GETTYSBURG NATIONAL MILITARY PARK

EISENHOWER NATIONAL HISTORIC SITE

SUPERINTENDENT’S ANNUAL REPORT

Fiscal Year 2004
Measured on a basis of overall mission accomplishment, FY2004, like FY2003, was a year of mixed success.  On a “project” basis, we continued to make substantial progress towards the accomplishment of all our long-term mission goals.  However, on an operational level, our ability to accomplish our legislative mission – which we define as preserving our resources unimpaired and providing understanding of the significance of Gettysburg – is considerably less than it was a year ago.  In fact, 2004 was the worst budget year I have experienced in 16 years as a superintendent.
It is a continuing tribute to the dedication of our dwindling staff and our 3,329 volunteers that we got so much accomplished this year, despite having less people and less funds to work with.  We did get more complaints from visitors this year than last, primarily because we had fewer seasonals to help them with information, orientation and parking.  We also got more complaints about unmown grass and unkempt-looking areas of the park.  And we are getting a few comments from the more aware portions of our constituency, who wonder why leaking roofs are not replaced and why cannon carriages are rusting away in barns.  But by and large – thanks to the dedication of our staff and volunteers – the greatest majority of our visitors left with a better understanding of the significance of this place in the course of American history, with very little understanding of the alarming backlog of deferred maintenance which has substantially increased over the past three years.
GETTYSBURG NATIONAL BATTLEFIELD MUSEUM FOUNDATION

The Museum Foundation’s efforts this year were roughly split between three priorities;  fund-raising, design, and permitting.  On the fund-raising front, the Foundation secured $58 million by the end of the fiscal year.  One of the chief fundraising successes was the decision of Pennsylvania Governor Rendell to provide a second $10 million state grant for the project.  In order to begin construction, the Museum Foundation needs to raise a “net” of $68.3 million, or a gross of about $75 million.  They are currently planning on a formal groundbreaking in June 2005.  If this schedule can be maintained, we will look forward to occupying the new facility in 2007.

Raising funds, of course, takes time and effort.  Although NPS employees are not allowed to solicit for funds, we are allowed to describe the status of our resources and the need for improvement.  Consequently, I attended numerous fund-raising events during the year, including a lunch in Atlanta hosted by Hall of Fame football coach Vince Dooley, a memorable three days among the super-rich in West Palm Beach, Florida, a remarkable dinner in the home of Peter Jennings in New York City.  I was the keynote speaker at a dinner at the Baltimore Club.  And, of course, celebrities visited Gettysburg as part of the fund-raising initiative.  The staffs’ favorite was Sterling Martin of NASCAR fame, who came for a horse-back tour (change of pace, I guess?), and was kind enough to sign dozens of hats.  

The Foundation held their November board meeting in Washington, as well as their January meeting of the Gettysburg Museum Advisory Committee.  Their March board meeting was in New York City, and both the board and the Advisory Committee gathered in Gettysburg for the annual “June in Gettysburg” festivities.  The Foundation also hosted the annual mid-year meeting of the Pennsylvania Society in Gettysburg, one of the few times that the Pennsylvania Society ventured afield for their mid-year meeting.

In the meantime, both the design and permitting processes are moving at full speed.  Design development of both the building and the exhibits proceeded throughout the year – it was rare when we had a week without a design meeting of some type -  and is scheduled to be completed in March of 2005.  On the permitting side, the Foundation has reached agreement with the Pennsylvania Department of Environmental Protection and the Corps of Engineers on wetland mitigation, and the joint permitting process is underway.  Similarly, the Pennsylvania Department of Transportation has approved the Foundation’s traffic study, and recommended road and signal improvements.  Finally, the Cumberland Township Planning Commission has approved the land use development plan, and forwarded it to the Township Supervisors for their final approval.

We had considerably more trouble, however, in getting the comprehensive design for the facility approved by the NPS Development Advisory Board – a requirement for all major construction projects in the NPS, even those not funded by NPS appropriations.  Showing a human foible that are all too common, the staff of the DAB seemed overly concerned that the Museum Foundation was building too large a complex and spending too much money, even though the Foundation was taking all the risks, and the NPS was taking none.

In October, we had a highly unsatisfactory conference call with the Washington Office construction management staff.  The staff of the Museum Foundation was insulted by the unprofessional treatment and skepticism they received from NPS staff.  I was embarrassed.  Fortunately, the Regional Director was equally insulted, and arranged for a meeting between the Foundation and the Director of the NPS.  The Director apologized to the Foundation, and promised to be personally present at the Foundation’s presentation to the Development Advisory Board on November 4, 2003.  

On that date, Rob Kinsley, the project architect, presented a superb power-point presentation to the DAB, detailing all the value analysis that had gone into the project, and all the alternatives considered before the final design solutions were determined.  There were relatively few questions asked, and none with any merit – a circumstance which probably wouldn’t have prevailed had we not appealed to the Director.  In the end, the project was approved.

The testing phase of the restoration of the Cyclorama Painting was completed this year.  This work is being funded by Congressional appropriations ($1,987,000 was appropriated in FY04, thanks to Congressman Murtha, to add to the $5 million he had appropriated in FY02 and FY03), but is being managed by the Museum Foundation through a cooperative agreement with the park.  Two test panels from the painting were cleaned on site in the fall, then taken in February to a special studio in Virginia for further study and restoration.  The work on the test panels has given us invaluable insights into the time, cost, and most appropriate methodology for the cleaning and restoring of the rest of the painting.  Cleaning of the rest of the painting will start, on site, next year.

The conservators for the Museum Foundation, David Olin and Perry Huston, have assured us that the restoration of the Cyclorama Painting is the largest art restoration project ever undertaken in the United States.  The media certainly reacted as if it were.  Both the on-site restoration work, and particularly the removal of two panels for transport to Virginia, attracted media attention far and wide.  In addition to the usual local and regional newspapers and TV coverage, reporters from as far away as Los Angeles and Dallas ran major stories about the painting’s restoration.

