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I.     INTRODUCTION  AND OVERVIEW

About This Plan

This is the Annual Performance Plan for Salem Maritime and Saugus Iron Works National Historic Sites, units of the National Park System, administered by the National Park Service, U.S. Department of the Interior.  Our Plan includes our mission statement, derived from the legislation establishing and affecting these parks.  It contains our goals organized under goal categories and mission goals (the “in perpetuity” goals that encompass everything we do). It also contains long-term goals that describe in quantified, measurable ways examples of what we plan to achieve in the one-year period covered by this plan, October 1, 2002, through September 30, 2003, federal fiscal year FY2003.  

The content and organization of this Plan relates to the process established by the National Park Service under the Government Performance and Results Act of 1993 (GPRA) [see following sections].  Additional copies of this Annual Performance Plan are available by visiting or writing park headquarters at 174 Derby Street, Salem, MA  01970.   We welcome questions and comments, which should be addressed to the Superintendent at  this address.  A copy of this plan is also available on our Web sites at www.nps.gov/sama and www.nps.gov/sair
The Plan also contains a general section on “Strategies,” on how goals will be accomplished, that briefly sketches the organization, facilities, and financial resources available to achieve the plan’s long-term goals.  There is a brief discussion of “Key External Factors” that could positively or negatively affect goal achievement.  Each long-term goal has one or more explanatory paragraphs that give background, detail, and other information useful to help the reader understand the goal, as well as how the goal will be accomplished. Finally, there is a listing of those who were consulted in the development of the plan and a list of plan preparers.  

In addition to the Annual Performance Plan, we also use internal management documents to guide daily operations throughout the year. They detail the specific activities, services, and products that will be carried out or produced to accomplish goal results, and the dollars and people that will do it. 

The Salem Maritime and Saugus Iron Works National Historic Sites

The Salem Maritime National Historic Site is a vital part of America’s national system of parks, monuments, battlefields, recreation areas, and other natural and cultural resources.  Designated a national historic site by Secretarial Order in March 1938, the Salem Maritime National Historic Site is located in Salem, Massachusetts. Containing 9.02 acres, including 18th and 19th century wharves, the Custom House and other historic structures, the park preserves in perpetuity the most complete examples of the maritime infrastructure that evolved during the country's development and makes this valuable part of America’s heritage available to over 800,000 visitors each year for their experience, enjoyment, understanding, and appreciation.  

Saugus Iron Works National Historic Site is a vital part of America’s national system of parks, monuments, battlefields, recreation areas, and other natural and cultural resources.  Established by Public Law 90-282, on April 5, 1968, the Saugus Iron Works National Historic Site is located in Saugus, Massachusetts. Containing 8.51 acres, the park preserves in perpetuity the archeological sites and features, the historic and reconstructed structures and scene, and the museum collections associated with America's first sustained, integrated, and successful iron works venture, which operated at the site from 1646 to about 1670, and makes this valuable part of America’s heritage available to over 23,000 visitors each year for their experience, enjoyment, understanding, and appreciation.  
In May 1997 Salem Maritime and Saugus Iron Works were administratively merged under one Superintendent; however, each site continues to receive a separate annual appropriation. The merger resulted in the development of a new organization. In preparing this plan, one goal is set for the combined parks and the actions that will be taken at the individual sites are outlined in the narrative.

Salem Maritime and Saugus Iron Works play key roles in a partnership with the Essex National Heritage Area. The Essex National Heritage Area was established by Congress in the Omnibus Parks and Public Lands Management Act of 1996 (P.L. 104-333) for “the purpose of preserving and interpreting, for the educational and inspirational benefit of present and future generations, the unique and significant contributions to our national heritage of certain historic and cultural lands, natural waterways, and structures within the County of Essex in the Commonwealth of Massachusetts.”     

Significant activities scheduled for completion at the two sites during the period covered by this annual performance plan include construction of the 18th-century exhibit vessel Friendship, rehabilitation of St. Joseph Hall, the premiere of a new Saugus orientation film, and planning for the implementation of the General Management Plan for Saugus Iron Works.

The National Park Service

The National Park Service (NPS), established in 1916, preserves outstanding examples of the best of America’s natural, cultural, and recreational resources for the enjoyment, education, and inspiration of this and future generations. These resources of national significance constitute an irreplaceable part of America’s heritage, character, and future.  The National Park System consists of 385 units located in nearly every state and territory of the nation. The National Park Service not only directly preserves these treasures, it also makes them available to millions of visitors from throughout the country and the world every year. The NPS also has legislated responsibilities for natural and cultural resource conservation outside national parks in partnership with state and local governments, tribes, and non-profit organizations.  These programs provide a variety of technical and/or financial assistance. 

In consultation with Congress, OMB and other interested parties, the NPS developed its own implementation process to comply with the Government Performance and Results Act of 1993 (GPRA).  Using an 8-step process, the NPS developed its first Strategic Plan in 1997.  A copy of the current plan  is available for review at park headquarters at 174 Derby Street, Salem, MA  01970.  It is also available on the Internet at http://www.nps.gov/planning.

As part of its GPRA implementation process, NPS decided that each of its component parks, programs, and offices would develop and submit their own Strategic Plans, Annual Performance Plans, and Annual Performance Reports. These plans address applicable long-term goals in the NPS Strategic Plan and may add goals specific to their own legislative mandates, missions, resources, visitor services, and issues needs.  The local plans are generally a blend of national and local missions and goals.

Government Performance and Results Act of 1993  (GPRA)

GPRA is one of the most recent and comprehensive of a number of laws and executive orders directing federal agencies to join the “performance management revolution” already embraced by private industry and many local, state, and national governments.

In a nutshell, performance management uses performance goals based on an organization’s primary mission to guide daily actions and expenditures.  Importantly, goals must be quantifiable and measurable results or outcomes, rather than efforts or outputs, such as activities, services, and products.  The established and proven performance management approach is to establish goals – allocate resources to accomplish those goals – take action/do the work – measure results – evaluate and report performance – use evaluation to adjust goals and reallocate resources – and continue the loop.  This process sharpens our focus on accomplishing our mission in the most efficient and effective ways, and holds managers and employees accountable on a clear and measurable basis.

