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IN REPLY REFER TO:
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Memorandum
To: Associate Regional Director, Planning and Cultural Resources, SWR
From: Chief, Southwest Cultural Resources Center, SWR

Subject: Five-Year Plan

I am submitting to you the five-year plan for the Center. We have revised
the plan in numerous places -~ to respond to your concerns and ours as well,
after giving it much more thought. This document was done by the Center as
a whole, and represents our collective opinion on the various operations of
the Center. Preparation of the document was done during the time of year
when the workload was heaviest, and involved complex coordinations among
divisions; yet we feel it is a thorough document addressing all of the
appropriate concerns.

Many of the plan's goals involve on-going work so that definite starting and
ending dates cannot always be stated. Where we feel reasonably certain we
have added specific dates. In other instances we have stated goals which
can be accomplished at sometime within the five-year period.

We have prepared a summary and a chart which provides an overview of the

programs, positions and fundings needs, etc., which are stated more thoroughly
in the text of the document.
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Chief, Division of Anthropology, SWR, w/c enclosure

Chief, Division of Conservation, SWR, w/c enclosure

Chief, Division of Cultural Research, SWR, w/c enclosure

Chief, Division of History, SWR, w/c enclosure

Chief, Division of Special Programs, SWR, w/c enclosure

Chief, Submerged Cultural Resources Unit, w/c enclosure

Chief, Division of Interpretation & Visitor Services, SWR, w/c enclosure
Attention: Dave Brugge
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INTRODUCTION

The purpose of this Five-Year Plan is to take a close look at the current
status of the Southwest Cultural Resources Center, to determine the
directions the Center should take in the next 5 years, and to state where
the Center should be at the end of that period in termms of program
accomplishments and the scope of its responsibilities and functions.

The Center was established in 1976 and since then has responded to the
varied cultural resource management mandates and needs of the Southwest
Region as well as other Regions needing support in, for example, remote
sensing or submerged cultural resources. Since the Center's establishment,
role and function statements have existed which clarify the responsibilities
of the various divisions within the Center and of the Center itself.
Operating without the benefit of a long-range plan, the growth and
development of the Center has been accomplished without systematic
consideration of all of the Center's programs. This Five-Year Plan is,
therefore, an effort to take into account the present and anticipated
Cultural Resource Management (CRM) needs under the purview of the Center and
to provide a degree of system and order to the Center's future development.
It should be noted, however, that this document is in no way intended to be
a rigid, inflexible statement, binding, and precisely defining that
development. Rather, it is a statement of goals and objectives designed to
provide guidelines for program direction for the foreseeable future.

The Southwest Cultural Resources Center, the largest multidisciplinary
cultural resources unit in the National Park Service, currently has a staff
of over 50 employees.

The disciplines and programs encompassed by the Center are represented by
six divisions and two branches: the Division of Anthropology (including the
Branch of Cultural Data Systems); the Division of Conservation (Historic
Architecture); the Division of Cultural Research (including the Branch of
Remote Sensing); the Division of History; the Division of Special Programs
(Indian Assistance); and the Submerged Cultural Resources Unit (Underwater
Archeology.

These various divisions report to the Chief, Southwest Cultural Resources
Center. At times the divisions work independently of one another, but in
most instances two or more divisions are involved in any particular project
or program thrust. In this manner, the Center comprises a large group of
cultural resources professionals with interrelated interests and
methodologies, whose goals are achieved through close cooperation and mutual
assistance. Thus, the Five-Year Plan is a multidivisional document
reflecting the involvement of all disciplines.






IT A. PROGRAM FORMULATION

Current Status

There are two major project funding sources for Cultural Resources Management:
(1) the Cultural Resources Preservation Fund (CRP) and 2) the cyclic maintenance
project fund. The CRP, a five-year program established through the 10-238
process, is reprioritized annually according to criteria established by the
Washington Office (WASO). The cyclic maintenance fund is prioritized annually.
Programming for these projects is in the process of being systemized.

