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A ruins preservation program is essential to provide a last defense against
the loss of these tangible symbols of America’s heritage.
An effective program can preserve the integrity, information and special
meanings that these places hold for this and future generations.
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The following four reports provide a summary of the activities of the Vanishing Treasures Program in Fiscal
Year 1998. The reports are:

1. The Management Summary which provides a brief overview of the Vanishing Treasures Program;

2. The Year End Report which provides an accounting of the fiscal expenditures of the Vanishing Treasures
Program, updates on the FY 99 budget, future projections, and an update on the activities of our Work
Groups;

3. The Personnel Report which provides information on the individuals that were hired in FY 98 utilizing
Vanishing Treasures funds; and

4. The Project Completion Report which provides a summary of the Projects that were implemented and
some of the accomplishments.

It is our hope that you will spend some time in reviewing these documents. We feel that they are an important
set of reports, for they clearly show what we feel must be done to insure continued support for the Program so
that we can continue to effectively deal with the “crisis of care” over the next decade.

Many individuals, including Park, Central Office and Washington Office staff, have worked together over the
last few years to insure the success of the Program. Indeed, while there is has been no single magic, our success
to date has been built from the grassroots up and is the result of hard work and patient. Clearly, the strong sup-
port, input, and direction received over the last few years from the Director of the National Park Service,
Robert G. Stanton, Deputy Directors Denis Galvin and Jackie Lowey, Associate Director for Stewardship and
Partnerships, Kate Stevenson and her respective staff, and the Director of the Intermountain Region, John E.
Cook and his respective staff, has contributed to this success. The parks benefiting from both the personnel
and project funding also deserve a strong measure of credit, particularly for their willingness to show a high
level of commitment to the ideals and sense of accountability that is so critical to the success of the Vanishing
Treasures Program. Lastly, the interest and understanding expressed by all of the staff of the Congressional
delegations represented by the 40 plus Vanishing Treasures parks, shows a remarkable awareness of the seri-
ousness of the situation, and a willingness to find solutions, when clearly the needs of equally important and
competing interests must be taken into consideration.

If you have questions or comments regarding our Year End Reports, please do not hesitate to contact me. For
more information regarding the Vanishing Treasures Program, contact Todd R. Metzger, Chief, Division of
Resources Management, National Park Service, Flagstaff Area National Monuments, 6400 N. Highway 89,
Flagstaff , Arizona, 86004, 520-526-1157, ext. 222, email Todd Metzger@nps.gov. Todd serves as the Coor-
dinator for the Vanishing Treasures Program.

Glenn Fulfer, Chair
Vanishing Treasures Program
Salinas Pueblo Missions National Monument
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Background to the Program

and began acting upon a critical weakness

that has become known as the Vanishing
Treasures Initiative. After 20 years of inadequate
funding, backlogged treatment needs, and a lack
of information on condition, thousands of
prehistoric and historic ruins at 40 :
plus National Park Service units in = Van
the arid west are threatened with e
severe deterioration and collapse.
These architectural resources, some
of which are World Heritage sites,
are important to our national
heritage, and hold significant

In 1993, the National Park Service identified

“ruins” important to our national heritage were
rapidly deteriorating to a point where there was a
“crisis of care.” Serious concern. was
expressed over the continued failure to prevent
or even deter increasing destruction and loss of
irreplaceable resources. This concern resulted in
the production of the 1993 video, “Vanishing
Treasures: A Legacy in Ruins,” by resource
managers from Salinas Pueblo
ey Missions National Monument,
"~ Chaco Culture National Historic
f Park, and Aztec Ruins National
~ Monument. The video prompted
o the development of the Vanishing
ce of Treasures Strategic Plan in 1995.
The plan was put together by the

meaning for a number of traditional Now there is an wtdema#le criszs same park resource managers and

communities as well. In addition,
only a few highly skilled
preservation craftspeople are
employed in the National Park
Service today, and many of these
are retiring after 30 plus years in
the service. The lack of funding has prevented
their specialized knowledge from being passed
on to a new generation of craftspeople.