The approach seems so elegantly simple and logical that one is compelled to ask, “Isn’t that what everyone is already doing?”  In fact, most federal agencies have not traditionally done business this way.  They have been funded by programs and activities rather than by goals.  Too often they have conducted business year after year based on what they have always routinely done, rather than in pursuit of mission-oriented goals.  Too often they have not measured their performance in terms of results achieved, but rather in level of activities conducted, products produced, or services provided – if they have measured performance at all.  And too often managers and employees have not been held accountable for their performance in achieving concrete, results-oriented goals, and have not communicated the outcomes of their work to their important constituencies – the American people, the Congress, even the President.  So performance management, as embodied in GPRA, is new, revolutionary, and vitally important to a more effective, efficient, and credible federal government.

This Plan is much more than just a response to legislative mandate, however.  The law was a catalyst that caused the park staff to reexamine daily activities and routine products and services, as well as funding and staffing expended to accomplish them.  It motivated and energized us to make sure these things are aligned with the mission of the National Park Service and the long-term goals established to achieve those missions.  The results, we believe, will be better planning, better management, and better communication among ourselves and with all of our constituencies and stakeholders, about where we are, where we need to be, and how we are going to get there most effectively and efficiently.  

II. MISSION 

Mission Statement for Salem Maritime National Historic Site

The mission statement of the Salem Maritime National Historic Site grows from the 1938 Secretarial Order that established the site and the 1996 legislation (P.L. 104-333) designating the Essex National Heritage Area.

Statement of Purpose

To preserve and interpret structures and lands along the waterfront of Salem, Massachusetts, that document the development of American international maritime trade from the colonial period to the mid-nineteenth century.

To assist in the interpretation and preservation of resources related to the three themes of the Essex National Heritage Area: the early settlement of the United States, its emergence as a maritime power, and its subsequent industrial development.

Statement of Significance

The site's public buildings, private homes, and wharves form the best preserved and most complete example of the maritime infrastructure that evolved to serve the extensive world trade network that was critical to the development of the nation.

The site is the focal point of the Essex National Heritage Area, linking the thousands of historic places in Essex County related to three primary historic themes: colonial settlement, maritime trade, and early industrialization, which was financed by maritime capital.

Mission Statement for Saugus Iron Works National Historic Site
The mission statement of the Saugus Iron Works National Historic Site grows from Public Law 90-282, which authorized the site on April 5, 1968.

Statement of Purpose

To preserve and interpret the archeological sites and features, the historic and reconstructed structures and scene, and the museum collections associated with America's first sustained, integrated, and successful iron works venture, which operated at this site from 1646 to about 1670.

To assist in the interpretation of the Essex National Heritage Area, especially the theme of early settlement.

Statement of Significance

The site's resources are the best evidence and demonstration of the earliest development of iron manufacturing in colonial America.  The technology employed at Saugus was dispersed throughout the colonies and was critical to the development of iron manufacturing in America.

The site is the southern gateway to the Essex National Heritage Area, linking thousands of historic places in Essex County related to three primary historic themes: colonial settlement, maritime trade, and early industrialization.

III.   STRATEGIES: Accomplishing  Goals

We plan to accomplish our goals using the organization, facilities, and financial resources summarized below. These paragraphs should give our partners, stakeholders, and the public a better understanding of what we are trying to accomplish,  and  how we plan to do it.

Organization

Superintendent Steven Kesselman leads the staff of the two sites. Staff is organized into five operating divisions: Salem Maritime Cultural Resource Management, Saugus Iron Works Cultural Resource Management, Visitor Services and Resource Protection, Maintenance, and Administration. Staff expertise and specialties include 6 permanent interpretive park rangers, 2 permanent protection park rangers, 2 curators, 1 landscape architect, 1 historian,  1 biological technician, 3 woodcrafters and a rigger.  There are 9 FTE's of temporary employees working during our peak seasons, primarily as park guides.

Our staff will be supplemented and/or supported by assistance or expertise from various other NPS parks and central offices and other partners or organizations. Staff from museums and institutions in the Essex National Heritage Area and Boston area national park units will work with us to implement our Comprehensive Interpretive Plans for Goal IIb1.   The Boston Support Office will work with us to study and develop a plan to address the historic and natural landscape, including the loss of open-water condition and control of invasive plant species in the park's tidal basin.  Our cooperating association, Eastern National, in addition to directly helping accomplish education and visitor service goals through literature sales and donation of approximately $14,000, will provide staff support at the Salem Regional Visitor Center and the Saugus Visitor Center.  The Essex National Heritage Commission will continue to work closely with the park for visitor services training, ENHA educational outreach development and implementation, and teacher workshops and institutes 

Facilities

Park facilities and infrastructure in Salem for accomplishing our goals include a visitor center in downtown Salem, an orientation center at the waterfront site, an education center, the exhibit vessel "Friendship" and one employee housing unit for on-site presence to protect park resources.  Employee offices are located in the Visitor Center, Orientation Center, Custom House and Hawkes House.  The park's maintenance facility is located in St. Joseph Hall.

Park facilities and infrastructure in Saugus for accomplishing our goals include a visitor center with interpretive literature sales, a museum with exhibits and an audio-visual program, a self-guided nature trail, a maintenance garage and carpenter shop, and two employee housing units for on-site presence to protect park resources.  Employee offices are located in the maintenance garage and the Iron Works House.

Financial Resources

Financial resources available to achieve our goals include an annual base operating budget of approximately $2,703,000 ($1,864,000 for Salem Maritime and $839,000 for Saugus Iron Works), which funds a work force of 45 FTE including 36 permanent positions, and 9 FTE seasonal positions. This work force will be supplemented annually by approximately 11,000 hours of Volunteers-in-Parks service and special project and program funds distributed by the National Park Service regional and Washington offices.  Achieving our goal performance targets is critically dependent on our base funding and on these additional project funds, volunteer assistance, partnerships and donations.  Therefore, in order to plan and organize our goals and the work to accomplish them, all funding and staffing sources and major alternative sources of support and work have been estimated and included in developing our plan.

IV.  KEY EXTERNAL FACTORS   

Park management and staff can plan, manage, and control much of what occurs in the park. Sometimes they can influence factors external to park boundaries that affect the park. Other factors, such as natural events, are beyond managing or influencing.  All of these things can negatively or positively affect goal outcomes.  A few of the most important or most likely are briefly identified below.  This is not an exhaustive list but simply those factors that are most likely to influence outcomes at the time this plan was written. 

