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INTRODUCTION

These guidelines provide assistance for completing or updating the important Standard Operating Procedure (SOP) section required in all installation Integrated Cultural Resources Management Plans (ICRMPs) as set forth in Air Force Instruction 32-7065 (See Chapter 2, Section 2.2.1).  The SOP component to an Air Force ICRMP outlines and describes standard implementation processes or procedures associated with managing cultural resources at an installation.  SOPs should sufficiently define the steps necessary to carry out required actions during most routine situations.  Unfortunately in many ICRMPs, SOPs are “boilerplate" providing no specific information useful for handling situations Air Force Cultural Resource Managers are likely to encounter at their installations.  Most current SOPs are ineffective because they tend to (1) focus on regulations, (2) are prepared by contractors who have a vague knowledge of what base Cultural Resource Managers and staff actually do, (3) fail to identify responsibilities and the procedures to follow, or (4) are not developed and coordinated with other base personnel who also play a role in the successful implementation of the SOPs.

TIPS IN DEVELOPING Standard Operating Procedures

1.
SOPs help ensure that installations can complete their missions.   SOPs are not about regulations.  The USAF mission  is organized around tasks and goals supporting our national defense.  SOPs

· address specific situations

· are triggered by specific events

· are carried out by specific responsible organizations and their points of contact.

2.
In preparing a SOP in the ICRMP, do not paraphrase or mirror regulatory procedures.  Simply cite them.  This avoids unnecessary amendments to the ICRMP if the regulation changes (citations generally do not change).

· SOPs describe internal installation procedures (per AFI 32-7065)

· Identify the specific responsible individuals or office symbol, i.e., the person(s) or specific organization responsible for carrying out each part of the procedure

· The SOPs must identify tasks and duties of all people involved with the procedure, not only the base Cultural Resources Manager and staff

3.
Do not create procedures that require coordination with outside agencies, tribes, and other parties, unless existing regulatory procedures fail to address the situation.  In these rare cases, identify specific offices in outside agencies and describe the methods and required documents for use in coordination. 

· Relate SOPs to typical situations or activities and where they might apply (e.g., training exercises, construction, maintenance, development, demolition, transfer of ownership, leases, etc.)

· Identify events that initiate or trigger specific SOPs

· Pair every SOP action with a specific responsible individual or organization
· Link any critical action requiring a decision to a designated office symbol or a backup

· Identify chains of command within the installation and how information about projects and training flows

· Describe how projects are reviewed

· Identify what limits there might be on the authority of key personnel.  Identify who “decides” and who only “advises” the decision-makers.  Indicate the primary point of contact for giving the order to execute the task.  Identify the decision maker(s).

4.
SOPs must be understood by all and all of those identified as part of the SOP must be aware of their responsibility.  Designated points of contact need to know what to do, who to contact, and what to expect as a result of the situation requiring action.  Use clear, direct sentences, such as, “Set up a 50 foot buffer zone around the location,” “Await further instructions from the unit commander, ” etc.  SOPs supplement regulations; they do not replace them.  A SOP can exceed regulatory requirements, but may not stipulate less.

5. The installation’s Cultural Resources Manager takes an active role in developing SOPs for inclusion in the ICRMP.  Contractors hired to create or update ICRMPs should interview installation staff members to ensure SOPs are integrated into the installation chain-of-command and authority.  It is the responsibility of installation Cultural Resources Managers to ensure that SOPs are relevant to the installation and its mission(s).

6. The installation Cultural Resources Manager should determine, or should work closely with the contractor preparing the ICRMP to determine which of these or other events or activities are relevant to that installation.

Guidelines for SOPs

SOPs are directly related to (1) situations, (2) triggering events, and (3) responsible individuals.  To illustrate this in the ICRMP, organize SOPs by situations or triggering events, not by statutes or regulations.  Here some recommendations in preparing the SOP(s):
1.
It is a good idea to list responsible parties/organizations according to their day-to-day cultural resources activities.  Those organizations with the least involvement should be listed first so they can quickly identify their specific role without reading through the rest of the SOP.  Those who deal with cultural resource issues frequently should be familiar with how the SOPs apply to them.

