• when they need to know it; and 
• what they need to do as a result of this new knowledge and 

understanding

Why involve and communicate with people?

Here are some of the benefits of involving and communicating with
people.

• Providing more sustainable management of the main environmental,
cultural and social values of the site. More management 
organisations recognize the value of involving people, which also 
helps them to attract funding.  The Heritage Lottery Fund now needs
Audience Development Plans as part of some applications. 

• Getting a better understanding of the site, its features and the needs
of visitors

• Encouraging a sense of local involvement and ‘ownership’ of the site
Locally, involvement in site management and planning creates a 
sense of ‘ownership’ of the site.  Also, talking and listening to users
of the site will make sure that site management is better targeted 
towards visitors’ needs.

In relation to visitors, communication is also a vital management tool.

• You need to give possible visitors information about your site (this is
covered in module 2: Planning and setting objectives). 

• Once they have arrived, visitors will need information on how to get
around the site.

• You can add value and meaning to visitors’ experiences through 
interpretation.              

INVOLVING AND
COMMUNICATING

WITH PEOPLE
MODULE (M1)
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Deciding on your stakeholders

Among all these interests, three groups are particularly important.

• Visitors and users of the site
• Site planners and managers
• Local communities

Each programme involving stakeholders should be designed to meet the specific needs of the
situation.  It is important to avoid including a stakeholder only because you feel that group
should be represented.

You should understand stakeholders’ attitudes towards the area.  Each stakeholder has their
own motivations. Managing the site effectively must include an understanding and
appreciation of the opinions of these groups.  The programme you use must be open, fair
and involve stakeholders. 

It is important to identify what information all stakeholders need.  This will help set the limits
and objectives of the exercise.  As the views of the various stakeholders are often different, it
is important that stakeholders know and understand which of the site’s management
objectives are essential.

Hints&Tips1

Who should be involved?

The many agencies and people who could be involved or interested in
the site are listed under ‘Know your audience – who are your
stakeholders?’

b. Guidelines

Tool1
Guidelines for a programme to involve stakeholders

Phase 1 – Early involvement

• Consult informally to identify stakeholders’ major issues.
• Estimate the level of public interest.
• Identify the most likely stakeholders.

Phase 2 – Initial Planning

• What are the agencies’ decision-making processes – identify key players.
• Identify stakeholders in the community.
• Decide who needs what information and when.  
• Set your objectives for involving the public.

Phase 3 – Developing the programme

• Choose methods of involving stakeholders.
• Set up internal communications.
• Commit resources.
• Schedule work and decide who needs to carry it out.

Phase 4 – Putting the programme into practice

• Carry out the programme.
• Monitor it.
• Evaluate the results of involvement.

Phase 5 – Involving the public after making a management decision

• As a minimum, develop a process to tell the public what you are doing and
report how you used their comments.

• Make your decisions open and accountable.

M1M1
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Identifying stakeholders

List your stakeholders in a table with the following headings.

Stakeholder Priority Consultation How Often Whether you 
technique need feedback

Management 1 Meeting Four times a year Yes
Committee

Local walking 2 Press article Three times a year No
group

This will allow you to focus on the priority stakeholders and make sure you do not commit to
a process that you cannot deliver.

Hints&Tips2

Know your audience – who are your stakeholders?

The main information you should hold includes:

• Who the main stakeholders are;
• How you should consult them; and
• How often you will consult them.

It is vital that you think about this at the start of the process. Do not
commit to a process that you cannot deliver. Make sure you think long
term.

Internal stakeholders

So that Management for People is successful, you need the support of
your senior managers.  Without commitment the process will struggle.  It
is equally important that staff and volunteers are aware of the process
and understand their role in it. 

Getting support from internal stakeholders

Get commitment, understanding and support from within the organisation before you take the
process further. A good example is the RSPB Pathfinder model. 

Shortly after RSPB Scotland buys or leases new land, it holds a Pathfinder meeting to
produce the five year management plan for the site.  Pathfinder meetings are held every five
year after that, to review and revise the plan.  Involving external stakeholders is a crucial
part of each Pathfinder meeting.  Before each Pathfinder meeting, the RSPB holds a meeting
for internal staff, to identify the vision and objectives for the site. 

External stakeholders are invited to the Pathfinder meeting itself. The stakeholders have an
opportunity to contribute their views about the plan and the management of the reserve.  The
RSPB will try to take account of these views, but will not compromise on those aspects of the
plan that are central to the vision and objectives.  External stakeholders include neighbours,
community council representatives, a local National Farmers Union of Scotland
representative, and local Scottish Natural Heritage staff.

External stakeholders

External stakeholders might include:

• the local community;
• local councillors;
• neighbouring landowners;
• residents;
• Scottish Executive;
• funding agencies;
• the private sector – local businesses;
• non-government organisations;
• environmental groups;
• licensees and permit holders;
• hospitality industry;
• tour operators;
• schools;
• specialist groups;
• marketing agencies;
• research organisations;
• the media;
• regulators; and
• customers.

How you should consult stakeholders and how often?

Once you have listed your internal and external stakeholders, you may
find you have a long list of people and groups. The National Trust for
Scotland stakeholder exercise for Culloden Battlefield identified 55 internal
and external stakeholders. How can you deal with all these people?  Not
all the stakeholders will want or need to be intimately involved with this
process.  It is important to decide who should be deeply involved.

The internal audience is likely to include: 

• site planners, managers and owners;
• headquarters staff;
• internal committees;
• site volunteers; and
• site employees.

Tool2

M1M1



28 29

Techniques for involving Informing Asking for Working in 
stakeholders and audience views partnership
development

Campaign

Exhibitions

Local Press

Leaflets and newsletters

Sending out documents

Comment cards

Surveys

Public meeting

Conferences

Select advisory committees

Priority search

Opinion polls

Citizens’ panels

Workshops

Focus groups

Open space

Community visioning

User panels and meetings

Citizens’ juries

Partnership approaches

You need to consider several questions about external communication
before you carry out to any consultation process.   

Tool3
Thinking about stakeholders

Fife Council’s Consulting the Community Handbook provides the following checklist. 

• What issue or change do you want stakeholders’ views on?
• What exactly do you need to know? 

Each type of involvement in the consultation process, from being told what is going on to
people taking the initiative, independent of your efforts, depends on your willingness to
involve them. This in turn depends on your site objectives and how much influence you are
willing to give up. These questions will help you choose the appropriate method of
consultation.

• Whose views do you want? 
• Who is your target group? 
• How can you contact them?
• How will the information be collected, analysed and used?
• What is the timescale?
• Who can help with the process?
• How will you give feedback? 

These questions will help you decide on the most appropriate method to
use. Methods range from simply informing, to working in partnership.
There are many ways of involving people, as shown in the table below.

Tool4
Involvement techniques

The shaded box shows how suitable the particular technique is to informing people, asking

for views or working in partnership.

M1M1
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The more you involve stakeholders: 
• the more staff time and energy you will need;
• the more money it costs to support the process;
• the more the people involved ask for detailed information on 

resources;
• the greater stakeholders expect that you will value and use their 

contributions; and
• the more commitment you must make to use the results, keep

stakeholders informed, and explain any differences from 
recommendations and decisions.

Unusual research tools

As well as the table of techniques, distributing disposable cameras or lending video cameras
to site users to record their likes and dislikes has been effective. Visitor diaries allow visitors to
record their own experiences, good and bad, as they move in and around a site. A ‘mystery
shopper’ is a person who goes undercover to speak with stakeholders or to test service
delivery and report their findings back to managers.

Hints&Tips3

Tool5
Participatory appraisal

‘Participatory appraisal’ is a technique for consulting the public which allows people of all
ages and backgrounds to think and talk about the present and future, record and prioritise
ideas and actions, and give a voice to those who don’t normally speak at meetings.

The process needs the following skills.

• Good management of the process           
• Good communication skills
• Listening, watching and learning
• Asking ‘open’ questions (not ones with a ‘yes/no’ answer)       
• Encouraging and enabling people to express themselves

The following tools are commonly used.

• Formal and informal interviews
• Walks around the site
• Probing questions
• Mapping and modelling
• Matrix scoring and ranking

This process was used at Lochore Meadows Country Park in 2003 during the pilot process.

On-going communication

Consulting stakeholders over a fixed period is just part of the process. Ongoing
communication is vital. Many site managers already hold talks for outside groups from the
Women’s Guild to the local Chamber of Commerce. These talks should allow the audience
to ask questions.

Media releases, photo opportunities, advertising, competitions, and promotions are just some
of the methods that you can use. RSPB sites produce newletters for local residents.
Rothiemurchus Estate near Aviemore has a ‘Friends’ group that offers news, special deals
and discounts. You can use all of these techniques to communicate and ask for feedback.

Hints&Tips4

Interpretation

Communication is an ongoing process that helps to achieve
management objectives. It can inform, entertain, persuade, explain,
promote and influence people’s behaviour and emotions.  “A Sense of
Place, an interpretive planning handbook” gives detailed guidance on
how to communicate in a meaningful way.

You should be aware of strategic user groups. These could range from
hill walkers at Mar Lodge, bird watchers at St Abbs or dog walkers at
Lochore Meadows. It is best to communicate messages to these users
through interpretation. Interpretation adds meaning to what you want to
say and adds value to users’ experiences. You should plan this type of
persuasive communication through an ‘Interpretive Plan’ for the site. 

Tool6
Interpretive Planning 

An interpretive plan should consider the following.

• Why are you interpreting?      Meeting your objectives
• What will you interpret?      Interpretive messages
• Who will you interpret to?      The main audiences
• How will you interpret?      Type of media
• Who will be responsible for managing your interpretation?
• How do you assess if it is working?

Orientation

When people visit a site, they want to know that they are welcome and
are in the right place, or are going where they want to go. The Signpost
Guidance handbook, published by the Paths for All Partnership, says:
‘Signposting needs to provide the correct information at the correct
location. If it doesn’t, it will only serve to confuse.’ 
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Signage Questions

When considering signs for visitors, you need to answer three basic questions.

• Who is the user? - People
• Where is the information needed? - Place
• What is the message? - Purpose

Hints&Tips5

Signposts should always be at places where visitors have to decide
which way to go. 

Tool7
Using signs

Here is a simple way of deciding or reviewing signs on a site.

• Walk all the routes on the site from all entrances.
• Mark on a large-scale map location where decisions need to be taken 

about where to go.
• At each point, decide:

• what sort of sign is needed;
• how many signs are needed and what direction should they point;
• where the sign should be placed; and  
• what information the sign should contain.

Signs must have a clear purpose.  They should direct and inform site
users. Listed below is the ‘Family of signs’, with an explanation of
their different uses.

Tool8
Family of Signs

Family of signs

• Approach or threshold sign
This sign warns vehicles that the site entrance or parking is coming up.  The sign would 
include the corporate style, logo, facilities and name of the site.

• Entrance sign
This sign directs vehicles into a car park from the main road.  The sign should include the
corporate style, logo, facilities, name of the site or area and possibly a sponsor’s logo.

• Orientation sign
This sign usually includes the corporate style, logo, facilities, name of the site or area, a
local map with footpaths and recreational information. This information gives the visitor a
summary of the site and its features, and is essential for managing the site effectively.

This sign should also include information on how you expect visitors to behave in the 
area. (SNH has produced useful symbols for this purpose.)

• Interpretive exhibit
This sign should explain features of interest on the site.  What the sign includes should be
steered through the drafting of the interpretive plan.

• Fingerposts
This type of sign is used at access to paths from main roads and at path junctions where
there is a choice of ways to go.  They can include the name of the site, the destination,
the distance and possible symbols for pedestrians, horse riders and cyclists.

• Waymarkers
This type of sign provides reassurance to people that they are going in the right direction
and in an approved area. They are used at path junctions and as reassurance markers
on longer routes.  Waymarkers usually contain an arrow, a symbol, colour coding and a
logo.

M1M1
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c. Examples of best practice

Falls of Clyde Reserve, New Lanark – managed by the Scottish Wildlife
Trust

Stakeholder consultation

About 60,000 people visit the reserve each year and last year the
Visitor Centre recorded 24,000 visits. As well as New Lanark
Conservation Trust (who hold the lease to the Visitor Centre), there are
many other organisations and people who have stakeholder interests.
Scottish Power owns and manages the hydroelectric power station on
the site, and SNH are currently considering the Reserve for National
Nature Reserve status as part of the larger Clyde Valley Woodlands.
Forest Enterprise and South Lanarkshire Council are also represented on
the New Lanark Advisory Group.