· Potential commercial and residential development adjacent to both sites and impact on the sites'  traditional viewsheds

· Development of Salem Harbor near the historic waterfront

· Ecological health of Salem Harbor and the Saugus River

· Changes in traffic patterns on city streets within boundaries of Salem Maritime

· Changes in mandated education curricula content for Massachusetts schools

· Open space protection, development in Saugus town highlands and the Saugus River Watershed

· Past industrial activities at Saugus and their impacts on the Saugus River and the site


V.   GOALS

Goal Categories and Mission Goals

The NPS performance management process requires all units of the NPS to organize goals and efforts under four goal categories and broad “in perpetuity” mission goals that state ideal future conditions and encompass all we do.  Long-term goals, developed for each strategic plan period move us toward mission goals.  The annual goals shown in this section are the current year’s increments toward achieving long-term goals, and they are listed by Goal Category, Mission Goal, and Long-term Goal.  Please see our Strategic Plan for more details.  

Our goals for FY03 (October 1, 2002 through September 30, 2003) are listed below in bold.  The numbering sequence follows that of the NPS Strategic Plan.  Goal numbers may not be consecutive – where a number is left out there is no local goal matching the NPS goal.  Goal Categories and Mission Goals are in regular type.  Long-term goals are italicized.  Annual Goals are in bold type.  Since goal progress is not always equally spaced during a strategic planning period, there is a note to show when no activity is scheduled this fiscal year.
Goal Category I 
Preserve Park Resources

Ia    Natural and cultural resources and associated values at Salem Maritime and Saugus Iron Works are protected, restored and maintained in good condition and managed within their broader ecosystems and cultural contexts.

Ia1B Exotic Species - By September 30, 2005, 2 (50%) of 4 acres of Saugus Iron Works'  lands impacted by exotic vegetation targeted by September 30, 1999, are contained.

Ia1B - Exotic Species Contained - By September 30, 2003, 1/4 acre of  the 4 acres of Saugus Iron Works' lands impacted by exotic vegetation targeted by September 30, 1999, are contained.  

This goal is narrowly defined and represents the overall NPS effort to improve resource conditions in parks by containing the spread of exotic vegetation. Exotic vegetation is defined as invasive nonnative plant species that pose a threat to native species and natural processes and for which effective and feasible treatments are available. This goal addresses the number of targeted acres on which species can be successfully contained.  Exotic vegetation directly affects natural resources and can result in severe and persistent changes to habitat conditions and ecosystem functions, disrupting natural processes.  Contained means where current exotic vegetation infestations or past infestations requiring continued treatment are eliminated or their populations are constrained geographically.
The Saugus River is an integral landscape feature of the  historic setting at the Saugus Iron Works. Today, about four acres of the river are choked with invasive plants, which displace valuable native species and contribute to the channeling---or narrowing and deepening---of the riverway, threatening the health of wetland habitats.  The park's viewsheds are also damaged as character-defining landscape elements  are blocked by stands of phragmites and other exotic invasive plants. The most prolific invasive species are Common Reed (Phragmites australis), Purple Loosestrife (Lythrum salicaria), Japanese Knotweed (polygonum cuspidatum), Multiflora Rose (Rosa multiflora), Curly Pondweed (Potamogeton crispus), Mugwort (Artemisia vulgaris), and  Norway maple (Acer platanoides).

Control of the invasive plants infesting the park's marsh area is an important aspect of a potential project needed to restore the open water condition of the Saugus River tidal basin and the park's waterfront area.  Park management will pursue further the scientific studies and professional analyses required to determine the scope, methods and feasibility of an appropriate treatment that would restore the appearance and biological health of the park's cultural and natural landscape. In FY 2002 approximately ¼ acre of multiflora rose (Rosa multiflora) and Norway maple (Acer platanoides) were removed from the park’s historic slag pile.  Over the last several years, these exotic invasive species have overtaken and threaten the structural stability of this culturally significant structure within the industrial area of the park.  Approximately fifty linear feet of Oriental bittersweet (Celastrus orbiculatus) has also been removed from the stone wall that divides the upper lawn and industrial areas of the park.  The slag pile and stone wall will be continuously monitored for the presence of new outbreaks of exotic invasive species.  An overall assessment of invasive vegetation within the park will be completed by the end of FY 2003.

Goal achievement will be monitored, measured, and verified by on the ground inspections and photo documentation.
Ia4   Water Quality - By September 30, 2005, the Saugus River which runs through the Saugus Iron Works National Historic Site will continue to have impaired water quality.

Ia4  Water Quality - By September 30, 2003, the Saugus River which runs through the Saugus Iron Works National Historic Site will continue to have impaired water quality.

.

Clean Water Act (CWA) Section 303 and Environmental Protection Agency Regulations (40 CFR section 130.7) require States to develop and publish a listing of all waters that do not fully support existing or designated beneficial uses, such as recreation or aquatic life support, if pollution controls or best management practices are not stringent enough to attain any standard that is protective of the uses. The sources of pollution that cause beneficial use impairment and thus subject to listing and Total Maximum Daily Loads (TMDL) development include, but are not limited to, industrial and municipal point sources, agricultural non-point source runoff, and atmospheric deposition.

The Saugus River, which runs through Saugus Iron Works National Historic Site, is included on the Massachusetts 303(d) list with pathogens as the parameter of concern. The specific concern in this river is the level of fecal coliform bacteria. The Saugus River Watershed Council (SRWC) is monitoring the condition of the river. In FY 2003 the park will continue its cooperation with the SRWC in water quality testing and with the United States Geological Survey (USGS) toward developing a program of enhanced stream monitoring. 

Goal achievement will be monitored, measured and verified by review of the Massachusetts 303(d) list. 

Ia5  Historic Structures – By September 30, 2005, 80% (40 of 50) of the historic structures at Salem Maritime and Saugus Iron Works National Historic Sites on the 1999 List of Classified Structures are in good condition.

Ia5  Historic Structures - By September 30, 2003, 66% (33 of 50) of the historic structures at Salem Maritime and Saugus Iron Works National Historic Sites on the 1999 List of Classified Structures are in good condition.
Historic structures and the events surrounding them are key park cultural resources and formed the basis for the establishment of Salem Maritime and Saugus Iron Works National Historic Sites.  Maintaining these structures in good condition responds to the NPS Organic Act, the National Historic Preservation Act, and the cultural resource integrity of the national park system.   

