
program evaluation 

WILLIAMSPORT PRESERVATION TRAINING CENTER 

NATIONAL PARK SERVICE / DENVER SERVICE CENTER 



PROGRAM EVALUATION 

WILLIAMSPORT PRESERVATION TRAINING CENTER 

Prepared by: 

James D. Clark 

William W. Howell 

Mary D. Wylie 

Duane J. Venner 

EVALUATION TEAM 

RECOMMENDED BY: 

DUANE J. VENNER, EVALUATION TEAM CHAIRMAN 

<#U^ 2£ /98S 

DATE 

CONCURRED: 

GERALD D. PATTEN, ASSISTANT MANAGER, NORTHEAST TEAM 

APPROVED BY: 

DENIS P. GALVIN, MANAGER, DENVER SERVICE CENTER 

DATE 

DATE 



Table of Contents 

Page No. 

1 Introduction and Acknowledgements 4 

2 Executive Summary 5 

3 Background 8 

4 The WPTC Organization 9 

5 Mission and Goals Statement 10 

6 WPTC Trainees 11 

7 Training 12 

7.1 Improving Training Opportunities for Trainees 12 

7.1.1 General 12 

7.1.2 Trainee Details to DSC 14 

7.2 Training Opportunities for Others 14 

7.2.1 Details to WPTC 15 

7.3 Technical Bulletins 16 

8 Projects 16 

8.1 Completed Projects 16 

9 Role of Curriculum Review Committee 18 

10 Administration 21 

10.1 Funding 22 

10.1.1 Funding for overhead 22 

10.1.2 Project Funding 23 

10.2 Reconciliation 24 

10.3 General and Administrative Overhead 24 

10.4 Project Accounting 25 

10.4.1 Overhead 25 

10.4.2 Payroll 25 

2 



10.4.3 Direct charges to projects 26 

10.5 Timekeeping/Payroll 26 

10.6 Imprest Fund 26 

10.7 Purchasing 27 

10.8 Travel 27 

10.9 Equal Opportunity 28 

10.10 Personnel Management 28 

10.10.1 Staffing/Classification 28 

10.10.2 upward Mobility 29 

10.10.3 Training Agreements 29 

10.10.4 Placement 30 

10.10.5 Performance Appraisals 31 

10.10.6 Workers' Compensation 32 

10.10.7 Mandatory Training 32 

10.11 Equipment 33 

10.11.1 Library 33 

10.11.2 Computers 33 

10.11.3 Xerox 34 

10.12 Facilities 34 

11 Safety 34 

12 Public Relations 35 

13 Coordination 35 

14 Future 35 

14.1 Institutionalization 35 

14.2 NPS Trends 36 

14.3 Future of WPTC 36 

3 



1 Introduction 

This report of the Wiiliamsport Preservation Training Center is the fourth 
evaluation to be completed under the Denver Service Center project 
evaluation program. However, it is the first evaluation of a program 
rather than a project. Previous reports evaluated "how well completed 
facilities serve their intended purposes and meet visitor needs" (Cowpens 
Project Evaluation Report, January 1985). The primary purpose of WPTC is 
to provide historic preservation/restoration training to NPS employees 
through hands-on execution of projects by trainees. 

The general onsite evaluation was conducted during the week of March 4-8, 
1985, by Mary D. Wylie and William W. Howell. An evaluation of financial 
administration was conducted during the week of February 25 to March 1, 
1985, by James D. Clark. A safety evaluation of the Wiiliamsport, Maryland 
facility was conducted during the week of April 29 to May 3, 1985, by 
Kenneth R. Rueff, the DSC Safety Officer. Mr. Rueff's report is included 
under Appendix 1. 

The primary objectives of this evaluation were: 

1. to review the training provided by the WPTC to its trainees and others 
in NPS 

2. to review the organization of WPTC and its place in NPS 

3. to review the role of the WPTC Curriculum Review Committee 

4. to review the administration of WPTC 

5. to review the personnel management practices of WPTC 

6. to review the selection process of trainees, and placement of graduates 

7. to review project selection by WPTC 

8. to review WPTC's project performance 

9. to evaluate the fitness of WPTC facilities and equipment for the 
program 

10. to recommend any appropriate changes to the program to improve the 
performance of its mission 
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the Rocky Mountain Region and Washington office; and the NPS Chief 
Historical Architect and staff. 