It is planned to refurbish the Visitor Centre. To help plan the
refurbishment, Scottish Wildlife Trust organised a stakeholder
consultation meeting to gather views and identify areas where further
discussion was needed.  Also, a stakeholder table was filled in to
prioritise stakeholders’ interests and identify possible consultation
methods including how these should take place, during the project and
after it has finished. Since the first meeting, regular project presentations
have been given to the regular New Lanark Advisory Group meetings
which involve most of the key stakeholders. 

Community consultation

Alongside the stakeholder consultations, a community forum was set up
in 2002 and meetings have been held at important stages in the
project. A guided walk for community forum members helped to
prioritise the access work that is currently taking place on the reserve.

d. Case study

Consultations can vary from a small consultation for a local reserve
(see the RSPB process in Hints and tips 2) to a much larger one such
as for the Cairngorms National Park. 

The Cairngorms National Park stakeholder consultation cost roughly
£200,000, which included staff time, six city meetings, displays,
websites, publications, 23 community council facilitators, and an
assessment. 

The consultation on the Cairngorms National Park was unusual in that
SNH asked for an independent assessment of the consultation.  See
Rettie K (2001), Report 4 - An Independent assessment of the
consultation on the proposed National Park for the Cairngorms, Scottish
Natural Heritage 

Here is a summary of the assessment. The Cairngorm consultation
officially began on 11 December 2000 and closed on 30 April 2001.
Several options for the format of consultation were offered to each of
the communities within the proposed National Park area. Community
councils could manage the process themselves using community
councilors or appointed facilitators (options A and B), or they could
choose to rely on the more standard approach to consultation, with one
public meeting held by an outside professional (option C). 
Most of the communities chose options A or B. As well as community
events, there were other ways of getting involved including: 

• a discussion website; 
• a summary consultation document with response forms to return by

post; and 
• written responses to the full consultation document. 

The consultation process was evaluated using benchmarks and
comparisons. Involvement increased by over 250% compared with a
previous consultation in 1998. Everyone agreed that residents had a
fair opportunity to put forward their opinions. Options A and B, where
the communities chose the methods to be used, was more successful
than option C.  By ‘taking the issues to the people’, local people felt
more  directly involved and, their responses were more meaningful. The
process could have been more efficient if: 
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• those facilitating had received more and earlier training; 
• local facilitators were able to contribute to the consultation 

materials;
• local facilitators worked closer together; and
• specialist staff took part in events to provide technical information.

Despite these successes, surveys suggest that 50% of the residents in the
Cairngorms were not aware that a National Park consultation had
taken place. Few people took part in city venues.  This suggests that
publicity on consultation needs to be more proactive, regularly repeated
and using a range of types.

e. References for more information (the main 
references are in bold).

Carter J (ed), 1997, A Sense of Place. An interpretive
planning handbook. Inverness (www.scotinterpnet.org.uk) 
This is a helpful handbook on interpretive planning.  It is currently out of
print but you can download it from the website.

Consulting the Community: The Handbook, Fife Council and
Community Scotland  (www.fife.gov.uk)
This is a useful guide to the different techniques that you can use in
consulting people. It provides practical information on the process and
how to use each technique.

Eagles, McCool S, and Haynes (2002). Sustainable tourism
in protected areas, International Union for the
Conservation of Nature and Natural Resources
This book sets out practical experience from around the world, and has
particularly useful sections on planning how to manage visitors and
tools for managing visitors.

Heritage Lottery Fund, Audience Development Plans
(www.hlf.org.uk)
This is an excellent source of what issues stakeholder involvement should
include. It is essential for funding applications.  It is available in print or
you can download it from the website.

Keirle I (2002) Countryside Recreation Site Management, a
marketing approach
This book provides useful practical advice on providing visitor
information and interpretation on countryside sites.

Signpost Guidance: Planning, Location, Design, Installation,
Maintenance, Paths for All Partnership
(www.pathsforall.org.uk)
This is a useful guide to all aspects of providing signs for visitors.
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Module 2

Planning and setting objectives 

a. Why is this important?

Planning for visitors is carried out in a similar way as technical plans for
a site.  The only difference is that the site is seen from a visitor’s point of
view, rather than from a conservation or other management use
viewpoint.

The process must involve: 

• a vision for visitors; 
• a baseline audit describing the visitor and any visitor 

infrastructure;
• setting objectives; and 
• monitoring and review.

This module describes the baseline and vision audit process through to
setting objectives.  Visitor objectives have to be prioritised and matched
against other objectives for managing the site.

Why plan?

• To identify what you are aiming to achieve.
• To identify issues that may affect the management of visitors on the

site.
• To deal with conflicts.
• To identify and describe requirements for visitor monitoring and 

evaluation.
• To identify objectives for managing visitors.
• To make sure that management is continually effective.
• To get resources.
• To allow communication between stakeholders and sites.
• To show that management is effective and efficient.

The planning context

There is very limited systematic visitor planning and management in the
UK. Evidence in Scotland and elsewhere shows that most sites will have
well developed management plans.  However, although those plans are
often strong on how the heritage resources are to be managed, they
are often weak on describing objectives for visitors and how these
objectives will be achieved.

Where to start?

Successful planning for visitors requires a baseline audit describing
the visitor and visitor infrastructure and a clear vision for visitors
which links what the site has to offer with what the visitors expect during
the time they spend with you.

INVOLVING AND
COMMUNICATING

WITH PEOPLE
MODULE (M1)

P L A N

D
O
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PLANNING AND
OBJECTIVE SETTING

MODULE (M2)
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In this process the visitor is the customer and we need to ensure that we
identify, anticipate and satisfy the customer needs.

Customers’ needs

Research has shown that the customers’ needs centre around four basic areas.

• The site is safe.
• They have an enjoyable time.
• Site provides a quality service.
• The site is managed in a believable and trustworthy way.

Hints&Tips7

b. Guidelines

You should ask four questions in relation to visitors.

• Where are we now?
• Where do we want to be in the future?
• How will we get there?
• How do we know when we have arrived?

Where are we now?

The previous section asked questions about the visitors to your site.  You
need to answer these before you go any further with planning for
visitors.  You can do this through the baseline audit.

Tool9a
Identifying how significant the site is

Using the site’s descriptive information, rate the following questions on a scale of one to five
(one = poor and five = excellent).

1. Does your site have important natural and cultural heritage features?  
2. Can you show that your site is important for the local community?
3. Can you show that your site has specialist interest for other visitors? 

(Why do they visit the site, and what benefits does the site offer?)
4. Is your site important for research and education?

(The answers to these questions will help you develop the ‘statement of significance’ for the
site.

Matching people with place

The following checklist may be a useful guide to the site manager or planner to help them
through this process:

• Understand and have written down what is important about the site.  This 
will be based in part on your or your organisation’s values and on some 
legal obligations.  It will describe the features of the site that are considered 
most important.  This is the site’s ‘Statement of Significance’ and is an 
essential building block for site planning. 

• On a map mark the key management features of the site, highlighting the 
most sensitive or fragile locations through to the most robust.  A colouring 
system of up to 4 zones (from most sensitive to most robust) is 
recommended.  Notes can spell out small-scale variation, or seasonal 
variation.

• Get to know and describe the visitor profile of your site (see Best practice
example from Glencoe page 51-53).

Start by considering what sort of experience your visitors may be seeking.

Hints&Tips6
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Marketing is the process that helps us identify, anticipate and meet
customers’ needs.  ‘Countryside Recreation Site Management – a
marketing approach’ (I Keirle, 2002) says that:

‘It is clear that your site or the service you offer will appeal to many
different types of visitor, each with their own distinct identity and needs.’

Dividing visitors into separate groups will help you to better understand
the different types of people who visit the site and why they visit.  You
can then target services at particular groups.

The tools used to target particular groups of people can be put together
in the following four categories (called the ‘marketing mix’).

• Product     
• Price
• Place
• Promotion

The marketing mix can help you focus on objectives for managing
visitors.

From the point of view of a particular group of visitors:

• is the product acceptable? 
• is the price affordable?
• is the place available and accessible?
• in terms of promotion are they aware of the site?

For example, the Aberdeen and Grampian Tourist Board is targeting
its marketing campaign towards the following groups:

Brogues and National Trust:
• Wanting a break in the countryside.
• Prefer more expensive leisure interests.
• Prefer gentle activity.

Rural relaxation:
• Aged 55 or over.
• Want to escape to the countryside to relax.

City and culture:
• Want luxury and to be pampered.
• Want a quality city break and a cultural experience.

Tool9b
Identifying your visitors

Can you answer these questions to identify baseline information about your
visitors.

5. Who are the customers of your site?

6. Where do they come from?

7. Do you know why visitors come and what their main activities are?

8. How many visit and when do they come?

9. How are they distributed across the site?

10.  Do you know what the main effects of visitors are?

11.  Do you know the site’s role in local and regional tourism and how it relates
to neighbouring properties?

12. Is the site infrastructure suitable for the type and number of visitors?

13. When the visitors arrive on the site, can they find their way around the 
site effectively?

14. How welcoming is the site?

15. Which stakeholders are concerned with visitor access?  How well have 
you involved these stakeholders in managing the site?

16.  How comprehensive are the current management practices in relation to 
visitors?

17. How good are the resources available for visitors and for managing the 
effects of visitors?

18. Are there further opportunities for improving how visitors use and enjoy 
the site?

19. Are there significant external pressures and influences that you need to 
take account of?

The answers to these questions will help you identify gaps in your knowledge about visitors
and create objectives for managing and monitoring them (see module 4 Monitoring). 
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Product Price Place Promotion

Landscape Parking fees Location Advertising

Site features Entrance fees Accessibility Information

Site attractions Refreshments Public transport Guidebooks

Site facilities Discounts Word of mouth

Image of site Value for money Open days

Customer care Season tickets Media

Site quality Entrance signs

Site management

Visitor facilities

Interpretation

Developing the marketing mix

How do these terms relate to your site?

Site technical plans will have described the site’s cultural and natural features and listed
objectives for management.  

When planning for visitors, you need to relate the site’s descriptive information to the visitor
by describing and evaluating the marketing mix above

Where do we want to be in the future?

Having assessed the site, a visitor vision statement can be developed. This
is a long-term view on where we would like to be in 10-20 years time:  

• It is vital that time is spent on this part of the process, as everything
else will flow from here 

• It must reflect your or your organisation’s vision for visitors on the site
and the views of key stakeholders. 

• It may be that the statements of significance generated in the 
baseline audit do not fit with the vision of the organisation or local 
site managers and users for the future.

Tool10
Visitor Vision statements

Rate the following statements on a scale of one to five (one = disagree and five = agree)
Then take account of only the statements that scored four or five.  These are the significant
‘vision statements’ for visitors to your site.

“We are managing this site for visitors ...”

Organisational benefits

• To make the main environmental, cultural and social values of the site in a way that
protects them for future generations.

• To attract more funds for managing the site. 
• To increase spending in the local economy.
• To make sure more customers are satisfied.
• To provide a competitive edge to site management.
• To improve public relations by promoting visitor services.
• To help meet legal requirements (Disability Discrimination Act, Health and Safety

At Work Act).

Site benefits

• To get a better understanding of the site, its main features and the needs of visitors.
• To save staff time and effort by using a routine approach to managing visitors.
• To better justify spending on visitors and managing them.
• To gain support in sorting out conflicts.
• To promote a better relationship between visitors and the local community.

Community benefits

• To bring economic and marketing benefits to the local area.
• To involve local people in the site.
• To make sure site management is better targetted towards all visitors’ needs.

These statements are an ideal view of what the site could become and may not be based on
the current situation.

Hints&Tips8

The following statements can help focus the thoughts of internal and
external stakeholders on where they see the site in the future.  They
have been grouped into three categories: 

• Benefits to the managing organisation
• site benefits 
• community benefits.

M2M2



48 49

Get internal agreement on the vision

The vision for the site must agree with the organisation’s ‘visitor vision’ for the site.  As a
result, it is useful to have agreement from internal stakeholders, before carrying out this
exercise with external stakeholders (see Hints and tips 2).

