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There are (at least) two ways to measure the success, or accomplishments, at Gettysburg NMP and Eisenhower NHS in 2005.  On a “project” basis, there is no doubt that we were successful.  The Museum Foundation reached its preliminary fundraising goal, and our new museum/visitor center complex is now under construction.  Thanks to the generosity of Congress, we have made significant headway in our historic landscape rehabilitation program.  And thanks to the influence of Senator Santorum, the construction drawings for the Wills House are completed, and money is in the bank to start its major rehabilitation.

On an “operational” basis, the record is more mixed.  This is where we measure our achievements against the ultimate NPS goal – to preserve our resources unimpaired for future generations, and to provide understanding of the events which occurred here.  The good news is that we are no worse off than this time last year; the bad news is that we are no better.

Gettysburg National Battlefield Museum Foundation

The Museum Foundation had a remarkable year.  Fundraising at the end of the year stood at $82 million, which considerably surpassed the NPS requirement that $68 million be raised before construction could start.  The most significant fund-raising achievement was a $4.5 million challenge grant from Jerry Lenfest of Philadelphia.  Mr. Lenfest presented the Foundation with his challenge grant in April, and the Foundation matched it by June.  The Ford Motor Company Fund also announced a $3 million gift to underwrite the Ford Education Center.  Other major gifts were received from the Pew Foundation, the McCormick Tribune Foundation, and the Gilder-Lehrman Institute.  Congressman Murtha (D-PA) added $5 million to the NPS appropriations in FY2005, “to complete the preservation of the cyclorama painting and protect the park’s collection of 38,000 artifacts and 350,000 printed text, historic photographs, and other archival documents.”
One of the significant gifts was unseen.  Kinsley Construction proposed to the Museum Foundation that Kinsley Construction provide all construction management services for the construction of the new museum and visitor center, at cost and without profit.  Construction management services include bid and award of all construction contracts, supervision and inspection of all contractor work, and coordination and scheduling of all work with all contractors.  (Kinsley Construction will not perform any of the actual construction work.)  Provision of these services without profit is estimated to save the Foundation $3.5 million.  After thorough review by the NPS and Department of Interior, Mr. Kinsley’s offer was gratefully accepted.
The fund-raising trail took me to Erie, Pennsylvania for a lunch and reception in October, a lunch and reception in Chicago in November, and Los Angeles and Las Vegas in August.  On a sadder note, I represented both the NPS and the Foundation at the memorial service for Peter Jennings in September.  Peter had been a staunch supporter of both the park and the Foundation, and had hosted a fund-raising dinner at his home just last year.

The Foundation held its Board of Director’s meetings in Washington in November, New York City in March, and Gettysburg in June – the latter a part of the annual “June in Gettysburg” event.  The Gettysburg Museum Advisory Council of scholars and museum specialists met at Washington in January and at Gettysburg in June.

With the marvelous fund-raising success, we had a wonderful ground-breaking ceremony on June 2nd.  Senator Rick Santorum, Congressman Todd Platts, Congressman Jack Murtha, Deputy Assistant Secretary of the Interior Paul Hoffman, NPS Director Fran Mainella, former Director Bob Stanton, and Regional Director Mary Bomar all helped us celebrate the occasion.  Almost immediately, work began on the first phase of construction (stream restoration), which was completed by the end of the year.  Site development, the second phase of construction is well under way, and actual building construction should start in the winter/spring of 2006.  
Construction drawings and specifications for site development and building construction were completed earlier this year, and construction drawings and specifications for exhibit design and installation are well underway.  By the end of the year, all federal, state and local permits - a process which is much more cumbersome for private partnership projects than it is for federal projects - were also complete, with the lone exception of the joint permit with the Corps of Engineers and the Pennsylvania Department of Environmental Protection.  That permit is expected to be approved in the spring of 2006.  At this writing, we expect the museum/visitor center to be completed and opened in the spring of 2008.

The first phase of the restoration of the Cyclorama Painting was completed in 2005.  This included the surface cleaning of the entire painting and the deep cleaning of a portion.  It also included the removal of two panels, which have undergone extensive testing at the restoration studio to determine how the painting and canvas react to different methods or treatment.  The conservators also traveled to Europe in 2005, to examine first-hand the treatment methods and hanging apparatus that have been used for several successful cyclorama restorations in Europe.  Based upon this research and testing, the conservators provided the Museum Foundation with its recommendations for treatment and the structural methods for hanging the painting in the new gallery.  In November 2005, the Cyclorama gallery was permanently closed to the public, so that the final restoration process could begin.

With the long design process nearing an end, the Foundation and the park turned their efforts towards planning for operations in the new facility.  After negotiations with several firms, the Foundation selected Aramark to provide food service in the new facility.  The contract with Aramark includes an up-front $2.5 million donation to the project, as well as excellent returns on gross sales.  By the end of the fiscal year, the Foundation had started the request for proposals process for production of the main theater film as well as smaller films for museum exhibits, for production of interactive exhibits, and for creation of a new ticketing and reservation system for visitors.

Bookstore, Ticketing & Reservations, and Custodial Services
The General Agreement between the NPS and the Museum Foundation states that the Foundation “will be responsible for the operation of the facilities, either directly or by contract with a third party or parties approved by NPS.”  The operational responsibilities of the Museum Foundation are comprehensive; to include all building and equipment repair and maintenance, all utilities, all custodial services, all supplies and materials required to keep the building in good repair and sufficient staff to provide appropriate service to 2 million visitors per year.  The NPS will provide ranger staff at the information desk, and for interpretive programs, but the Foundation or its operators will provide the remainder of the staff necessary to operate the building and its programs.
In order to provide a revenue stream to enable the Museum Foundation to fulfill its responsibilities, the Agreement also states that “Foundation will receive all revenues from interpretive fees, use fees, sales, rentals…”  Sources of revenue include ticketing and reservation services, interpretive fee venues, book and museum store sales, and food service sales.  In other words, since the Foundation has the responsibility for operating and maintaining the new complex, the General Agreement gave the Foundation the authority to select operators who will provide visitor services, subject to the approval of the NPS.
Eastern National has long been the cooperating association for Gettysburg NMP and Eisenhower NHS, and manages its bookstores under the nation-wide cooperating agreement.  In addition, under agreement between the park and Eastern, Eastern manages its interpretive fee venues, provides custodial services, and operates a fledgling reservation system for the Licensed Battlefield Guide program.  Due to Eastern’s long association with Gettysburg NMP and the NPS, the Museum Foundation agreed to provide Eastern with the “right of first response” when seeking services in the new museum/visitor center.