As one of the stipulations of our Memorandum of Agreement with the Pennsylvania State Historic Preservation Officer and the Advisory Council on Historic Preservation, we are required to record the Cyclorama Building to Historic American Buildings Survey (HABS) standards before the building may be demolished.  Accordingly, we signed an agreement with the staff of Washington HABS office.  Research work started in January, and field work was accomplished during the summer months.  The HABS recordation (measured drawings and photographs) was substantially completed by the end of the fiscal year.
Of course, we couldn’t make this much progress in one year without a couple of sideshows.  A southern heritage group managed to catch the attention of the Assistant Secretary of the Interior, concerning the “balance” of the proposed exhibits in the new museum.  Questions of “balance,” in their eyes, of course, means suspicions that we might be planning to provide exhibits that suggest that slavery was a cause of the Civil War.  Consequently, I spent an afternoon in Washington, assuring the Director of the NPS and her staff that we would let the actual participants of that struggle tell our visitors in their own words why they went to war.  (And it was because of slavery, of course.)

And what would a year be without another attempt by the unconvinced to save the Cyclorama building.  Richard Longstreth, the architectural historian who had led the fight during the General Management Plan days to prevent to removal of the building, and who had led the subsequent fight to get the building listed as a National Historic Landmark (see Superintendent’s reports for FY1999-2002), petitioned the Secretary of the Interior to “reconsider” the decision not to make it a National Historic Landmark.  After several meetings, the Director declined to consider his petition.
But, through all this, the best news is that the relationship between the NPS and the Museum Foundation is a true partnership in all respects.  We’ve been working together for four years now, and have yet to have a serious disagreement.

HISTORIC LANDSCAPE REHABILITATION

With the assistance of another $300,000 Congressional earmark and donated funds, great progress was made on rehabilitation of the historic landscapes.  Per agreement with the Maintenance Division, Resource Planning took over the contract responsibility for landscape rehabilitation this year.  This gave the division the ultimate responsibility for the successful accomplishment of one of the park’s highest priorities.  

The health cut on the north side of Culp’s Hill (74 acres) was completed this year, as was the removal of 18 acres of non-historic trees, primarily in the Rose Gap and the vicinity of the Slyder and Bushman farms.  Contracts were put into place (for execution next fiscal year) for an additional 179 acres of tree removal, primarily at the south end of the park, and an additional 36 acres of health cuts at Culp’s Hill.  
Thirty-four acres of trees were planted, 24 acres through the CREP program at the Winbrenner farm, and 10 acres by the park at Barlow’s Knoll and East Cavalry Field.  Four acres of stream buffers were also planted.  As a necessary precursor to both planting and cutting, 177 acres were treated to eradicate exotic species (plants), and 150 acres were retreated.

Orchard sites were delineated, soil tested, and limed, in preparation for planting next year.  Five orchards (Bushman, J. Sherfy, H. Spangler, Trostle, and J. Wentz), totaling 12.5 acres, were prepared for fall planting in the fall of 2004 (early FY05). The total number of acres to be planted in the fall is 12.5 acres.

The second phase of relocation and rehabilitation of the park horse trails was accomplished. Over 1.8 miles of new trail and two (2) dismount areas were constructed during the seven week project.   The purpose of this multi-year project is to carry out the GMP imperative to relocate all park trails along historic lanes and paths.

1,940 linear feet of new Virginia worm fence, and 1,420 linear feet of post-and-rail fence were installed in 2004.  In addition, 2,400 linear feet of existing historic fence was repaired and/or replaced.

Five non-historic structures were removed from the park this year, including the Home Sweet Home motel which was purchased by the Friends of the National Parks at Gettysburg last year, three abandoned structures in the former Fantasyland site, and the “Bucher” barn on Emmitsburg Road.  The Fantasyland structures were removed to make way for the pending construction of the new museum and visitor center.
BOROUGH OF GETTYSBURG INTERPRETIVE PLAN

Wills House
In March, the NPS closed on the purchase of the Wills House from the Borough of Gettysburg.  As part of the closing ceremonies, I was presented with the Key to Gettysburg by the Borough Mayor.  Both the closing and the kind gesture of giving me a key to the Borough are symbolic of the long way we have come with the Borough of Gettysburg in our mutual quest to provide our visitors with “seamless interpretation” between the park and the Borough.

We are well into design development of the Wills House, including both the rehabilitation of the structure itself and the exhibit plan to turn it into a Lincoln Museum.  Work is being funded with a FY03 line-item appropriation for design inserted by Senator Santorum (R-PA).  The Denver Service Center hosted a value analysis workshop for the project in early February, in preparation for taking the project to the NPS Development Advisory Board on April 21st.  The project was easily approved, despite the irritation of some DAB members that it was going to be funded through a Congressional add-on, and was not one of the NPS’s service-wide priorities.
At the good Senator’s specific request, we provided Senator Santorum with the DAB-approved cost estimates for the rehabilitation of the Wills House and creation of its interpretive exhibits.  True to his pledge, Senator Santorum inserted a line-item request in the Senate appropriations markup for FY05, for $5.7 million for the project.  We are scheduled to complete design development in March of 2005, so we should be ready for a FY05 construction obligation if we get the construction funds as expected in FY05.

Train Station
The Borough of Gettysburg has awarded a contract for the rehabilitation of the Lincoln Train Station, which will become the downtown information and orientation center.  Through our partnership with the Borough, both the NPS and the exhibit design firm of Gallagher & Associates were heavily involved in the final designs for that structure and its exhibits.  In order to achieve the park’s and Borough’s mutual goal of “seamless interpretation” between the park and downtown, Gallagher and Associates, who are the exhibit design firm for our new museum/visitor center, also did the exhibit design for the Train Station and the Wills House.