Salem Maritime and Saugus Iron Works had a total of 50 structures entered on the List of Classified Structures, the NPS official inventory and database of importance historic structures, in fiscal year 1999, the baseline year for this goal. 32 of these structures were already deemed to be in good condition, i.e., requiring only routine and cyclic maintenance.  A list of these structures and an assessment of their condition at the end of FY1999 is included as Appendix B of our Strategic Plan. Park efforts directed toward this goal include the monitoring and evaluation, protection, preservation, maintenance, rehabilitation and restoration of the LCS structures and all efforts spent in mitigating any impacts that affect these structures.  

In FY 2002 Corduroy Road was brought to good condition; the condition of the Narbonne House was downgraded from good to fair due to the poor condition of the chimney and the Derby House was downgraded from good to fair due to chimney, roof, trim and interior finish concerns;  reassessment of condition changed the Derby House Picket Fence from good to fair and the Custom House Court from fair to good.  The contract for the rehabilitation of St. Joseph Hall was not issued in FY 2002 but we anticipate that it will be issued in FY 2003.  All buildings at the site will be reassessed during a comprehensive review process in FY2003. 

Goal achievement will be monitored, measured and verified by visual inspection and photo documentation.

Ia6 -  Museum Collections -  By September 30, 2005, 85% of preservation and protection standards for Salem Maritime and Saugus Iron Works' museum collections are met.

Ia6 - Museum Collections - By September 30, 2003,  791 (80.8%) of 979 applicable preservation and protection standards for Salem Maritime and Saugus Iron Works' museum collections are met.
NPS museum objects are commonly located in either museum exhibit areas or curatorial storage facilities. The preservation and protection of these museum collections is essential to the NPS mission. The environmental, security, and fire protection conditions necessary to preserve and protect objects are identified on the NPS Checklist for Preservation and Protection of Museum Collections. Parks complete the Checklist and update data by completing and submitting revised Checklists as needed. As of 1999, 63.4% of the preservation and protection standards on the Checklist were met servicewide.

Salem Maritime museum collections include 18th and 19th century furniture and furnishings,  an extensive archeology collection, shipping and warehousing equipment related to the Customs Service, and archival holdings detailing the development of the park, beginning in 1937.  Saugus Iron Works' museum collections include 17th century historic artifacts and an extensive archeological collection, primarily from the 1948-1953 Roland Robins dig.

In FY 2002 20% (4 out of 20) museum cases at Saugus were retrofitted with permanent replacement door gaskets. At Salem archeology shelving was purchased and installed and the collections were moved into the new storage area and reorganized for easier accessibility.  Because of a staffing shortage environmental monitoring of museum exhibit spaces at Salem was discontinued, due to the labor intensive nature of operating the outmoded and increasingly unreliable hygrothermographs. This led to a  decline in % of standards met in the Checklist. At the end of FY 2002 the museum collections at both parks met 788 of 979 (80.5%) of applicable standards.

In FY 2003 a humidifier will be installed in the Salem museum storage facility in an attempt to better regulate the environmental conditions in the space and dataloggers will be purchased.  Reorganization of the museum collections will also continue. Saugus Iron Works staff plan to install at least 4 more museum cabinet gasket replacements in fiscal 2003, and continue to support the ongoing pre-planning for museum storage facilities to implement corrective actions proposed in the Saugus General Management Plan. 

Goal achievement will be measured by the annual submission of revised Checklists to the Washington Office.

Ia07 -  Cultural Landscapes -  By September 30, 2005, 2  (50%) of 4 Salem Maritime and Saugus Iron Works cultural landscapes not on the National Park Service Cultural Landscapes Inventory (CLI) as of the end of FY 1999 are in good condition.

Ia07  Cultural Landscapes - By September 30, 2003, 1 (25%) of 4 Salem Maritime and Saugus Iron Works cultural landscapes NOT on the National Park Service Cultural Landscapes Inventory (CLI) as of the end of FY 1999 are in good condition.

Cultural landscapes provide the physical environment associated with historical events and reveal aspects of our country's origins and development through their form, features and use. They also illustrate the relationships among park cultural and natural resources.  Knowledge about cultural landscapes is critical to responsible stewardship of nationally significant places. The National Park Service establishes programs to evaluate, inventory, and describe  its cultural landscapes.  This baseline information is used to establish a measure for resource accountability, condition and significance.  This knowledge informs interpretation, preservation, planning and decision-making, for the best stewardship of these special places.
The cultural landscapes at Salem Maritime and Saugus Iron Works have not yet been formally evaluated (see Goal IB2B).  We have, however, informally identified and assessed  4 cultural  landscapes at the two sites.  Salem Maritime has one and Saugus Iron Works has three: (1) Upper Lawn, (2) Iron Works Reconstruction, including the marsh area; and (3) East Bank of the Saugus River, including  the Nature Trail.  Of these 4 landscapes only the Upper Lawn area at Saugus is currently considered to be in good condition.  A cultural landscape in good condition shows no clear evidence of major negative disturbance and deterioration by natural and/or human forces.  The landscape's cultural and natural values are as well preserved as can be expected under the given environmental conditions. No immediate corrective action is required to maintain its current condition.

Until a Cultural Landscape Report for Salem Maritime is completed, the Basic Guide Planting Plan of 1939 and other landscape features will be maintained in good condition. At Saugus, the East Bank area will be brought to good condition by 2005.  Park managers, scientists and other resource specialists are considering the feasibility of a large scale project to restore the invasive plant and sediment-choked marsh area to its 1954 open water condition, as reconstructed in "Saugus Iron Works Restoration".  In addition the work proposed to control the invasive plants in the marshland will also serve to improve the condition of the Iron Works Reconstruction cultural landscape. To improve viewsheds, a team composed of staff from each division removed obscuring vegetation from key focal points on the East Bank of the Saugus River, the Slag Pile and adjacent areas.  Staff will continue to monitor and control vegetation to maintain basic landscape features pending a major project to restore the open-water condition of the sediment-choked waterfront area. 