In October, 2004, the Museum Foundation submitted a draft request for proposal for the above services in the new facility to Eastern National.  The services requested included book store operations, museum store operations, ticketing and reservation services, and custodial services.  The RFP contained response requirements for all services requested, as well as general requirements for personnel and financial matters.

In January, 2005, Eastern responded to the request for proposal.  Unfortunately, Eastern’s response was deficient in almost all aspects.  Eastern failed to address numerous required items in its response, and provided highly unsatisfactory responses to several other key items.  As a courtesy to Eastern National, the Museum Foundation agreed to meet with Eastern, review the numerous deficiencies in their response, and provide them with an opportunity to submit a second proposal.  The Museum Foundation met with Eastern National in May, and provided 4 pages of written follow-up comments.  

In the meantime, the Museum Foundation opened conversations with The Smithsonian Institute and National Geographic, both of whom expressed interest in providing services in the new museum/visitor center.  The Museum Foundation requested that both parties submit financial pro formas for proposed operations, but did not request a full-fledged response to the RFP.
Eastern submitted a revised proposal to the Museum Foundation in late June, and presented the proposal to the Foundation and park in late July.  Although much improved, Eastern still refused to respond to several requirements in the RFP.   In particular, Eastern proposed a continuation of its service-wide financial model.  For all the parks served by Eastern, Eastern charges off 100% of its overhead and administrative costs from gross sales, and then returns donations to the parks.  As a direct consequence, the rate of return to the parks is entirely dependent upon Eastern’s ability to operate efficiently.  This financial structure also means that Eastern, as a corporation, takes no financial risks; rather, all the risk of Eastern’s success or failure is borne by the parks.  
This financial model, whereby Eastern would have taken all of its costs out of gross sales, and relegated the Foundation’s return to the residue of net sales, was obviously unacceptable to the Foundation, which required a straight commission from gross sales, as per industry standards.  It would have left Eastern with no incentive to control sales costs, or administrative and overhead expenses, and left the Foundation with 100% of the risk.  Like its first response, Eastern’s second response also failed to address several required elements of the RFP, and provided inadequate answers to others.

In addition, while preparing its second response to the Foundation’s RFP, Eastern National requested a meeting with the Director of the NPS to discuss Eastern operations at Gettysburg, without informing either the park or the Foundation.  The park, naturally, found out about the meeting when we were requested to prepare briefing papers for the Director.  Not surprisingly, the Foundation did not regard this maneuver as a promising sign that Eastern would be willing to work directly with the park and the Foundation to address disagreement and concerns with operational issues in the future.  To make matters worse, two days after presenting its revised proposal to the Foundation – and being told it was unacceptable – the President of Eastern wrote a letter to the Regional Director, calling the Foundation’s behavior “unprofessional” and “unethical.”  All in all, curious behavior for an organization that professed a desire to do business with the Foundation. 
Citing Eastern’s “efforts to bring other parties into the decision making process,” the Foundation terminated informal negotiations with Eastern, as well as the Smithsonian Institute and National Geographic, and released a formal Request for Proposals for book and museum store operations, ticketing and reservation services, and custodial services, in October.  Five firms responded to the RFP, including Eastern National, Smithsonian Institute, National Geographic, Aramark, and Event Network.  

An evaluation panel including the Foundation, the NPS, and a consultant, unanimously agreed that the proposal for book and museum store operations submitted by Event Network was clearly superior, both in terms of quality of service and financial return to the Foundation (and thus, the park and NPS).  Eastern was the only respondent which did not offer the Foundation a guaranteed return of a percentage of gross sales, as did Event Network and the other respondents.  Rather, Eastern presented a hybrid of its traditional financial model, proposing a management fee of 5% of gross revenues to cover its expenses, as well as taking 5% of net profits, leaving the Foundation with whatever net profits were left over.  This financial arrangement was not only contrary to the requirements of the RFP, but would put the Foundation at risk for the financial success or failure of Eastern’s operations, leaving Eastern will little financial incentive to operate efficiently and to hold down costs.

The Regional Director and the Director of the NPS approved the Foundation’s selection of Event Network in December, 2005.  Since none of the proposals received for custodial services or ticketing and reservation services were satisfactory, the Foundation cancelled that portion of the RFP and started exploring options for self-operation.

The news that Eastern had “lost” the bookstore operation at Gettysburg reverberated throughout the NPS, partially because many smaller parks who were used to having their bookstore operations subsidized by Eastern from profits at Gettysburg feared impact to their operations.  We have done as much as we can to alleviate these fears by publicizing the “no harm to the NPS” clause in our General Agreement with the Museum Foundation, which requires the Foundation to return to the NPS the equivalent amount of funds that Eastern took from Gettysburg profits in 1998 to support bookstores in other parks.  The only difference is that the Foundation will return these funds to the NPS, so that the NPS may make decisions regarding who needs the money most, rather than those decisions being made by Eastern National as in the past.
Historic Landscape Rehabilitation

For the third year in a row, Congress earmarked $300,000 for historic landscape rehabilitation, as part of the FY05 NPS appropriations.  These funds, combined with NPS and donated funds, enable us to make significant progress.  Sixty-nine acres of non-historic trees were removed, primarily in the south end of the park, and “health cuts were performed on 41 acres, primarily on Culp’s Hill.
We started a new phase of landscape rehabilitation in the fall of 2004, with the planting of orchards.  Five orchards (12.5 acres) were planted (Bushman, J. Sherfy, H. Spangler, Trostle, and J. Wentz).  Root stock for this replanting had been purchased by the Friends of the National Parks of Gettysburg last year.  Preparation work was completed for the planting of 13 orchards (30 acres) in the fall of 2005.  To date, we have replanted 18 orchards covering 42.4 acres.  6 acres of trees were planted at East Calvary Field, for a total of 43 acres replanted to date.  3.7 acres of stream buffers were planted in the Bushman-Slyder area, bringing to total number of acres of stream buffers replanted to date to over 8.
53,540 linear feet (over 10 miles) of historic Virginia worm and post and rail fences were built, repaired, or replaced, including the removal of 5,340 feet of old, rotten fence.  The second phase of horse trail rehabilitation was also completed, from West Confederate Avenue through the Bushman farm to South Confederate Avenue.  This 1.1 mile project also included the rehabilitation of the Bushman farm lane.

