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IN REPLY REFER TO: 

H2217(2260) 

NATIONAL PARK SERVICE 
P.O. Box 37127 

Washington, D.C. 20013-7127 

JUL I 0 I99T 

Memorandum 

To: Regional Directors and Superintendents 

From: Associate Director, Cultural Resources Stewardship and Partnership 

Subject: Cultural Resources Management Assessment Program Report 

We are pleased to announce the successful, servicewide implementation of the Cultural Resources 
Management Assessment Program (CR-MAP). A total of 349 or 93% of the 375 parks in the National 
Park System and 8 Cultural Resources or Archeological Centers have participated in CR-MAP, making 
this the most comprehensive survey of cultural resources and cultural resources professional needs in 
the history of the Service. The attached report, The Cultural Resources Management Challenge: The 
Cultural Resources Management Assessment Program (CR-MAP) Report, provides an overview of the 
process and results. CR-MAP data and results will be used to support budget requests to meet our 
cultural resources professional needs. 

To help coordinate CR-MAP efforts and the acquisition of the most up-to-date, complete, and accurate 
information, each cluster has appointed a CR-MAP Coordinator listed in Appendix C of the attached 
report. CR-MAP software and regional data have been distributed to all coordinators, who are 
responsible for the maintenance and quality control of CR-MAP data for their respective clusters 
and/or regions. 

We hope you will find CR-MAP information interesting, and we welcome any comments you may 
have about CR-MAP and the attached report. Comments should be addressed to the CR-MAP 
Servicewide Coordinators: Lincoln Fairchild, Park Historic Structures and Cultural Landscapes 
Program, National Center for Cultural Resources Stewardship and Partnership Programs and Rob 
Hommon, Pacific Islands Support Office. 

Attachment 

United States Department of the Interior 
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The Challenge 

The value of the cultural treasures in our National Park System is beyond measure. The sheer 
quantity of cultural resources for which the National Park Service is responsible is enormous. 
The task of preserving thousand-year-old artifacts, the historic and prehistoric structures in which 
the destiny of a nation was determined, the sacred sites of many peoples, and the remnants of 
former cultures and societies that helped shape this land requires professionals from a diversity 
of fields. For the first time, the National Park Service has a comprehensive assessment of the 
total professional need to meet its responsibilities for cultural resources stewardship - and the 
need is great. That is the bottom line of the Cultural Resources Management Assessment 
Program (CR-MAP). 

Cultural Resources Stewardship 

The 375 parks in the National Park System scattered over half of the globe commemorate the 
people, events, and places of this nation. Each park contains tangible evidence of the human 
story. Cultural resources are the evidence, tangible and intangible, the proof of where we came 
from, of where we have been, and what we have done. They are our links to the past and our 
inspiration for the future. 

Cultural resources encompass all of that which 
makes us human, including the lifeways of living 
peoples, the historic and prehistoric buildings and 
structures, battlefields, archives, and museum 
objects and specimens, designed and vernacular 
landscapes, oral and written histories, and 
archeological sites. They are found in Yosemite, 
the Everglades, the Great Smoky Mountains, 
Hawaii Volcanoes, Shenendoah, the Grand 
Canyon, Denali, Yellowstone, and in 367 other 
units of the National Park Service. 

A mission goal of the National Park Service laid 
out in the Organic Act of 1916 is the stewardship 
of cultural resources in parks. While not 
specifically stated in the Organic Act of 1916, 

stewardship encompasses research, preservation, management, and interpretation, often in 
partnership with other agencies and other organizations. These tasks require the services of 
trained professionals. 
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Research provides the baseline information 
about how many resources there are, how they 
are distributed across the landscape, and why 
they are significant. Unlike the scenic majesty 
of natural wonders, the significance of many 
cultural resources is not immediately apparent. 
A cluster of flaked stones in an Alaskan 
streambank may not seem to warrant a second 
look until through research we discover that the 
stones were left by the Ice Age hunters who 
crossed over from Asia to become the first 
Native Americans. Research includes the 
collection of oral histories, the inventorying and 
documenting of historic structures, scientific 
excavations of archeological sites, studies to 
establish lineal descent of past and present 
peoples and their cultural affiliations to objects 
in park museum collections, and the survey of 
cultural landscapes. Research is also conducted 
to support park planning, provide background 
for park issues, to contribute to interpretative 
programs, to help avoid adverse impacts, and to 
develop technologies for treating, monitoring, 
and protecting cultural resources. 