Hints&Tips9

How will we get there?

The baseline audit will have identified the site’s main issues and
opportunities in managing visitors, and also a statement of significance
for the site.  This should  state the main reason visitors come to your site.  

Once you have decided on the issues and opportunities and the vision
for the site, you can then develop specific objectives. These will say
exactly what the visitor management plan will aim to achieve within its
lifetime.  

The objectives should be realistic and take account of:

• staff time;
• other site commitments; and
• budgets.

As a result they should therefore be SMART (specific, measurable,
achievable, relevant, timetabled).

Each site will have its own process for prioritising work.  You will need
to evaluate the objectives you created for visitors against other
objectives for the site, and match them against available staff time and
budgets. It should be clear who is responsible for delivering the
objective.

Zonation

Many of the North American systems for managing visitors rely heavily on setting up ‘zones’.
In large areas with few managed access points this can work well. In the UK, many
countryside sites have many uncontrolled access points and managing these is much more
difficult. 

It can be useful to focus on what changes are acceptable for different settings and activities.
Sites can be divided into zones depending on how that particular area needs to be
managed. This approach is used at a few sites in the UK, but ‘indicators’ and trigger limits
need to be carefully chosen. (See Module 4 Monitoring).

On smaller busy sites, zones are usually related to different types of activity. On larger, more
remote sites, zones are naturally linked to the physical effort needed to access parts of the
site. Glen Tanar Estate on Deeside has a simple zoning system that is based mainly on
walking distance from the main car park. On water-based sites, zones based on area and
time are often used.

Zones are linked to the type of management needed and the use of advisory and voluntary
processes including:

• advice from rangers and site staff;
• information and signs for visitors;
• codes of conduct – including the Scottish Outdoor Access Code;
• permits, licensing and tickets linked to activity, space and time; and
• managing facilities (for example, car parks).

Some sites use various legal processes to manage zones including:

• access agreements;
• management agreements;
• bye-laws; and
• other orders and legislation (for example, fisheries protection orders).

Experience has shown that it is important to consider the financial benefits of using
management measures in different zones (for example, expensive mountain footpaths for
small numbers of visitors). On sensitive sites, zones may be linked to conservation objectives
(for example expensive mountain footpaths can be justified to protect sensitive habitats and
landscapes, rather than mainly to help visitors). If zones are for protecting species or
habitats, you should explain why to visitors.
See Best Practice examples from Glencoe

Hints&Tips10
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How do we know when we have arrived?

You should monitor the site to check that the objectives you have set
have been carried out and whether they have had the effects you
intended.  Monitoring can be broken down into two sections, - putting
the work plan into practice, and monitoring the site and its visitors.  The
second type of monitoring is covered in Module M4: Monitoring.

Monitoring the work plan basically means reviewing what has been
carried out against what was planned.  

To help you monitor the work plan, it is useful to have milestones and
indicators for each objective (see module M5 Analysis and assessment
for details on indicators).

c. Examples of best practice

Lochore Meadows Country Park carried out a vision audit and
baseline audit to help review the role of the park. 

Vision audit

They amended the vision audit and agreed the significant statements.
These are listed below.

• To make sure more customers are satisfied.
• To get a better understanding of the site, its main features and the 

needs of visitors.
• To gain support in sorting out conflicts.
• To involve local people in the site.
• To make sure site management is better targeted towards all visitors’

needs.

Other statements are also important. However, these statements will be
the main ones that the visitor management vision will be based on.

Baseline audit

The following statements of site significance emerged.

• The site is important for the local community.  80% of visitors live
within a 20 miles radius of the park.  Local people see Lochore
Meadows as their park.

• The site is important for people with special needs and people who
want to take part in sport.

• The site is regionally important for outdoor and environmental 
education.

• The site is an important local tourist site.

The audit also noted that there are further opportunities for improving
how visitors   use and enjoy the site and there are significant external
pressures and influences that need to be taken into account.

Areas where there is a lack of knowledge

• The effects that visitors have on the site.
• The information on conflicts is not reliable.
• There is a need to gather information on the quality of visitors’ 

experiences.
• Current management practices are old and need to be amended 

with internal stakeholders.

NTS Glencoe 1

The following visitor classification was drawn up for this popular
mountain property in an attempt to better understand the types of visitor
to the place.  Understanding these groups makes the job of making
management decisions less complex. 

By a process of mapping and zoning the features of significance and
the visitor characteristics, it should be possible to define where, within a
site, particular activities or facilities would be compatible with
management objectives.  At its heart, the purpose is to define the
appropriateness of any activity for any location within a site
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Glencoe Visitor Classification

Note:  These categories of visitor seemed useful in the Glencoe situation – this market segmentation is recommended and
seems to fit the range of visitors to other sites.  But it is the process that is important, and site managers should not be
discouraged from defining their own segments or categories

Site-seers ‘Saunterers/ Activity Seekers ‘Wilderness 
Strollers’ seekers’

Recreational Thrill
seekers Seekers

Profile All countryside Family Individuals or Young Individuals
road users Older folk small groups Trend setters Small groups
incl. Disabled UK & overseas Enthusiasts Tribal

Locals & Knowledgeable Lifestyle A-Bs
urban fringe Organised Mostly male
visitors Tribally ID’d British and
Disabled Serious European
Children Equipped day activist Dynamic sector

A-Bs Future
developments
unpredictable

Setting Lay-bys Known environment Extensive Challenging Remote
Visitor centres offering security More choice environment Extensive
Scenic roads and comfort Natural or Wild land

Managed constructed
Accessible with 
limited choice

Access Car Walk Car Car Walk
Coach Cycle Bike Minibus Cycle

Public transport Horse Kayak
Car Public transport Horse

Activities Driving/ Dog walking Walking Extreme sports Walking
sight-seeing Family & social Cycling on water, land Camping
Short walk Informal games Watersports or air (can be Kayaking
Viewpoint Visiting nature and (non-motorised) powered) Fishing
Taking a break other interest sites Horse riding Often highly Maybe destination
Picnic Taking light exercise Interacting with nature targeted focussed
Part of journey Maybe destination Can be intensely destination

focused destination focused

Facilities Toilets Surfaced routes Pre-information Planning Safe parking
& services Safe scenic Orientation and Safe parking Information Pre inforamtion

stopping way marking Ambivalence towards Adjacent car (web sites,
Clean environment services park guide books)
‘Managed’ Bothies -
Enhanced, eg Interp resistence to services
Loos
Hides
Rangers
Education
programmes

Level of skill Self-reliance Self-reliance Self-reliance important Self-reliance Self-reliance essential
not expected encouraged essential

but not expected

Equipment None defined Possible atlas Lots, well equipped Specialist Overnight gear
AA guide & technical Navigation aids

Duration Short, usually Max: half day Full day Whole day Multi day
less than 1 hour

NTS Glencoe 2

The following management zones were developed at Glencoe where
conservation is the principle driving force for management.  Where
other objectives take precedence, say in a commercial forest or on a
farm, then these zones may be named differently to take account of this
influence, eg forestry production zones.

1. Developed Zone
Low conservation sensitivity, high access, facilities and staffing.  High
user demand, contained.  Already compromised conservation status.
Major management demands.

2. Opportunity Zone
Moderate to high conservation value.  Range of experiences possible.
High use, capacity, robust.  Major management demands.

3. Conservation Influence Zone
High conservation, recreational opportunities, low capacity.  Area of
likely conflict and negotiation.  Seasonal variations.  Moderate
management demands.

4. Conservation Led Zone
Highest conservation values, sensitive, precious.  Limited types of use,
limited capacity, minimal facilities.  Minor management demands

The Zones above can be summarised in the following way:

Zones for conservation/recreation in balance

ZONE Developed Opportunity Conservation Conservation

influence led

Conservation Compromised Medium High High

sensitivity

User demands High High Medium Low

Management needs High High Medium Low

Robustness High High Medium Low

Capacity High High Medium Low

Range of uses Many Many Some Few

Level of risk Low Low Moderate High

accepted by visitor

NOTE: conservation sensitivity relates to the primary use
for the site and may be different for a range of sites, eg
commercial forestry
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Interpretive Planning

SWT’s Falls of Clyde Reserve in New Lanark is part of a World
Heritage Site.  The management plan for the site follows World
Heritage Site format. SWT have produced an Interpretive Plan for the
site which identifies audiences and themes and objectives for
Interpretation.  

Visitor Management objectives sit alongside interpretive objectives well
and the Trust has therefore used this plan as the ‘vehicle’ for taking
forward it’s visitor management objectives. 

d. Case study

Recent work that Asken Ltd, Peter Scott Planning Services Ltd and Vye
Wood Gee carried out for SNH allowed us to develop guidance for
farmers and land managers on managing access to the countryside.
Table 1 shows the main types of issues associated with negative aspects
of visitors’ behaviour.   These were identified by focus groups of land
managers.

Table 1

Focus Groups’ concerns
Dogs Illegal activities
Health and safety Obstructions (for example, parking)
Waste and litter Interference with commercial 

activities and water, gas and 
electricity companies

Damage to fences and walls Loss of privacy
Damage to facilities Effects on wildlife
Effects on trees and crops Conflicts between visitors

The guidance suggested that to reach acceptable solutions to problems
with limited resources the land manager could begin to prioritise action.
This involved putting the areas with problems into categories depending
on the areas’ level of interest, sensitivity or attractiveness, and whether
the problems were critical. 

Before deciding what action to take, the areas were assessed to
identify:
• How they coped with any problems;
• The level of risk the problems posed;
• How popular the areas were.

e. References for more information (the main 
references are in bold)

Asken Ltd, Peter Scott Planning Services Ltd, Vye Wood Gee 2003.
Developing Advice for Land Managers on Positive Access
Management. Unpublished report to Scottish Natural Heritage

Farmer A, 2003, Future Landscape Research and Advisory Needs –
Paper at Scottish Natural Heritage Conference Farming Forestry and
the Natural Heritage. Pitlochry, November 2003.  

Keirle I (2002) Countryside Recreation Site Management –
a marketing approach
This book provides a simple introduction to using marketing when
managing visitors

Scottish Natural Heritage 2004:  A Scottish Outdoor Access
Code
Under the terms of section 10 of the Land Reform (Scotland) Act 2003
this document is the definitive guidance on responsible use and
management of the outdoors. It is available in print, or you can
download it from www.snh.org.uk

The Scottish Sports Council 1997 – Calmer Waters:
Guidelines for Planning and Managing Water Sports on
Inland Waters in Scotland
This gives helpful and practical advice for Management for People on
Scotland’s 1700 square kilometres of inland water.

If it was decided that these areas needed to be managed, this could be
carried out in different ways.
• Providing signs to give information and direct visitors.
• Providing leaflets, maps and panels to inform and educate.
• Dividing activities into zones of time and space, and agreeing 

visitors’ codes of conduct. 
• Carrying out practical measures such as developing a network of 

paths, improving the surface of paths, and considering where car 
parks should be located.

• Asking for advice and direct management (for examples from 
ranger services), and following by-laws.

• Asking for help from others (for example, local groups and 
recreational organisations).

M2M2
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Module 3

Visitor care and welfare

As a site manager, you will have a number of legal responsibilities
towards your visitors.  To look after visitors and their welfare collectively,
you will normally need to use specific tools to meet the demands of the
following three most significant pieces of legislation.

• Health and Safety at Work Act 1974
• Disability Discrimination Act 1995 (covered in section g)
• Land Reform (Scotland) Act 2003

Visitors’ health and safety

a. Why is this important?

Management for People and health and safety is about managing risk.
Effective practices for managing risk play an important role in
managing outdoor recreation.  Many forms of outdoor recreation have
risks associated with them, and for many risk and challenge are part of
the attraction.  The key is to provide a reasonably safe environment in
line with different standards and still deliver what people want.

Research shows that there is no strong evidence of an
increase in the number of complaints about injury or
damage arising from access to the countryside.  In fact, the
number of serious injuries associated with leisure and
recreation is small.

However, legislation sets general rules for safety management across a
whole range of activities.  The legislation that applies to managing risk
towards visitors includes the following.