Launching the Program

anishing Treasures is a grass-roots
\ / program designed to address both the

devastating destruction of these
irreplaceable historic and prehistoric structures as
well as the impending loss of preservation
expertise. The Vanishing Treasures Program got
off the ground when a handful of park managers
began comparing notes on the condition of their
prehistoric and historic architecture. The
consensus was very clear: unique and perishable

of care. And we need your

other interested resources
managers from other Vanishing

Former Nﬂtifmﬁl Park Service  Treasures parks. It was developed
Director Roger Kennedy

in cooperation and with the full
support of resource management
professionals from the
Intermountain Region’s Southwest and Colorado
Plateau System Support Offices. Finally, the
Vanishing Treasures Long-Range Plan was
developed this year by the recently formed
Vanishing Treasures Advisory Group and
Leadership Committee with the expressed intent
of presenting the National Park Service’s
strategy for dealing with this “crisis of care”
over the next decade.

The Program has received strong support, input,
and direction over the last few years from the
Director of the National Park Service, Robert G.
Stanton, Deputy Directors Denis Galvin and
Jackie Lowey, Associate Director for
Stewardship and Partnerships, Kate Stevenson
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and her respective staff, and the Director of the
Intermountain Region, John E. Cook and his
respective staff.

Laying the Foundation for the Next 10-
15 Years

Treasures Program. First, the program

seeks to eliminate resource loss by
addressing emergency project needs where
structures are in immediate, imminent danger
from natural erosive factors or the cumulative
pressures of visitation. Secondly, the Program
focuses on replacement of an aging workforce
that often has unique craft skills that will be lost
without the addition of new, younger workers
who have the opportunity to work with these
aging mentors prior to their retirement. Third,
throughout its lifespan, the Program strives to
move from a posture of dealing with emergency
projects and urgent personnel loss to a proactive
preservation program. Structures would be
evaluated, ranked, and the best preservation
options selected. Skilled craftspersons and other
professionals would have career status with
benefits and career development options
analogous to other segments of the Federal work
force in order to ensure work continuity in the
area.

Three primary thrusts define the Vanishing

To achieve the long-range goals of the Program,
four actions items were identified: 1) develop a
comprehensive computerized data management
system, 2) enact a career development and
training program, 3) establish adequate funding
levels to achieve specific goals, and 4) establish
clear guidelines for planning and accomplishing
preservation actions.

Of course, none of these actions can be
accomplished without money. The funding
needs are two-fold: 1) funding for emergency
preservation treatment projects, and 2) adequate
funds to train and develop a preservation
workforce. It is estimated that approximately $67
million is required to address all of the needs of

the Vanishing Treasures Program. Of that total,
approximately $59 million is needed to address
the emergency preservation needs. The
remaining $8 million is needed for developing
the preservation workforce.

Estimates from the parks themselves indicate
that the Vanishing Treasures personnel and
related workload deficits could be eradicated if
approximately 25-30 temporary and/or seasonal
positions are maintained in a number of parks
and approximately 65-70 technical craftspersons
and 50-60 archeologists or other specialists are
recruited using the intake program over the next
decade. In the long run, the boundaries between
these two aforementioned groups would become
less pronounced, resulting in a new kind of
employee: the preservation specialist. These
employees will augment the existing workforce,
although it should be remembered that many of
the most skilled and experienced workers will be
retiring before the next decade is completed.

Spread over 10-15 years, this roughly calculates
out to approximately $1 to $1.5 million and 3-4
new staff for each of the known and potential
Vanishing Treasures park units. Of course, the
actual funding amount and the number of
personnel that each park would need is
dependent upon the size, number, and
complexity of the Vanishing Treasures resources
within each park.

In Fiscal Year 1998, the first fully funded year of
the Program, $1 million was appropriated. This -
included $497,000 to address emergency
preservation projects, $493,000 to recruit and
training craftspeople, and $10,000 for
management of the Program. Increases will be
sought in subsequent years in an effort to satisfy
the objectives of the Program’s long-range goals
in the next 10-15 years.
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Management and Administration of the
Program

‘ J anishing Treasures is comprised of four
integrated components. Each

component has specific role and

functions as designed by the Vanishing
Treasures Strategic Plan and more detailed
workgroup statements, as summarized below.
Fundamentally, the management team is
responsible for guiding the direction of the
Program, identifying fiscal and professional
resources, setting priorities for project
development, and communicating the results and
achievements of the program to a wide and
varied audience. Workgroups are brought
together to address specific programmatic
functions as outlined below.