Goal achievement will be monitored, measured and verified initially by visual inspection and photo documentation by park staff and then more formally when the cultural landscape inventory of the two sites is complete.

Ia8 -  Archeological Sites - By September 30, 2005, maintain 4 of 4 (100%) archeological sites at Salem Maritime and Saugus Iron Works NHS listed on the current Archeological Sites Management Information System (ASMIS), with condition assessments, in good condition.

Ia8 - Archeological Sites - By September 30, 2003, maintain 4 of 4 (100%) archeological sites at Salem Maritime and Saugus Iron Works NHS listed on the current  Archeological Sites Management Information System (ASMIS), with condition assessments, in good condition.

Salem Maritime and Saugus Iron Works NHS contain archeological sites that are nationally significant, 6 at Salem and 2 at Saugus. The Saugus sites provide insight into the colonial settlement and industrial development of Massachusetts Bay colony. Saugus' archeological profile spans Native American prehistory to English settlement and the seventeenth-century English iron works. The Massachusetts Historical Commission (MHC) registered the entire Saugus Iron Works as a state archeological site. The MHC also registered the Saugus Estuary, on the East Bank of the Saugus River, as a second state site.  The Salem sites contain evidence of one of America’s earliest and most prosperous maritime centers.  Its archeological record spans Native American prehistory, through seventeenth-century English settlement, and into eighteenth and nineteenth-century maritime trade. In addition, archeological specialists consider both Salem and Saugus to have further archeological potential.

An archeological site is considered to be in good condition when the site is stable and its current archeological values are not threatened.  A site in good condition is not deteriorating from either natural processes, such as erosion, or human impacts, such as vandalism, looting, or visitor use.  During fiscal year 2001 2 archeological sites at SAMA and 2 at SAIR were entered into ASMIS with condition assessments.  These 4 sites were determined to be in good condition. 

Goal achievement will be monitored, measured and verified by ASMIS data as well as visual inspection and photo documentation by park staff. (see Goal Ib2A) 

Ia08 -  Archeological Sites - By September 30, 2005, maintain 4 of 4 (100%) of archeological sites at Salem Maritime and Saugus Iron Works NHS not listed on the Archeological Sites Management Information System (ASMIS), or listed without condition assessments, in good condition.

Ia08 - Archeological Sites - By September 30, 2003, maintain 4 of 4 (100%) of archeological sites at Salem Maritime and Saugus Iron Works NHS NOT listed on the Archeological Sites Management Information System (ASMIS), or listed without condition assessments, in good condition.


Salem Maritime and Saugus Iron Works NHS contain archeological sites that are nationally significant, 6 at Salem and 2 at Saugus. Both Saugus sites and 2 of the Salem sites were entered into ASMIS in FY 2001. 

An archeological site is considered to be in good condition when the site is stable and its current archeological values are not threatened.  A site in good condition is not deteriorating from either natural processes, such as erosion, or human impacts, such as vandalism, looting, or visitor use.  The 4 archeological sites at Salem that are not in ASMIS are considered to be in good condition. 

Goal achievement will be monitored, measured and verified initially by visual inspection and photo documentation by park staff and then more formally when the sites are inventoried and evaluated in the ASMIS (see Goal Ib2A) 

Ib  The Salem Maritime and Saugus Iron Works National Historic Sites contribute to knowledge about natural and cultural resources and associated values; management decisions about resources and visitors are based on adequate scholarly and scientific information.

Ib2A - Archeological Sites Baseline - By September 30, 2005, the number of Salem Maritime and Saugus Iron Works archeological sites inventoried, evaluated, and listed in the National Park Service ASMIS is increased from 0 in FY 1999 to 8 (800% increase).

Ib2A - Archeological Sites Baseline -  By September 30, 2003, the number of Salem Maritime and Saugus Iron Works archeological sites inventoried, evaluated, and listed in the National Park Service ASMIS is increased from 0 in FY 1999 to 4. 

Knowledge about archeological sites and their conditions is crucial to managing them well. This goal is about inventorying and evaluating archeological sites not previously inventoried and evaluated and is measured by the number of sites added to ASMIS after FY 1999.

Salem Maritime and Saugus Iron Works NHS have 8 known archeological sites; 6 at Salem and 2 at Saugus. The Saugus sites provide insight into the colonial settlement and industrial development of Massachusetts Bay colony.  Its archeological profile spans Native American prehistory to English settlement and the seventeenth-century English iron works. The Massachusetts Historical Commission (MHC) registered the entire 8.51 acres of Saugus Iron Works as a state archeological site. The MHC also registered the Saugus Estuary, on the East Bank of the Saugus River, as a second state site.  The Salem sites contain evidence of one of America’s earliest and most prosperous maritime centers. Salem's archeological record spans Native American prehistory, through seventeenth-century English settlement, and into eighteenth and nineteenth-century maritime trade. Of six identified Salem sites, two sites have been evaluated and entered into ASMIS: the Narbonne house backyard, and Central Wharf.  

Salem Maritime and Saugus Iron Works contain archeological sites that are nationally significant.  In addition, archeological specialists consider both parks to have further archeological potential. In FY 2001 an archeological inventory at both sites formally   identified 4 archeological resources and provided an evaluation of condition for each resource.   No inventory activity was scheduled for FY 2002 or planned for 2003.  Appropriate specialists will use this baseline identification and condition assessment data to appraise preservation efforts for each archeological resource.  By providing park management with the tools needed to facilitate accountability and inform decision making, basic archeological resource information will promote the best stewardship of nationally significant archeological resources at Salem Maritime and Saugus Iron Works National Historic Sites.  

Goal achievement will be monitored and measured by submission of the inventory data to ASMIS.
Ib2B  Cultural Landscape Baseline - This goal has been abandoned in our FY 2001-2005 Strategic Plan.  The workplan for CLI's does not call for an inventory of the park landscapes at Salem Maritime and Saugus Iron Works to be completed until after FY 2005.

Ib2C - Historic Structures Baseline - By September 30, 2005, all 50 (100%) Salem Maritime and Saugus Iron Works historic structures on the FY1999 List of Classified Structures (LCS) have updated information in their LCS records.

Ib2C - Historic Structures Baseline -  By September 30, 2003, 50 (100%) of 50 Salem  Maritime and Saugus Iron Works historic structures on the FY 1999 List of Classified Structures (LCS) have updated information in their LCS records.