What are Cultural Resources? 

Cultural resources are the evidence of past 
human endeavors. Categorically, they consist 
of five major types. 

Archeological Resources are the remains of 
past human activity and records. 

Cultural Landscapes are geographical areas 
that are the reflections of human adaptation 
and use of natural resources and are often 
expressed in the way land is organized, 
divided, settled, and used. 

Ethnographic Resources are natural and 
cultural resources assigned significance by the 
peoples with traditional associations to them. 

Historic and Prehistoric Structures are 
constructed works consciously created to serve 
some human activity 

Museum Collections include objects, archives, 
and specimens which document human 
habitation, activity, invention and creativity 
from prehistoric times to present and the 
environment from geologic times to the 
present 

The study of history is the branch of 
knowledge that records and explains past 
events and people through the examination of 
documentary and other evidence. This process 
establishes the lines of evidence for all types of 
cultural resources. 

Preservation activities are aimed at ensuring 
that cultural resources retain the qualities that 
make them significant. Preservation entails 
protection not only through law enforcement 
but also through monitoring, inspections, and 
maintenance. Monitoring the threats to 
archeological sites as they shift with time or the 
environment of museum storage areas as it 

shifts with ambient conditions are prime examples of preservation activities. Inspecting the 
fabric of historic structures or the condition of museum objects using specialized techniques for 
each different type of material or object is also part of preservation. The results of monitoring 
and inspection lead to maintenance and, when needed, treatment. Routine and cyclic 
maintenance ensure that cultural resources continue to be preserved. But for many resources, 
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more is needed. Treatments for deteriorating structures, archeological sites, museum objects, and 
cultural landscapes are necessary to bring those structures, sites, objects, and landscapes into 
good condition. Prescribing appropriate treatments is part of the professional activities 
associated with preservation. 

Management is the professional activity of orchestrating all the other professional activities 
associated with stewardship goals. It consists of planning, compliance, setting standards, 
establishing priorities for need and work, budgeting, staffing, contracting, and other 
administrative functions. Professionals are needed to assist in the overall management of cultural 
resources. 

Interpretation is the telling of the human story. In 
every park, people have left their mark. In some, 
they have walked lightly; in others, the very 
landscape has been changed to serve human 
purpose. The story is there to be told on Brooklyn 
beaches, in presidential homes, on enormous 
stretches of arctic tundra, at the temple of a 
Polynesian god of war, on battlefields, at pueblo 
ruins, and in museums and laboratories throughout 
the nation. It is a story that spans at least 10,000 
years from the arrival of the ancient hunters who 
crossed into Alaska from Asia to the living 
traditions of today's Native Americans and peoples 
whose roots lie in Africa, Oceania, Europe, and 
Asia. Professionals are needed to help bring this 
story to public. 

Legal Authority and Responsibility for 
Cultural Resources Stewardship 

Antiquities Act of 1906 provides for the 
protection of historic, prehistoric, and scientific 
features on and artifacts from federal lands. 

National Park Service Act of 1916 established 
the National Park Service to manage parks in 
such ways as to "conserve the scenery and the 
natural and historic objects and the wild life 
therein and to provide for the enjoyment of the 
same in such manner and by such means as will 
leave them unimpaired for the enjoyment of 
future generations." 

Historic Sites Act of 1935 sets a "national 
policy to preserve for public use historic sites, 
buildings, and objects." 

Management of Museum Properties Act of 
1955 authorizes the NPS to acquire and dispose 
of museum properties. 

National Historic Preservation Act of 1966 
declares a national policy of historic 
preservation. 