• Health and Safety at Work Act 1974 (www.hmso.gov.uk)
• Management of Health and Safety at Work Regulations 1999 

(www.hmso.gov.uk)
• Occupiers’ Liability (Scotland)Act 1960 (www.hmso.gov.uk)
• Children Act 1989 (www.hmso.gov.uk)
• The Adventure Activities Licensing Regulations 1996 (www.aala.org)

Good practice shows that on most sites it is essential to have a ‘visitor
risk management programme’ in place to follow legislation effectively.
These guidelines explain this process.

Why have a visitor risk management programme?

‘Why is visitor safety important?’, a paper by Dr D Ball in 1995,
identified the following reasons.

• To clearly show who is liable for what and to what extent.
• Public perception.
• Ethical considerations.
• Professional satisfaction and staff motivation.
• Impact upon Insurance premiums.          

What are the different parts of a visitor risk management
programme?

A visitor risk management programme involves:

• Understanding the risks visitors face; and
• Providing resources (funds and staff time) to reduce how often 

visitors are injured or put at risk, and the consequences of this.
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Principles of visitor safety

The Visitor Safety in the Countryside Group sets out the following principles as a guide to
what actions to take.

• Take account of conservation, heritage, recreation, cultural and landscape objectives.
• Do not take away people’s sense of freedom and adventure.
• Avoid restrictions on access.
• Inform and educate your visitors about the nature and extent of hazards, the associated 

risks, the measures in place to control risk and the precautions they should take.
• Recognise that people taking part in different activities accept different levels of risk.
• Recognise that measures to control risks for one group may create risks to others.
• Work with visitor groups to promote understanding and deal with conflict.
• Find a balance between visitors being independent and having to manage them.
• It is reasonable to expect visitors to be responsible for themselves and not put others at 

risk.
• It is reasonable to expect parents, guardians and leaders to supervise people in their 

care.
• Assess risks and develop visitor risk management programmes for individual sites.
• Make sure measures to control risk are consistent.
• Monitor the behaviour and experience of visitors to review visitor risk management 

programmes.
• Make sure that your work activities do not put visitors at risk.

Hints&Tips11

Definitions

It is useful at this stage to define what hazard and risk mean.

Hazard - a situation or condition with the potential to cause injury or
damage.

Risk - the likelihood of a hazard resulting in injury or damage, together
with how serious the injury or damage is.

The visitor risk management programme involves answering the
following questions:

Assessing risk – what can go wrong?

Controlling risk – what can we do about it?

Funding risk – how do we pay for it?

b. Guidelines

An effective visitor risk management programme will include the
following.  (This process has been adapted from the Health and Safety
Executive (HSE) document.  ‘Managing Health and Safety, Five Steps to
Success)’.

M3M3



Managing risk to staff 

Task Description Guidance
note number

a. Set the policy

Site policy The policy sets out the organisation and site A
statement arrangements for managing visitors’ health

and safety.

b. Organise staff and volunteers

Staff training All staff and volunteers involved in managing B
risks to visitors need to be provided with 
structured training.

c. Assess risks and identify measures to control them

Identify hazards 1 Identify the hazards associated with an C1
area or activity. 

2 Decide who might be harmed and how.

Evaluate the 3 Consider how likely it is that each hazard C2
risks and decide could cause harm.
what control Decide on the appropriate control measures.
measures to take 4 Record your findings.

Encourage visitor Help visitors to consider risks in planning
behaviour their activities and to behave appropriately.

d. Measure performance

Risk inspections To identify and manage hazards before D1
visitors are injured.

Reporting accidents If control measures are not put into practice D2
or are not effective, all accidents and injuries
need to be reported and investigated
promptly.

Recording accidents Make sure that all reported accidents are D3
reported and help ongoing monitoring and 
review of the process.

e. Audit and review

Audit and review 5 A regular review of the programme to E
make sure it is effective.

62 63

Tool11 Guidance notes

A. Set the policy

Most organisations will have a safety policy which will set out the
arrangements for managing health and safety within the organisation.
This document should influence all the organisation’s activities,
including: 

• Recruiting staff;
• choosing equipment and materials;
• the way work is done; and 
• how it provides goods and services.

Safety Policy

Fife Council, Community Services, Countryside

This safety policy sets out the arrangements for managing health and safety within the
section.  It lists safety objectives and then lists specific health and safety responsibilities for
certain members of staff and general duties for all staff.
The policy then sets out the arrangements covering:

• operational procedures;
• reporting and investigating accidents;
• providing protective clothing;
• emergency procedures;
• training;
• inspections, recording, communications and co-ordination.

Hints&Tips12

Most managers will only need to follow the arrangements set out in the
main policy.  However, more complicated sites may find it useful to list
the specific processes used to manage the risks that visitors may face.  

This list should be a short document that sets out the arrangements for
managing risk at that particular site.  It is particularly useful to make
sure that staff, seasonal staff and volunteers are fully aware of their role
in the process.  The document can also list the goals and objectives of
the site’s visitor risk management programme.

M3M3
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B. Organise staff and volunteers 

To make your policy effective, it is important to get your staff and
volunteers involved and committed.  It is equally important to have
effective communication with staff and volunteers.

• Assess the skills needed to carry out the tasks safely.
• Staff and volunteers need to be adequately trained to be able to 

identify, assess and treat risk.
• Decide who is responsible for particular Health and Safety tasks;
• Ensure that staff understand their responsibilities and have the time

and resources to carry them out.
• Involve staff and volunteers in planning and reviewing your visitor 

risk management programme.
• Following a risk assessment, provide information about hazards, 

risks and control measures to staff, volunteers, contractors and 
members of the public.

• Arrange for access to reliable advice on legal and insurance issues.

C. Assess risk and identify measures to control them

C1. Identify Hazards

There should be a structured process to identify hazards.  This includes
a detailed examination of available information on past incidents and
areas on the site where incidents may occur.

Develop a list of hazards
associated with an area or

activity.
Ignore the trivial.

Develop checklists to use
when inspecting the area or

observing visitors.

Inspect the area with the
checklist and talk to the
people who visit the site.

Record all hazards
identified.

Sources of information

• Past risk management 
reports

• Incidents and near miss 
reports for the area

• Employees and volunteers 
working in the area

• Visitors to the area
• Relevant reports or articles

C2. Evaluate the risks and decide what control measures to
take

This is an assessment of how likely it is that each hazard could cause
harm.

There are a number of methods for assessing risks.  It is important to use
a programme that can be maintained.  The HSE’s ‘five steps to Risk
Assessment’ is a good starting point.

Visitor Health and Safety in a nutshell

• You must do what is reasonably practical to make your site safe.
• Your aim is to reduce the risks as far as possible.

Hints&Tips13

The process outlined in the HSE guide is as follows. 

Identify significant
hazards and list who might

be harmed.

Note how likely it is that each
hazard could cause harm.

Reduce risk by using control
measures.

Assess the remaining risk
after control measures have

been put into practice.
- High/Medium/Low?

Decide how each risk can
be reduced.

Sources of information

• Past risk management 
reports

• Incidents and near miss 
reports for the site

• Staff working on the site
• Visitors to the site
• Relevant reports and

articles

Objectives for
managing risk

If the risk is still
high or still
affects most

people

Can the
hazard be
removed?

Can the risks be controlled?
• try a less risky option

• prevent access to the hazard
• organise work or activity to reduce exposure to the hazard

• issue personal protective equipjment
• Provide welfare facilities

M3M3
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Risk assessments

• You must write your findings down.
• Some sites have made decisions about risk and remaining risk by rating them

(for example, on a scale of one to five).
• You must tell staff and members of the public about control measures and tell

them when they change. 
• You must update the written risk continually as you identify new hazards.
• Hazards will depend on things such as the weather, the type of visitor and 

the landscape.
• Staff should have the skills and confidence to make decisions about control 

measures as they identify new hazards. 

Hints&Tips14

D. Measure performance

The process above will have resulted in a set of objectives that will
manage the risks to staff and visitors.  It is important that the process
checks that the objectives are being met and are effective.

There are two main areas to the process.

• ‘Active monitoring’ – carrying out risk inspections before things 
go wrong.

• ‘Reactive monitoring’ – reporting accidents – after things go 
wrong. 

D1. Risk inspections

You should carry out regular risk inspections identify and manage
hazards before visitors are injured.  This will reduce the number of
incidents.  How often you need to carry our inspections will depend on
the type of risk and the nature of the attraction or facility. These
inspections will make sure that the control measures you identified  and
put into practice have adequately dealt with the risks you identified.

D2. Reporting accidents

All visitor accidents and injuries need to be investigated promptly.  You
should report the facts in an unbiased way and in enough detail so that
the incident can be analysed.  You should use a standard procedure
and format so that incidents are reported consistently.

An investigation into an accident should include the following.

• Get the most accurate and relevant information, and take witness 
statements.

• The report should give the facts rather than opinion.
• Take photographs of the scene.

D3. Recording accidents

It is important to keep a written record of the process you have
followed. The visitor risk management programme could include the
following sections.

• Policy – the arrangements for managing health and safety on the 
site.

• Risk assessments and the control measures and objectives you have
set.

• Risk inspections and any changes they create. These should include 
maintenance schedules.

• Reporting accidents – to continually monitor and review the
visitor risk management programme and reduce liability.

E. Audit and review

The monitoring set out above gives you the information you need to
review operational activities and improve performance.  Audits support
monitoring activities by looking to see if your policy and systems are
achieving the right results.  This will help you improve your approach to
managing health and safety, paying particular attention to:

• meeting health and safety standards and legislation;
• dealing with areas where there are no standards or the standards 

are inadequate;
• achieving your objectives
• analysing information on illnesses, injuries and accidents.

M3M3
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Disability Discrimination Act 1995 (DDA)

The Disability Discrimination Act 1995 makes it unlawful to discriminate
against disabled people in employment and in access to goods, services,
transport and education.

Organisations managing countryside sites are treated as service
providers, no matter whether or not there is a charge for the service.  It is
unlawful for service providers to discriminate against disabled people by:

• refusing to provide a service without a good reason;
• providing a service to a lesser standard without a good reason; or
• providing a service on worse terms without a good reason.

Service providers have a duty to:

• make reasonable adjustments to policies, procedures and practices
which exclude disabled people;

• provide aids and services that will make it easier for disabled people 
to use a service; and

• where a physical feature is a barrier to a service, find a reasonable 
alternative method of delivering the service.

Where a physical feature makes it impossible or unreasonably difficult for
disabled people to use services, a service provider will have to take
reasonable steps to:

• remove the feature; 
• alter it so it now longer has that effect; 
• provide a reasonable means of avoiding it; or
• provide a reasonable alternative method of making the service 

available.

Guidelines

As a service provider, are you discriminating against disabled people in
relation to the Disability Discrimination Act 1995? The DDA says that
discrimination happens in two ways when a service provider:

• treats a disabled person less favourably (because of the disabled 
person’s disability) than it treats other people and cannot show that
the treatment is justified; or

• fails to meet the duty to make reasonable adjustments for the 
disabled person and cannot show that the failure is justified.

STEP 1
Does the service user meet the DDA’s definition of
disability?

• Is a physical or mental disability involved?
• Does the disability have a substantial adverse 

effect?
• Does the disability have a long-term effect?
• Does the disability affect normal day-to-day 

activities?

STEP 2
Is the service exempt from DDA? 
(education and some related services, 
transport and private clubs)

STEP 3
Has the disabled person received less favourable
treatment?

Has there been a failure to make a reasonable
adjustment?

STEP 4
Can you justify the treatment?

Is the failure to make a reasonable adjustment
justified?

It is not
unlawful

discrimination
on the grounds

of disability

NO

YES

YES

NO

If ‘NO’
to both

If ‘YES’ to either or

If ‘YES’ to
both

If ‘NO’ to either or both

It may be unlawful discrimination and there may be grounds for
action.
Source: Adapted from Disability Rights Commission, 2000

Funding bodies such as the Heritage Lottery Fund will need evidence that you are
meeting or doing better than your responsibilities before committing any public funding
for projects.

M3M3
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Land Reform (Scotland) Act 2003

The Land Reform (Scotland) Act 2003 establishes statutory rights of
access in Scotland, subject to those rights being exercised responsibly.
The Scottish Outdoor Access Code has been approved by the Scottish
Parliament to support the Act in explaining more fully what is meant by
responsible behaviour, both by access users and by land managers.