The Park Restoration and Improvement Program (PRIP) has provided badly needed

funds for preservation and research projects, all of which had been the res-
ponsibility of the CRP for years. As a result, a number of the most visible

and urgent preservation needs have been met. PRIP, however, provided only

project funds, not the base increases necessary to support park and regional
cultural resources staffs. Project design, monitoring, and completion reports
were provided by existing staff, supplemented by the Denver Service Center (DSC),
Vicksburg, and Williamsport. Without a budget analyst to monitor expenditures,
program accounting has been haphazard, uneven, and dependent on informal divisional
accounts. The burden has often fallen on architects, historians and archiologists,
thus placing extra demands on their valuable time. In addition, the cyclic
maintenance fund has received a base increase of more than one million dollars,
which must be spent effectively and efficiently. This makes the need for a
permanent budget analyst position even more urgent.

Because most cultural resources projects had been dormant due to insufficient
funds, superintendents were not motivated to update, revise, or initiate 10-238s.
With many of the long-standing maintenance and emergency projects now completed,
Superintendents and Regional staff must assess cultural resources needs and
program for appropriate projects, for example, ruins stabilization, cyclic
maintenance, curation, and specific research.

Few parks requested base increases for cultural resources during the 1986
budget call. Every park in the Region should submit specific program
increases to ensure that all of the cultural resources are properly managed
in accordance with NPS missions. Superintendents also need to be apprised
of needs, means, and justifications for more 10-237s and 10-238s.

Five Year Goals

1. By January of each fiscal year, new Regional cultural resources staff will
develop a balanced strategy for allocating more than one million dollars in cyclic
maintenance funds and a lesser amount in the Cultural Resources Preservation Fund
(CRP). Graphs, spread sheets, or some other means of showing the implementation
phasing of each cyclic and CRP project will be designed by March of each fiscal
year.

2. A Program or Budget Analyst will be hired to handle the complex accounts
associated with CRP and cyclic maintenance projects. Given the considerable
complexity of the Center's operation and accounting, the hiring of a program
or budget analyst is of the highest priority.



3. Regional cultural resources staff will continue to assess the cultural
resources needs of each park and provide feedback to the park staff.

4. Superintendents will be encouraged to revise and update Resource Management
Plans (RMP) to reflect new needs and priorities. Regional cultural resources
staff is available to assist in the revising of 10-237s and 10-238s.

5. On an annual basis, all new and revised 10-238s will be prioritized into
WASO's five-year plan using the CRP criteria. All non-prioritized projects
will be eliminated, regardless of length of time in the program.

6. The cultural cyclic maintenance program will also be systematized.
Maintenance Management Systems (MMS) will establish the comprehensive cyclic
needs of each park for which an MMS is developed. Strong data and justifications
from MMS may help to increase base funding for Regional cyclic maintenance
programs. In park areas without an MMS, cyclic maintenance projects will be
assessed and prioritized similar to the CRP procedures.

7. Regional staff will encourage Superintendents to complete 10-237s in order
to increase each park's base funding in cultural resources. In some instances,
the Regional Staff may assist parks in justifying additional increased funding.

8. Encouragement will be provided for park superintendents to hire
CRM specialists. Regional cultural resources specialists will assist Super-
intendents in programming and prioritizing the specialists' workloads.

Implementation Strateqy

The Cultural Resources staff of the Center will take the initiative and will
schedule visits to each park to assess the park's needs. Efforts will be made
to visit every park each year.

Recanmendations will be made to the Superintendent through a specific memorandum.
Viable cultural resources projects will be outlined and explicit 10-238s
recanmended.

The review of RMPs will continue, and each project will be documented thoroughly

in the park's RMP, before it is prioritized within the CRP. Review of 10-238s will
also continue; strong supporting statements by Regional cultural resources staff
will accompany the review document. Park staffs will be apprised by memorandum

of the current status of 10-238s, RMPs, and the prioritization of projects,

and Superintendents will be encouraged to revise, update, and initiate new
appropriate projects.

Maintenance Management Systems will be expanded to as many parks as possible
in the next five years. The data obtained will justify new 10-238s, 10-237s,
and increased funding in the cyclic maintenance program.

Annual memoranda from the Center will encourage Superintendents to assess their
cultural resources program and to plan additional projects as needed.



Administrative Details

The Program Analyst position will require one FTE. The funding will be
provided from the annual cyclic maintenance program, therefore no additional
funding may be necessary to implement the goals.