Management Team

Leadership Committee

This committee is composed of seven individuals
— Chairman (superintendent representing a VT
park), Executive Officer (represents the Regional
Directorate), and five additional members
(superintendents representing VT parks). The
Committee is responsible for definition of policy
and articulation with park managers, as well as
regional directorate. :

Adyvisory Group

Originating from the four work groups of
technical specialists, the Advisory Group is
composed of seven individuals representing
Vanishing Treasures parks. The Group serves in
an advisory capacity to the Leadership
Committee and is charged with the responsibility
of ensuring program consistency, the existence
of parity and representation among parks, high
quality craftsmanship and professional
competency, and program progress and
accountability

Program Agent/Coordinator

This position provides overall program
coordination and day to day management of the
Vanishing Treasures program. The Program
agent reports directly to the Chairman of the
Leardership Committee and works in
conjunction with the Advisory Group.

Work Groups

In order to achieve the goals of the Program as
described above, four Work Groups were
developed: Data Base Management, Career
Development, Funding, and Program,
Definitions and Guideline Development.

Data Base Work Group

This work group has four targeted goals: 1)
develop a standardized system to measure
inventory and condition assessment,
accomplishment, materials and labor costs, and
deferred workload, 2) develop an electronic
method for submission of the resource data
gathered in goal one and work toward interfacing
related software systems, and interface related
databases to provide more efficient utilization
and improved data tracking, 3) develop a system
to prioritize funding requests, 4) coordinate and/
or develop a management system to aid in
planning work and tracking accomplishments.

Career Development Work Group

This work group is charged with the
responsibility of formulating a plan that will
result in the augmentation and replacement of an
aging workforce before those employees retire
and the decades of experience that they have
gained is lost. A subsidiary issue is the
incorporation of a new package of skills into that
workforce, such that new employees would learn
from experienced workers and be introduced to
advances in site preservation, especially in the
area of documentation. Ultimately, the ideal
worker will in many cases have hybrid abilities
that link masonry repair with technical
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documentation skills.

Funding Work Group

The purpose of this work group is to seek the
appropriate avenues for providing adequate and
consistent funding to insure the long-term
success of the Program. This includes 1)
identifying park base funding increase needs and
determining the most appropriate method for
communicating and presenting those needs, and
2) seeking a cultural resources funding source
specifically dedicated to carrying out ruins
preservation research and treatment projects.

This work group also has the responsibility for
seeking active support and
involvement of diverse partners:
academia; other State, Federal,
and Tribal agencies; preservation
centers; national organizations
(e.g. NPCA and National Trust for
Historic Preservation); adjacent
communities; friends groups; and
private individuals).

Incorporating partners at all stages
of preservation planning,
treatment, and monitoring will
help accomplish the short and
long-term objectives of the
Program.

Guidelines and Definition Work Group

This work group was established to develop an
understandable definition of ruins preservation,
the ruins preservation process and the types of
resources that would be affected or included in
the Vanishing Treasures Program. This Work
Group was also charged with the responsibility
of developing guidelines to provide consistency
in strategy and technical application in the ruins
preservation process and provide the framework

for development of a ruins preservation program.

Summary

anishing Treasures is an initiative
\ / designed to address the ongoing loss of

architectural resources in the arid west.
Currently, over 40 National Park Service units
have identifiable Vanishing Treasures resources
that range from a handful of structures to many
multi-room pueblos. The common thread
among each unit is the ongoing degradation of
their architectural resources, the continuing and
ever-increasing backlog of work required to
bring the condition of these resources up to a
stable and maintainable level, and a lack of or
decline in the availability of qualified expertise
to address current and future needs.
At this time, most parks are doing
only emergency work to protect
deteriorated infrastructures and
. dangerous conditions. The longer
this work is put off, the more

expensive the final costs are going to
7 be.