6 non-historic structures were removed from the park.  Most of these were removed as part of the cleanup of Fantasyland, in preparation for turning the property over to the Museum Foundation for construction of the new museum/visitor center.  The other structure removed was a modular home on the 2nd day’s battlefield.  After purchase by the Friends of the National Parks at Gettysburg (see below), the land was donated to the park and the structure was removed as part of the rehabilitation of the newly acquired property.
Borough of Gettysburg Interpretive Plan

Construction documents for the rehabilitation of the Wills House into a Lincoln Museum were completed in May, and the exhibit design was completed in July.  Through the efforts of Walter Powell, the Borough’s historic preservation officer, we have succeeded in tracking down numerous direct descendants of the Wills family, many of whom are still in possession of family artifacts and documents dating from Lincoln’s famous visit.  Family members have been willing to donate many of these items to the NPS including the actual bed that Lincoln slept in, other bedroom furniture, furniture from David Will’s law office, and a trove of documents associated with Lincoln’s visit and the creation of the Soldiers’ National Cemetery.

Thanks to Senator Santorum, the FY05 line-item construction appropriation for the NPS included $5.7 million, which should be sufficient funds for both the rehabilitation of the structure and the fabrication and installation of exhibits.  Unfortunately, the project has not gone out to bid, due to the recalcitrance of a neighboring landowner.

The Wills House shares a common wall with two adjoining buildings, which is not uncommon for mid-19th century town buildings.  In order to bring the building up to structural and fire-safety codes, it is necessary to separate these common walls into two separate load-bearing, fire-rated walls.  Our neighbor on one side, the Masons, has entered into an agreement which allows us to enter their property to perform this required work.  The neighbor on the other side, however, has consistently refused.  Late in the fiscal year, the U.S. Attorney’s Office filed suit in federal court, seeking an injunction to bar this neighbor from preventing us from entering his property to perform the required work.  

In the meantime, since the park has no funds for the operations and maintenance of the Wills House, we have signed an agreement with Main Street Gettysburg, which will be responsible for all operations, maintenance, and costs of operating the new museum.  Main Street Gettysburg, in turn, has released a request for proposals for an operator.  According to the pro formas for the operation, the admission fees and sales from the small bookstore in the museum should be sufficient to offset the operations and maintenance costs.

The Borough of Gettysburg awarded the contract for the rehabilitation of the historic train station, which will be the park’s and borough’s downtown information and orientation center.  Work should be finished in time for the 2006 tourist season.

We did not make much progress on implementation of the shuttle system to connect downtown Gettysburg (the train station) with the park’s new museum/visitor center.  Thanks to the work of the Borough of Gettysburg and the Adams County Transit Authority, all the state and local funds for both start-up and the first three years of operations are secure.  Congressman Platts obtained $751,564 in the 2005 Transportation Bill, to design and construct the transit transfer center in downtown Gettysburg.  However, the NPS has failed to come through with its share.  Despite being one of the Region’s top priorities, the Washington Office failed to provide the $1.3 million we have requested for construction of shuttle stops and procurement of vehicles.  We will try again in 2006.  
Finally, the park, the Borough, the Museum Foundation, and the Pennsylvania Department of Transportation are working on a unified, region-wide way finding system.  Per agreement of all parties, Gettysburg will become a Penn DOT “sign district.”  This will enable us to install both vehicular and pedestrian way finding signs that have a common design and motif throughout the area – one more element of our mutual scheme for “seamless interpretation” between the park and the Borough.

STEWARDSHIP

Cultural Resources

As always, the historic landscape rehabilitation work described above was based upon a solid foundation of research by the cultural resources staff.  The foremost priority for the historians this fiscal year was the completion of the landscape treatment plan for the rehabilitation of the 1863 battlefield.  Additional documentation was made available to the park by loan of a large private photograph collection.  These photographs consisted of stereo views, cabinet photographs, glass lantern slides, and mounted and un-mounted larger photographs.  The vast majority of the photographs dated from the nineteenth century and provided views of landscape features not hitherto used in the documentation process.  All of these photographs were scanned in detail, as were maps, iconographic images, and photographs from the park’s history, museum, and Tipton collections.  It is anticipated that the Battlefield Rehabilitation Treatment Plan will be completed by the end of the calendar year.

The staff also completed the National Register nomination for Eisenhower NHS, bringing to a close a nearly decades-long effort by numerous NPS and contract personnel to complete documentation, evaluation and analysis of the Eisenhower park unit.  

Almost 100% of the time of the museum services staff was dedicated to completing the exhibit designs for the new museum and the Wills House.  This included participation in design meetings, review of exhibit submissions, research in the park collections, and selections of images and artifacts for exhibits.  The staff also spent considerable time supporting and directing the restoration of the Cyclorama painting.
At Eisenhower, final edits were completed on the Eisenhower Cultural Landscape Report, documenting the history and changes in the site landscape from pre-Eisenhower ownership until today.  576 museum objects were cataloged during the fiscal year, with the majority consisting of photographs, books, and military equipment, and a collection condition survey was conducted for the  700+ textiles in the Eisenhower collection.  A majority of the fiscal year was spent working in the storage area in the Gettysburg NMP Visitor Center (a project begun in fiscal year 2003) to finish reorganizing and re-housing the Eisenhower collection stored there.  
Natural Resources

For the third year, our annual deer reduction program was implemented via contract with the Wildlife Service division of the Department of Agriculture.  150 deer were removed from the park.  Our annual spring deer count resulted in a density of 26 deer per forested square mile, the closest we’ve ever been to our goal of 25.  With Gettysburg’s proven record in white-tailed deer management, the park was called upon to consult with and provide logistic information to eight other NPS sites which have white-tailed deer problems.  
The park participated in the North American Amphibian Monitoring Project (NAAMP).  This is in conjunction with the Pennsylvania Herpetological Atlas Project, which is a “calling frog” survey.  This statewide survey is designed to use volunteers to observe and then record the amphibians.  The results may prove useful in many areas such as habitat used or habitat loss, species disappearance or perhaps species movement.  Inventories were also completed for small mammals, including the least shrew and Chiropteran species, and for crayfish in all the stream type habitats with Gettysburg and Eisenhower.
The park collaborated with The Nature Conservancy to begin a reintroduction of the eastern regal fritillary Speyeria idalia, a butterfly on the state’s endangered species list.  After several vegetation inventories and supplemental plantings the butterfly was released in the Wheatfield in late September.  We also released 12 barn-owls, a state threatened species, between the McPherson and Trostle barns.

