SANTA FE NATIONAL FOREST SITE STEWARD COUNCIL MANUAL
The council is the governing body of the
Santa Fe National Forest Site Steward Program
I.

BACKGROUND

The Santa Fe National Forest is responsible for managing public forest lands in
northern New Mexico, which contains one of the largest collections of heritage
resources in the United States. These include archaeological sites representing many
cultures and time periods, plus historical sites remaining from the earliest occupation of
the region by Europeans. These resources are a legacy of the history of this area and
are treasured by both Native Americans and the current multicultural population
residing in the area. These sites are threatened by natural actions including fire,
erosion, land movement, and the constant decay caused by climate conditions. They
are also threatened by human actions including harmful vandalism and willful
exploitation
The Santa Fe National Forest has the responsibility to identify, classify, and record the
changing status of these resources as well as protect and preserve them for future
generations as a legacy. The accomplishment of this goal must include the education of
the general population regarding the value and need to preserve these resources.
Success in this mission must include the development of a conservation ethic in the
general public and solicitation of public participation in the protection and preservation
of these resources.
The Santa Fe National Forest has limited resources to accomplish this mission. The
Site Steward Program offers an opportunity for volunteers who practice this ethic to
augment the resources of the Santa Fe National Forest by assisting as “eyes” in the
preservation mission, by providing assistance in the identification and documentation of
these resources, and by serving as spokespersons to the general public in fostering
awareness of the importance of preserving these resources
II. MISSION STATEMENT
The site steward council partners with the Santa Fe National Forest in those tasks
suitable to a volunteer organization in the management of the heritage resources. The
Site Steward Program is a cooperating resource with the State of New Mexico Site
Watch Program
As a partner with the Santa Fe National Forest, the Site Steward Program adheres to
the rules and regulations governing the Forest Service in the management of heritage
resources. It is governed by those policies applicable to the use of volunteers within the
United States Department of Agriculture (USDA) and the Forest Service
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This organization is self-governing; however, designated staff of the Santa Fe National
Forest has veto power over proposed programs sponsored by this organization.
For those programs involving direct field operations in resource identification, recording,
and monitoring, the Santa Fe National Forest prescribes minimum training
requirements. Members involved in field operations are classified as formal volunteers
under the federal government volunteer program. For the purpose of tort claims, the
Santa Fe National Forest treats certified site stewards as Forest Service volunteers.
III. ORGANIZATIONAL RELATIONSHIPS
A. SANTA FE NATIONAL FOREST
1. Santa Fe National Forest Supervisor
a. Is the local manager of the Santa Fe National Forest
b. Is ultimately responsible for activities conducted by site stewards
c. Signs the Forest Volunteer Agreement (U. S. Department of
Agriculture Forest Service Agreement for Individual Voluntary
Services) and the Job Hazard Analysis (JHA) for site stewards
2. Heritage Program Manager (HPM)
a. Manages heritage resources in the forest
b. Acts as primary manager of the Site Steward Program and primary forest
liaison with the site steward council. He/She is the primary contact for all
activities of site stewards conducted on the Santa Fe National Forest
c. Develops a list of sites recommended for site steward monitoring, with
potential input from the district archaeologist and area team leader (ATL)
d. Maintains a database of site visits and volunteer time
e. Works with the Site Steward Program council to develop educational and
training opportunities for site stewards
3. District Archaeologist
a. Serves as a resource for site stewards assigned to district
b. Participates with HPM and ATL in identifying sites to be monitored
c. Communicates with ATL and site stewards as appropriate
4. Law Enforcement Officer (LEO)
a. Is responsible for enforcement of regulations regarding heritage resources
b. Is the principal contact by site stewards through Forest Service
dispatcherfor reportable incidents as described in the Site Steward
Manual
c. Is responsible for initial incident investigation and citations
d. Participates in site steward training as needed
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B. STATE OF NEW MEXICO SITE WATCH PROGRAM
1. The New Mexico Site Watch Program is a state-wide volunteer program
coordinated by the New Mexico Historic Preservation Division and funded by
public and private partnerships
2. Has authority to establish standards for training and operations of Site Watch
stewards
3. Santa Fe National Forest Site Steward Program and New Mexico Site Watch
Program are mutually cooperating resources
IV. GENERAL ORGANIZATION AND QUALIFICATIONS
The Site Steward Program has six components
A. THE COUNCIL
1. Members must be certified site stewards
2. Includes Area Team Leaders (ATLs) and Assistant Area Team Leaders
(AATLs)
3. Includes selected members-at-large
4. Includes site stewards or affiliated volunteers who are assigned to head major
projects, e.g., a committee chair, jf not already a council member in some
other capacity
5. Includes the HPM or his/her designated representative
B. AREA TEAM LEADER
1. Must be a certified site steward
2. Is appointed by the council in coordination with the HPM
3. Supervises the site steward field operations of an area of the Santa Fe
National Forest that represents a homogeneous collection of heritage
resources, either by location or type. Within this area, specific sites/resources
are identified by the HPM for monitoring purposes
4. Is assigned site stewards by the council following training and area selection
of new site stewards by ATLs and the HPM
5. Is governed in his/her operations by the ATL Manual and the Site Steward
Manual
C. ASSISTANT AREA TEAM LEADER
1. Must be a certified site steward
2. Is appointed by the council in coordination with the HPM
3. Assists the ATL as requested by that ATL
4. Is governed in his/her operations by the ATL Manual and the Site Steward
Manual
D. CERTIFIED SITE STEWARD
The selection, training and certification of site stewards are governed by the Site
Steward Manual
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E. PROVISIONAL SITE STEWARD
1. Has completed the required site steward classroom training
2. Is serving a one-year probation between initial training and certification as a
site steward
F. AFFILIATED VOLUNTEER
1. Is interested in furthering the mission of the Site Steward Program
2. May participate in organizational activities other than field work and may
serve on or lead project committees after completing the site steward training
V. COUNCIL RESPONSIBILITIES
A. GOVERNANCE
1. The council is responsible for developing, managing, implementing, and
administering the policies, procedures, programs, and documents to conduct
the business of the Site Steward Program
2. The council may make changes in operating procedures by majority vote with
notice to the Santa Fe National Forest
3. Changes in organizational structure require a two-thirds vote and approval of
the HPM
B. RECRUITMENT
1. The council is responsible for recruiting volunteers to become members of the
Site Steward Program
2. Completed applications of individuals interested in the Site Steward Program
are screened by HPM in coordination with the council
C. TRAINING
1. The council establishes a training program in accordance with the
requirements specified by the Santa Fe National Forest and the State of New
Mexico
2. After completion of a one-year provisional status, stewards are certified by
the council upon recommendation from the ATL to the HPM and from the
HPM to the council
3. The council identifies qualified trainers within the organization willing to
participate in training
4. The council establishes a training program for members of the Site Steward
Program that provides continuing education relating to cultural,
archaeological and historical events. Site steward training includes the use of
monitoring and survey techniques. These training programs may be
conducted in coordination with the New Mexico Site Watch program