The List of Classified Structures(LCS) is the primary computerized database containing inventory and condition information on the estimated 26,000 NPS park historic and prehistoric structures. Structures on the LCS are on, or eligible for, the National Register of Historic Places, or are otherwise treated as cultural resources. The LCS data, particularly condition and impact data, needs to be updated at regular intervals. At the end of FY 1999, data on 24,225 structures in 367 parks were in the database; all of the data needs to be updated over the six-year period, FY 2000-2005. That is, by September 30, 2005, all data of all LCS records as of the end of FY 1999 will be current to the reporting period FY 2000 to FY 2005.

In FY2002 updated information was entered into the LCS on all historic structures at Salem and Saugus.  All Salem structures were reviewed and updated, All Saugus structure information is currently being reviewed by the program specialist in the Northeast Regional Cultural Resource Center.

Goal achievement will be verified by submission of updated data into the LCS database.

Ib2D -  Museum Collections Baseline -   By September 30, 2005, the number of Salem Maritime and Saugus Iron Works museum objects cataloged into the National Park Service Automated National Catalog System (ANCS+) and submitted to the National Catalog is increased from 277,925 in FY1999 to 291,079 (4.7% increase).

Ib2D -  Museum Collections Baseline -   By September 30, 2003, the number of Salem Maritime and Saugus Iron Works museum objects cataloged into the National Park Service Automated National Catalog System (ANCS+) and submitted to the National Catalog is increased from 277,925 in FY1999 to 289,745 (4.2% increase) 
Cataloging museum collections provides knowledge and documentation crucial to managing and decision-making about the millions of museum objects in NPS ownership. At Salem and Saugus, a large percentage of the collections are not cataloged to NPS standards, nor are they entered into the ANCS+ system, preventing the Cultural Resource divisions at both parks from properly utilizing the many features incorporated into the ANCS+ program.

In FY 2002 the number of museum objects cataloged into ANCS+ was increased to 289,145.  In FY 2002 we plan to add 600 objects to the ANCS+ system database, while developing archival finding aids for ANCS+ cataloged archival collections.

Goal achievement will be measured by the park’s annual submission to the National Catalog. 

Ib2E - Ethnographic Resources Baseline -  By September 30, 2005, the number of Salem Maritime and Saugus Iron Works ethnographic resources inventoried, evaluated and entered on the NPS Ethnographic Resources Inventory (ERI) is increased from 0 in FY1999 to 2 (200% increase).
Ib2E - Ethnographic Resources Baseline - NO ACTIVITY PLANNED THIS YEAR.

Knowledge about ethnographic resources is critical to responsible stewardship of nationally significant places and their association with peoples and cultures. By inventorying and evaluating these resources, the National Park Service establishes a basis for resource accountability, assesses their significance to groups traditionally associated with them, and makes information on them accessible for research, interpretation, planning and decision-making. 

Salem Maritime and Saugus Iron Works National Historic Sites plan to survey, inventory, and describe the various ethnographic resources associated with the sites.  Some informally identified ethnographic groups at the two sites include Native Americans, English Puritan settlers, Scots prisoners of war, and African Americans. The initial ethnographic resources we plan to inventory are the non-Puritan English workers brought to work at the iron works in the mid-1600's and the Polish immigrants who came to Salem in the 1890's to work in the area mills. 

Goal achievement will be measured by entry of the ethnographic data gathered into the ERI.

Ib2F - Historical Research Baseline - By September 30, 2005, Salem Maritime and Saugus Iron Works National Historic Sites Historic Resources Study (HRS) and Administrative History are not completed  and entered in CRBIB.

Ib2F - Historical Research Baseline - By September 30, 2003, Salem Maritime and Saugus Iron Works National Historic Sites Historic Resources Study (HRS) and Administrative History are not completed  and entered in CRBIB.

The Historic Resource Study (HRS) and Administrative History (AH) are identified as essential historical Baseline Research Reports in the NPS Cultural Resource Management Guideline.  The HRS is the primary and fundamental historic resource report for historic resources as it "identifies and evaluates a park's cultural resources within historic contexts."  It serves both resources management and park educational program needs.  A park Administrative History is important for informed park management decision-making.

Salem Maritime has an approved Administrative History and accepted equivalent of  historic resource study.  Saugus Iron Works currently has neither study. During FY02, the park explored a proposal to combine an  Administrative History with a Historic Resource Study to answer the need for a developed historic context, especially to evaluate the significance of the restoration projects by Wallace Nutting and the First Iron Works Association.  During FY03 a Historic Resource Study will be completed to develop the historic context for the park's twentieth century resources, serving both to inform historic interpretation and projects implementing the Saugus Iron Works GMP. 

This goal will be measured and monitored by the formal approval of an HRS for both sites and entry of that data into the Cultural Resources Bibliography (CRBIB).

Ib3 -  Vital Signs - By September 30, 2005, Saugus Iron Works National Historic Site has identified its vital signs for natural resource monitoring.

Ib3  Vital Signs -  By September 30, 2003, Saugus Iron Works National Historic Site has not completed identifying its vital signs for natural resource monitoring.

Vital signs are indicators of the key ecological processes that collectively capture the function of a healthy ecosystem. They may include keystone species and keystone habitats that have profound effects on ecosystem organization and function; dominant species; or key processes, such as nutrient cycling, patch dynamics, or hydrologic regimes.

Identifying vital signs of the park ecosystem and the well-being of other resources of special concern is the first step in tracking the status and trends of NPS natural resources.  This is the basis the NPS uses to define "healthy" conditions of park resources, monitor vital signs, better identify recommended treatments, and propose remedial and mitigating actions.

Saugus Iron Works has been identified as one of 270 parks with significant natural resources.  In FY 2003 park staff will begin to identify its vital signs along with other parks in the Northeast Temperate Network through participation in scoping workshops.    The vital signs identified have a clear basis in a conceptual model of the park ecosystem. Monitoring of vital signs may provide an early warning of ecosystem stress before significant damage has occurred and point to the need for intensive studies to diagnose the cause of the stress and determine appropriate corrective action.

Goal achievement will be measured through a review process established by the Northeast Temperate Network of parks along with their Regional Inventory and Monitoring Coordinator. The review process will use expertise inside and outside the NPS to review vital signs reports and determine if the park has met its goal.