There are currently 15 agricultural permittees with 2,237 acres in the agricultural program with the two parks.   Working with these farmers, we have now enrolled 355 acres in the Conservation Reserve Enhancement Program (CREP).  Much of the CREP land has been planted in warm season grasses.
65 acres were treated for woody vegetation control, to keep non-historic forests that have been removed from returning.  Twenty-one areas throughout the park were treated for exotic vegetation, including 125 acres which received initial treatment and 199 acres which were retreated.  The exotics that we’re trying to eradicate from the park include Multiflora rose and Japanese barberry, Mile-a-minute, Japanese honeysuckle, Ailanthus, Privet, Stiltgrass, Orchard grass and Kentucky bluegrass.  The park also worked with adjacent private landowners to control mile-a-minute weed on private lands near the park.
Land Protection
Congress hasn’t appropriated any land acquisition funds for Gettysburg since 2001.  Still, with the magnificent help from our friends, two significant acquisitions took place in 2005.  In the first, the Friends of the National Parks at Gettysburg purchased a 9-acre tract between the Rose and Bushman farms, and donated the property to the park.  The property had been the long-time home of an inholder.  The park and the Friends combined forces to remove the modular home and outbuildings from the property, and the park rehabilitated the landscape to its 1863 conditions.

The Civil War Preservation Trust purchased a life estate on a residence on Mummasburg Road, in the middle of the 1st day’s battlefield, and donated the half-acre property to the park, subject to the life estate.  
Across the road from this life estate is Adams County Motors.  The NPS purchased this property in August of 2001, with the four-year reserved use clause, to give the dealer time to move the dealership elsewhere.  The four years expired this August, and although a new site has been (belatedly) found, construction of the new dealership has barely begun.  The dealer will be assessed penalty rental fees for occupying the property after the reserved use ran out, and we will use those fees to help pay for the demolition of the facility.
In 2004, the Department of Justice appealed the U.S. District Court’s judgment on the value of the former national tower and property, with the NPS had seized in 2000.  (See Superintendents Annual Report, FY2000, for the taking of the tower, and Annual Report, FY2002, for the District Court’s original ruling.)  The Department of Justice argued that the District Court had “double-counted” some of the component land values in calculating its valuation of $6.6 million.  The U.S. Circuit Court agreed in May 2005, suggesting that the District Court’s valuation may have been overstated by as much as $2.7 million.  The case has been sent back to the District Court for reconsideration.
Maintenance
Due to flat park budgets, 2005 brought no staffing relief to the Maintenance Division.  Nevertheless, considerable project work was completed.  We received $787,000 in project money for Gettysburg National Military Park and $122,000 for projects at Eisenhower National Historic Site.  Major projects included basement and foundation work at six historic structures (to prevent water infiltration),  complete interior rehabilitation of the Wills-Winebrenner and Groft houses (work started by contract in 2005 and should be completed in 2006), resurfacing of parking areas and walkways at Eisenhower, asbestos abatement in the Eisenhower home, and rehabilitation of two small historic structures at Eisenhower.

With the cleanup of Fantasyland for museum construction, the park’s ancient and dilapidated salt storage shed finally had to be removed.  After much searching for the most suitable site, a new salt storage shed was constructed by park crews, and all of the materials storage from Fantasyland was moved to the new site.  The third phase of horse trail rehabilitation was completed, as well as historic fence construction and repairs, as reported above.  The staff also completed some 90 other smaller projects necessary to keep the park operating.

The monuments preservation branch (also short of staff) also had an exceptional year.  Thanks to project funds received, all 1,574 headstones in the Soldiers’ National Cemetery were cleaned.  The interior copper cladding in the Pennsylvania Monument was cleaned and reinstalled, and all the bronze tables were cleaned and waxed, finally completing the rehabilitation of the monument.  The long-missing statue for the 4th Ohio monument was re-installed on top of its pedestal, after the pedestal was reinforced and strengthened with interior steel.  Fourteen artillery carriages were restored, bring the total restored to 203.  Thirty cannon tubes were refurbished and 40 previously restored carriages received touch-up painting and/or replacement of small hardware items.
As always, volunteers supplemented our meager maintenance forces.  1,997 volunteers worked on various maintenance projects and programs in 2005, giving 6,304 hours of services.  Almost two-thirds of that love and labor was associated with the Adopt-A-Position program.  We enlisted 21 new Adopt-A-Position groups in 2005, bringing our total to 249.  They include individual and family groups (109), re-enactment groups (62), Civil War Round Tables and “Sons of” camps (57), colleges (9), boy scouts (4), government (4), 1 business and 1 equestrian group.  The Friends of the National Parks at Gettysburg volunteers provided 1,564 hours of labor, just through their volunteer day projects, and 23 volunteers contributed 1,521 hours of service at the cannon carriage restoration shop.
The Casino
In April, a firestorm was lit in the Gettysburg area when David LeVan announced a proposal to build a casino at Gettysburg.  The proposal was in response to Pennsylvania’s new gambling law, which will allow a number of slots-type casinos in Pennsylvania in the hopes that the revenue from the slots parlors will offset the burden of personal property taxes.  The state law restricted most licenses to existing horse tracks or the Philadelphia and Pittsburgh areas, but allotted two “at large” licenses to other locations in Pennsylvania.  Mr. LeVan proposed seeking one of the two “at large” licenses.
Mr. LeVan is a Gettysburg native, who had returned to town after retiring as the Chairman and CEO of Conrail.  The proposed site was at the intersection of U.S. highways 15 and 30, just east of the town of Gettysburg, a couple of miles from the heart of the battlefield itself, and a little over a mile from the East Cavalry Field.  The proposed site is not in the boundary of Gettysburg National Military Park, nor in the boundary of the Gettysburg Battlefield Historic District.