Archeological and Historic Preservation Act 
of 1974 provides for the preservation of 
significant scientific, prehistoric, historic, and 
archeological material and data that might be lost 
or destroyed by federally sponsored projects. 

Archeological Resources Protection Act of 
1979 provides for the preservation and custody 
of excavated materials, records, and data. 

Although the need for professionals has been long 
known, until recently there was no uniform, 
standardized approach to assessing what the 
professional need was. So the full magnitude of that 
need was not known. 
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Building an Assessment of Need 

CR-MAP has been designed to provide a holistic assessment of professional staff need based on 
the number and complexity of cultural resources located in each park. It was based on an 
approach developed by natural resources managers to address similar issues. It took four years to 
develop and involved input, design, and review by hundreds of professionals throughout the 
system. The process was tested by 45 parks and validated by 201 parks. 

The conceptual framework for CR-MAP consists 
of the following: 

A. The number of permanent professionals 
needed to meet the goals of cultural resources 
stewardship is directly related to the 
workload associated with meeting those 
goals. 

B. The components of workload associated with 
cultural resources stewardship are those 
essential activities related to research, 
preservation, management, and interpretation and conducted according to professional 
standards set by each specific discipline. 

C. The amount of time those essential activities take is primarily determined by key factors 
related to the distribution and abundance of resources for which the Service is responsible. 

The National Park Service has a small cadre of professionals who are responsible for developing, 
supporting, and conducting programs exclusively for each of the major types of cultural 
resources. Experts from each program area identified the essential activities associated with 
resources within their programmatic concerns. For each essential activity, they provided an 
initial, reasoned, professional opinion about what factors were the key determinants to the 
amount of work each one of these essential activities entailed. 

For example, to meet the stewardship goals associated with cultural landscapes, one of the 
identified essential activities was to conduct surveys of park lands for cultural landscapes. The 
key factor determining how much effort this essential activity would take was the percent of the 
park that had already been surveyed for cultural landscapes. Logically, it would take more effort 
to survey the park if none of the park has been surveyed than if most of the park had already been 
surveyed. 

4 



A more complex example concerns the essential 
activity dealing with the work requirements of 
the Native American Graves Protection and 
Repatriation Act (NAGPRA). The key factors 
associated with this activity were determined to 
be: 1) the number of American Indian, 
Hawaiian and Alaskan groups (as defined by 
NAGPRA) affiliated with the park, 2) the 
number of items in the park's museum collection 
that are included in NAGPRA Summaries and 
Inventories, and 3) the percent of those 
NAGPRA items for which the lineal descent or 
cultural affiliations are known. More work is 
required for this activity for more groups 
affiliated with the park and/or more items in the 
park collections and/or a smaller percent of the 
collection for which the cultural affiliations of 
these items to groups is known. 

Following the initial development, CR-MAP in 
its final form emerged from a series of 
workshops in which representatives from the 45 
test parks conducted critical reviews of 
successive drafts of the basic elements of the 
program. These test parks had been selected to 
represent the full diversity of cultural resources 
as well as other factors such as size, 
geographical location, and remoteness. Each 
separate test consisted of asking 10-15 of the test 
parks to evaluate CR-MAP at its then present 
stage of development. Having done that, 
representatives of the subgroup of test parks met 
for three days with members of the CR-MAP 
Work Group and discipline-specific experts. In 

Essential Cultural Resource Stewardship 
Activities 

Conducting Archeological Surveys 
Inventorying Cultural Resources in Caves 
Surveying Bodies of Water for Cultural Resources 
Archeological Sites Research and Management 
Conducting Surveys for Cultural Landscapes 
Inventorying Cultural Landscapes 
Assessing Condition of Cultural Landscapes 
Documenting Use and Treatments for Cultural 

Landscapes 
Prescribing Treatments for Cultural Landscapes 
Managing Cultural Landscapes 
Inventorying Historic Structures 
Assessing Condition of Historic Structures 
Documenting Use and Treatments for Historic 