IIa  Visitors to Salem Maritime and Saugus Iron Works National Historic Sites safely enjoy and are satisfied with the availability, accessibility, diversity, and quality of park facilities, services, and appropriate recreational opportunities.

IIa1 - Visitor Satisfaction - By September 30, 2005, 95% of visitors to Salem Maritime and 100%  of visitors to Saugus Iron Works National Historic Sites are satisfied with appropriate park facilities, services, and recreational opportunities.
IIa1 - Visitor Satisfaction - By September 30, 2003, 95% of visitors to Salem Maritime and 100% of visitors to Saugus Iron Works National Historic Sites are satisfied with appropriate park facilities, services, and recreational opportunities.

NPS visitor evaluation of park facilities and services are important and useful in improving visitor services. Facilities are the human-made structures or improved sites designed and accessible for visitor use, such as restrooms, walkways, visitor centers and exhibits.  Visitor services are those services and conveniences provided to enable visitor use and enjoyment of the park, such as maps, brochures, Eastern National sales outlets, employee assistance to visitors. Recreational opportunities are defined as recreational activities offered to visitors or made possible by visiting a unit of the National Park System, such as sightseeing and outdoor recreation.

Visitor feedback through a Visitor Survey Card is used to assess visitor satisfaction with park facilities that exist for the comfort and enjoyment of visitors and with programs and services provided. The card includes an overall quality question used as the primary measure of visitor satisfaction.  A visitor is deemed "satisfied" if the response to this question is either "very good" or "good."

The baseline surveys of visitor satisfaction conducted at Salem Maritime and Saugus Iron Works showed that 92% (1998-Salem) and 100% (1999-Saugus) of visitors rated the quality of facilities and services as "good" or "very good."  The visitor satisfaction survey for FY 2002 reflected a visitor satisfaction rate of 98% for Salem and 100% for Saugus. 

In FY 2003 we will continue to implement the Long Range Interpretive Plan recommendations and the exhibit Friendship will be fully integrated into all programming.

Goal achievement will be monitored, measured and verified by the annual visitor satisfaction survey. This survey is taken annually in July.

IIa2 - Visitor Safety - By September 30, 2005, the number of visitor accidents/incidents at Salem Maritime and Saugus Iron Works National Historic Sites is reduced from the FY1992 - FY1996 five-year annual average of 4 to 3 (25% reduction).

IIa2 - Visitor Safety - By September 30, 2003, the number of visitor accidents/incidents at Salem Maritime and Saugus Iron Works National Historic Sites is reduced from the FY1992 - FY1996 five-year annual average of 4 to 3 (25% reduction).

Visitor safety is of prime importance to the National Park Service.  The combined 5-year annual average visitor accidents/incidents for Salem Maritime and Saugus Iron Works during the period FY 1992-FY1996 was 4.  A visitor accident/ incident is an accidental event or incident that affects any non-NPS employee, volunteer, cooperator or contractor that results in a serious injury requiring treatment at a medical facility or death and involves the direct use of park facilities, roads, waters or resources.  We will continue to pay close attention to the safety and security of our visitors through training, programming and monitoring. In FY 2002 there was 1 visitor accident/incident at the sites. 

Goal achievement will be measured and monitored by a review of visitor accident/incidents each fiscal year.

IIb  Visitors understand the significance of the international maritime trade and of seventeenth-century ironmaking to the development of the United States. 

IIb - Visitor Understanding and Appreciation -  By September 30, 2005, 86% of Salem Maritime and Saugus Iron Works visitors understand and appreciate the significance of the park.

IIb - Visitor Understanding and Appreciation - By September 30, 2003, 82% of Salem Maritime and 84% of Saugus Iron Works visitors understand and appreciate the significance of the visited park.

This goal measures visitors' grasp of a park's significance. Visitors' understanding and appreciation increases as they enjoy the park and its resources and learn about why the park was established and the significance of its resources.  Visitor understanding is defined as "to grasp meaning." All park efforts to provide visitors information, orientation, interpretation and education are park activities that help visitors discover the most significant meanings to them in the park, and make connections between the tangible natural and cultural resources and the intangible values that reside within the park.

Visitor feedback through a Visitor Survey Card is used to assess visitor understanding and appreciation of the site's significance. Park significance is defined as "the set of themes describing a park's unique contribution to the national park system."  Examples include outstanding scenery, geology or natural features, unique flora or fauna, cultural/historical importance or recreational value.

The baseline surveys of visitor understanding conducted at Salem Maritime and Saugus Iron Works showed that 43% (1998-Salem) and 84% (1999-Saugus) of visitors understood and appreciated the significance of the parks.

In fiscal year 2002 we began implementing the Comprehensive Interpretive Plan which was developed in FY 2001 for the two sites. One of the outcomes of this implementation is expected to be increased visitor understanding and appreciation of the sites.  In FY 2002 the visitor understanding  rate was 90% at Salem and Saugus. 

In FY 2003 a new Saugus orientation film will be installed, the exhibit vessel Friendship will be fully integrated into all programming and we will continue to implement the Comprehensive Interpretive Plan recommendations.

Goal achievement will be monitored, measured and verified by review of the data collected on the annual Visitor Survey Card.  This survey is taken annually in July.

IVa  Salem Maritime and Saugus Iron Works National Historic Sites have a diverse workforce that is motivated, outcome-oriented and effective.

IVa3A - Performance Plans Linked to Goals - By September 30, 2005,. 100% of Salem Maritime and Saugus Iron Works employees' performance plans are linked to appropriate strategic and annual performance goals and position competencies.

IVa3A - Performance Plans Linked to Goals - By September 30, 2003, 100% of Salem Maritime and Saugus Iron Works employees' performance plans are linked to appropriate strategic and annual performance goals and position competencies

Every permanent, term and temporary NPS employee has a required Employee Performance Plan and Results Report (Form DI-2002), except for those who will work less than 90 days in a year. Each critical element on the employee's performance will be annotated to show the organizational goal(s) linked to that critical element. 

This goal will be measured annually by supervisors certifying that Employee Performance Plan and Results Reports are related to organizational goals set forth in the park's plan.   This goal directly ties individual performance goals to organizational outcomes.  It implements the NPS Strategic Plan by connecting individual performance to organizational success.