Despite not having any immediate physical or visual impacts upon the battlefield, the thought of a casino associated with the Gettysburg name infuriated many people, both local and from afar.  Locally, a grass-roots citizens group called “No Casino Gettysburg” was quickly formed.  The Faculty Senate of Gettysburg College opposed the casino, as did the Lutheran Theological Seminary at Gettysburg, and the Gettysburg Ministerium – a working group of local pastors.  And the cry was soon taken up by national preservation groups.  The Friends of the National Parks at Gettysburg was one of the first, announcing its opposition in May.  By June, the Civil War Preservation Trust, the National Parks and Conservation Association, and the National Trust for Historic Preservation had also announced their opposition.  The Pennsylvania Gaming Commission is expected to award casino licenses sometime late in 2006.
The quickly-growing casino controversy held a potential risk for the Museum Foundation, since David LeVan was a member of the Foundation’s Board of Directors.  The potential crisis was quickly defused, however, when Mr. LeVan quietly resigned from the Board of Directors in the fall.
PUBLIC SERVICE

Interpretive Programs
1,779,999 visitors came to Gettysburg in calendar year 2005, which was a 1.4% decrease from 2004.  During the summer visitor season of June 1 – August 31, Gettysburg rangers offered 1,528 interpretive programs which were attended by 43,180 visitors.  During the battle anniversary, 1,786 visitors participated in the six battle anniversary walks (of about 3 hours each).  Despite continuing staff limitations, this was an increase of 117 programs (8%) over those offered in 2004.  The hard work of the permanent and seasonal rangers, supplemented by interns and costumed interpreters paid off, as the programs were enjoyed by 12% more visitors than in 2004.  Our summer season goal has always been to reach 10% of our visitors, and we tantalizingly close in the summer of 2005, reaching 9.7%.

The staff also presented 227 curriculum-based programs to 5,919 students at the park.  The park’s new winter storytelling program reached 1,992 students at 13 schools.  Two new teacher workshops were presented, and were attended by 21 teachers from three states.  The annual curriculum-based satellite program was broadcast in May, to an unknown millions of students.  Because the staff was overwhelmed with exhibit design for the new museum and the Wills House, we reran one of our most popular broadcasts, “Gettysburg:  Stories of Monumental Courage.”
Gettysburg hosted the 5th Women’s History Symposium, “To Bind up the Nation’s Wounds:  Caring for Them who Shall have Borne the Battle.”  Approximately 100 people attended the paid venue.
As always, the Living History program supplemented the other interpretive opportunities for visitors.  For 28 weekends between April and October, volunteer living history units camped on the battlefield, offering both formal program and informal “chats” with visitors.  The volunteers presented black power infantry and artillery demonstrations as well as medical and signal programs.  1,466 volunteers participated in our Living History program, to the delight of over 100,000 visitors.

As in 2004, significant staff time was spent in working on the exhibits for the new museum and the Wills House.  Time was spent in reviewing and revising exhibit text and selecting artifacts, photographs and documents for display.  Without the expertise we have on staff, it would be nearly impossible to build this museum. 

67,669 visitors went to Eisenhower, which was a 6.37% decrease from 2004.  The staff presented 3,051 programs to 58,329 visitors and 63 student education programs to 2,330 students.  On January 1, 2005, we formally took Eisenhower out of the NPS entrance fee program.  This had the double effect of allowing us to reduce the total costs of visiting Eisenhower, and to keep in the park – for park use – a higher percentage of the money collected from the public.
In May, we released a proposal for public review, to change the hours that the battlefield was open to the public.  Traditionally, the battlefield has been open from 6am until 10pm daily, year-around.  However, over the past several years, we had noticed an increase in after-dark use of the battlefield, primarily for drinking, drug use, and ghost hunting.  Consequently, we proposed to close the park at sunset every day, rather than 10pm.  

We received over 200 written comments on the proposal, including some compelling letters from parks users – local citizens who enjoy the serenity of the park after dark; schools that use the park as a time of reflection for their students after a busy day; and families who travel some distance and who want to spend as much time as possible in the park while they are here.  Consequently, we announced a decision to keep the park open until 10pm from April through October (concurrent with Daylight Savings Time), and to close the park at 7pm November through March.
Special Events and Visitors
· On October 27, both Senator Santorum and Governor Dean came to Gettysburg for a visit at the same time.  We took them in opposite directions
· On November 9, the 12th International Panoramic Conference, an international group of painting conservators from Germany, Netherlands, China and Switzerland met at Gettysburg.  They were, of course, intensely interested in our restoration project.
· We held our traditional Dedication Day ceremonies on November 19th, with guest speaker Frank Williams, Chief Justice of the Supreme Court of Rhode Island. A crowd of approximately 2,000 showed up, despite the threatening weather.
· That night, the weather deteriorated, and the 2nd annual Luminaria, sponsored by the Friends of the National Parks at Gettysburg, had to be cancelled.
· Remembrance Day was celebrated on November 20th by approximately 3,000 re-enactors who marched in the annual parade and then dispersed all over the battlefield for dedication ceremonies at their individual monuments.
· The Eisenhower home was decorated for an “Eisenhower Christmas” during the month of December.
· On April 1-3, 100 people attended the 5th Women’s History Symposium, “To Bind up the Nation’s Wounds:  Caring for Them who Shall have Borne the Battle.”
· Eisenhower NHS participated in the community’s annual “History Meets the Arts” festival on April 16-17th with a special exhibit of “Eisenhower the Artist.”
· Friends of the National Parks at Gettysburg sponsored the annual “March for Gettysburg” on April 24th.
· Friends of the National Parks at Gettysburg also sponsored the annual “Doors Open Gettysburg” on May 7th.
· The annual satellite broadcast was presented on May 25th.  It was a rebroadcast of “Gettysburg, Stories of Monumental Courage.”
· The annual Memorial Day ceremonies were held in the Soldiers’ National Cemetery on May 30th.  The guest speaker was Neil Armstrong.
· Eisenhower NHS hosted its annual 1950’s weekend on June 11-12.  A special guest speaker was Gary Powers, Jr.  240 visitors attended the weekend events.
· The same weekend, Gettysburg participated in the annual Brass Band Festival by sponsoring the appearance of the Wildcat Regiment Band
· July 1-3, of course, was the 142nd anniversary of the Battle of Gettysburg, marked by a series of special ranger-conducted battle walks.  As always, they were immensely popular.
· Eisenhower NHS co-hosted the annual Eisenhower Academy with Mt. St. Mary’s College on July 11-15th.
· “Remembering Korea:  The Forgotten War was held at Eisenhower NHS on July 23rd.
· Friends of the National Parks at Gettysburg sponsored the annual Eisenhower Skeet and Trap Shoot on August 20th
· The 11th annual Civil War Music Muster was held at Gettysburg on August 27th
· Eisenhower hosted the annual World War II Weekend on September 17-18th.
Speeches and Presentations