Structures 
Prescribing Treatments for Historic Structures 
Managing Historic Buildings 
Managing Monuments and Outdoor Sculpture 
Managing Other Types of Historic Structures 
Managing Ethnographic Resources 
Conducting Ethnographic Studies 
Managing Subsistence Uses 
Managing Traditional Uses 
Providing Consultations with Tribal and/or 

Traditionally Associated Groups 
Managing NAGPRA Collections 
Documenting Archeological Museum Collections 
Documenting Ethnology Museum Collections 
Documenting History Museum Collections 
Documenting Archives Museum Collections 
Managing Use of Museum Collections 
Providing Museum Collections Preservation and 

Protection 
Documenting Cultural Resource Library Collections 
Managing Use of Cultural Resource Library 

Collections 
Conducting History Studies 
Providing Professional Technical Reviews 
Providing Historic Preservation Compliance 
Conducting Archeological Testing and Monitoring 
Providing Park-based External Technical Assistance 
Monitoring Prescribed and Wild Fires 
Monitoring Extraordinary Threats to Cultural 

Resources 
Managing Submerged Cultural Resources 
Managing Known Human Burial Sites 
Providing GIS and Data Management 
Providing Liaison with Interpretative Programs 
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each of these evaluation workshops, the key questions were: 

CR-MAP Test Parks 

Bering Land Bridge NPres 
Kobuk Valley NP 
Cape Krusenstern NM 
Noatak NPres 
Wrangell - St. Elias NP&Pres 
Canyon de Chelly NM 
Capitol Reef NP 
Chaco Culture NHP 
Glacier NP 
Grand Canyon NP 
Grant-Kohrs Ranch NHS 
Mesa Verde NP 
Yellowstone NP 
Buffalo NR 
George Washington Carver NM 
Herbert Hoover NHS 
Hopewell Culture NHS 
Harry S Truman NHS 
Indiana Dunes NL 
Isle Royale NP 
Chesapeake & Ohio Canal NHP 
Harper's Ferry NHP 
Manassas NBP 
Acadia NP 
Boston NHP 
Colonial NHP 
Eisenhower NHS 
Frederick Law Olmsted NHS 
Gettysburg NMP 
Hampton NHS 
Home of Franklin D. Roosevelt NHS 
Vanderbuilt Mansion NHS 
Fort Vancouver NHS 
Hawaii Volcanoes NP 
Joshua Tree NP 
Kalaupapa NHS 
Lava Beds NM 
Mount Rainier NP 
Olympic NP 
San Francisco Maritime NHP 
Carl Sandburg NHP 
Chickamauga & Chattanooga NMP 
Fort Pulaski NM 
Natchez NHP 
Timucuan E&HPres 

Do the identified essential activities adequately describe 
cultural resources stewardship activities as practiced in 
each park? 

Are the key factors associated with each activity the main 
determinants of the workload associated with the 
activity? 

CR-MAP quantifies Full-Time Equivalents (FTE) 
because it is a more flexible and precise measure than 
"position." If the need for proper stewardship of a park's 
historic structures is 1 FTE, that need may be met a 
number of ways. It could be met with one person 
working full time or two people each working half-time 
or any number of other ways. FTE is also more precise 
for it allows for part of a full position, e.g., for small 
museum collections the need may not be one position but 
0.5 FTE or half of one full position 

In the early workshops, park representatives were able to 
identify essential activities that had not been listed during 
the initial development of CR-MAP. Often these 
activities were ones that cut across programmatic lines or 
were common to multiple types of resources. Not 
uncommonly, parks were helpful in augmenting or 
modifying the key factors associated with activities. But 
as CR-MAP continued in its development with further 
refinements, there came a point when consensus was 

reached: these are the essential activities and the major factors. 
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Not all parks are engaged in all essential activities. There may not be any submerged resources 
in a particular park for example, but if there are such resources, then the park must manage them. 
And that is an essential activity contributing to the overall workload of cultural resources 
stewardship. 