Vanishing Treasures is intended to
be programmatic in nature and
adequate funding will allow resource
personnel to meet the goals outlined
in the Secretary of Interiors
Standards and the National Park
- Service Strategic Plan. It will
provide for the correction of the
current backlog of preservation needs as well as
correct personnel inequities and loss of
preservation skills. It will allow the
development of a preservation program that is
self-sustaining in that it meets National Park
Service goals of ruins preservation and provides
a means of fulfilling our legislative mandate to
preserve and protect NPS resources. Finally, the
Vanishing Treasures Program will provide for a
proactive approach to ruins preservation that will
cost less in the long run because maintaining a
structure in good condition is cheaper than
emergency stabilization of a degraded resource.
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A Definition of Vanishing Treasures Resources

Vanishing Treasures Resources are defined as a structure or grouping of related struc-
tures that:

e Areina "ruined" state.

e Have exposed intact fabric (earthen, stone, wood, etc.).

e Are not being used for their original function.

e Occupation and utilization have been interrupted or discontinued for an extended period of
time.
Are located in the arid west.
Are the resources or part of the resources for which the park was created, or, National His-
toric Landmark, listed on, or eligible for listing on the National Register of Historic Places.

Examples of Vanishing Treasures Resources:

e Architectural remains that have intact historic fabric exposed at or above grade, including:
wall alignments, upright slabs, foundations, bins, cists, constructed hearths.

e Sub-grade architecture exposed through excavation or erosion (i.e., pithouses, dugouts,
cists, etc.).

e Native American architectural structures (i.e., pueblos, cliff dwellings, hogans, wickiups,
ramadas, corrals, earthen architecture, etc.).

e EuroAmerican architectural structures (i.e., churches, convents, forts, ranch-farm structures/
homesteads, mine buildings, acequias or related features, kilns, etc.).

Examples of Non-Vanishing Treasures Resources:

e Sites with no exposed architecture or structural remains, (i.e., collapsed, buried, mounded,
or otherwise not evident).

e Archaeological or other sites with no architectural remains (i.e., lithic scatters, dumps,
campsites, etc).

e Civilian Conservation Corp (CCC) and Civil Works Administration (CWA) buildings and
features.

e Historic structures which are regularly maintained, and/or adaptively used, and fit within the
Historic Structures/List of Classified Structures (LCS) definitions.

e Structures in use as National Park Service facilities (i.e., administrative buildings, trails,
bridges, ditches, canals, etc).

e Mine shafts, caves, which do not have architectural/structural features.
Pictographs, petroglyphs, rock art, etc., except if found in or on architectural structures.
National Park Service or other reconstructed buildings or ruins (i.e., Aztec Great Kiva,
Bents Old Fort).
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Vanishing Treasures Personnel

Leadership Committee

Glenn Fulfer, Superintendent, Salinas Pueblo Missions National Monument — Chair

Jerry Rogers, Superintendent, Intermountain Support Office, Santa Fe — Executive Officer
Barry Cooper, Superintendent, Aztec Ruins National Monument

Sam Henderson, Superintendent, Flagstaff Area National Monuments

Roy Weaver, Superintendent, Bandelier, National Monument

Larry Wiese, Superintendent, Mesa Verde National Park

Butch Wilson, Superintendent, Chaco Cultural National Historic Park

Advisory Group

Todd R. Metzger, Chief, Division of Resources Management, Flagstaff Area National Monuments — Program Agent
Dabney Ford, Chief, Division of Resources Management, Chaco Culture National Historic Park

Mike Schneegas, Facility Manager, Salinas Pueblo Missions National Monument

Larry Nordby, Archeologist, Mesa Verde National Park

Jim Rancier, Archeologist, Lake Meredith National Recreational Area

Judy Reed, Chief, Division of Cultural Resources Management, Pecos National Historical Park

David Yubeta, Exhibit Specialist, Tumacacori National Historical Park

Chris Goetz, Archeologist, Glen Canyon National Recreation Area

Jill Edlund, Budget Analyst, Flagstaff Area National Monuments - Program Budget Analyst