· I presented a class on “Museums as Centers of Controversy” to the McDaniels College Masters program in museum management. 
· I participated in a panel discussion on “Battlefields as Artifacts” at the American Historical Association convention in Seattle on January 9th.
· On February 1st, I presented a session on “Interpreting Sensitive Topics” to the Interpretive Leadership training class at Harpers Ferry Training Center.
· I wrote a 10-page article entitled “Gettysburg for the Ages:  Implementing a New General Management Plan at Gettysburg National Military Park,” which was published in the June issue of North and South magazine.
· On June 3rd, I gave my annual update to the Gettysburg Discussion Group’s annual convention.
· I was invited to speak at the 10th anniversary of the grand opening of Steamtown NHS, on July 2nd.
· On July 20th, I presented the Budget Cost Projection module at the Pacific West Region’s Superintendent’s Conference in Portland, Oregon.
· On September 8th, I gave the Pennsylvania Environmental Council a briefing on our landscape rehab program.
Visitor Protection

109 members of the Park Watch Patrol volunteer program supplemented the eyes and ears of protection rangers, volunteering 6,363 hours.  Two of the Park Watch volunteers won the Governors Citizens Crime Prevention Award for 2005.  They make the 6th and 7th winners of this award from Gettysburg’s Park Watch Patrol program, which we think is a record for any Pennsylvania organization.
We lost an arbitration case which will have service-wide impacts.  Several years ago, following a Board of Inquiry, the Regional Director revoked the law enforcement commission of one of our employees.  Subsequently, the park removed him from service for inability to do the job for which he was hired.  The employee grieved both of these actions through our ancient union agreement, and they both eventually wound up in the lap of an arbitrator.  Last year, we lost the arbitration case concerning his separation from service, so he’s now back in our employee as an interpretive ranger at Eisenhower.  

This year, we lost the arbitration case for revocation of his commission, and the arbitrator has ruled that we must reinstate that commission.  Naturally, we are appealing.  All along, we have been convinced that who is deemed fit to carry arms for the protection of the public should not be left to the whims of an arbitrator.  We now hope that this case will capture the attention of the proper officials in Washington Office and the Department of Interior, for it has department-wide implications.

PARTNERSHIPS

Friends of the National Parks at Gettysburg
2005 was a transition year for the Friends.  A new Executive Director was selected and started work in January.  Coming from an educational background, with no previous non-profit work, and little previous knowledge about how the park or the Friends operated, much of the year was spent in playing catch-up.

Still, the Friends continued their many ways of assisting the park, including funding the summer program brochure, sponsoring the Eisenhower Skeet Shoot, providing funds to support the satellite broadcast, purchasing an interpretive wayside at the former Home Sweet Home site, and paying the rent for the cannon carriage facility.  In July, the Friends hosted a delightful little affair, when we celebrated the rehabilitation of our 200th cannon carriage.
Over 220 Friends members traveled to Gettysburg (from all around the country) to participate in the Volunteer Work Day.  They painted four historic structures (with paint donated by Sherwin Williams) and built almost a mile of Virginia worm and post-and-rail fences (with fence materials purchased by the Friends).
One of the highlights of the year, as reported above, was the Friends purchase of a 9-acre inholding between the Bushman and Rose farms.  After the Friends removed the modular home from the site, they donated the land to the park, which completed the landscape restoration.  
Eastern National 
It was not a good year for Eastern National.  As described above, Eastern failed to win contracts to operate the book and museum store in the new museum, to operate the ticketing and reservation system, or to provide custodial services.  In addition, Eastern made a unilateral decision to reduce returns to all parks across their system in 2005 to 4% of gross sales, down from the usual 6%.  In 2004, at the NPS’s request, Eastern had taken over sales outlets in the National Capital Region, as well as taking over six other NPS sites.  Either through a poor business plan for this expansion, or through an unusual combination of below-budget sales, high inventory levels, and simultaneous investments in a new point of sales system, Eastern revenues were significantly below target.  Eastern’s cooperating association agreement with the NPS gives Eastern 100% authority pertaining to what level of returns it must return to parks – indeed, the agreement does not require Eastern to return anything to the parks.  Consequently, Eastern simply informed the parks that since Eastern had a bad year, the parks’ donation returns would be reduced.
Eastern National’s total sales at Gettysburg and Eisenhower in FY2004 were $5,154,678, including book store sales of $3,393,763, interpretive fee sales of $1,218,938, Eisenhower shuttle fees of $145,365, and battlefield bus tour fees of $396,612.  This was a decline of $99,507 (1.8%) from total sales in 2003.  
Based upon these sales, Eastern provided a return of $437,672 to the parks in FY2005.  This included a 4% return of $135,940 on book sales, a 17% return of $274,633 on interpretive fee sales, and a 5% return (by contract) of $27,099 on battlefield bus tours.  In addition, Eastern provided custodial services valued at $45,688 to the parks.  All in all, Eastern’s return to the park was 2% less than in 2004.
The park used these donation returns to hire seasonal interpretive rangers and support interns and living history personnel, print brochures, purchase artifacts for the Wills House, support interpretive programs, support monument rehabilitation, replace damaged fire suppression systems, pay for the deer reduction program, and support landscape rehabilitation efforts.  
Licensed Battlefield Guides

151 Licensed Battlefield Guides were available for visitor tours in 2005, one less than 2004.  The Guide force included 76 full time guides, 35 part time guides, and 40 part time weekend guides.  The guides provided 22,730 tours for 306,070 visitors, an increase of 1203 tours (5.5%) with an increase of 12,011 visitors served (4%).  The numbers include 15,170 car tours for 45,338 visitors, 1,244 van tours for 13,190 visitors, and 6,316 bus tours for 247,542 visitors.  The number of “turn-aways,” or occasions when visitors wanted a tour but no guides were available, increased slightly, from 360 in 2004 to 396 in 2005.
The park approved an increase in Licensed Battlefield Guide fees which will be effective January 1, 2006.  The fees will increase from $40 to $45 for car tours (1-6 visitors), from $60 to $65 for van tours (7-15 visitors), from $90 to $100 for bus tours (16-49 visitors), and from $120 to $135 for “super-bus” tours (50+ visitors).  The park allows a premium charge for larger buses, since many of them have difficulty negotiating the narrow historic avenues in the park and consequently have a tendency to create more congestion and roadside damage problems than do smaller buses.  