IT B. PLANNING AND REVIEW

Current Status

The Division of Planning and Design has invited cultural resources staff to
participate on planning teams in various capacities. While most planning

teams for cultural parks have CRM specialists as active team members, no

firmm policy requires their participation. Similarly, planning teams for
natural parks with National Register properties usually have cultural resources
specialists as consultants but sometimes only to ensure compliance with

Section 106. Presently, the current staff of the Division of Planning and
Design actively seeks the comments of cultural resources specialists for
important planning and design documents. The number of review documents,
however, is often overwhelming. As some documents are more relevant than
others to CRM, a system for identifying important documents should be developed.

Five-Year Goals

1. Beginning immediately, every planning document--General Management Plan (GMP),
Resource Management Plan (RMP), Development Concept Plan (DCP) etc.--which impacts
a cultural park will have a Regional or park cultural resources specialist as an
active team member.

2. Also beginning immediately, every planning document for a natural area, which

affects properties listed on the National Register will have a Regional or park
cultural resources specialist serve as a consultant, if not a full team member.

3. Every project completed by or for the Center will be assessed for its effect
on relevant existing management plans. The responsible investigator will be
required to prepare summaries detailing these effects, if any.

4. The Chief, Southwest Cultural Resources Center will identify those documents

to be reviewed that require explicit cultural resources expertise. The appropriate
Division Chiefs will be notified through a systematic method agreeable to all.

This process will be in effect by March 1, 1985.

5. Research designs should be reviewed by the Regional specialists in History,
Archeology, Historical Architecture, and Curation to ensure that the research
will not inadvertently hamm other resources not specifically addressed in the
design. In addition, the review process will acquaint all major disciplines
with the research proposal, thus allowing on-going or future research to be
coordinated more effectively.

Implementation Strategy

The implementation can be achieved as described in the goals. A review
procedure, similar to that of the XXX (Assessment of Effect) process will be

developed for research designs, as well as other documents. This process will
be in effect by March 1, 1985.

Administrative Details

No additional FTE or funding will be required.



IT C. RESEARCH
PROJECT TYPES

HISTORICAL STUDIES

Current Status

Historical studies include Historic Resource Studies (HRS), Historic Structure
Reports (HSR), National Register (NR) and List of Classified Structures (LCS)
forms, Historic Landscape Studies, Oral History Collection, and Special History
Studijes.

Historical studies are required by law, policy, and NPS guidelines. These
studies, as part of CRM, can seldom be contracted. Academic historians

deal with ideas rather than site-specific data; therefore, there are few CRM
historians in private consulting firms. Thus, most NPS historical studies are
done in-house by historians of the Denver Service Center (DSC), the parks,

or the regional offices by specifically hired and trained historians.

Currently Historical Studies in the Division of History are accomplished
by temporary historians, who either have been formerly employed by NPS or
have been trained by the Division Chief. Other historical studies are in
progress at DSC. Because the cost of DSC historians averages $50,000 per
study, the hiring of trained temporary historians is a more cost-effective
method than "contracting" with the DSC. Unfortunately, trained historians
general ly seek permanent employment and so are unavailable and cannot be
hired for future projects. Graduate students educated in historical
methodology can be trained in site-specific research, but 6 months or more
must be allocated for such training. The loss both of time spent in
training and of specifically trained historians results in inefficient and
ineffective methods of resolving the problem.

Recently finished were two Historic Vegetative Studies, funded by Division

of Natural Resources Management, for Fort Union and ET Morro, and a

Historic Scene Management Plan for Fort Davis. Currently two Historic
Resource Studies--Big Bend and Jean Lafitte, are underway. Historic

Resource Studies for Bandelier, Hubbell, and Fort Smith as well as E1 Morro's
photogrammetry study will be complete by December, 1984. Al1 the above
research has been or is being done with temporary historians. Under contract
are Oral History projects at Buffalo and Lyndon Johnson, Historic Vegetative
Study at Fort Smith, archeological monitoring report of Coca Cola Plant,

and a Farmlands Study at Hubbell. Denver Service Center is completing a
Historic Resource Study for Chalmette and Ranching Operations Study at
Lyndon Johnson.

Five-Year Goals

1. On July 2, 1982, in a memorandum to the Chief Historian, the Regional
Director listed the Historic Resource Studies needed for the Southwest
Region. If the CRP funds came through as programmed, by 1990 four of
the HRSs will be completed by in-house historians or those of the DSC.
National Register forms and Historical Base Maps will be a part of the
program. The Division Chief will monitor or supervise all studies.
Funding for HRSs, NRs, and Historical Base Maps came from CRP.
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2. Because of the increased level of funding in cyclic maintenance and the
resulting increased workload, additional Historic Structures Reports will be
required prior to preservation, stabilization, or project maintenance.
In-house historians will complete historical documentation and will work
with architects to synthesize the architectural fabric investigation before
the project begins. Funding for HSRs comes from Cyclic Maintenance
projects. The number of HSRs required each year will be detemmined by
January of each fiscal year.