What are your access rights?

Everyone will have statutory access rights established by the Land
Reform (Scotland) Act 2003.  You will only have access rights if you
exercise them responsibly.

You have rights of access to be on and to cross over land and inland
water, for the purposes of recreation, for educational activity, or for
certain commercial pursuits (eg. mountain guides).   These activities may
include for instance watching wildlife, picnicking, and outdoor pursuits.

What is not included?

Access rights include all non-motorised forms of access, like walking,
cycling, horse riding, canoeing, sailing, etc, but

-   not if using a motorised vehicle or vessel 
-   not if hunting, shooting, fishing
-   not if with a dog that is not under proper

control
-   not if taking away anything for profit.

Where is excluded?

Access rights cover everywhere – like woodlands, farmland, mountains,
moorland, rivers, lochs and reservoirs, open spaces in towns and cities,
etc - but certain specified locations are excluded, principally: 

- buildings, structures, fixed machinery
- curtilage around buildings, and compounds
- reasonable privacy and disturbance zone around houses
- sports and recreation fields while in use, school land
- building and demolition sites, quarries
- sown or growing crops
- golf courses, except to cross over them.

Scottish Outdoor Access Code - Key Principles

The Scottish Outdoor Access Code provides detailed guidance on the
responsibilities of those exercising access rights and of those managing
land and water.  The Code is based on three key principles:

• Respect the interests of other people.  
• Care for the environment.  
• Take responsibility for your own actions. 

If you are visiting the outdoors, the main responsibilities are to: 

• take personal responsibility for your own actions
• respect people’s privacy and peace of mind
• help land managers and others to work safely and effectively 
• care for your environment
• keep your dog under proper control
• take extra care if organising an event or running a business

If you are managing the outdoors, your main responsibilities are
to:

• respect access rights
• act reasonably when asking people to avoid land management 

operations
• work with the local authority and other bodies to help integrate

access and land management.

More information on the access rights and on getting to know the Code
is available from your local authority, from Scottish Natural Heritage,
and is available on the website www.outdooraccess-scotland.com.

c. Examples of best practice

An excellent example of a site risk assessment process is set out in
‘Managing Visitor Safety in the Countryside: principles and practice,
2003’. This was published by the Visitor Safety in the Countryside
Group (www.vscg.co.uk).

This report provides a good example of a risk assessment that gives risk
a rating, along with recording sheets.
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Controls

Hazard Control measure Control in Action Who When Date
place needed by by actioned

1 Clear dangerous trees from the edges of paths. Staff Yes No
not to work in windy conditions. Use correct personal 
protective equipment and safe systems of work.

2 Hazards identified and appropriate information given Yes No
to staff.

3 Access by the public not encouraged. Staff to assess Yes No
their own risk.

7 and Warning and information signs provided. Regular No Yes Scottish Wildlife 12 March
9 patrols at the busiest times. Effective communication Trust and Scottish

systems carried by staff. Staff only allowed in the Parliament
gorge  if their line manager approves. Fence off 
areas at appropriate dangerous locations.

11 and Ranger equipped with throw lines and survival No Yes IEC 8 March
12 bags. Regular patrols and signs.

14 The walkway will be kept clear of general slipping Yes No
and tripping hazards, as well as tools and equipment
(unless properly supervised).

15 The walkway will be monitored to make sure trees Yes No
are safe, within the immediate area of public access
and will not present a risk.

Falls of Clyde risk assessment process

Site name: Falls of Clyde Date: 3 July 2003 Assessor:  Ian Cornforth

Hazard People at risk How severe the injury is Likelihood

Staff Pupils Trainees Public Fatal Major Minor Probable Possible Remote Risk factor
and volunteers

Woodland

1 Falling trees ✓ ✓ ✓ ✓ ✓ ✓

2 Holes and erosion ✓ ✓ ✓ ✓ ✓ Low

3 Falling and slipping ✓ ✓ ✓ ✓ ✓ ✓ Low
on rocks

Gorge

7 Falling and slipping ✓ ✓ ✓ ✓ ✓ ✓ Medium

9 Rock falls ✓ ✓ ✓ ✓ ✓ ✓ Low

Water

11 Drowning ✓ ✓ ✓ ✓ ✓ ✓ Medium

12 Hypothermia ✓ ✓ ✓ ✓ ✓ ✓ Medium

Clyde walkway

14 Slip and trip ✓ ✓ ✓ ✓ ✓ ✓ Medium

15 Moving and falling ✓ ✓ ✓ ✓ ✓ ✓ Medium
objects

d. Case Study
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e. References for more information (the main 
references are in bold)

Health and Safety at Work Act 1974
Management of Health and Safety at Work Regulations
1999
Occupiers Liability Act 1960
You can see the full text for these at www.hmso.gov.uk

Ball D, 1995 ‘Why is visitor safety important?’  In Playing
Safe, CRN workshop proceedings
These workshop proceedings set out  a range of approaches to visitor
safety.

Disability Rights Commission (www.drc-gb.org/drc/default.as)
This is a good website on the Disability Discrimination Act.

Fieldfare Trust  (www.fieldfare.org.uk)
This is the best source of advice on the implications of the Disability
Discrimination Act on countryside sites in Scotland.

Heritage Lottery Fund access plans (www.hlf.org.uk)

Health and Safety Executive (HSE),’ Five Steps to Risk assessment’, HSE
books, (www.hsebooks.co.uk)

Keirle I, 2002, ‘Countryside Recreation Site Management, a marketing
approach’
provides an introduction to the Disability Discrimination Act.

‘Managing Health and Safety, Five steps to success’, HSE books,
(www.hsebooks.co.uk)
This gives simple advice on the process

‘Managing Visitor Safety in the Countryside: principles and
practice’, 2003. Visitor Safety in the Countryside Group
(www.vscg.co.uk)
This is a well-researched, simple guide to managing visitor safety in the
countryside.  It has been written by managers of countryside sites.

Scottish Natural Heritage, 2002, ‘An updated note on the implications
of the Disability Discrimination Act 1995 for countryside providers’.
Information and Advisory Note 156
This is a useful document written by the Fieldfare Trust on the
implications of the Act on countryside sites.

‘Visitor Risk Management and Public Liability’, ANZECC
Working Group, Department of Conservation and Land
Management, Western Australia, 1998
(www.ea.gov.au/parks/best-practice/reports/risk-
management/pubs/risk-management.doc)
This document sets out the process adopted in Western Australia for
managing risks to visitors.  It provides an example of a very thorough
approach to the process.
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Module 4 

Monitoring

a. Why is this important?

It has often been said that if you cannot measure it, you
cannot manage it. Everything can be measured. However, some
things cannot be measured to the same level as others. Visitors to a site
will affect the physical features of the site, the ecological processes on
the site (environmental), each other (experiential), local people and the
economic success of the site in different ways. 

The Management for People challenge is to develop a set of practical
and cost effective monitoring measures that can identify and prioritise
the main effects and reflect progress towards meeting objectives. 

Despite the importance of monitoring, experience in Scotland suggests
that few sites use enough resources for monitoring the effects visitors
have other than basic visitor numbers and income. Many sites rely on
surveys that are not carried out on a regular basis, usually related to a
specific project task, (such as a funding bid), rather than setting up a
regular ongoing monitoring process that is linked to measuring the
achievement of management objectives.  This module provides tools to
help you review your own monitoring activity.

Why Monitor?

Monitoring is an essential part of any planning and management process.
Without it managers know nothing about progress towards the objectives
they have set. Monitoring is not the same as surveying. Surveys are
usually associated with providing answers to a particular issue, whereas
monitoring is a regular ongoing process which helps to:

• measure outcomes of management objectives over time and space 
to allow for an appropriate management response and an estimate
of future trends and pressures;

• justify public benefits for public money; and
• check that what the site gains is not harmed by negative effects 

elsewhere in the local community. 

‘Sustainable Tourism in Protected Areas, guidelines for planning and
management’ (Eagle, McCool and Haynes, 2002) sets out two aspects to
monitoring visitors.

• Monitoring the effects visitors have – visitors will have 
environmental and socio-economic effects on an area.  You
should understand and manage these effects.

• Monitoring service quality - this involves collecting and analysing 
information about meeting the needs of visitors.

The case studies at the end of this module show a more complicated type
of monitoring a full site. The two sites have management objectives to: 

• reduce the effects related to erosion on a neighbouring aluminium
manufacturing business (the Nevis Range case); and 

• reducing the effects on a neighbouring Special Area of 
Conservation (the Cairngorm Mountain case).  

Effective monitoring needs resources to be available so that you can plan,
collect, analyse and present the results. Few sites have a full system like
Nevis Range or Cairngorm Mountain. However, a simple system does not
need to be expensive or time consuming and data can be collected as
part of other on going management activities. Many sites do monitor
issues, from dog walking to vandalism, but rarely take an objective view
or develop a system.  

You can find details on good practice handling information in module 5
Analysis and assessment.

MONITORING
MODULE (M4)
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MODULE (M1)
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b. Guidelines

Plan for monitoring

Management objectives (see module 2) provide the basis for
monitoring. They provide the statements of intent of what managers wish
to achieve on the site. Monitoring is the regular measurement of that
achievement. 

Indicators should be identified for each management objective.
Identifying, measuring and evaluating these can identify how the site
affects visitors and how visitors then affect the site.  You need to chose
indicators carefully because they need to be measurable and will be
affected by scarce financial and staff resources.  

You should remember the following points about indicators.

• They should relate directly to the main management 
objectives.

• They should identify conditions or outcomes.
• They should describe what you are monitoring rather than 

evaluate what you are monitoring.
• They should be easy to measure.
• You should choose only a few indicators to begin with. They 

should be taken from information you can get regularly 
• The use of core indicators to deal with the main issues can limit 

the need to collect too much information.   

By evaluating indicators, you can better:

• identify emerging issues and effects, allowing you to reduce them or 
prevent them;

• identify limits and opportunities; and
• develop practical decision making. 

On Setting Indicators

• The information for the indicator must be easy to get hold of.
• The indicator must be easy for those using it and for a wider audience to understand.
• The indicator should allow you to identify trends over time and should enable

comparisons.
• The indicator should be help the manager address sustainability issues
• External comparisons for the indicators should be available.

Hints&Tips15

You should involve stakeholders with the monitoring from the beginning.
They may already hold valuable information or be in a position to
collect or provide information. Ideally they should share responsibility
for achieving site objectives and for setting acceptable defined limits. At
the very least you should let them know that they can comment on
monitoring activity. 

Develop a monitoring programme

Tool12
Steps to develop a visitor monitoring plan and put it into practice

a. Planning for monitoring

• Set up a steering group
• Hold a focus group with the main stakeholders

b. Developing a monitoring programme

• Identify the effects and indicators to be monitored
• Choose methods to measure them
• Decide which staff and stakeholders should carry out which tasks
• Develop an operational monitoring plan

c. Carrying out monitoring and using the results

• Train staff, managers and stakeholders
• Carry out monitoring 
• Examine and analyse information
• Present the results of the monitoring

d. Evaluating the monitoring

• Evaluate the monitoring programme (this is covered in module M5)

(This has been adapted from ‘Tourism Impact Monitoring: A Review of Methodologies and
Recommendations for Developing Monitoring Programs in Latin America’, A Rome 1999.) 
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Monitoring

• Take account of the amount, patterns and type of use. 
• Effects are also influenced by visitors’ behaviour, the ability of the site to stand heavy use

and the management processes in place.
• Quantitative measures work best with environmental and economic effects.
• Qualitative measures work best with experiential and social effects.
• Useful measurement relies on methods of collecting information, the type of information

collected, and how reliable, sensitive and accurate it is. 
• It is important to consistently follow strict methods when collecting information that will be

reproduced in the future.
• Without analysing results efficiently and presenting them effectively monitoring can be 

worthless.

Hints&Tips16

These factors will decide the effort that goes into site monitoring and
how to use schedules, staff and equipment. 

Effects on the environment 

- monitoring the environmental effects of visitors

Monitoring of biological (vegetation and wildlife) features and physical
(soils and water) features is based on an approach where the factors
that vary are well known and can be controlled, and laboratory style
‘treatment and control’ can be used for comparisons. However, this
‘laboratory’ approach runs into problems when factors that can’t be
controlled such as human variables (people) are introduced. So many
factors affect visitors to a site that it is almost impossible to reproduce or
exclude activities in any experimental style approach.