With the increase in fees, the park also increased the annual licensing fees paid by the guides.  The current rate of $180 per year for full-time guides will increase to $270 in 2006 and $360 in 2007.  Similarly, licensing fees for part-time guides will increase from $120 to $180 in 2006 and $240 in 2007, and fees for part-time weekend guides will increase from $80 to $120 in 2006 and $160 in 2007.  This increase in licensing fees will help the park recover more of the costs of administering the Licensed Battlefield Guide program, and fulfills one of the recommendations of our 2001 Business Plan.

The Museum Foundation continued to use some of the very best guides to provide tours for museum supporters and prospective donors.  In addition, the guide continued their traditional volunteer activities, including free evening tours of the Soldiers’ National Cemetery (104 free tours were provided for 4,561 visitors), placing flags on the graves for Memorial Day, and providing brush-cutting crews to assist in the landscape rehabilitation of the park.

Volunteers

Each year that the parks labor with a shortage of funds and staff, the role of volunteers in preserving our resources and serving our visitors becomes more and more crucial.  2005 was no exception.  We were blessed with 3,762 volunteers at Gettysburg, who provided 49,176 hours of love and labor for the park and its visitors – the equivalent of 24 extra full time employees.  The role of volunteers in the Adopt-A-Position, Park Watch, and Living History programs has been described above.  In addition to those popular programs, 23 volunteers worked 1,521 hours in the cannon carriage shop, 28 served for 6,120 hours at the visitor information desks, and other volunteers provided much-needed service as campground hosts, in museum services, and in resource management.
267 volunteers provided 11,676 hours of service at Eisenhower NHS in 2005.  Volunteer efforts assisted in visitor services and numerous special events.  The Volunteer Senior Ranger Corps continued to thrive at Eisenhower in 2005.
RESPONSIBILITY
Regional Assistance

My involvement in Regional affairs was reduced substantially in 2005, as I stepped down from two-year tenure as the Chair of the Chesapeake cluster of superintendents.  However, Chuck Cartwright became the “go-to” guy throughout the NPS for training and implementation of the Budget Cost Projection model, which he had originally designed.  Between the time Chuck spent assisting Northeast Region parks implement the BCP, checking park BCPs for the Regional Office, and conducting BCP training courses nation-wide, perhaps a third of his work year was devoted to this task.  

National Park Centennial Act
Congressman Mark Souder (R-IN) introduced the National Park Centennial Act, which proposes ways and means to increase annual operating funds for parks, and to eliminate the maintenance backlog throughout the NPS by 2016 – the centennial of the creation of the agency.  Congressman Souder plans two years of field hearings, and the first was held at Gettysburg in March.  This hearing concentrated on the status of operating funds and the maintenance backlog at Gettysburg, Eisenhower, and Independence National Historical Park.  Robert McIntosh, Associate Regional Director of the Northeast Region, provided NPS testimony.  Testimony was also provided by the Museum Foundation, the Friends of the National Parks at Gettysburg, the National Parks and Conservation Association, and the Civil War Preservation Trust.
Associated with the introduction of the Centennial Act, the Government Accountability Office (GAO) also visited numerous parks in 2005, collecting data from 2001 through 2005 pertaining to trends in operating appropriations, construction appropriations, deferred maintenance backlogs, employment levels, and reductions in park operations.  The GAO team visited Gettysburg and Eisenhower in April.

The historical budget data submitted to the GAO and for testimony at Congressman Souder’s hearing was fairly dramatic.  At Gettysburg and Eisenhower, although our allocated operating budgets increased by $328,000 between FY2001 and FY2005, our “purchasing power” declined by $734,900 (12%)
.  In simple terms, this means we can accomplish $734,900 less work in 2005 than we were able to accomplish in 2001.  Although there are numerous factors associated with this decline, such as spiraling health benefit costs and energy costs, the single most debilitating factor is unfunded and underfunded pay increases.  As reported in 2003 and 2004, when the Administration requests or Congress mandates an increase in employee pay, but does not appropriate sufficient (or any) funds to pay for that increase, the result is invariably slightly fewer employees who get paid slightly more.
As a natural consequence, the comparative data showed that Gettysburg and Eisenhower had 11 fewer full-time employees in 2005 than we had in 2001 (-12%), and 10 less seasonal employees (-45%) funded by the operational budget.  And, as a direct consequence of having less money and less employees to maintain our historic structures, monuments, cannon carriages, etc., the GAO data showed that our maintenance backlog  had increased a whopping 32% since 2001, from $37,769,257 to $49,715,350.  
The analysis for GAO showed three primary reasons for the dramatic growth in the parks’ maintenance backlog.  First, of course, due to the phenomenon of declining “purchasing power,” the park is able to maintain less and less of its resources every year, and forced to “defer” more and more maintenance items.  Second, as maintenance is deferred, problems escalate.  For example, when repairs to a leaking roof are postponed due to lack of funds to buy shingles, the leak – and the rot associated with the leak – grows at a geometric rate.  Before long, the roof sheathing also needs to be replaced; after that the roof trusses, etc., etc.  Finally, due to general inflationary pressure (and increases in federal employee pay rates), it costs more each subsequent year to address repairs that were deferred from the previous year.  
Park Operating budgets

The President’s proposed budget for the NPS in 2005, as submitted to Congress, would have provided Federal employees with a 1.5% pay raise, but did not request any appropriations to fund the pay increase.  The President’s budget also proposed a 3.5% pay increase for military employees, which boded ill for the NPS since Congress has insisted in 19 of the past 22 years in “pay parity” between civilian and military employees – which may have resulted in NPS employees getting a 3.5% pay raise and the NPS getting zero dollars to pay for the pay raise.
Happily, the wide spread media reports of parks going broke caught the attention of the Congress.  Although Congress did give both civilian and military employees a 3.5% pay raise, they appropriated $300 million more for the NPS than the President had requested, and directed that the extra funds be spread “across-the-board” to all parks.  
The 2005 Congressional appropriations also contained an $188,000 operating increase for Gettysburg.  The original purpose of this operating increase, which was first requested in 1996, was to pay for the increased utility costs “absorbed” by the park when our new sewer system and our new fire detection and suppression systems came on line.  However, almost simultaneously with the news of this extra appropriation came the news that Gettysburg had been included in the Baltimore/Washington, D.C. pay area.  The extra pay that we were mandated to provide for staff because of this “locality” change almost completely wiped out the new operating increase.  Of course, we would have been far worse off with the locality change and with the operating increase.
In the end, thanks to the extra funds from Congress in FY2005, we were able to maintain park operations, both maintenance and visitor services, on a relatively even keel.  Financially, we were able to do as much in FY2005 as we had in FY2004.  And, for the first time since 2001, we did not have to reduce staff because of the decline of our “purchasing power.”  