2 Executive Summary 

Since its inception in 1978, the Williamsport Preservation Training Center 
(WPTC), provides the only comprehensive, professional Servicewide training 
in cultural resource preservation. Similar training is not known to be 
available elsewhere. It is critical therefore that the WPTC program be 
very effective in meeting its objectives. It is our hope that this 
evaluation report will be helpful in that regard. 

A summary of our major findings and recommendations follows: 

1. WPTC's organizational placement (Northeast Team, DSC, soon to be the 
Eastern Team) has been effective and does not require change. DSC, with 
its emphasis in planning, design, and construction, is the most logical 
placement for WPTC. However, it is important that an individual on the 
team be assigned liaison responsibility for WPTC. 

2. WPTC's present location in Williamsport, Maryland, is satisfactory. 
Any similar location well-represented with historic structures would be 
equally satisfactory. Management needs to consider whether or not its 
present facility (in a flood plain) should be improved to meet minimum OSHA 
standards and building codes, or a new facility and site chosen. This 
decision should be made by the end of this fiscal year, so that FY 86 
funding can be requested for facility improvements. (See the May 29, 1985, 
DSC Safety Officer's report, Appendix 1.) 

3. A different name for the Williamsport Preservation Training Center more 
indicative of its status as a unique Servicewide program should have been 
chosen. Because of its present name identification, the Chief, WPTC, and 
the Curriculum Review Committee members do not now recommend changing it. 

4. The Mission and Goals statement (see Appendix 2) is basically good, but 
needs minor rewriting and official approval by DSC and WASO. NPS 
management should consider possible expansion of WPTC's role prior to 
finalization. 

5. Trainees should have a minimum orientation period at WPTC prior to 
being assigned to out-of-area projects. The appropriate length of the 
orientation should be based upon the trainee's prior experience and 
training. The recommended minimum competencies for the orientation period 
would include: WPTC program, NPS mission and organization, proper use of 
shop equipment, safety, paperwork, protocol, employee conduct, and property 
control. 

6. The training program should include training in project supervision, 
safety, and contract administration. Such training should be achieved 
through both formal training and/or through details of trainees. 

7. Several trainees mentioned the need to spend more time with the Chief, 
WPTC. To meet that need, the Chief should delegate portions of his duties 
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to the Assistant Chief. Creation of an administrative assistant position 
for WPTC would serve to relieve both the Chief and the Assistant Chief of 
numerous routine administrative matters. If the number of trainees is 
increased beyond its present level, additional supervisory personnel may be 
required. 

8. Training of individual park employees, as demonstrated by the 
three-month "Preservation of Historic Structures Training for Technicians" 
(received by 14 NPS park employees in 1985), is an important secondary WPTC 
responsibility. We recommend continuing the above-mentioned training and 
as opportunities arise, offering similar training for NPS professionals. 
However, travel ceiling for such training may need to come from the 
employing park/region or WASO instead of DSC. 

9. An analysis should be made of WPTC's travel needs and a strategy 
developed to cover the travel ceiling required by WPTC. 

10. Completed WPTC projects were found to be of consistently high quality, 
with final costs as agreed upon. The time and effort spent by WPTC staff 
in communicating with the park and regional staffs during project execution 
was evident to the team and appreciated by the clients. The last step of 
the project close-out should include verifying that both sets of cost 
records (WPTC's and park/region) are complete. 

11. A more systematic project selection process is of the utmost 
importance. We recommend that DSC chiefs of construction and section 
chiefs of historical architecture meet annually with the Chief, WPTC, 
during the workload analysis process to identify projects for WPTC. (The 
first such meetings took place June 25 and 26, 1985.). It would also be 
appropriate for NPS management to determine whether WPTC can be given 
priority for non-DSC projects, particularly with the trend toward regional 
preservation centers. Standard procedures in project selection should be 
established. 

12. WPTC's project accounting system had a small flaw in its method of 
determining the final overhead amount. We recommend that the overhead 
derived from WPTC projects be applied directly to WPTC overhead, not DSC 
overhead. This action would more realistically reflect the level 
of WPTC self-support. 

13. The Curriculum Review Committee is meeting the objectives for which it 
was established, but its record-keeping is poor. In order to improve its 
record-keeping and to enhance its independence, we recommend a 
permerient secretary (the WPTC secretary would be our choice) and a 
rotating chair for the Committee^ 

14. The composition of the Curriculum Review Committee should include a 

WPTC graduate and a Chief of Maintenance with major historic structure 
responsibility. In addition, we recommend the selection process be 
expanded to systematically request nominations for new Committee members 
from regional directors. 
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15. New and present Curriculum Review Committee members should be advised 
of their committee responsibilities and expected length of assignment. 