Transit System
We are also working in partnership with the Borough of Gettysburg and the Adams County Transit Authority, for a shuttle system to connect the downtown and our new museum/visitor center.  This project has evolved, because in order to qualify for long-term rural transportation subsidies from the Commonwealth of Pennsylvania, such a shuttle system must operate year-around, and must serve the entire community (not just park visitors).  The Adams County Transit Authority has taken the lead on this project, which has already qualified for start-up funds through the federal Congestion Management Air Quality program.  Congressman Platts (R-PA) has inserted funds into the Transportation Reauthorization Bill to purchase an abandoned gas station, next door to the Train Station, for use as the shuttle transfer station.  The only funding piece that is lacking, to get this transportation system up and running is the park’s request for $1.3 million in Alternate Transportation Funds, for the purchase of shuttle buses and construction of shuttle stop shelters and signage.  At present, we think we are line to receive these funds in FY06, but that is unconfirmed.

Technical Assistance
Thanks to Senator Santorum, the park received $100,000 in technical assistance funds in the NPS FY04 appropriations bill, the first such funds that have been appropriated since Fy2001.  These funds, authorized by our 1990 boundary legislation, may be used for matching grants to local governments, to assist them in the preservation of the historic characteristics of the Gettysburg Battlefield Historic District.  Almost all the funds were used to promote the implementation of the Borough of Gettysburg Interpretive Plan, as follows:

· $50,000 to the Borough of Gettysburg, for the use of Main Street Gettysburg in the implementation of the Borough of Gettysburg Interpretive Plan
· $25,000 to the Borough of Gettysburg, for the use of the Seminary Ridge Historic Foundation, for preparation of a historic resource study of Schmucker Hall (Old Dorm).

· $15,000 to the Borough of Gettysburg, for the Historic Architectural Review Board, to revise the Historic District Ordinance and to revise and reprint the Gettysburg Design Guide.

The remaining $10,000 in technical assistance was provide to Cumberland Township, for the planning and design of a pedestrian trail linking Sachs Covered Bridge with the Eisenhower Bridge.  This trail will skirt the edge of Eisenhower NHS.
STEWARDSHIP

Cultural Resources
None of the landscape rehabilitation work outlined above could take place without the necessary studies being completed.  In FY04, the Treatment Philosophy for park-wide battlefield rehabilitation was completed and distributed, and the Battlefield Rehabilitation Treatment Plan for the park was nearly completed.  The Fight for Emmitsburg Road Ridge Cultural Landscape Report Battle Narrative was printed and distributed, and The Defense of Cemetery Hill Cultural Landscape Report and Treatment Plan was completed.  This latter report provides the Museum Foundation with the necessary background information for the eventual removal of the current visitor center and Cyclorama building, and the historic restoration of the grounds they currently occupy.

The National Register of Historic Places documentation for Gettysburg NMP was formally accepted by the National Register this year, finally completing a process that was begun in 1996.  National Register documentation for Eisenhower NHS was completed in draft by the end of the year, as was the cultural landscape report for Eisenhower.  

The Gettysburg museum services staff probably spent more time in helping to plan and shape the exhibits for the new museum and for the Wills House than any other endeavor.  This included both participation in the design meetings themselves, review of exhibit submissions by the consultants, research in the park collections, and compilation of huge artifact and image notebooks for the exhibit designers.  The staff also spent considerable time in the support and direction of the Cyclorama painting restoration project.

While all this was going on, the Eisenhower curator was spending similar time planning and preparing for the consolidation of the Eisenhower collection in the interim storage building, once the Gettysburg collection is relocated to the new museum.

Natural Resources

For the second year, our annual deer reduction program was implemented via contract with the Wildlife Service division of the U.S. Department of Agriculture.  200 deer were removed.  The annual spring count indicated a remaining population of 31 deer per forested square mile, a reduction from 40 per forested square mile in the spring of 2003. 

Part of Eisenhower NHS was selected as an Important Mammal Area by the Commonwealth of Pennsylvania.  The Important Mammal Area Project is a voluntary effort to identify sites critical to wild mammal species.  The Eisenhower farm was selected because of the presence of the Least Shrew, a state listed endangered species first documented in the park in 1999.  The park also released 21 barn-owls, a state threatened species, between McPherson and Butterfield barns.

The war against exotic vegetation received a considerable boost this year from the NPS Exotic Plant Management Team.  With their assistance, and some volunteer help, a total of 176.5 acres received initial treatment, and another 149.75 acres were retreated.  Exotics treated include: Multiflora rose and Japanese barberry, Mile-a-minute, Japanese honeysuckle, Ailanthus, Privet, Stiltgrass, Orchard grass and Kentucky bluegrass.

Land Protection

As noted above, the NPS acquired the Wills House, in downtown Gettysburg, from the Borough of Gettysburg, for $550,000, on March 23, 2004.  The only other land acquisition activity in 2004 was the acquisition of the life estate of the Johnson property (13.83 acres) at the intersection of West Confederate Avenue and Millerstown Road.  The Johnsons made the decision to retire permanently to Florida, and donate the remnants of their life estate to the park.

In 2004, the Department of Justice appealed the U.S. District Court’s judgment on the valuation of the former national tower and property to the United States Third Circuit Court of Appeals.  (See Superintendent’s Annual Report, FY2002, for a discussion of the District Court’s ruling).  Oral arguments were held in June of 2004, but the Circuit Court had not rendered its decision by the end of the year.  In brief, the Department of Justice argued that the District Court has double-counted land and property values in the original decision.
Maintenance

Considering the constraints under which they operated, the Maintenance Division at Gettysburg NMP had perhaps their finest year in FY2004.  Due to unfunded pay increases imposed by the Congress, across-the-board cuts to park operating funds, and assessments by the Regional and Washington Offices, this park was forced – once again – to leave vacant positions unfilled as our employees retired or moved on to jobs in other parks.  The Maintenance Division was especially hard hit in FY04; two more maintenance positions which became vacant were not filled, and we were able to hire one less maintenance seasonal than in previous years.  In June, we merged the Eisenhower and Gettysburg maintenance staffs into one unit, thereby eliminating one supervisory position.