2.
Provide tables or charts at the beginning of the SOP section or chapter listing the primary office of responsibility and the specific SOPs that apply to them.  List common situations and events that trigger the need to implement SOPs in a separate table.  Add corresponding ICRMP page numbers to the tables for quick reference.

3.
Keep task lists short and specific for each responsible party.  List similar tasks from SOP to SOP for each office of primary responsibility to the extent practicable.  It is easier for those who are less frequently involved with associated tasks to remember one or two series of 5 equal or similar steps than to remember 5 or 6 situations, each with its own series of steps.

4.
State an overall goal for each responsible party when listing their tasks (e.g. “Protect the location,” “Coordinate with the Base Civil Engineer and the Cultural Resources Manager,” “Ensure compliance with DOD American Indian Policy,” etc.  See examples below for additional sample goals). 

5. Identify key individuals to notify or who are responsible for making decisions for each situation or triggering event in the SOP.  Generally, the lists of key individuals include, but are not necessarily limited to, the unit commander, the base civil engineer, the environmental flight commander, and/or the Cultural Resources Manager.

6. Focus specifically on what the responsible party is expected to do with respect to the goals and tasks listed in the SOP.  For example, maintenance crews and unit commanders do not need to be familiar with  the details of the Section 106 process.  What they need to be concerned with is when to implement the SOP, who they need to contact (chain-of-command), and what they need to do pending further instruction(s) through the chain-of-command.

Remember:  SOPs should focus on specific situations triggered by specific events.  Specific responsible parties should be identified to carry out activities related to each SOP.  SOPs should cite, but not paraphrase policies and regulations.


Example STANDARD OPERATING PROCEdURE

Inadvertent Discovery of Human Remains on AF Lands
Statutes: Native American Graves Protection and Repatriation Act (NAGPRA), National Historic Preservation Act (NHPA), Archaeological Resources Protection Act (ARPA)

Regulations:  42 CFR Part 10; 36 CFR Part 800, Part 60; 32 CFR 229; 36 CFR 79

Applies to:  Range managers; operations managers; field units; unit commanders; training site managers, maintenance crews and foremen; construction crews; contractors; Cultural Resources Managers; Natural Resources Managers.

Typical Situations: Ground disturbance from construction, repair, and maintenance activities (digging, bulldozing; or clearing-and-grubbing); off-road traffic; field units on exercises; outdoor recreation; and observation of eroded areas, gullies, dirt trails, road cuts, and badger or gopher burrows and mounds.

Typical Triggering Events: Discovery of human bone or unmarked graves, possibly associated with American Indian funerary pottery; American Indian bone or stone tools, prehistoric ruins; archaeological features (see definitions).

Policy:  “If inadvertently discovered human remains are those of a Native American, they fall under the purview of NAGPRA.  The AF installation or unit commander shall…” Here and here alone, could be included a summary of Federal regulatory procedures.  The summary should be written for non-technical AF staff and non-technical reviewers of the ICRMP to ensure they understand the procedures and their legal basis.
Procedures
Scenario I: Discovery of human remains or possible NAGRPA artifacts during excavation of utility lines.

A. Contractors and/or base CE employees.

1.
Goals: Protect the location and any remains and artifacts pending further instructions.

2. Tasks include:

a.
Immediately stop activity at and near the discovery location.

b.
Notify the supervising unit commander (e.g., BCE, Deputy BCE) and Contracting Officer (CO).

c.
Establish a 150-ft buffer zone around the location.

d.
Avoid the buffer zone. Stay on existing roads if travelling through the buffer zone.

e.
Await further instructions through the chain of command.