Appropriated Funds, Revenues & Donations

FY2005 Base Operating Funds


Gettysburg NMP






$5,396,800


Eisenhower NHS






  1,059,100

Total Operating Funds





$6,455,900

Other Appropriated (One-Year Funds)


Backlog Cataloging






$     55,000


Regular Cyclic Maintenance





     245,215


Repair/Rehabilitation






     817,400


Cultural Cyclic Maintenance





       80,438


NRPP








       45,161


MCPP








       10,000


Service-Wide Funds (GIS/VIP)




       20,170

Equipment Replacement





       82,300

Total One-Year Funds 





$1,355,684
Other Appropriated (Restricted) Funds


Technical Assistance






$     98,600


Construction, Wills House





  5,679,000


Construction, Cyclorama Painting




  6,960,000


Construction, Preserve Park Historical Collections


  4,930,000

Total Restricted Funds




          $17,667,600

Fee Demonstration Projects


Eisenhower Asbestos Abatement




$       9,561


Eisenhower Replace Ornamental Shrubs



         2,500


Eisenhower Preserve Cultural Landscapes



         3,000


Eisenhower Install Waysides





       36,000


Eisenhower Cost of Collection




       10,137

Total Fee Demonstration





$     61,198

Income Revenue


Housing







$   114,273


Agricultural Fees






       51,002


Licensed Battlefield Guides





       29,570


Special Park Use






         3,107


Commercial Use






         2,200


Amphibian Monitoring





         2,000


ARPA Claims (monument damages)




       11,730


Occupancy Fee (Davidson Ford)




       21,799

Total Income Revenue






$   235,681

Cash Donations


Donation Boxes






$     14,617


General Donations






         5,390


Archives Collections







  70


Student Education






         2,835


General Monument






       11,231


Wall of Faces







            202


Eastern National cash donations





     205,178

Total Cash Donations






$   239,523

Total Funds Available, FY2005




           $26,015,586
Administrative Services
Gettysburg continued to serve as the Personnel Service Office and as a Delegated Examining Unit for Eisenhower NHS, Fort McHenry NHS, Hampton NHS and Assateague Island National Seashore.  In accordance with agreement made in 1995, Gettysburg continued to provide these services without charge to our sister parks, although it becomes more and more difficult to do so every year.  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
· John McKenna returned to Gettysburg, after a short stint as superintendent of Ft. McHenry, after he discovered he had cancer.  He has successfully endured two major rounds of cancer treatment, one major surgery, and is now working about half-time.  Although we sympathize with his ongoing medical problems, we’re glad to have him back here with us and intend to take care of him as best we can, as long as he wants to work.
· We all uncrossed our fingers with Brion FitzGerald returned from his tour of duty in the Persian Gulf.  Thanks to the magic of email, which even works in combat zones, Brion was able to keep in touch during his military duty, and picked up his usual overwhelming park workload upon his return with nary a hitch.
Honors and Awards
· Mike Schaefer and Linda Wilkinson, two of our Park Watch volunteers, won the 2005 Governor’s Citizens Crime Prevention Award

· Zach Bolitho, our natural resource specialists, was awarded the Northeast Region’s “Trish Patterson SCA Award for Natural Resource Management in a Small Park,” for his work in establishing the Conservation Reserve Enhancement Program at Gettysburg.

· Bobbie Platt was presented with the Northeast Region’s “Outstanding Volunteer Service” award for 2005.

· Eisenhower NHS received a Certificate of Achievement for not lost time accidents for three years.

· The New Jersey Civil War Round Table honored me with their “Man of the Year” award.  
Priorities for FY2006

Our priorities will remain essentially the same in FY2005:
· We will continue to work with the Museum Foundation on fundraising for and construction of the new museum/visitor center, and restoration of the Cyclorama painting.  A major part of our focus in FY06 will shift to operational concerns, as we work to refine the financial, operating, and maintenance plans for the new facility.

· We will continue to implement historic landscape rehabilitation, using both appropriated and donated funds.  Congress has earmarked $200,000 for this purpose in FY2006.

· We will continue our partnership with the Borough of Gettysburg.  Specifically, we hope to prevail in Court so that rehabilitation of the Wills House may commence, and we hope to prevail in the funding competitions so that we can get the startup funding for the shuttle system.

· We will continue to look for innovative ways to work as efficiently and effectively as we can; stop doing things that are not mission essential; and increase our non-appropriated revenue streams.  As part of this effort, we are scheduled for a Core Operations Analysis in March.

Concerns for the Future

Like our priorities, our concerns for the future have not changed since last year.  Our primary concern remains the status of the parks operating budgets.  We did remain level in purchasing power in FY2005 as compared to FY2004, thanks to the extra operating funds that Congress appropriated for the parks.  Our purchasing power, however, will decline slightly in FY2006.  The additional operating funds that Congress has appropriated for FY2006 will be barely sufficient to offset unfunded pay raises and other increased costs, and the 1% across-the-board reduction that Congress subsequently mandated puts us below FY2005 levels of capability.  As usual, we will react to that reduction by cutting more staff and deferring more maintenance.  Our best hope for the near future is that we will be able to figure out a way to hang on until the new museum and visitor center comes on line.  Since the Museum Foundation will be responsible for all the operations and maintenance of that complex, the park budget will be relieved of that burden.
� Purchasing power is defined as the comparable cost of doing business from one year to the next.  If costs increase faster than appropriations, the result is a decline in purchasing power.


� This number includes Eastern National cash donations only.  It does not include products and services purchased directly by Eastern National for the parks.
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