Despite all this, the Maintenance Division accomplished a truly impressive workload.  For starters, the Division successfully completed over a half-million dollars of special project work, to include monument preservation, elimination of water infiltration into historic structures, porch and roof repairs for historic houses and barns, landscape rehabilitation, and visitor center air quality remediation.  A small in-house crew successfully completed the second phase of realignment and reconstruction of the park horse trails, and the park fence crew built and repaired over 5,760 linear feet of historic fence.

As a sign of the times, most of the maintenance supervisory and office staff spent much of the year implementing the endless demands of the NPS’s new FMSS maintenance database systems, to include condition assessments, evaluation reports, and asset deficiency work orders on 174 “assets” at Gettysburg NMP and Eisenhower NHS.  We are waiting with the usual skepticism suitable for a Washington created “one-size-fits-all-and-solves-all-maintenance-problems” data system, to see if it has any value at all for the park.
The continuing decline in the number of park employees emphasized the crucial assistance of the park’s volunteer programs.  In 2004, the Maintenance Division attracted, managed, and supported the efforts of 1,831 volunteers, who contributed 7,923 work hours (3.8 work years).  Primary volunteer efforts included the on-going Adopt-A-Position program, the fence-building program of the Friends of the National Parks at Gettysburg, cannon shop volunteers, and the Gettysburg Equestrian Historical Society.  In addition to their volunteer labor, the Gettysburg Equestrian Historical Society donated $10,000 to the park for the purchase of a trail maintenance vehicle.  The staff also coordinated and supported significant “one-time” volunteer efforts from active military units, Sons of Union Veterans camps, and Gettysburg College.

The structures preservation branch and the landscape preservation branch of the Maintenance Division completed literally hundreds of tasks through the year, as required to keep a park of this size operating.  Most of these individual tasks were largely unseen and unnoticed; but, had they not been done, it would have been very noticeable.

The monument preservation branch still remains short one of its three full-time specialists, as a result of the park’s budget shortfalls.  As a result, they were able to complete the repairs and refurbishment of only 22 cannon carriages, as compared to the 40 per year that were normally done in happier times.  The “backlog” of sandblasted and primed carriages returned from the contractor and waiting for repair/rehab work continues to grow, and we are running out of storage space.  Nine major monuments were cleaned, waxed, and/or repointed during the year, and 85 smaller monuments and tablets were power washed and/or waxed.  Both vandalism and stupidity increased through the year; the monument preservation branch had to clean graffiti from three monuments, and repair damages to five others hit by incompetent or inebriated drivers.








PUBLIC SERVICE

Interpretive Programs

1,798,821 visitors came to Gettysburg in calendar year 2004, which was a 2.45% decrease from 2003.  During the height of the visitor season, June 15 through August 15, the staff provided 1,411 interpretive programs for 38,549 visitors.  There were 20 different programs for visitors to chose from.  We offered 96 fewer programs than in 2003 as a direct result of a reduction in seasonal staff from 11 to 9, and were forced to eliminate the popular “real time” programs.  Gettysburg presented 221 Student Education Programs to 5,616 students from 102 schools.
The staff planned and hosted the 10th Gettysburg NMP Seminar, “This Has Been a Terrible Ordeal: The Gettysburg Campaign and the First Day of Battle.”  As usual, the seminar, which shows off original research and programs by Gettysburg staff and Licensed Battlefield Guides, was filled to its capacity of 180.  
The Living History program supplemented the other interpretive opportunities for visitors.  For 28 weekends between April and October, at least one and sometimes as many as three living history units camped on the battlefield for the weekend, offering both formal programs and informal contacts with our visitors.  1,117 living history volunteers participated in the programs, to the benefit and delight of over 100,000 visitors.  

72,272 visitors went to Eisenhower, which was a 4.72% increase over last year.  The Eisenhower interpretive staff presented 3,100 tours for over 60,000 visitors.  The Eisenhower student education program grew to 77 programs presented to 1,827 students.
Due to budget cuts and staff constraints, the 2004 Satellite Broadcast was a re-broadcast of the 2000 program, “Gettysburg:  the Soldiers’ Battle.”  Nevertheless, the broadcast reached an estimated 4 million students nation wide.

Throughout the year, supervisory historian Scott Hartwig and numerous members of his staff spent countless hours working on the exhibit designs for both the new museum and the new Wills House exhibits.  Much time was spent in design meetings, hammering out the exhibit flow for both structures, and more time was spent in research, review, and writing in support of the new exhibits.
Special Events and Visitors

· November 15th saw the annual Remember Day celebrations, including the parade through town, ceremonies at the park, and innumerable individual rededications of monuments by reenactment units.  An estimated 4,000 re-enactors were in town for the weekend.
· Annual Dedication Day ceremonies on November 19th were highlighted by the return of Department of Homeland Security Secretary Tom Ridge, our former Governor, as the keynote speaker.  For the first time since I’ve been here (1994), the ceremonies had to be moved to Gettysburg College due to heavy rain.

· November 19th was also the first annual Luminaria event in the Soldiers’ National Cemetery.  Sponsored and organized by the Friends of the National Parks at Gettysburg, the event included candles on every single Civil War grave in the cemetery, candles marking a walking path through the Cemetery, silent (re-enactor) sentinels at the Soldiers’ National Monument, and reading of the names of the 3,500 Civil War soldiers buried there.  It was both a highly popular and a somber event.