Apart from the obvious effects of trampling and some disturbance to
wildlife, most sites will have few effects that can be proven as being
directly related to visitors. You should be aware of the other factors on
your site on top of visitors and should be wary of making assumptions.
However, complete information will never be available and
assumptions, based on some experience and the careful interpretation

of evidence, will be used. Sites with rare species and habitats (for
example, Capercaillie) protected by environmental legislation will need
careful monitoring to make sure that visitors have as little effect as
possible.

Partly experimental approaches (for example, measuring bare ground
on footpaths using half-metre square areas) and observational
techniques (including fixed point photography), are still valuable in
recording the existing condition of site features. This is especially true if
either the sample is large or is carried out by making a series of
observations or measures over an extended period (for example, across
one or more entire seasons). You should treat ‘one shot studies’ (with
small sample sizes or carried out over an short periods of time) with
caution. 

The use of visual assessments have the potential for a quick, pragmatic and structured
approach to monitoring a range of impacts at the same time.  Visual assessments work as
follows:

A scoring scale is chosen.  One end of the scale is ‘no impact can be seen’; the other is
‘very high degree of impact can be seen’.  A 1-10 scale might be as follows:

• ‘1’is a site or zone where an experienced site manager can see no visual
evidence of visitor impacts.

• ‘5’ is a site or zone where either a range of minor impacts are observable 
(e.g. some litter, some erosion, some trampling of vegetation) or a single but
more significant impact is observable (e.g. moderate degree of erosion).

• ‘10’ is a site or a zone where major impact/s are observable (e.g. complete
erosion of top soil, massive littering etc).

The person/s assessing the site travels around judging the score for each zone, either
annually or in summer and winter.  Photographs could be taken if necessary as a back-up
record. They begin by agreeing the score for two or three zones and then basing the other
scores on those.

A simpler version might have a five-point scale as follows:

1. No evidence of visitor impact
2. Evidence of low visitor impact
3. Evidence of moderate visitor impact
4. Evidence of high visitor impact
5. Evidence of very high visitor impact

In this way an entire site can be monitored in the time it takes the assessor/s to travel around
it.  The results are simple to process and understand.  To ensure consistent scoring, the
assessors would need to be experienced site managers trained in the assessment process.
They should also be aware of standards in similar sites managed by other organisations.

Hints&Tips17
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Socio-economic effects

- monitoring the number of visitors

Sites need information on the number, type and patterns of visitor use.
You can use surveys to help inform your monitoring of management
objectives. On sites with few visitors, (fewer than 10,000) it may be
enough to use site staff to regularly count or observe visitors in order to
give a representative sample from which to draw conclusions. Automatic
visitor or traffic counters that have been set up correctly can help. 

On sites with more visitors (over 10,000) it is likely that you will need a
planned visitor survey with face-to-face interviews or questionnaires for
visitors to fill in.  These surveys need to include at least 100 visitors to
make the results accurate by 10% either way.  If you survey 500 visitors
the accuracy increases to around 5% either way.

Again, you should take care to make sure that the visitors you survey
reflect your usual groups of visitors.  You should also carry out the
surveys at different times, during holiday periods and on different days
of the week. For this size of survey, it makes sense to consider using a
professional market research company with experienced staff. Unless
volunteers are well trained, they are not ideal for face-to-face interviews,
but they can help with observation. Students, particularly postgraduates,
can be useful for carrying out surveys but they need to be closely
supervised, especially if they are collecting information for an academic
project.   

The Visitor Monitoring Training Manual (published by SNH in 1993)
gives advice on collecting original on-site information, especially:

• why they should collect visitor numbers;
• what visitor monitoring is;
• how to achieve accurate counts using traffic and people counting 

equipment; and
• how to collect information about visitors and their attitudes using 

face-to-face interviews or questionnaires that visitors can fill in.

The ‘Guidelines for Collecting Visitor Information from National Nature
Reserves’ is a document SNH published in October 2000. A
professional market research company prepared the guidelines, and
they are helpful if you are intending to carry out research on visitors.  

Monitoring visitor numbers

The Forestry Commission Scotland at Glentress invested in good-quality visitor and traffic
counters from a reputable manufacturer. These give consistent and reliable results, and have
prevented important information from being lost.  A footpath counter on a Ben Nevis path
identified ice climbers as a specialist group, with most using the path in February and many
making early morning starts - not a typical pattern of use.

Hints&Tips18

Questionnaires

Keep them short.  They can be face to face or done over the phone.  Ask simple ‘closed’
questions (in other words, that just need a ‘Yes’ or ‘No’ answer).  Commercial rates for a
10-minute questionnaire are about £10 for each person surveyed to cover the researcher’s
time and the analysis.  Do a short pilot to test the questionnaire.

Hints&Tips19

‘Secondary’ information comes from existing published sources and can
provide information on visitors to your area or to similar sites, often at
little or no cost. These sources may contain patterns of information that
show the direction national and local markets are moving. Secondary
sources can be extensive and should be your first source of reference. 

• www.scotexchange.net is a website managed by VisitScotland and 
holds a range of market information on visitors by sector and by 
Tourist Board Area.

• VisitScotland also funds the production of the Visitor Attraction 
Barometer.  This  contains an analysis of visitors to 700 attractions 
throughout Scotland, including many countryside sites. This is also 
available at www.scotexchange.net 

• Specific areas may have quite detailed information. For example, 
the Highland Visitor Survey is repeated every five years and is also 
available through www.scotexchange.net 
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• Your local authority or local enterprise company will publish 
information on your local community catchment area. Population 
size, housing, employment, health and leisure activities are all 
recorded. Trends in many of these sectors are important for your 
site. These local profiles also allow you to test how your visitors 
reflect the local population. This is important if you have an 
objective to include as many different groups of people as possible.

• Your local health board website may carry health profiles for your 
area. These may identify some target audiences for your site. Health
is an important influence on getting people active in the countryside.

• Other organisations such as the Paths for All Partnership (access), 
Sustrans (cycling) and the Fieldfare Trust (disabled access) can 
provide detailed information on patterns and activities. It is currently 
estimated that 17% of the population has a disability.

- monitoring economic effects 

When monitoring economic effects, you need to identify the type,
length, extent and distribution of effects. There is usually a relationship
between effects, and an example is given in module M5: Analysis and
assessment which shows that direct economic effects have wider indirect
and induced economic effects. Employment is often shown as a
separate effect.

Tool13
Identifying the type of effect

Direct Effect 
On site – Admission charges, visitor spend in an on-site shop or restaurant 
Off site – Petrol, accommodation 

Indirect effect  
Spending by the site managers on goods and services

Induced effects 
Spending by those employed by the site 
Spending by supporting businesses who supply the site

How long effects last

Short term 
Spending and wages associated with the building of a facility 

Long term 
Effects during the life of a site or facility. 
There may be separate seasonal patterns in spending and employment.

- extent and distribution of effects

• The effects for most sites will be local.
• Larger sites will have a regional effect and sites in remote, 

economically fragile locations will be proportionately more 
important to the local economy. 

• Effects can be estimated using the example of UK-based visitors 
staying overnight in Scotland spend around £40 each a night; 
overseas visitors spend around £55 each a night.  

• ‘Economic displacement’ is when a site does not attract ‘new’ 
visitors but merely takes existing visitors from another nearby site or 
attraction. 

• ‘Economic additionality’ is when a site attracts genuinely new 
visitors.  For example, most mountain-bike riders did not use 
Glentress before dedicated trails were built, so they are a new 
audience to the site.

• Competition is generally to be encouraged as it improves standards,
but displacement can be used as a justification to withhold funding.

Effects on local communities

Effects arising from the site on local communities are even more difficult to monitor.
Identifying the effects directly linked to the site, (for example road traffic) or to local residents
are important tasks. These effects are best measured by asking people how much they agree
with a statement, for example:

‘Local residents are the people who mainly suffer from living beside site X.’

You should then record their responses using a scale of one to five (for example, one =
strongly agree, two = agree, three = neutral, four = disagree, five = strongly disagree). 

Hints&Tips20

The Scottish Wildlife Trust reserve of Handa Island attracts 5,000
visitors a year, including many overseas visitors. For most, visiting the
reserve is the main reason why they are staying in North West
Sutherland. Visiting the reserve is usually a full day and needs
accommodation in the area, the night before and the night after. As
a result, up to 5,000 people may be spending around £80 each in
the local economy.
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Monitoring service quality

- monitoring why people visit a site

Every visitor has a reason for visiting a site. Research suggests that
visitors’ experiences (both good and bad) on a site are related to the
reasons people have for visiting sites and their expectations.

A recent workshop in Glencoe identified the following experiences that visitors to this area
could be seeking.  The following list proved useful, but is not exhaustive!

• Connect with the past
• Access the iconic
• Personal challenge
• Connect with natural world
• Connect with sublime
• Space to be social
• Surprise
• Seeking relaxation

Hints&Tips21

Visitors use quality to define their experience at your site. 

Tool14
Measuring the quality of a visitor experience

You can measure visitors’ expectation of quality by asking them to score a set of statements
or questions. You should measure expectations before and after a visit.  There are four basic
areas that a customer uses to assess a service.  

• Reliability – the ability to deliver the promised service.
• Responsiveness – the willingness to help customers and provide a service.
• Assurance – the knowledge and professionalism of employees and their ability to earn 

trust and confidence
• Tangibles – the appearance of physical facilities, equipment, staff and communication 

materials

Of these, reliability is usually the main issue in providing a quality service. Friendly, caring
staff and a tidy site rarely compensate for an unsatisfactory product. Effectively measuring if
the site has met visitors’ expectations is a real challenge.  You should measure these areas
using a scale as in Hints and Tips 20.

In any site visit there are a number of ‘moments of truth’ during
which the visitor judges the quality of the site. Clean toilets and friendly
staff are just some of the moments that can make or break a visit.
Research suggests that if a visitor has had a bad experience they will
tell 15 other people. 

You can identify moments of truth using the ‘Visitor Journey’. The
moments of truth mark the points at which you need to ask for feedback
on the visitors’ experiences. 

You should have many opportunities to turn visitors’ experiences from an
ordinary one into a memorable one. These experiences could bring
significant benefits to the site in the form of income, membership or a
recommendation to another potential visitor. Delivering quality is about
doing better than visitors’ expectations and making them feel special. 

Tool15
The visitor journey

At a large countryside (one that usually has more than 50,000 visitors a year), the typical
moments of truth in the visitor journey might include the following.

The effectiveness and quality of:

• printed material, and website and phone enquiries, before the visit;
• signage on and off site;  
• the approach and entrance gates; 
• parking areas for cars, coaches and bicycles;
• the entrance area;
• how welcoming the site is for all visitors (for example, children, elderly people, disabled 

people and people who do not speak English);
• how visitors’ property and pets are treated (for example, security, exercise areas, water 

and waste bins);
• the appearance of the building, the site and the grounds and how easy it is to move 

about in them; 
• appearance of staff and their body language;
• how welcoming and friendly staff are;
• staff knowledge;
• fittings and service in the shop;
• fittings and service in the restaurant;
• displays and presentations;
• the guides, rangers and interpretation services;
• maintenance staff;
• toilets and baby changing areas;
• responses to visitors’ questions;
• information relating to the local community;
• the system for when visitors leave the site;
• ongoing contact through membership, letters of thanks and repeat visits; and
• dealing with complaints – on the site and after the visit
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Feature Effect Technique

Physical effects Paths wearing away Fixed-point photography
litter, fires, vandalism Number of incidents

Biological effects Trampling on vegetation Fixed-point photography
Disturbance to wildlife Counts and breeding

success

How the site is used Visitor numbers Counters
(site stress)

Economic effects Visitor contribution Questionnaire

Visitor experience Not meeting, meeting Questionnaire
or doing better than
expectations

Community experience On community life Appraisal questionnaires

Health and safety Visitor safety Inspection (see Module 3)

A sample process for monitoring a small countryside site might include
the features and techniques shown in Tool 16 below.