15. Curriculum Review Committee members serve as mentors or advisors for 
individual trainees. It is critically important that the advisor-
trainee relationship be strengthened. We recommend early assignment and 
contact and also that the advisor contribute to and sign the trainee's IDP. 

17. WPTC currently receives approximately one-third of its funding from 
DSC overhead and two-thirds from projects. With the budget projections and 
decreased construction program for FY 86 and beyond, it is appropriate and 
is appropriate and we strongly recommend base-funding for all WPTC 
overhead. 

18. A major problem associated with the financial record-keeping at WPTC 
involves the lack of successful reconciliation of WPTC's manual records 
with PARMS. FARMS (Program Administration Reporting and Manpower 
Scheduling) records must be made available to WPTC on a monthly basis and 
reconciled monthly. If the reconciliation problems continue, they should 
be . documented and submitted for action by DSC management. It is also 
important that financial decisions (budget, project, etc.) be communicated 
in writing in addition to verbally from DSC and RMR to WPTC. 

19. Continued service agreements are not in use at WPTC. Thus, trainees 
and graduates have no written committment to complete the training or to 
remain with the NPS after graduation. We recommend that Personnel and WPTC 
develop an appropriate agreement (sample included in Appendix 3) and 
institute its use. 

20. In order to maximize the benefit to the NPS, we recommend that WPTC 
graduates placed in craftsmen positions be assigned one or more 
apprentices. Such an apprenticeship program would have a multiplier effect 
on the number of well-trained historic preservation specialists throughout 
the NPS. 

21. The team found that performance appraisal records at WPTC are 
inadequate. The standards are more of an elaboration of the performance 
elements than descriptions of what fully acceptable performance is. The 
standards need to be rewritten to describe fully acceptable performance. 

22. The Assistant Chief, WPTC, requires additional supervisory training. 
He must have 40 hours of such training as soon as possible, as well as 
another 40 hours by March 1986. The Chief, WPTC, is current on his 
supervisory training requirements. 

23. The Assistant Chief's supervisory probationary period was completed 
without probationary evaluation or certification, as required by the Civil 
Service Reform Act. Even though his probationary period is now completed, 
the certification should still be done. 
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24. The Upward Mobility trainee at WPTC requires a formal training 
agreement and timely training plan. Mandatory quarterly progress reports 
are also required. We recommend that the PMR Personnel Office include 
roles and responsibilities in its new Upward Mobility plan. 

25. The technical library at WPTC needs to be re-organized and is missing 
some major reference manuals/periodicals. A suggested listing of manuals 
and periodicals recommended for inclusion in the library were provided to 
the Chief, WPTC. Once the library has been expanded, it may be appropriate 
for a NPS librarian to spend one or two days total at WPTC to improve its 
organization. 

26. WPTC has been requested to participate in the preparation and issuance 
of technical bulletins, disseminating information to other historic 
preservation practitioners. 

27. WPTC currently does not use computers. We recommend that WPTC analyze 
its needs and prepare a recommendation concerning those needs (if any) to 
management. 

28. WPTC should be consulted and involved in the development of the 
apprenticeship program for historic architects now under consideration. 

3 Background 

The Williamsport Preservation Training Center (WPTC), located in 
Williamsport, Maryland, is organizationally in the Northeast Team, Denver 
Service Center (DSC), National Park Service. WPTC was established in 1978. 
Its objective is to develop trainees with modern craftsman and/or 
architecture backgrounds into Exhibit Specialists and Historical 
Architects. Graduates receive a broad background in 17th, 18th, and 19th 
century craft techniques and historic restoration/preservation philosophy. 

The training period normally lasts from two to three years, depending on 
the trainee's background and placement goal. Once training needs are 
determined, a training plan/Individual Development Plan (IDP), including 
formal and on-the-job training and self-development, is prepared. The 
training/IDP is to be updated every six months. 

On-the-job training is accomplished through the completion of nationwide 
NPS construction projects. The trainees serve as project supervisors or 
hands-on craftsmen on a wide variety of projects selected to meet their 
individual training needs. WPTC specializes in historic 
preservation/restoration projects, although other projects may be selected 
when appropriate. 