· On February 19th Paul Hoffman, Deputy Assistant Secretary of the Interior, came for a visit.

· The 10th Gettysburg NMP Seminar, “This has Been a Terrible Ordeal:  The Gettysburg Campaign and the First Day of Battle” was held on April 3-4.
· On April 13, the Friends of the National Parks at Gettysburg hosted a one-day Congressional staff retreat at the park.

· April 17th was the Eisenhower Academy at Eisenhower NHS.

· A special exhibit, Eisenhower the Artist, was held on April 17-18, as park of the Borough of Gettysburg’s “History Meets the Arts” events.
· On April 25 the Annual March for Gettysburg was sponsored by the Friends of the National Parks at Gettysburg

· On April 28, Deputy Director Don Murphy, Associate Director (for Cultural Resources) Dr. Jan Matthews, and Chief Historian Dr. Dwight Pitcaithley, visited Gettysburg.
· May 31st was our annual Memorial Day celebration, held in the Soldiers’ National Cemetery.

· June 12-13 was the annual Eisenhower 1950’s weekend.

· June 18-20 was the annual Brass Band Festival.

· Special Ranger programs marked the 141st Anniversary of the Battle of Gettysburg between June30-July 4.
· July 24-25 was Eisenhower NHS’s annual Korean War Weekend

· On August 21, The Friends of the National Parks at Gettysburg sponsored the Eisenhower Skeet and Trap Shoot
· August 28 was our 10th Annual Civil War Music Muster

· Sept 18-19 was Eisenhower’s annual World War II Weekend

Speeches and Presentations

In addition to the fund-raising speeches and presentations noted above:

· On October 14, Bob Wilburn (President, Museum Foundation) and I gave a joint presentation on museum partnerships to the Mid-Atlantic Association of Museums meeting in Newark, N.J.
· On January 9, I participated in a panel organized by Dwight Pitcaithley (Chief Historian, NPS) on the topic of “NPS Approaches to Interpreting the Civil War,” at the American Historical Association convention in Washington, D.C.

· On March 26, I gave two presentations to the Mid-Atlantic Council’s spring meeting in Washington, D.C.  The first was on partnership management, and the second was on budget trends in the NPS.

· On March 30, I gave a presentation on partnership management to the Friends Alliance in Washington, D.C.

· On April 6, I gave a presentation to the Eastern National Board, staff, and fellow superintendents in Atlanta, Georgia, on budget trends in the NPS.

· On April 19, I gave a presentation on “Interpreting Slavery in the NPS” to the Bleeding Kansas seminar at Ft. Scott, Kansas.
· On April 25, I gave a presentation on historic landscape rehabilitation to the 1st Corps members of the Friends of the National Parks at Gettysburg.

· On April 30, I was the keynote speaker at the annual meeting of the York County (PA) Bar Association.  My address was titled “Equality under the Law?:  Defining Freedom in America,” in honor of the 50th anniversary of Brown versus the Board of Education.  

· On May 26, I gave a speech to the Rockland County (NY) Civil War Roundtable.

· On June 4, I addressed the annual convention of the Gettysburg Discussion Group.

· On August 4, I addressed the “Summer in Gettysburg” class of  UCLA.

Visitor Protection

Our supervisory Law Enforcement Ranger Pete Walzer retired in January 2004, and was replaced by Tim Sorber, one of our line rangers.  Unfortunately, budget constraints did not allow us to fill Tim’s vacated position, so the protection staff was short one position for the remainder of the year.  One positive move was the acquisition of the park’s new radio system, which had been long awaited.  85 new portable radios were programmed and distributed to the staffs of both parks.
Fortunately, our Park Watch Patrol volunteers continued to contribute their time and efforts to extend the “eyes and ears” of the protection staff.  100 Park Watch volunteers contributed 6,850 hours of patrol time through the year.  Rangers Rick Pearce and Randy Phiel received the Northeast Region’s Protection Volunteer Award in January 2004, for their work in creating, organizing and managing the Park Watch Program.
As reported the last two years, one of our protection rangers had his law enforcement commission permanently revoked by the Regional Director in 2002, and was separated from the NPS later that year.  Naturally, he appealed his removal from the Service through the union grievance procedure, and an arbitration hearing was held in June of 2003.  Late in the year, we learned that the Arbitrator had ruled in his favor.  As a consequence, he will return to duty at Eisenhower NHS as an interpretive ranger.  In addition to the awkwardness of reintroducing a discharged employee to the workforce, we had to pay his attorney costs and back pay, none of which was in our financial plan for the year.

PARTNERSHIPS

Friends of the National Parks at Gettysburg

It was a checkered year for the Friends.  They continued many of their usual projects to assist the park, including the purchase of 490 apple trees for planting in the fall.  As they have done for several years, the Friends paid the rent for the park’s cannon carriage restoration shop, funded the summer program brochure, underwrote Eisenhower’s annual skeet shoot weekend, and provided hundreds of volunteer hours of service.  248 Friends members showed up for volunteer weekend in June, ready to build fences and paint historic buildings.  Unfortunately, it rained so hard that painting was impossible, although the majority of the hardy volunteers insisted on building fences in the midst of the downpour.

The Friends spent much of the year evaluating the potential of a major project for the rehabilitation of a significant portion of the battlefield.  The proposed partnership would cover most of the land between West Confederate Avenue and Taneytown Road, and between Wheatfield Avenue and the Cyclorama building.  Under the proposed agreement, the Friends would be responsible for installing fences, removing non-historic woods, treating historic woodlots, installing historic lanes and trails, and replanting orchards within the project area.  They would also, of course, be responsible for raising all the funds necessary to accomplish the work.
The park, in turn, would retain the responsibility for horse trail rehabilitation, erosion control, all archeological responsibilities, management of the agricultural program, exotic vegetation control, and long-term maintenance of the rehabilitated landscape.

