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To All Interested in Tonto National Monument:

Tonto National Monument is charged with protecting archeological resources for the enjoyment of current and future generations, in perpetuity.  Toward that end, monument managers must routinely make decisions which define the balance between current enjoyment and protection for future generations.  This document lays out the issues concerning access to the Lower Cliff Dwelling and a range of possible solutions for your consideration.  At this early stage of planning, monument managers are particularly interested in your comments on the following:  a) does the range of alternatives include all reasonable ways to solve the problems as stated and, b) does the list of issues include all those pertinent to responsible management of Monument resources.  Comments will be accepted through August 31, 2005.  After comments have been received and reviewed, Monument managers will make any adjustments necessary and conduct an environmental assessment of the alternatives, which will include a proposed action and another opportunity for your comments.
Purpose and Need for Action
Introduction:  National Park Service policy regarding cultural resources states that the National Park Service will preserve and foster appreciation of the cultural resources in its custody, and will demonstrate its respect for the peoples traditionally associated with those resources, through appropriate programs of research, planning, and stewardship (2001 Management Policies, Chapter 5: Cultural Resource Management).  The Service is also charged to evaluate and analyze how visitor-related and natural impacts might affect the values that make resources significant, and to consider alternatives that might avoid or mitigate potential adverse effects. Through this evaluation and planning process, the Service always seeks to avoid harm to cultural resources, and consider the values of traditionally associated groups.
Tonto National Monument is one of the last places in the Southwestern United States where visitors enjoy intimate access to tour prehistoric dwellings in un-reconstructed condition.  Modifications have been made to the ruin over the nearly 100 years it has been under federal protection, some of which were to facilitate visitor access, but the majority of the walls standing today were standing in 1450 when the last occupants walked away.  Visitors today can walk in their footsteps, through rooms and doors used by prehistoric people 700 years ago.
Visitors to Tonto National Monument appreciate the fact that the park offers intimate access to the cliff dwellings.  Comments made on mail-back surveys in March of 2005 include these:

· We are “excited about (our) ability to actually go in (the) ruins”

· “It was great to be able to go up into the ruins still.  In most cases thru the US they are closed to the public.”

· “It is nice to be able to walk through.  It would be nice to keep it that way.”

Park managers agree it would be nice to keep it that way.  However, it is no accident that other sites protecting prehistoric architecture have curtailed intimate access due to visitor impacts.  A small number of visitors to the Lower Cliff Dwelling are misbehaving in such a way that the park must reevaluate its access policy to that dwelling.
Problem Statement:  The current practice of permitting visitor access to all Lower Cliff Dwelling rooms except two is having an unacceptable negative affect on the condition of the structure and provides opportunity for catastrophic damage to occur.

Current Lower Cliff Dwelling Visitor Access Policy:  

· The Lower Cliff Dwelling is open to the general public from 8:00 AM to 5:00 PM daily.  Uphill traffic on the Lower Cliff Dwelling Trail is curtailed at 4:00 PM.  

· Tours of the dwelling are self-guided, with the aid of a printed brochure handed out at the Visitor Center information desk.  
· Rangers, student interns, and volunteers are stationed at the cliff dwelling daily, primarily to provide protection to the dwelling and to answer questions.  On occasion, depending on the individual and the circumstance, a more formal interpretive program may be presented at the Lower Cliff Dwelling.  During the busiest season, when staffing levels are highest, the dwelling is staffed from 10:30 AM to closing most (but not all) days.  During slow summer months, when volunteers and student interns are not available, staffing at the dwelling may be for a few afternoon hours or not at all.  The times the dwelling is not staffed, visitors have the ruin to themselves.
· Two rooms – Rooms 14 and 15 (please see map below) – are blocked to physical access by locked gates.  Room interiors may be viewed through the wire mesh gates.  All other rooms are open to visitors.

Documented Visitor Affects to the Lower Cliff Dwelling:

In the last 18-24 months, the park has had an enhanced ability to document the affects of the current visitor access policy.
· Since September of 2003, there have been 6 documented cases of people urinating in the dwelling, 6 documented cases of people climbing on walls or ceilings of the dwelling, 7 documented cases of suspected vandalism, and 3 other assorted cases of inappropriate behavior detrimental to the dwelling.  These are the cases to which rangers were witness or for which they found evidence.  Rangers are not at the dwelling full time.
· Of particular interest are the documented cases of people climbing on the walls or ceilings.  The roof in Room 14 represents the only fully intact roof section present in the Monument.  It could be argued that this architectural element is the most significiant archeological feature preserved in the Monument representing details of normally unpreserved Salado architecture.  
· During a 2004 prehistoric wood condition assessment performed by plant pathologists from the University of Minnesota, Dr. Robert Blanchette identified wood within the ruins with advanced stages of decay and loss of structural integrity. Blanchette noted in his assessment of Room 14 that generally, the wood is in good condition but the secondary beam to the left of the entrance near the hole in the roof is severely decayed and has termite damage. Also, the first secondary beam near the entrance is cracked and decayed and has lost its structural integrity.  He warned that additional weight from a visitor climbing on the structure could easily result in breakage of the decayed beams and collapse of the roof.
· In 2004, condition assessments of the Lower Cliff Dwelling which included the examination of 87 individual wall faces and 17 NPS elements such as steps or retaining walls, 75% of the rooms (12 of 16) at the Lower Cliff Dwelling showed signs of deliberate vandalism (defined as intentionally created erosion, collapse, alteration or graffiti) upon prehistoric architectural fabric.  The most common intentional impacts include scribing names or scratches into original adobe wall fabric or exposed wooden elements.  Other impacts included removing roof covering material from the partial roof in Room 10.  In addition to intentional visitor impacts, 94% of the rooms (15 of 16) had other impacts attributed to daily visitation.  Examples of impacts caused from daily visitation include polish on walls or wooden elements where people repeatedly place their hands, impacts to doorways from visitors passing through entryways and loose mortar and stones in steps created from continuous traffic. 