Data Base Work Group

Mike Schneegas, Facility Manager, Salinas Pueblo Missions National Monument — Work Group Leader
Dabney Ford, Chief, Division of Resources Management, Chaco Culture National Historic Park

Sue Eininger, Archeologist, Intermountain Support Office, Santa Fe

Jim Rancier, Archeologist, Lake Meredith National Recreational Area

Al Remley, Archeologist, Flagstaff Area National Monuments

Elizabeth Mozillo, Archeologist, Bandelier, National Monument

Roy Weaver, Superintendent, Bandelier, National Monument

Bob Hartzler, Exhibit Specialist, Fort Union National Monument

Helen Fairley, Archeologist, Flagstaff Area National Monuments

Career Development Work Group

Larry Nordby, Archeologist, Mesa Verde National Park — Work Group Leader

John Crowley, Assistant Regional Director, Human Resources, Intermountain Region
Kaisa Barthuli, Archeologist, Intermountain Support Office, Santa Fe

Steve Gastellum, Facility Manager, Tumacacori National Historical Park

Chris Goetz, Archeologist, Glen Canyon National Recreation Area

Charles Masten, Facility Manager, Bents Old Fort National Historic Site

Nancy Stone, Superintendent, Hubbell Trading Post National Monument

Roger Waters, Administrative Officer, Carlsbad Caverns National Park

Funding Work Group

Dabney Ford, Chief, Division of Resources Management, Chaco Culture National Historic Park — Work Group Leader
Sue Eininger, Archeologist, Intermountain Support Office, Santa Fe

Elizabeth Mozillo, Archeologist, Bandelier, National Monument

Judy Reed, Chief, Division of Resources Management, Pecos National Historical Park

Kathy Fiero, Archeologist, Mesa Verde National Park

Jack Burns, Archeologist, Zion National Park

Regina Heiner, Facility Manager, Fort Davis National Historic Site

Guidelines and Definitions Work Group

Todd R. Metzger, Chief, Division of Resources Management, Flagstaff Area National Monuments — Work Group Leader
Adrienne Anderson, Archeologist, Intermountain Support Office, Santa Fe

Glen Henderson, Superintendent, Tuzigoot and Montezuma Castle National Monuments

Sayre Hutchison, Historical Architect, Intermountain Support Office, Santa Fe

Larry Nordby, Archeologist, Mesa Verde National Park

Scott Travis, Archeologist, Southern Arizona Group Office

David Yubeta, Exhibit Specialist, Tumacacori National Historical Park
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Vanishing Treasures
FY 1998 - Year End Report

December 1998

Introduction

his document provides a report on the
I fiscal expenditures of the Vanishing

Treasures Program in FY 1998. Specific
project accomplishments, an accounting of
project funding expenditures, and information
regarding the personnel that were hired in FY
1998 are provided in the accompanying reports.
This document also provides information
regarding the proposed use of funds in FY 1999
and the requests that have recently been
submitted for the FY 2000 budget.

FY 1998 Budget

he FY 1998 “appropriation” for the
I Vanishing Treasures Program provided

$1.0 million. Of that total, $453,00 went
to eight parks as base increases to hire eleven
permanent individuals. Of the remaining
“enacted” budget of $547,000, $40,000 was
devoted to training expenses, $10,000 for
program management, and $497,000 was used to
address emergency preservation projects. Table 1
provides a detailed breakdown on the utilization
of FY 1998 program funds.

FY 1999 Budget

he FY 1999 budget requested the enacted
amount authorized for the Vanishing

Treasures Program in FY 1998
($547,000). Of that amount, $500,000 will be
used to conduct emergency projects, $37,000 to
further recruit and train additional craft and
preservation specialists, and $10,000 for
program oversight and accountability of fund use
and expenditure.

An amendment to the FY 1999 budget by
Congress provided an additional $750,000 to the
Vanishing Treasures Program. Of that amount,
approximately $124,400 will be used to conduct
additional preservation projects. An estimated
$548,000 will be used to continue the hiring of
personnel. Roughly, $40,000 will be used to
continue the training of the eleven permanent
individuals hired in FY 1998. The remaining
$37,600 will be used for the development of
effective program management.