Unfortunately, the Board of Directors of the Friends came to the conclusion that the proposed 5-year, $6-million dollar plan was too much for the Friends to execute.  For this and other reasons not disclosed to the park, Executive Director Vickey Monrean and the Friends of the National Parks at Gettysburg decided to part ways.  We had become used to working closely with Vickey, and had enjoyed steadily increasing success and value from the Friends during her seven-year tenure.  Obviously, we will do our best to establish similar relationships with her successor (who has not yet been selected), but there will be some inevitable short-term decline in the Friends’ efficiency and effectiveness.

Eastern National
Eastern National’s total sales at Gettysburg and Eisenhower in FY2003 were $5,250,185, including bookstore sales of $3,440,010, interpretive fee sales of $1,123,771, Eisenhower shuttle fees of $133,268, and battlefield bus fees of $553,136. This was a decrease of $30,496 (0.5%) from FY2002.

Based upon these sales, Eastern provided a return of $446,541 to the parks in FY2004.  This included a 6% return of $207,045 on book sales, a 5% return (by contract) of $34,321 on battlefield bus tours, and an 18% return of $205,175 on interpretive fee sales.  In addition, Eastern provided custodial services valued at $47,060 to the park.  All in all, Eastern’s return to the park was $115,401 (20%) less than in 2003, even though sales had only declined by 0.5%.  Eastern attributed the dramatic decline in return to the park to “additional staffing needs and increased employee health insurance and pension plan costs.”  

Unfortunately, Eastern does not allow the park to comment upon, influence, or effect their decisions on staff levels at Gettysburg or Eisenhower, nor upon the benefit ratios provided to their employees.  Needless to say, the discovery in January that Eastern returns would be over $100,000 less than projected was another bitter funding pill for the park to swallow.

As the purchasing power of the parks’ operating budgets continued to decline (see below), Eastern’s donation returns have become crucial for sustaining park operations.  This year, Eastern donations were used to pay for seasonal interpreters, SCAs and interns, living history contracts, interpretive brochures, seasonal trim crew, monument repairs, roof replacements of two historic barns, HABS recordation of the Cyclorama building, the deer management program, an economic pro forma for Wills House operations, and printing of the Gettysburg Quarterly.

Licensed Battlefield Guides

In recognition of the increasing demand for Licensed Battlefield Guide tours, 12 more guides were licensed in 2004, bringing the force total to 152 guides.  This included 76 full-time guides and 76 part-time guides.  In 2004, the guides provided 21,527 tours for 294,059 visitors, an increase of 243 tours for the benefit of 4715 visitors, over those served in 2003.  Not surprisingly, with more guides available, the number of “turn-aways,” i.e., occasions where visitors wanted a guided tour but no guides were available, declined substantially, from 797 in 2003 to 360 in 2004.
As in 2003, the Museum Foundation used some of the best of the guide force to provide tours for prospective museum supporters and donors.  In addition, the guides continued their traditional volunteer activities, including free evening tours of the cemetery, placing flags on the graves for Memorial Day, and providing brush-cutting crews to assist the landscape rehabilitation of the park. 
Volunteers

As the park’s purchasing power continued to decline, resulting in fewer paid employees, the role of volunteers at Gettysburg and Eisenhower become more and more crucial.  In 2004, 3,329 volunteer provided 45,204 hours of labor for Gettysburg.  The most popular (and critical) volunteer programs continued to be the Living History program, the Adopt-A-Position Program, the Park Watch program, and visitor services, all of which have been commented upon above.  Other volunteers worked in the curatorial area and the cannon carriage restoration shop.  Both the Friends of the National Parks at Gettysburg and the Licensed Battlefield guides provided organized volunteer efforts, as described above.
At Eisenhower, 238 volunteers gave 10,264 hours of their time.  Visitor services was the leading category of volunteer time, followed by assistance with special events.  The successful and popular Volunteer Senior Ranger Corps at Eisenhower worked on everything from cleaning the show barn to cataloging artifacts.  And a crew from the U.S.S. Eisenhower provided 360 hours of heavy labor.

RESPONSIBILITY

Both Chuck Cartwright and I were heavily engaged in Regional business throughout Fy2004, almost all of it pertaining to the rapid decline in “purchasing power” of park operating budgets.
  

The FY2004 appropriations bill for the NPS was a disaster.  The President proposed a 2% pay increase for Federal employees, but only requested enough money to pay for 46% of the costs of that pay increase.  That was bad enough, but Congress increased the pay raise to 4.1%, without appropriating any additional dollars to pay for our increased salary costs.  In the end, parks had to “absorb” 75% of the 2004 pay increase.  To make matters worse, the NPS appropriations was hit with an across-the-board cut, and the NPS was hit with a second across-the-board cut from an Omnibus appropriations bill.  All told, the NPS lost an estimated $48 million in purchasing power in 2004 (on top of a similar loss of $52 million in 2003).
Realizing that 2004 could well be the worst budget year for the NPS in recent memory, the Regional Director ordered all superintendents in the Northeast Region to evaluate their financial operating capabilities and to prepare “Recovery Plans.”  The plans were based the “Future Costs Project Tool,” more commonly known as the “quick calculator” that Chuck had created in 2003.
The Recovery Plans were a first for the NPS.  On the surface, they were simple, merely requiring superintendents to forecast and report what actions they would take in 2004 and future years, under the assumption that each year parks would have less “purchasing power” than the year before.  The unprecedented part of the exercise, however, was the assumption that park operating budgets would continue to decline between 2004 and 2008 at the same pace that they had declined during the first term of the current Administration. 
The Quick Calculator helped parks figure out that rate of decline, in order to give them future budget forecasts to plan towards.  Based upon those predictions, each park was directed to 

…indicate how you anticipate making ends meet as your purchasing power continues to decline.  It could include all the traditional actions, such as less seasonals, not filling vacant positions, deferred maintenance, and shorter operating hours.  Depending upon circumstances, your Recovery Plan may have to include closing portions of your park, reneging on agreements, canceling contracts, etc.