Tool16
Sample monitoring process

Analysing, presenting and applying results

The skills to carry out monitoring, and the ability to analyse and present
the results, must be available to the site.

• A pre-printed format will help you to collect information consistently.
• Information should be objective and reliable, particularly if you are 

going to provide it to stakeholders or use it to support a decision. 
• You need to carefully plan when to analyse and release information,

including any media presentation.
• You should review any management actions or failures to act arising

from the monitoring information with any relevant stakeholders.
• You should properly document any changes to the monitoring 

process to make sure it is consistent and accurate.
• It is essential when presenting the results that they are in a form that 

is easy to read, particularly if you want it to be understood by 
people who may struggle with technical language.

c. Examples of best practice

Visitor research at Glentress

Forestry Commission Scotland is involved in an extensive research
programme called Forest and Society, which forms part of the Forestry
Commission’s research strategy. The general aim of this programme is to
develop a better understanding of the ways forestry can benefit society
and how these benefits may be delivered.  Different groups in society
use forests and woodlands in different ways and a better understanding
of this is essential for managing the forests in the future.

Focus group work was carried out at Glentress Forest by a professional
market research company. To get in-depth information and gain an
understanding of the things that influence the quality of particular visitor
groups’ experience, during a visit to Glentress and forests in general, a
series of focus groups were held with dog walkers and mountain bikers.

Discussions with the focus groups included:

• the trips taken to the countryside by the different types of people 
spoken to (dog walkers and mountain bikers); 

• where these trips were taken; 
• what activities were carried out and the reasons for taking trips; 
• how the people in the groups distinguished between forests and 

woodlands;  
• the positive and negative associations connected with forest visits; 
• the specific parts that ‘make up’ a forest and how important they are

to different types of users; and
• what can make a forest visit worse than expected for different types

of users.

The results were given to the site manager to shape how visitors were
managed in the future.

Social effects and visitor surveys at St Abbs

- community and stakeholder consultation and a feasibility
study

The community consultation:

• examined what effects an increase in visitors would have on the 
local community;

M4M4



92 93

• gathered information on how the local community used the reserve 
and how local people rated the performance of National Trust for 
Scotland (NTS) as reserve managers; and  

• asked their views on upgrading the old school to a new visitor 
facility.

This contributed to a large-scale feasibility study for a new centre,
during which many other stakeholders from relevant organisations to
local businesses were consulted. The consultations raised many issues,
some far beyond the scope of NTS’s work.

- visitor surveys

NTS recognised that they didn’t know enough about their visitors and
what their expectations were.  This was tackled by carrying out three
different surveys, two of which were started by other organisations.

For a simple cost-effective survey, they employed a student to gather
information on visitors. Visitors were also asked: 

• why they came;
• what was important to them about the site; and
• what they thought about issues relating to visitor numbers, including 

‘how did they feel about more visitors on the site?’.  

The survey also monitored the impact of visitors and identified a method
for measuring this based on the effect of trampling and paths wear and
tear using a simple scoring system.

At the same time, SNH carried out a visitor survey as part of the
National Nature Reserve review, and the Scottish Borders Tourist Board
carried one out in St Abbs village.

Further information was gained from a second postgraduate student
examining the contribution of tourism to the local economy in St Abbs
and the community’s views on tourist activities. A third student, in the
second year of a three year PhD, studied the relationship between
visitors on the cliff path and the success of seabirds breeding.

d. Case studies

Good, well-planned effective schemes for monitoring visitors are not
common at countryside sites in Scotland. The following monitoring
processes have been set up as a result of conditions attached to planning
consent. They follow some of the North American principles aimed at
large wild areas in but have been amended for Scottish conditions.

Managing visitor effects at the Nevis Range ski resort

Up to 220,000 people visit the Nevis Range ski resort each year on the
hill called Aonach Mor, near Fort William. These numbers of visitors
could lead to an increase in the amount of bare ground and so to
erosion. This could then increase the amount of sediment in streams used
for generating hydro electric power and so increase wear on turbine
blades. A condition of granting planning permission in 1986 was to put a
monitoring scheme into practice. 

The monitoring scheme used is a form of the 'Limits of Acceptable
Change’ (LAC) ecological monitoring and management system. For the
scheme to be successful, stakeholders need to get involved by identifying
issues and concerns and setting quality standards. If a standard is
exceeded, this triggers a management response. An LAC system has
been in place on Aonach Mor since 1989 and is monitored each year. 

Features, including the trampled and bare widths of footpaths, vegetation
cover on ski runs and around pylon bases, and erosion in ditches, are
monitored each year and their responses to management actions are
assessed and reviewed as necessary. The outcome of recent monitoring
(2003) showed that there was no difference between the amounts of
bare ground in and out of the ski area compared to 2001. Since 1995,
the amount of sediment collected from the main stream has gone down
by more than half. It is considered that detecting and managing the
ecological changes taking place in the resort have helped to limit the
effects of the development. 

You can get more details by visiting www.nevis-range.co.uk
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Cairngorm Mountain monitoring scheme

The monitoring scheme on Cairngorm has been put into practice to
meet obligations covered by a section 50 and 49A agreement under
the Planning and Countryside Act Scotland. Under the Agreement, a
visitor management plan (VMP) must be in place to protect
neighbouring areas (which have been designated under the European
Union  Habitats and Birds Directive) from the possible effects of non-
skiing visitors as a direct result of the development.

To measure and manage environmental changes caused by the
development, the monitoring scheme will operate, where possible, on
the basis of Limits of Acceptable Change (LAC). Before the scheme
came into force measures were agreed to deal with unacceptable
environmental changes that take place because of the development.
Where measurements show that conditions have changed so much that
they are no longer acceptable, the agreed measures will be put into
practice.  Provisional LAC values and targets are proposed, based
where possible on best professional judgement. You can get more
details by visiting www.cairngormmountain.com

e. References for more information (the main 
references are in bold)

Eagles P, McCool S and Haynes C (2002) ‘Sustainable
tourism in protected areas, guidelines for planning and
management’
This book draws together practical experience from across the world,
and has particularly useful sections on managing visitors and the tools
for managing visitors.

Laws E, (1998) ‘Conceptualising visitor satisfaction management in
heritage setting: an exploratory blueprinting analysis of Leeds Castle,
Kent’ Tourism Management Volume 19 Number 6 pages 545 to 554.
This describes the use of visitor diaries.

Know your market www.scotexchange.net
Scotexchange contains essential information for any site manager.

Ryan C,and Montgomery D (1994) ‘The attitudes of Bakewell residents
to tourism and issues in community responsive tourism.’ 
Tourism Management 1994 Volume 15, number 5 pages 358 to 369    

Rome A (1999) ‘Tourism Impact Monitoring: A review of
Methodologies and Recommendations for Developing Monitoring
Programs in Latin America’

Scottish Natural Heritage (1993), Visitor Monitoring Training Manual. 
(To be revised)

Scottish Natural Heritage (2000) ‘Guidelines for Collecting Visitor
Information from National Nature Reserves.’  
Unpublished report by System 3 and Speyside Surveys.

Scottish Tourism Multiplier Study 1992 to 1993 
Volume 1 Main Reports, Volume 2 Technical Manual, Volume 3
Reference Manual of Tourism Expenditure.  Survey Research Group.
This is available from the Stationery Office.

Sidaway, R and Thompson D B A (1991), ‘Upland Recreation: the Limits
of Acceptable Change’ Ecos 12.1

The Visitor Attraction Barometer (www.scotexchange.net)
The barometer allows the comparison of your site with others in similar
sectors or neighbouring sites. 

Zeithamal V, Parasuraman A, and Berry L (1990)
‘Delivering Service Quality’, the Free Press, New York
This book gives a useful background to measuring visitors’ experiences.
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Module 5

Analysis and assessment

a. Why is this inportant?

Any type of management system, including Management for People,
needs effective analysis and assessment.  Without a system, the
information you have gathered is devalued or even worthless. Analysis
and assessment lead straight to deciding what is an appropriate action
for the site.  

b. Guidelines

Management for People systems will fail if you:

• do not define SMART objectives and realistic indicators;
• settle for the current situation;
• do not gather enough information and set up monitoring; 
• overlook communication (and leadership); or
• do not use analysis and assessment.

Management for People systems will succeed if you:

• commit senior managers (leadership);
• communicate with stakeholders;
• set SMART  but challenging objectives;
• review needs comprehensively and consider the options; and
• evaluate and review results.

What is essential for you to know to meet objectives and
manage the site? 

Once you have identified what you need to know, other information
may be interesting but not essential. Evaluation is about analysing,
assessing and having evidence to justify your answers to the following
questions.

• Are your visitors safe?
• Are the ‘significant’ habitats, species and built heritage (including 

archaeology) on your site protected?
• Are your visitors satisfied with their experience at the site?
• Are local people generally satisfied with the site?
• Is the site contributing positively to organisational objectives, and 

are your managers satisfied with the site performance?
• What are short, medium and long-term trends and their implications?

You need to know where the site will be in 10 or 15 years when you
carry out analysis and assessment. You must understand the
organisational, local, regional, national and even the international
context of the site. You should be prepared for a lack of logic and
priority in others. 

The Thinking process

Edward de Bono made the distinction between vertical and lateral thinking. He described the
difference between the two by using the analogy of digging a hole. 

Vertical thinker tend to dig existing holes bigger and deeper in a way that accepts and
expands on existing work. The lateral thinker pauses to logically review the evidence and to
consider if the original hole was in the right place and may start digging in a different place,
exploring its potential instead.

You should consider the options and not necessarily deepen the same hole just because ‘this
is how we have always done it!’.

Hints&Tips22
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Tools and their roles Identify Describe Analyse Plan Put into Assess
practice

Brainstorming – generating bright ideas X

Cause and effect – analysing all possible X
causes of a problem

Checklist – collecting information X X

Flow chart – showing how a process works X

Gantt chart – relating project steps to time X

Patterns and trends charts – showing changes X
over time

Force-field analysis - identifying what is helping X
preventing change

Prioritisation matrix X X X X

PESTLE - analysing political, economic, social, X X
technological, legal and environmental effects

SWOT - analysing your strengths, weaknesses, X X
opportunities and threats

100 101

The analysis and assessment process

You should be careful when:

• analysing an issue by breaking it into parts to identify relationships 
between the part and the whole and finding the causes of problems;

• looking at ideas together and looking at the bigger picture so as to 
balance complex relationships;

• valuing activities;
• using intuition and experience (thinking laterally);
• using imagination to find new ways to overcome problems and 

anticipate what might happen before an event takes place;
• being creative and open to new ideas;
• asking others for advice; and
• timing reviews to fit the annual work plan and budget, funding and

reporting cycles.

Helping you to analyse and assess

There is a range of techniques you can use to deal with information. All
are proven management tools and are used across many sectors.  The
Scottish Executive website ‘Promoting Excellence in Scotland’
www.scotland.gov.uk has more details.

Here are some examples:

Brainstorming (holding discussions to generate ideas) is a useful first
step in gathering ideas. However, many ideas are not tested against
reality.

Cause and effect is a useful process of considering the effect first
and then tracing back to the cause. For example, at one site, high levels
of litter were traced back to an on-site shop by marking the bottom of
soft drink cans and then looking at the cans picked up as litter. The shop
no longer sells cans.

You will be familiar with checklists. These are quick and effective lists
to make sure tasks are comprehensively carried out. One site had a
health and safety checklist for children’s play equipment.  

Flow charts are used in module 3 Visitor care and welfare to
identify hazards.

A Gantt chart (developed by Henry Gantt in the early 1900s) is the
technical term for showing the progress of activities over time, much like
the planner on many office walls. Project management software uses
Gantt charts to forecast progress.

Patterns and trends charts are used, for example, to show how
visitor numbers go up and down each year, in different seasons, and
each day. They describe patterns of growth or breeding success. 

Force-field analysis allows you to give relative scores to issues
which are helping (positive scores) or preventing (negative scores)
change. 

A prioritisation matrix helps you to sort issues, stakeholders and so
on into a particular order.

PESTLE is the acronym for analysing the external political, economic,
social, technological, legal and environmental issues affecting the site. 

SWOT is the acronym for analysing the internal strengths and
weaknesses and the external (usually) opportunities and threats
affecting the site. 