The WPTC is headed by a Supervisory Architect, GM-13 (his functional title 
is Chief, WPTC). He reports to the Assistant Manager, Northeast Team, DSC. 
The Chief, WPTC, is assisted by a Supervisory Landscape Architect, GS-12 
(with Assistant Chief, WPTC as the functional title). The eight craft 
preservation trainees report to the Assistant Chief, WPTC, assisted by the 
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Project Support Exhibit Specialist, GS-11. The two architect trainees are 
supervised by the Chief, WPTC. 

As of April 30, 1985, WPTC had a staff of 20 employees at the following 
grade levels: 

WG-3 2 employees 
WG-9 6 employees 
WG-10 2 employees 
GS-5 1 employee 
GS-7 1 employee 
GS-9 3 employees 
GS-11 3 employees 
GS-12 1 employee 
GM-13 1 employee 

All WPTC employees but one are in the architecture, exhibit specialist, 
preservation trainee, carpenter, and laborer series. The exception is the 
secretary who provides administrative and secretarial support to the 
program. 

4 The WPTC Organization 

Several organizational questions were evaluated by the team. Those 
questions were: 1) Where should WPTC be located organizationally?, 2) Is 
its present geographical location appropriate?, and 3) Is its name 
(Williamsport Preservation Training Center) appropriate? 

WPTC's present location in the Northeast Team, Denver Service Center (DSC), 
has worked well. The DSC is the most logical placement of WPTC because of 
its emphasis on nationwide planning, design, and construction for the NPS. 

The team placement of WPTC could be viewed as geographically limiting, as 
it does not reflect WPTC's nationwide program. We assume that this will 
not be a problem in the future, as it has not been a problem in the past. 

WPTC is at the end of a fairly long chain of mail distribution, and is 
often the last part of the organization to be informed of sudden policy and 
administrative changes. With its employees dispersed to projects across 
the country, it is extremely important that WPTC be notified promptly of 
actions which affect its operations. Therefore we recommend that the 
Northeast Team designate a liaison person to be responsible for informing 
WPTC of such actions. 

Supervisory channels are occasionally crossed. The team would prefer the 
Assistant Manager communicate WPTC problems with the Manager, DSC. The 
Chief, WPTC, should feel free to similarly advise the Manager in his 
supervisor's absence. 
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The WPTC could be physically located almost anywhere, although its present 
geographical area is well-represented with NPS historic structures. The 
name, however, is not indicative of WPTC's status as NPS's only servicewide 
historic preservation training center. A different name would have been 
more appropriate in our opinion. A Curriculum Review Committee 
subcommittee recommended a name change for WPTC in a 1982 draft report. 
The Chief, WPTC, and the Curriculum Review Committee members have been 
discussing this issue for the past four years without agreeing upon a 
change. Since WPTC now has its reputation established, a change may no 
longer be appropriate. 

5 Mission and Goals Statement 

The current mission and goals function statement for the Williamsport 
Preservation Training Center is accurate and basically well-written. (See 
Appendix 2.) It is important that it be kept up-to-date as conditions 
change. For example, the Program Mission section states: "A Preliminary 
assessment in 1976 stated a need for 48 or more such specialists throughout 
the MPS...." This statement indicates a potential for Williamsport1s 
mission to be fulfilled someday and for the program to be discontinued. As 
existing specialists in NPS leave preservation for other fields, advance 
into management, or leave the NPS, replacements will be needed. Thus the 
need for Williamsport graduates within the NPS will presumably never be 
satisfied. We recommend the statement be deleted. 

A minor recommendation concerns the placement goal of Preservation 
Craftsman. The wording in that section is cumbersome. An effort should be 
made to improve its description. A possible description is included in 
Appendix 2. 

As time, staff, and funding permit, we recommend that WPTC's mission and 
goals statement include as a secondary responsibility, "Along with other 
NPS preservation centers and specialist, promotes the sharing of technical 
knowledge through technical notes, bulletins, etc." It is critical that 
the information available to Williamsport trainees through their 
instructors and through observation of design and construction failures be 
made available to preservation practitioners throughout the NPS. 
Publication of technical bulletins should be coordinated with recently 
established DSC procedures. Expansion of WPTC's role (including research) 
was also recommended in the 1982 draft report. Prior to finalization of 
the mission and goals statement, NPS management should review WPTC's role 
in NPS historic preservation and budget requirements. 