In order for the Monument to fulfill its mandate to protect these cultural resources for the enjoyment of future generations in perpetuity, managers at the Monument are considering the following alternatives in drafting a new Lower Cliff Dwelling access policy:
Alternatives
A. No Action:  The policy of self-guided visitor access to the Lower Cliff Dwelling would continue.  Staff and volunteers would continue to be assigned to protect the dwelling as they are available, providing a presence at the dwelling on less than a full time basis.  

B. Increase On-site Monitoring:  The policy of self-guided visitor access to the Lower Cliff Dwelling would continue.  Staff and volunteer hours available to protect the dwelling would be increased through the addition of volunteers (adding staff is not considered to be realistic due to budget constraints).  At least one person would be assigned to the Lower Cliff Dwelling during all hours the park is open for the purpose of protecting the dwelling.
C. Introduce Remote Monitoring:  In addition to actions already being taken, install a remotely operated monitoring system at the dwelling to discourage visitors from misbehaving and identify those who do.  One camera would be placed in the ceiling of the cave and would be monitored at the Visitor Center.  Recordings of all images would be kept on file.
D. Restrict Access to the Most Sensitive Rooms:  In addition to actions already being taken, close the current self-guided loop in two areas to protect the most sensitive parts of the dwelling – the ceilings.  Install a barrier to passage from room #8 to corridor #9 (which has a low ceiling) and install a barrier to entry into room #10 from room #11.  (Room #10 has a partial ceiling within reach of most adults).  This action would restrict access to rooms 10 and 9, which have fragile ceilings and from which the only intact roof (over room 14) is accessed.  Visitors would still have access to rooms 1, 2, 3, 4, 5, 6, 7, 8, 11, 13, and 16 and would be able to see into rooms 9 and 10 easily.  
E. Restrict to Guided Tours Only:  Eliminate the self-guided tour and implement a ranger-guided tour as the only means of access to the dwelling.  At predetermined times, rangers or volunteers would lead a limited number of visitors through the dwelling.  This could be accomplished in many different ways but the one considered here would work as follows:
i. Rangers or volunteers would be stationed at the dwelling from 8am to 5pm and would conduct a guided tour every 20 minutes.
ii. Tour size would be limited to 10 – those waiting at the dwelling for the next tour would wait south of the stairs.  Tours would end in room #4, north of the stairs.
Actions Common to All Alternatives:  

1. Visitors will be reminded at the Visitor Center before they start to the dwelling that there are no restrooms at the dwelling.

2. Brightly colored stickers will be attached to the self-guided tour brochure reminding visitors not to touch walls or ceilings.

3. A sign reminding visitors not to touch walls or ceilings will be placed at the top of the entry stairs.

4. Improved interpretive exhibits are planned (but not yet funded) for the Visitor Center, including a virtual model of the Lower Cliff Dwelling, permitting visitors to move through all rooms of the dwelling on a computer screen.
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Issues
The following issues are relevant to the decision to be made.  All alternatives will be evaluated by how they respond to these issues:

· Protection of the Lower Cliff Dwelling

· Providing a rewarding experience for visitors

· Intrusion into the prehistoric scene

· Affect on staffing

Comment Being Sought
This is the first step in this planning effort.  This document seeks your comments on the following:

· Is the range of Alternatives shown above appropriate or are there other Alternatives that should be considered?  If others should be considered, what are they?
· Does the list of Issues include all those pertinent to addressing the problem?  If not, what additional Issues should be addressed?
Comments will be accepted through August 31, 2005.  After comments have been read and the planning process has incorporated them, park managers will select one of the Alternatives (existing or new) and call it the Proposed Action.  Then, all Alternatives will be subject to an Environmental Assessment which will evaluate the affect of each Alternative on the environment generally and on the specific Issues identified above.  The Environmental Assessment will be posted for comment in its draft form.  After receiving and incorporating your comments, the final decision will be made by the Regional Director of the NPS’ Intermountain Region.
Thank you for your interest in Tonto National Monument and for participating in this planning process.  

Comments can be made on-line at http://parkplanning.nps.gov under Tonto National Monument.  Otherwise, written comments should be sent to:

Tonto National Monument

HC02 Box 4602

Roosevelt, Arizona 85545

Or via email to:
Tont_supt@nps.gov