Tool17
Tools for analysing and assessing
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The effective and legal handling of information (see also
module 4 Monitoring)

Handling information at its simplest is, for example, making sure that
visitor records (counters, ticket sales and so on) are logged, analysed,
stored and presented in a way that is useful to you. 

• Information must be easy to find and be compatible with similar
information that might be collected in the future.

• Information should be reliable, accurate and in a format that you 
can work with easily.

• Information is necessary in a wide range of tasks and is essential for 
the distribution of resources. 

• Technical plans such as those for health and safety, interpretation, 
maintaining facilities, managing resources and budgeting rely on 
good data.   

• If you are carrying out or buying monitoring work connected with
people, you must take care with collecting, storing and distributing 
sensitive information.

• You should also be aware that users have the right to see certain 
types of information you may hold, particularly if your site is 
managed by a public-sector organisation.

• There is very little case law (examples of actual legal action) to 
advise people recording and using information under Management 
for People. There are still legal grey areas where the implications of
the law or the risk of legal action (or both) are not always clear.

Tool18
Market Research Society Code of Conduct 1999

1. Personal information must be processed fairly and lawfully.
2. Personal information can be collected only for one or more specified and lawful

purposes, and must not be further processed in any way that does not match that 
purpose or those purposes.

3. Personal information must be adequate, relevant and not excessive in relation to the 
purpose or purposes for which it is processed.

4. Personal information must be accurate and, where necessary, kept up to date.
5. Personal information processed for any purpose or purposes must not be kept longer 

than is necessary for that purpose or those purposes.
6. Personal information must be processed in line with the Data Protection Act 1998.
7. Appropriate technical and organisational measures must be taken against personal 

information being processed unlawfully or without authorisation, and against accidental
loss or destruction, or damage to personal information.

8. Personal information must not be transferred to a country or territory outside the 
European Economic Area, unless that country or territory has an adequate level of 
protection for the rights and freedoms of data subjects in relation to processing personal 
information.

The Data Protection Act 1998

The Data Protection Act 1998 regulates the use of personal information

Personal information gathered for ‘research purposes’ is generally not
covered by the Act  if the processing will not have a negative effect on
the people referred to in the information. This allows information, such as
visitor survey information gathered for monitoring purposes, to be used
indefinitely as long as the personal information gathered is incidental to
the processing undertaken.

The Environmental Information Regulations 1992

Under these regulations, public organisations must be more open about
how they make decisions and about the information the decisions are
based on. The regulations apply to ‘information relating to the
environment’ in whatever form it is held (including written, visual, oral and
electronical). Information relates to the environment if it concerns:
• the state of water, air, soil, plants, wildlife, land and natural sites; or
• activities or measures that are likely to harm, or protect the

environment.

The Freedom of Information (Scotland) Act 2002 introduced
important new rights to access information held by public authorities and
requires a more proactive publication of information.  With certain
exemptions, members of the public can request access to a wide range of
publicly held information within a period of 20 days of asking. The Act is
fully operational by January 2005. 

Tool19
Information on wildlife

Information on protected species and habitats needs to be protected appropriately. The
National Biodiversity Network has procedures for handling this type of information. From
their seven principles, the first and second are most relevant to the Management for People
toolkit.

Principle 1

Information on wildlife should be easy to get access to so that it can be used for decision-
making, education, research and other purposes that benefit the public.

Principle 2

Making information on wildlife available should reduce the risk of damage to the
environment. If it is likely to have the opposite effect, availability may need to be controlled.

You can get more details on all this legislation from the websites in the
reference section.
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Set clear methods to allow auditing of your processes

Audit trails are an increasingly important part of financial management
and all management activity. Collecting and handling information
allows the raw material to be analysed to show where the site and its
visitors have been and intend to go. For health and safety, audit trails
are a real account of adequate attention to management, and it is
important that you maintain these records. 

Documented trends in visitor numbers or satisfaction levels can be
powerful arguments in showing the achievement of management and
policy goals and for attracting more resources. 

Use technology

The Countryside Management System (CMS) is one type of software
that some site managers use. Technology is moving so quickly with new
software appearing all the time. Difficulties are mainly related to: 

• the cost of licences for maps;
• the operating hardware of site computers being unable to handle 

new software; and
• training staff.

However, geographical information systems (GIS) are becoming an
essential tool for many sites. Map-based systems can display different
layers of information very effectively. Here are some examples.

• A GIS being developed by the Joint Research Centre of the 
European Commission for analysing and managing EU conservation 
sites at a scale of 1:100,000 (www.gi-gis.jrc.it/nat2000).

• Through the National Biodiversity Network, users of Recorder 2002 
can have access to Ordanance Survey 1:50,000 scale map tiles.
(www.nbn.org.uk)

• Recently work has been carried out in Hampshire on LaMIS (Land 
Management Information System). LaMIS is the UK's first on-line 
resource that provides farmers and land managers with easy access 
to public information about their land. It will help with planning and 
make it easier to take advantage of agri-environment schemes. The 
system could readily be expanded to include visitor management 
information independently or as part of a whole site plan. It is 
available free of charge at  www.lamis.gov.uk 

• The pilot system, based on a downloadable GIS base map,
combines map-based information from public authorities with
interpretation and guidance and tools that are easy to use for 
making maps.

What to do with the results of evaluation

The short-term Management for People cycle is made up of:

• action on the ground;
• monitoring;
• evaluation.

Once you have evaluated the results of monitoring and compared them
with the agreed objectives, you and stakeholders must decide what
action is needed if the objectives are not being met.  This should tie into
current budget and technical plan cycles for the site (3 to 5 years).  The
effects and uses you identify on a shorter timeframe can be included in
yearly reviews or work plans.

The longer-term cycle (including wider-ranging reviews of basic
information and vision statements) could be carried out, perhaps every
10 to 15 years. These should take account of outside influences for
example, agricultural reform, climate change, transport, health and
population change.

Changing Consumers

People are living longer than ever before. Those approaching retirement are wealthier and
more active than previous generations and are looking for a quality experience rather than
just a destination.

People are generally working longer hours with less job security. This group is taking more
short breaks and choosing destinations where they can get away from it all. 

More and more people are living on their own or have no children. This creates a growing
market of people with no dependants and high disposable income who will choose to take a
holiday based on their own specific interests.

People are staying in education longer and entering the workforce later. Education is
traditionally an indicator of the ability and willingness to travel.

Hints&Tips23
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Assess your site through quality assurance schemes

Site quality assurance is a process which allows sites to compare
themselves against a national standard. Independent checks are carried
out both through ‘announced’ and ‘unannounced’, ‘mystery’ visitors and
inspections. Many public-sector sites are covered by these standards for
example, all Forestry Commission sites must follow the United Kingdom
Woodland Accreditation Scheme. Most tourism facilities will be linked
to a relevant VisitScotland quality-assurance accreditation.

Tool20
Quality assurance schemes that are suitable for countryside sites

Mainly buildings and immediate grounds

• Green Tourism Business Scheme 
www.green-business.co.uk

• VisitScotland Visitor Attraction Scheme
www.scotexchange.net/txtonly/business_development/qa

• VisitScotland Accessibility Scheme 
www.scotexchange.net/txtonly/business_development/qa

• VisitScotland Walkers and Cyclists Welcome 
www.scotexchange.net/txtonly/business_development/qa

Beaches

• Encams standards for Beaches www.encams.org

Forests

• United Kingdom Woodland Accreditation Scheme (UKWAS) 
www.forestry.gov.uk/ukwas

All sites

• British Telecom Countryside For All Standards
www.fieldfare.org.uk/cd-gpg.htm

Area-based initiatives

• European Charter for Sustainable Tourism in Protected Areas 
http://europarc.org/international/europarc.html

There is a range of international, national and local awards which
countryside sites can enter as a method of assessing themselves against
other similar sites.

Award schemes that are suitable for countryside sites include the
following.

• Thistle Awards: Tourism and the Environment
www.scotexchange.net

• British Airways: Tourism for Tomorrow Awards
www.britishairways.com/travel/crt4t/public/en_gb 

• Interpret Britain 
www.heritageinterpretation.org.uk/awardsidx.html

• You can get details of other awards from www.greentourism.org.uk
and www.environmentawards.net

c.   Example of best practice

These sites have analysed and assessed their product and market to
secure funding and deliver a high-quality visitor experience.

Urquhart Castle (www.historic-scotland.gov.uk)
This castle on the edge of Loch Ness is a five-star visitor attraction with
a Gold Green Tourism Award.

Scottish Seabird Centre (www.seabird.org)
This centre in North Berwick is a five-star visitor attraction with a Gold
Green Tourism Award and won of the Tourism and Environment Thistle
Award in 2002.

Clyde Muirshiel Regional Park (www.clydemuirshiel.co.uk) 
Park communities were asked for their views on the future of the part.
These views are now reflected in the park strategy. The Park won a
Thistle Award for their provision for people with a wide range of
abilities. 
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d. Case Study

Lochore Meadows Country Park

Lochore Meadows Country Park managers used a ‘participatory
appraisal’ process to gather and analyse information from users.  The
study was advertised in the local newspaper and in shops, libraries and
local offices. The study involved 147 people over two days.  Several
meetings with groups were organised but most discussions were
unplanned.

The study has produced a lot of information.  The following is a
summary of the main issues raised:

• Concerns about the amount of dog fouling.
• Concerns about safety after dark.
• Concerns about water quality.
• Concerns about café prices and opening hours (including toilets).
• Conflicts between different users.
• Lack of knowledge about park facilities and activities.
• Lack of activities for teenagers.
• Appreciation of how clean the park is.
• Appreciation of educational value.
• Appreciation of variety of activities for different users.
• Appreciation of how easy it is to contact the park manager.
• Appreciation of the park’s representation of history.
• Importance of the park for children and youths.

Proposals for changing the make-up of the advisory group were
drafted.   The preferred option was to change the make-up of the group
to more accurately reflect stakeholders and to hold an open annual
general meeting.  No change has been yet been made due to the
political nature of the current group.

Challenges

The biggest challenge to the managers was to carry out new work
during an extremely busy summer.  The survey needed at least a week
to prepare and put into practice.  The results are still being analysed.
Managers believed that giving priority to the process needed ongoing
commitment.

Benefits

Managers believed that the main benefit of the pilot was the
opportunity to look again at the management of the country park. Gaps
in existing information were identified despite the large amount of
information that was routinely collected.

Analysis and evaluation

The participatory appraisal technique involved open discussion with
people and produced a wealth of results.  Although the managers
already know a lot of the information, there were many new and
valuable insights.  

What next

Managers believed that the results of the survey should be developed
into action points. People who took part have already received
feedback and this should be an ongoing process.

The survey identified gaps in information and further work is needed to
find out the views of weekend visitors.  Following the pilot, Fife Council’s
Countryside Section is considering training a team in participatory
appraisal to use the process throughout Fife.

In the medium term, managers believe that the consultation process
needs to be amended so that it can be part of the sustainable
management of the park.  Stakeholders need to be offered the
opportunity to be more regularly involved in the management process.
The key to this appears to be redefining the advisory group.
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e. References for more information (the main 
references are in bold)

The Data Protection Act 1998  www.dataprotection.gov.uk

Edward De Bono 1985  ‘Six Thinking Hats’ Penguin
A classic text on lateral thinking. 

Environmental Information Regulations 
www.hmso.gov.uk/si/si1992/Uksi_19923240_en_1.htm

The Freedom of Information (Scotland) Act 2002
http://www.scotland-
legislation.hmso.gov.uk/legislation/scotland/acts2002/20020013.htm

Market Research Society – Code of Conduct
www.mrs.org.uk

National Biodiversity Network
www.nbn.org.uk/downloads/files/DataExchange%20prin
ciples%202002.pdf
A useful website created by the National Biodiversity Network Trust
which gives useful information on managing data.

Promoting Paths for People: a marketing guide and toolkit,
2003 www.pathsforall.org.uk
This comprehensive guide gives excellent advice on many of the
subjects contained in this toolkit. 

Scottish Executive – Promoting Excellence in Scotland 
www.scotland.gov.uk
This presents a set of management systems and analysis tools, mainly
aimed at commercial companies and public-sector organisations but
also apply to sites.

Consulting the Community: The Handbook.
Fife Council and Community Scotland (www.fife.gov.uk).
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