The mission and goals statement should have the written approval of the 
Manager, Denver Service Center, and the Associate Directors for Cultural 
Resources and Planning and Development. These approvals would contribute 
significantly to the "institutionalization" of the WPTC. By 
"institutionalization" we mean placing servicewide emphasis on the WPTC and 
making it a recognized entity with ongoing funding and policy support. 
This issue is addressed in more detail in the section covering the 
"future". 
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6 WPTC Trainees 

This section will discuss a wide variety of topics relating specifically to 
the trainees - their needs, met and unmet; their concerns; and their 
suggestions. The information came from surveys or interviews with 
graduates and their supervisors, interviews with each trainee, and a 
WPTC-initiated "wish list" (see Appendix 5). Some of the items mentioned 
in this section will be covered in more detail later. 

The items in the "wish list" that were determined to be trainee-specific 
were as follows: safety training, technical training, photography 
training, job rotation, sample forms/reports, more time with the WPTC 
Chief, travel procedures training, and tours of historic parks or 
buildings. 

None of the "wish list" items were consistently mentioned by the trainees 
as being high priority. The item ranked highest by the trainees was safety 
training. Safety training (along with safety equipment and procedures) was 
an area of concern for the team. With the trainees' irregular presence at 
WPTC, it is very difficult to provide needed safety training to all 
trainees in consistent fashion. It is very important for WPTC to provide 
consistently thorough safety training during each trainee's initial 
orientation. 

Several trainees identified a need to receive additional formal technical 
training. Funding is occasionally difficult to obtain and trainees have 
been unwilling to donate personal time (such as weekends) to attend. The 
present emphasis on on-the-job (project) training is demonstrated by both 
the IDPs and the expenditures. Although on-the-job training is very 
important, a well-rounded program should also include formal training in 
historic restoration and craft techniques such as programs offered by The 
National Trust for Historic Preservation, Cooper-Hewitt, Winterthur, and 
Williamsburg. Formal training will continue to be difficult to approve and 
funded so long as the budget constraints continue at DSC. Base-funding for 
WPTC overhead would solve this problem. 

The reference library (discussed later in further detail) plays an 
important role in providing technical training. Expansion and 
reorganization of the library is important in meeting the trainees' needs 
and providing access to adequate reference materials needed for project 
research. The team noted the local library is available to the trainees 
for such research. 

Several trainees mentioned the need for photography training (along with 
additional photography and darkroom equipment). We believe that the 
emphasis should be placed upon expanding photography manuals in the library 
and photography equipment. Access to a darkroom at WPTC fits in the 
category of "nice to have," but not absolutely necessary. Adequate access 
to custom processors, etc., is assumed. 
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Several trainees would like to see more job rotation. Because of the large 
size of some of WPTC's projects, some trainees have not had exposure to the 
wide variety of projects that the program hopes to achieve. If WPTC can be 
more "institutionalized" and given greater priority when projects are 
assigned, this issue would be less of a concern. 

WPTC employees would be assisted in processing paperwork if they were 
provided with samples of completed commonly used forms, completed reports, 
and thorough step-by-step instructions. Such a package would be of 
immeasurable benefit for trainees new to the intricacies of properly 
completing a wide variety of forms and writing reports. Instruction on the 
package could be included in the employee's orientation process. 

A number of trainees requested more time with the Chief, WPTC. As the 
technical expert at WPTC, his knowledge and advice are of great importance 
to the trainees when planning their projects or when unexpected problems 
arise. Delegating portions of his time-consuming duties to the Assistant 
Chief would be helpful in making more time available for the trainees. The 
creation of an Administrative Assistant position to assist both the Chief 
and the Assistant Chief with their numerous, routine administrative duties 
would be most effective in making more time available to the trainees. If 
the number of trainees is increased beyond its present level, it is 
important that the supervisory time needed per trainee be considered in 
determining the supervisory staff. 

One trainee suggested tours of historic parks and sites. We would place 
this item in the "nice to do" category. Hopefully this occurs during the 
course of project assignments. Such tours have been included in the 
trainees' IDPs. 

WPTC historical architect trainees should be technically supervised by a 
licensed professional architect so that their experience at Williamsport is 
creditable towards the professional experience requirements of the various 
state architectural licensing authorities. 

A preliminary proposal for a NPS apprenticeship program for historic 
architects was recently circulated for comment. WPTC should be consulted 
and involved in the development of such a program. It might be desirable 
for the historical architects apprenticeship program to include a detail to 
WPTC. 

7 Training 

7.1 Improving Training Opportunities for Trainees 

7.1.1 General 

The team found that the trainees were satisfied with their training 
opportunities as outlined in their Individual Development Plans (IDPs), but 
were concerned with the scheduling of the training between projects. 
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