B. Unit Commander.

1.
Goals: Implement protective measures pending advice from the Cultural Resources Manager.

2. Tasks:

a.
Ensure that all steps in A above are implemented.

b.
Immediately notify the Cultural Resources Manager.

c.
Identify the backup for the Cultural Resources Manager as ….(fill in the blank).

d.
Wait for further directions from the Cultural Resources Manager.

e.
Ensure that activities outside the buffer zone proceed as necessary.

C. Cultural Resources Manager.
1.
Goals:  Gather information; consult IAW statutes and policy; advise Unit Commander.  

2. Tasks:

a.
Ensure the location and remains are protected.  

b.
Ensure that all remains and artifacts are accounted for and properly labeled and packaged if removed from the ground.

c.
Consult with HQ MAJCOM (and HQ AFCEE if desired).

d. Notify the medical examiner if required or appropriate.

e. Take steps to identify the cultural affiliation of the remains, ie, conduct stratigraphic analyses, archaeological excavations, osteological analysis, artifact analyses, and/or radiocarbon assay, to determine that the remains are likely those of Native Americans, and therefore, under the purview of NAGPRA.

f. If the evidence supports a Native American affiliation, immediately notify potentially affiliated Tribal Cultural Resources POC(s) and the SHPO/THPO.  If the evidence supports a non-Native American affiliation there is no NAGPRA compliance issue.  In this latter case, removed skeletal elements and associated artifacts and samples must be collected, reported, and curated properly under ARPA and 36 CFR 79.

g.
If the remains are NAGPRA objects: Consult IAW 36 CFR 800, NAGPRA and 43 CFR 10.4 and 10.5, ARPA and 32 CFR 229 (if ARPA permit is required for excavation and recovery; REMEMBER, ARPA permit is not required for testing by AF archaeologists or AF contractors to evaluate the site and/or identify affiliation of remains).

h.
Inform field personnel and/or contractor on the course of action.  If the remains are NAGPRA objects, inform also on the required Plan of Action.

i.
With the commander’s approval, authorize utility work to continue after proper execution of the Plan of Action.

Scenario II:  Discovery of human remains during Phase I (inventory) or Phase II (National Register evaluation) archaeological investigations.

A. Contractor… [ETC., goal and task lists should be similar to example above]

Other Possible SOP-Triggering Events and Activities (there are many in addition to those listed here)

· Accidents (Aircraft, Vehicular, or Other) Affecting Historic Properties

· American Indian Access to Sacred Sites or Traditional Cultural Properties

· Coordinating Planned Construction or Maintenance Activities with Proponents

· Cultural Resources Contracting

· Hazardous Spills Affecting Historic Properties

· Historic Building Demolition

· Initiating Environmental Impact Analysis Processes (EIAP)

· Jettisoned Ordinance or Fuel Tanks Affecting Historic Properties

· Natural Emergencies Affecting Historic Properties

· Rehabilitation of Historic Properties

· Suspected Vandalism or Looting of Archaeological Sites

Special thanks to Ms. Shellie Sullo Prewitt, Cultural Resources Program Manager, Texas Army National Guard; whose clear ideas sparked the creation of these guidelines.  Visit the excellent TXARNG Camp Mabry website at http://www.agtx-ev.pollution.org/cr/index.htm for examples and models of very useful Standard Operating Procedures. 
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For more information, contact: James D. Wilde, PhD, Archaeologist, at DSN 240-6546 (� HYPERLINK mailto:James.wilde@hqafcee.brooks.af.mil ��James.wilde@hqafcee.brooks.af.mil�), or Julia Cantrell, Cultural Resources Specialist, DSN 240-3515 (� HYPERLINK mailto:julia.cantrell@hqafcee.brooks.af.mil ��julia.cantrell@hqafcee.brooks.af.mil�), HQ AFCEE/ECS, 3300 Sidney Brooks, Brooks AFB, TX 78235-5112
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