To summarize, the FY 1999 “appropriated”
budget of $1,297,000 will be utilized as follows:

e $40,000 will be used to continue the training
of the eleven permanent individuals hired in
FY 1998. These funds will be transferred to
the benefiting parks as base increases.

e $585,000 will be used to continue the
recruitment and training component of the
program (10 individuals). These funds will
be transferred to the benefiting parks as base
increases.

e $624,400 will be used to conduct 9
preservation projects.

e The remaining $47,600 will be used for
program oversight and management.

More specific information regarding the
distribution of funds in FY 1999 can be found in
Table 2.

As a result of these actions, the enacted budget
for the Vanishing Treasures Program in FY 1999
is $672,000.
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FY 2000 Budget Request

he FY 2000 budget proposal has requested

an increase of approximately $1.0 million

over the FY 1999 enacted budget of
$672,000. If approved, this would bring the FY
2000 budget to over $1.6 million.

Of that amount, approximately $800,000 would
be used to continue the recruitment and training
component of the program [these costs will be
identified as being transferred to the benefiting
duty organization and as park base increases]. An
estimated $800,000 would be used to conduct
preservation projects and for program oversight
and management. This would increase the
amount of funding available for projects by at
least $170,000 to $180,000.

Table 3 identifies the parks that are targeted to
receive base increases for personnel if we receive
the increase in funding that has been requested.
The project prioritization process for FY 2000
has yet to take place. Consequently, there is
currently no active list of projects.

Projections for FY 2001 and Beyond

t can unequivocally be stated that significant

progress has been made in getting the

Vanishing Treasures Program up and running.
To recapitulate, in FY 1998, $453,000 was used
to hire 11 individuals in 8 parks, and $497,000
was devoted to completing 6 projects. In FY
1999, approximately $585,000 is being devoted
to hiring 10 individuals in 8 parks, and $624,400
to complete 9 projects. In FY 2000, we hope to
increase the Vanishing Treasures budget by at
least $1.0 million. If we are successful, this
means that approximately $800,000 will be
devoted to hiring 13 individuals in 13 parks, and
$800,000 will be devote to completing projects.
Notwithstanding, we are still significantly far
below the estimates provided in the Long-Range
Plan. According to the Plan, for the Vanishing

Treasures Program to achieve its goals in the
next 10 to 15 years, approximately $4.5 million
is needed to address project needs and
approximately $1.0 million is needed to recruit
and train 16 new staff, on a yearly basis. We will
endeavor in the next few years to make the
requests to increase the amount of funding to a
level consistent with the needs, as they have been
identified in the Long-Range Plan. It does,
however, need to be recognized that the duration
of the program is dependent upon the level of
funding authorized by Congress each year.
Operating at a reduced funding level, as we have
in the last few years, will necessitate adding
additional years to the duration of the Program.

With the recent request for input on the FY 2000
budget, we will be fairly close to the end of the
existing personnel hiring priority list. The list
was developed in March 1997 and was based on
a call issued to all Vanishing Treasures parks on
February 14, 1997 seeking proposals for
participation in the Vanishing Treasures Intake
and Conversion Program. It was only intended to
address the hiring needs of the Vanishing
Treasures parks for the first two years of the
Initiative. But, due to funding short falls, the list
will have an active life through FY 2001. All
positions submitted by Vanishing Treasures
parks were considered and made part of the
personnel priority list that is being used today.
Conversion positions were prioritized based on
length of time the position had been established
and functioned as a ruins preservation position.
The Intake positions were prioritized based on
the perceived Vanishing Treasures needs (nature
and extent of Vanishing Treasures resources),
and current staffing available to address the
needs. The resultant priority list was distributed
to all Vanishing Treasures parks in October
1997.

Since we are nearing the end of the initial list,
and in order for us to be responsive to future
budget requests, we will be issuing a new call in
the next couple of months. Unlike the
questionnaire that was used for the first call, we
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