In January, Chuck and I reported the cumulative results of the Quick Calculator and Recovery Plan exercise to the Regional Director and staff.  The results were sobering.  Of the 54 parks in the Northeast Region, 49 predicted that they would be forced into reducing programs or services by 2008; 53 predicted eliminating programs or services, all parks predicted reducing hours, days, or seasons of operations; 37 predicted closing of sites or facilities within parks; 45 planned on deferring maintenance; 15 predicted having no seasonals; 10 parks predicted the need to request “Reduction in Force” authority; and 6 predicted their parks would be forced to close by 2008.
Service Level Adjustments
In the meantime, the Washington Office of the NPS directed each region to review the “service level adjustments” of each park – i.e., those programs and services which would have to be reduced or eliminated, and/or those sites or areas within parks which would have to be closed, due to budget constraints – and to report to Washington “those that are more sensitive,” meaning those that were the most likely to attract media or Congressional attention once the summer season began.
  
Once again, Chuck and I, along with Mike Caldwell, Chair of the New England Cluster, were charged by the Regional Director to direct and assist all the parks in the Region in this reporting exercise.  Chuck reviewed all the budget data behind each park’s Recovery Plan, while Mike and I reviewed the plans themselves for accuracy and sufficiency.  Based upon completed plans, the Region and Washington Office made emergency money available to a few parks throughout the Region, to avoid having to close any parks, and to enable others to keep the maximum number of sites open to the public.

And it almost worked.  Inevitably, though, the media discovered that parks throughout the nation were operating on reduced budgets, and would be providing less programs and services to visitors in the upcoming summer season.  In particular, the media criticized the NPS for the euphemistic phrase “service level adjustments.”  Papers across the nation ran articles examining the budget plight of the NPS.  Many included Gettysburg in their stories, such as the Washington Post, Philadelphia Enquirer, ABC News, Chicago Tribune, Scripts-Howard News Service, Harrisburg Patriot News, and (of course) the Civil War News.

Taking advantage of the media interest, the Association of National Park Rangers released a report entitled “Endangered Rangers,” further exposing the status of park operating budgets and the impacts upon services provided to visitors.  Although the Administration was embarrassed, most long-term employees were relieved that the word was out that Park Service funding was being dramatically reduced, considering it the first step towards educating the public and the Congress on the true status of the parks.
In the meantime, Chuck was already working with the NPS’s Accounting Operations Center on a more sophisticated, long-term successor to the “quick calculator.”  The new program, known as the Budget Cost Projection model, was presented to the Northeast Region, the Accounting Operations Center, and the National Leadership Council.  After appropriate field testing, it was adopted throughout the Northeast Region, and is in the process of being adopted nation-wide.  As the author of the model, Chuck has been in continual demand to supervise and verify its implementation throughout the parks of the Northeast Region, and its potential adoption by other Regions of the NPS.  This tool has become so valuable, that the Regional Director required all superintendents to implement the Budget Cost Projection prior to their year-end evaluations, so that both she and they could better plan for the future
Park Operating Budgets

The hits that Gettysburg NMP and Eisenhower NHS took in the FY2004 appropriations process were typical of those across the Service.  In addition to unfunded pay increases and two across-the-board cuts, park operating budgets were also hit by “assessments” of park base funds by the Regional and Washington Office.  These assessments, which are withdrawal of park base funds to pay for central office needs, were taken to pay for information technology, emergency law enforcement and storm damage needs not funded by Congress.
As a result, the reduction in the purchasing power of Gettysburg and Eisenhower in 2004 was $309,600.  That is, as compared to FY2003, we could do $309,600 less work in 2004 – a 5% decline.  Our Recovery Plan was typical of many parks, although we did not have to severely reduce or eliminate any programs.  But we did have to eliminate three permanent positions and six seasonal positions.  We also increased the fees for the Electric Map and Cyclorama programs, and combined the maintenance divisions at Eisenhower and Gettysburg (thus eliminating one supervisory position).  Most significantly, we deferred $159,600 of planned maintenance work (to some unknown time in the future). 

Taken alone, this may not have seemed too bad, until the reductions we were forced to take in 2004 are added to those taken in 2003.  In just two years, we have eliminated 9 permanent positions and six seasonal positions.  As a result, our available workforce has been reduced by 13% in just two years.  The purchasing power of our operating budget has been reduced by 10.4% in those two years.  And, in those two years, we have deferred $375,500 of maintenance work.  This latter is most ironic, since the only campaign pledge made by the President that pertains to the NPS is the reduction of the deferred maintenance backlog.  Unfortunately, due to the lack of adequate operating funds, the NPS maintenance backlog is getting worse, instead of better. 
Appropriated Funds, Revenues & Donations
FY2004 Base Operating Funds

Gettysburg NMP





$5,089,000 
Eisenhower NHS





  1,029,000 

Total Operating Funds




$6,118,000 
Other Appropriated (One Year Funds)

Parks as Classrooms (EISE)




$     25,000

Backlog Cataloging





       55,000


Regular Cyclic Maintenance




     176,000


Repair/Rehabilitation





     593,709


Cultural Cyclic Maintenance




       75,930


Geographic Information Systems



         4,800


Volunteer in Parks 





       16,270


Equipment Replacement




     125,000

Total One Year Funds





$1,071,709

Other Appropriated (Restricted) Funds:


Construction - Wills House Planning



$     79,000

Construction - Cyclorama Painting



  1,976,000

Technical Assistance





     100,000


Land Acquisition





     165,000

Total Restricted Funds:




$2,320,000

Fee Demonstration Projects:

Replace/Repair Fence Farm 3




$     40,425

Cost of Collection





       41,295

Total Fee Demo:





$     81,720

Income Revenue:


Housing






$   102,598


Agriculture Fees





       52,100


Licensed Guide Fees





       20,860


Special Park Use Fees





         3,643


Commercial Use Licenses




         3,200

Total Income Revenue





$   182,401

Cash Donations:


Donation Boxes





$     15,258

General Donations





         3,961

Archive Collections 






270


Student Education





         3,515


General Monument





         7,763


Wall of Faces







582


GEHS Horse Trail Donation




       10,000


Rockland Civil War Round Table Donation for NY monuments 



(via appropriation by State of New York)

     145,185


Anonymous Donation - EISE Jr. Secret Svc Prog

         4,000

Subtotal Donations





$   190,534
Eastern National Cash Donations
:


HABS project






$     98,638


Various Projects





     173,636

Subtotal Eastern Cash Donations:



$   272,274


Total Donations





$   462,808
Total Funds Available, FY2004



          $10,236,638




Administrative Services

Gettysburg NMP continued to serve as the Personnel Service Office (PSO) and Delegated Examining Unit (DEU) for Eisenhower NHS, Fort McHenry NHS, Hampton NHS and Assateague Island national Seashore throughout FY2002.  In accordance with agreements made in 1995, Gettysburg continued to provide these services without charge to its sister parks.  Such services included processing personnel actions in the FPPS system, such as changes in employee health benefit plans, life insurance, direct deposits, and savings bonds.  The personnel office also processed recruitment bulletins, vacancy announcements, reassignments, promotions, transfers, classification of positions, and awards for both Gettysburg and the other parks.

Personnel

There have been two personnel changes which have greatly affected our FY04 capabilities, and/or will affect those capabilities in future years.

· We were pleased that John McKenna finally got his own park, and wish him the best of luck.  However, the loss of the Deputy Superintendent has increased the workload at both the Superintendent and Division Chief levels.

· We were not so pleased when Brion FitzGerald was summoned to at least seven months of active duty in the Persian Gulf region in August, and can only hope that he survives his tour in that combat zone and does not get extended to a full year as many other reserve units have been.  For a short time we can operate without Brion’s expertise, but without him we will inevitably stumble sooner or later.

Honors and Awards
Not surprisingly, Chuck Cartwright was selected as the Northeast Region’s “Park Person of the Year,” for his significant accomplishments in helping the parks of the Northeast Region meet the financial challenges of the future.
It was a considerable surprise, however, when I was named Superintendent of the Year for Natural Resource Stewardship in the Northeast Region.  The award recognized our work in landscape rehabilitation, including the restoration of open habitat and native grasslands, and protection and restoration of wetland areas.

PRIORITIES FOR FY2005

We will continue to emphasize our four long-term priorities in FY05:

· We will work with the Museum Foundation, on fund-raising, design, and permitting, to ensure that ground is broken on our new museum/visitor center complex in 2005.  With an anticipated opening of 2007, we will work with the Museum Foundation on refining the financial, operating, and maintenance plans for the new facility.  Early this fiscal year, the Museum Foundation will formally present Eastern National with a scope of work for building operations (book store, museum store, reservation services, and custodial services) and ask them for a proposal.

· We will continue to implement historic landscape rehabilitation, using both appropriated and donated funds.  This will include more removal of non-historic trees, more health cuts of historic woodlots, more replanting of missing trees and orchards, more fence building, and more rehabilitation of historic lanes and trails.

· We will continue to enhance our partnership with the Borough of Gettysburg.  In particular, we will move the Wills House to construction (assuming we get construction appropriations in FY05).  We are now opening conversations with the Borough and Main Street to identify a funding stream for operations and maintenance of the new museum, since we have no park funds available for that additional burden.  Finally, we will do everything we can to ensure that the NPS holds up its end of the requirements to get the shuttle system underway in FY06.

· We will continue to find ways and means to preserve our resources and serve our visitors, as our purchasing power continues to decline.  

CONCERNS FOR THE FUTURE

Like our priorities, our concerns have not evolved much over the past year.  Our primary concern remains the unrelenting decline of our purchasing power.  As we reported last year, the direct result of this decline is the steady increase in our maintenance backlog.  In FY03, we deferred $215,000 of preservation maintenance as a direct result of the requirement to pay for unfunded pay increases.  In FY04, our purchasing power declined by $309,600 as compared to FY03, and we deferred another $159,600 of planned preservation maintenance.  Our permanent employee ranks have declined 13% from FY2002, and our seasonal employee ranks paid from ONPS funds have decline 75%.

If appropriations for FY05 proceed as expected, all of these trends will continue in FY05.  We will have less permanent employees, less seasonal employees, less visitor services, and more deferred maintenance.  Our best hope for the near future is that we will be able to hang on, somehow, until the new museum facility comes on line.  When that happens, the park budget will be relieved of the burden of the operating and maintenance costs for the new complex, which will bring us the equivalent of a nice operating increase.  Until then, we have no choice but to continue to reduce and eliminate visitor services and defer maintenance activities.

� “Purchasing power” is defined as the comparable costs of doing business from one year to the next.  If costs increase faster than appropriations – say, for example, due to an unfunded pay increase – the result is a decline in “purchasing power.”


�Memorandum, Deputy Regional Director to Northeast Regional Superintendents, September 9, 2003.


� Memo, Deputy Regional Director to Northeast Region Superintendents, February 20, 2004.


� The numbers for Eastern National include cash donations only.  They do not include products and services purchased directly by Eastern National on behalf of the parks.
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