Operationally, CR-MAP breaks down into two components: 1) the quantification of key factors 
which determine the required level of effort for each essential activity and 2) conversion tables 
for each essential activity which relate what the required effort is given the magnitude of the key 
factor. The first component is a Park Profile because it provides a profile of park resources. 
The second component is comprised of Allocation Tables because from these conversion tables 
FTE are allocated for the specific, essential activities. Parks complete and submit a park profile. 
The allocation tables are contained in the CR-MAP computer program, which calculates for each 
activity for each park how many FTE are needed given the input from the park profile. 

The CR-MAP process and mechanics can be illustrated using the essential activity of 
documenting history museum collections as an example. The park profile includes the following 
key factors for this essential activity: 

Profile Element 354. History Collection Size. Report the total number of history 
items at the park (from the "Park Report" of the Collections Management Report 
[10-941). 

Profile Element 355. History Collection Cataloging Activity. Enter for collections at 
the park the total history items cataloged over the five previous fiscal years (from 
the "Park Report" of the Collections Management Report [10-94]). 

Profile Element 356. History Collection Acquisition Activity. Enter for collections at 
the park the total history items acquired over the five previous fiscal years (from the 
"Park Report" of the Collections Management Report [10-94]). 

These data provided by the park are entered into the CR-MAP program, which then calculates 
the required FTE for documenting history collections, using the following allocation table. 

Collection Size 
0-100 

101-1,000 
1,001-5,000 

5,001-10,000 
> 10,000 

0 1-200 201-500 501-
1,000 

0 
0.1 
0.4 
0.7 
1.0 

0 
0.2 
0.5 
0.7 
1.5 

0 
0.2 
0.5 
0.7 
2.0 

0 
0.4 
0.6 
1.0 
3.0 

1,001- > 5,000 
5,000 

0 
0.4 
0.7 
1.0 
3.5 

0 
0.4 
0.7 
1.0 
4.0 

The CR-MAP computer program adds the park-provided values for Profile Elements 355 and 
356 and divides the sum by 5 to determine the Annual Collection Documentation Activity. This 
value determines which column of the table is appropriate for the park. Profile Element 354 
determines which row of the table is appropriate for the park. The cell of the table found at the 
intersection of the determined or appropriate column and row provides the appropriate FTE value 
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for the park for the activity, given the park provided values for the key factors associated with 
this activity. For example, if a park has 2,000 items in its history collection (see row 3 in Table 
130, above) and has cataloged 600 items and acquired 400 items during the last five years (for an 
average of 200 items per year; see column 2 in Table 130) then the appropriate FTE value as 
determined by the CR-MAP program is 0.5. 

This example shows several attributes of CR-MAP. 

• The data requested from the park in the Park Profile usually exist in some report, e.g., the 
Collections Management Report. The data are available and verifiable. 

• Often multiple key factors are used to determine the workload of an activity. 
• When variability is likely to occur year to year, averages are used over a period of several 

years, providing greater stability of data and results. 
• When calculations are required, the computer does the computing, not the data provider, 

which minimizes error. 

Key questions are: 

How realistic are the FTE values? 

How were the values of FTE in the allocation tables determined? 

For instance, from the example above concerning History Collection Documentation, CR-MAP 
allocates 1 FTE to document 1,000 objects in a collection that contains a total of 5 to 10 thousand 
objects. Since 1 FTE is equivalent to 2,080 hours of effort, this means that CR-MAP assumes 
that it will take about 2 hours to accession, 
research, photograph, and catalog one object 
while maintaining the documentation for the 
other 5,000 to 10,000 objects up-to-date. 

Is this realistic?. If the object was a Minie ball 
from the Civil War, it may not take two hours, 
but there are certain museum standards in 
cataloging that must be met regardless of what 
the object is that in and of themselves require 
time. If the object was Chief Joseph's coat, it 
may take considerably longer than two hours. 
In short, for each situation of each essential activity, there is likely to be variation in the amount 
of effort required due to variation among resources, e.g., objects in this case. Variation of effort 
is also likely in some cases due to different approaches used, different overall management 
priorities, and different professional opinions as to what is required. 

This single observation of variation led the development of CR-MAP to take the only possible 
route to obtaining reliable, realistic FTE values - statistics. If a park has a museum collection or 
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