3. A list of required National Register forms has been completed, and work
on the forms will continue as time allows. Pea Ridge and Canyon de Chelly
documentation are top priorities for FY 85. The LCS will continue to be
updated through the MMS and through HSRs.

4. The prioritized 1ist of Historic Landscape Studies is described elsewhere
in the plan. In-house historians will assist in these projects. Funding
will come from CRP or Natural Resources research projects.

5. Work on the Oral History Collection will be continued through contracts
with qualified oral historians. Lyndon Johnson, Buffalo, and Jean Lafitte
are on-going in FY 84, and the first phase of these collections will be
finished in FY 85. These contracts will be monitored by the staff of the
Divison of History. Funding will come from park sources or CRP. Some Oral
History projects may derive from HRSs. The funding will depend on programmed
10-238s and year-end monies from parks or Regional accounts.

Implementation Strategy

As previously mentioned, most historical studies will be done by in-house
historians. Since the cyclic maintenance funding level has been increased,
the number of Historic Structures Reports and necessary historical
archeological clearances will also increase. The workload and funding
requirements justify concomitant increase in staffing. One research

historian will be added to the Division of History to handle Historic
Structures Reports, historical archeological clearances, historical base maps,
and photogrammetry. Other research will be done by DSC or temporary
historians.

Administrative Details

One full-time permanent FTE will be required. The funding will come from
the cyclic maintenance account.



ARCHEOLOGICAL STUDIES

Current Status

Archeological studies include: archeological surveys for inventory and
evaluation, including underwater surveys for shipwrecks; surveys for
archeological clearance for construction projects; excavations for data
recovery in archeological sites which will be affected by construction or
stabilization work; archeological assessments (or archeological overviews);
test excavations to evaluate sites; and non-park sponsored research by
individuals or institutions. The results of these various studies directly
affect park management.

In conformance with the conservation ethic and current policy, all arche-
ological research must be as nondestructive as possible to the resource.
Excavations are Timited to those necessary for evaluation and data recovery;
surveys are non-collecting, whenever possible. Those wishing to do non-park
sponsored research in the parks are discouraged and urged to conduct their
research elsewhere in order to save archeological resources in the parks for
the future. This policy does not totally preclude excavations, for there
are certain important questions which can only be answered through test
excavations.

Archeological inventories have been completed for only six parks of the
Southwest Region. These include Aztec Ruins, E1 Morro, Chaco Culture,

Gila Cl1iff Dwellings and Pecos. The percentage of completion of the

survey in other parks ranges from 0 to 85%. Currently, intensive surveys
of Wupatki National Monument, Padre Island, and the Chacoan Cutliers are
being conducted and work has begun to initiate the Bandelier survey. These
surveys are required by the Historic Preservation Act of 1966 as amended,
and by Executive Order #11593, and are necessary for proper management of
the resources. Surveys of several of the parks have been programmed,
nevertheless the program will be updated to reinstitute projects which were
dropped from it a few years ago.

The Submerged Cultural Resources Unit is currently involved in writing
major reports on fieldwork at Isle Royale National Park and Point Reyes
National Seashore. The unit is emphasizing park specific research programs
consisting of three phases: assessment, survey, and inventory. The aim is
to build a cumulative base of knowledge about resources in each area
according to a standardized format. The approach is minimal-impact in
nature, allows effective use of newly generated monies including outside
donations, and follows a Servicewide system of priorities identified and
currently being refined in a Special Directive under preparation. Presently
scheduled field activities include work at Channel Islands, Golden Gate,
Padre Island, Wrangell1-St. Elias, and Isle Royale. Other brief studies
will be conducted in association with training activities at Assateague
National Seashore and Apostle Islands National Lakeshore.

The Division of Cultural Research is in the process of completing a long-
termm research project in Chaco Culture National Historic Park. This
project involved both survey and excavation, and has resulted in the
compilation of a great deal of data (over 40,000 items). Analysis and