IVa4 - Workforce Diversity - This goal has been abandoned in our FY 2001-2005 Strategic Plan.  Beginning in FY 2002 workforce diversity goals for minorities, women and individuals with disabilities will be set and monitored by the Servicewide Equal Employment Opportunity Office.  Management at all levels of the organization will be held accountable for increasing the diversity of the workforce based upon their opportunity to recruit and hire employees at various grade levels throughout the organization. 

IVa6A - Employee Lost-time Injury Rate - By September 30, 2005, the number of Salem Maritime and Saugus Iron Works employee lost-time injuries is reduced from the FY1992-FY1995 five-year annual average of 3.2 to 3 or less.

IVa6A - Employee Lost-time Injury Rate - By September 30, 2003, the number of Salem Maritime and Saugus Iron Works employee lost-time injuries is reduced from the FY1992-FY1995 five-year annual average of 3.2 to 3 or less.

The National Park Service has the worst safety record in the Department of Interior and one of the worst in the Federal Government. Each year, the National Park Service

temporarily loses approximately 6% of its employees due to work-related injuries and illnesses that take them off the job for more than one day (the lost-time injury rate). The Occupational Safety and Health Administration's FY 1995 annual average for federal employee accidents (number of lost-time accidents per 100 employees) was 2.83. The National Park Service's annual average for the same period was 6.46.  Unsafe work practices account for approximately 90% of NPS employee accidents (National Safety Council & NPS analysis, 1995).  Results of this goal will reduce the employee lost-time injury rate (the rate of injuries resulting in employee lost time due to on-the-job injuries/illnesses).  

The number of lost-time annual average injuries for Salem Maritime and Saugus Iron Works for the five year period from FY1992-FY1996 was 3.2.  In FY 2002 Salem Maritime and Saugus Iron Works employees had no lost time injuries.

This goal will be measured annually through a SIMS (Safety Information Management System) report.  Data on work related injuries is entered into this system by the park at the time an employee is injured.

IVa6B - Continuation of Pay Hours - By September 30, 2005, the number of Salem Maritime and Saugus Iron Works hours of Continuation of Pay will be reduced from the FY 1992-1996 5-year annual average of 274 to at or below180 hours per annum.

IVa6B - Continuation of Pay Hours - By September 30, 2003, the number of Salem Maritime and Saugus Iron Works hours of Continuation of Pay will be at or below 180 per annum.

Continuation-of-Pay (COP) hours are the result of employees missing work due to on the job injuries or illnesses and are coded as COP on the timekeeping records.  The COP average annual hours for Salem Maritime and Saugus Iron Works for the five year period from FY1992-FY1996 was 274. In FY 2002 Salem Maritime and Saugus Iron Works employees did not  incur any Continuation of Pay hours.

This goal will be measured annually through a FPPS report.  Data on COP is entered on employee's timecards in the FPPS system as it taken.
IVb  Partnerships, volunteers, grants and donations increase the park's managerial resources.

IVb1 - Volunteer Hours - By September 30, 2005, the number of Salem Maritime and Saugus Iron Works volunteer hours is increased from 9040 in FY 1997 to 12,500 (38% increase)

IVb1 - Volunteer Hours - By September 30, 2003, the number of Salem Maritime and Saugus Iron Works volunteer hours is increased from 9040 in FY 1997 to 10,800  (19% increase)

This goal reports the total number of hours contributed to the servicewide volunteer program.  Park volunteers provide diverse kinds of assistance from maintenance and interpretation to administration and museum collections management. The National Park Service Volunteers in Parks (VIP) program, authorized in 1970, permits the National Park Service to accept and use voluntary help in ways mutually beneficial to the parks and the volunteers.

At Salem Maritime volunteers work in the garden, provide visitor information, interpretive and educational programming, and assist with the construction of exhibits for the exhibit vessel Friendship.  At Saugus Iron Works volunteers work in the garden, provide visitor information and interpretive programming, and assist with maintaining the grounds. In FY 2002 volunteers donated 10, 531 hours our sites.  On December 6, 2002, a volunteer will reach a milestone as a Salem Maritime NHS Volunteer, donating over 17,000 hours of volunteer service over the last 19 years.

Goal accomplishment will be measured through the data submitted on the annual VIP Report.

IVb2A - Cash Donations - By September 30, 2005, cash donations to Salem Maritime and Saugus Iron Works are increased from $4800 in 1998 to $8000 ( 66% increase).

IVb2A - Cash Donations - By September 30, 2003, cash donations to Salem Maritime and Saugus Iron Works are increased from $4800 in 1998 to $8000 ( 66% increase).

Private sector support has a long history in the National Park Service. This goal tracks the dollar amount of support received by the National Park Service in donations and grants from visitors, the National Park Foundation, friends groups, cooperating associations and other public and private sources.  Within the past few years $1.2 million dollars have been donated to the National Park Service for the construction of the exhibit vessel "Friendship" which is now moored at Salem Maritime.

Goal accomplishment will be measured through data in the Federal Financial System (FFS) of cash deposits made to the site donation accounts.

IVb2C - In-kind donations from Cooperating Associations -  By September 30, 2005, the cash value of in-kind donations, grants and services to Salem Maritime and Saugus Iron Works from Eastern National is maintained at the 1997 level of $14,380. 

IVb2C - In-kind donations from Cooperating Associations -  By September 30, 2003, the cash value of in-kind donations, grants and services to Salem Maritime and Saugus Iron Works from Eastern National is maintained at the 1997 level of $14,380.

This goal tracks the dollar amount of support received by the National Park Service in donations from cooperating associations.  Eastern National, the cooperating association at Salem Maritime and Saugus Iron Works, operates sales outlets at the Salem Visitor Center, Orientation Center, West India Goods Store and the Saugus Visitor Center.  They also provide sales staff and a manager at the sites.  Eastern National also provides the sites with an account based on sales at the outlets which can be used for interpretive purposes.  In 1997 the amount provided in this account was a total $14,380 for both sites.  We hope to maintain this level of support in the future.


Goal accomplishment will be measured through data submitted by the park to the Director's Annual Report on Cooperating Associations.
VI.    MEASURING RESULTS

Results will be measured using the methods outlined under each individual goal category.  These will include visitor surveys, supervisory reviews, and verification by internal and external experts.  See the individual goals for more specific information.
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