Council Manual, January 2018 | 4

D. MONITORING AND OVERSIGHT
1. The council is responsible for establishing adequate monitoring of all aspects
of the Site Steward Program to assure that operations satisfy the
requirements of the Santa Fe National Forest and the goals and objectives of
the Site Steward Program
2. The council is responsible for evaluating participants and applicants to assure
continued commitment to the vision and mission of the program
3. The council, with concurrence of the HPM and based on request of a site
steward and team needs as expressed by the ATL, assigns, reassigns or
transfers site stewards to teams
E. DOCUMENTATION
1. The council maintains the official records of operations for the program
2. The council ensures that the work of members is recorded in the records of
the Site Steward Program (records include but are not limited to minutes,
functional organizational chart, newsletter, roster, budget coordinator report,
heritage resource report, and the Council, ATL and Site Steward Manuals
3. Records include documentation of the certification process for each member
VI. COUNCIL MEMBERSHIP
A. ATLs and AATLs are automatically members of the council; membership
continues for the duration of their assignment as ATL or AATL
B. The council appoints a minimum of two members-at-large from the program
membership to serve as voting members of the council for a one-year period.
Members-at-large may identify issues raised by noncouncil members and
present these issues to the council. These appointments may be extended one
additional year
C. Four standing committees—archive, communications, education, and training—
each headed by a chairperson, shall be represented on the council and shall
have one vote each. If the selected chair is already serving on the council as a
voting member, he/she may have only one vote
D. Site stewards or affiliated volunteers who are assigned to head major projects
other than the four committees listed in C, become nonvoting members of the
council and serve for the duration of their project
E. The HPM or his/her designated representative is a nonvoting member of the
council, may participate in all deliberations, and may exercise veto power
VII. COUNCIL OPERATION
A. OFFICERS
1. The voting members of the council elect a chair, vice-chair, secretary, and
budget coordinator. If deemed necessary, chair and vice chair may be
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substituted by co-chairs for a specified term. These officers serve for a oneyear term, may serve one additional consecutive term, and may serve again
after an absence of at least two years.
2. New officers take office at the close of the first quarterly meeting of the
calendar year
3. If a vacancy is created for an officer position during the elected term of an
individual, the members elect a replacement to fulfill the term
B. RECORD KEEPING
1. Minutes are maintained of the council deliberations and are available for
review to any program member on request
2. A summary of council actions is reported to the membership in a newsletter at
least semi-annually
C. METHOD OF OPERATION
1. The council meets quarterly on an agreed-upon date and location. Special
meetings may be called by the chair to deal with emergency matters
2. The chair is responsible for establishing and communicating the agenda of
the meetings to members
3. Robert’s Rules of Order govern proceedings of the council
4. Communications from the Santa Fe National Forest are conducted on a
priority basis. Representatives of the Santa Fe National Forest may attend
quarterly meetings to present specific material germane to the program
operations
5. Any site steward may attend the quarterly meetings of the council, may be
recognized by the chair, but cannot vote on matters coming before the council
D. PERSONNEL MANAGEMENT
1. By a majority vote, the council may terminate the membership of any member
for failure to abide by the code of conduct, for personal action that discredits
the site steward organization, or for failure to perform assigned duties
2. A letter report on any personnel action is forwarded to the HPM. The HPM
may request council reconsideration of a termination order with justification
3. The HPM may request council review of questionable conduct of a steward
with recommendation for termination
E. MEMBERSHIP COMMUNICATION
1. The council holds an annual meeting for the entire membership of the Site
Steward Program as well as additional periodic educational meetings
2. The council publishes a newsletter to advise all members of operational
activity of the program, announce new program initiatives, introduce new
members, etc.
3. The council sponsors a member-managed website
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4. The council sponsors a member-managed list server
F. FINANCIAL MANAGEMENT
1. The council monitors via quarterly reports by the budget coordinator the
issuance of checks and deposits of Site Steward Foundation (SSF) funds
2. The council reviews the status reports of the Site Steward Program finances
at each quarterly council meeting
3. The council participates in the development of the annual budget and other
budgets for operations requiring financial support
4. By consensus, the council requests the SSF to transfer existing funds and
records to a similar organization in the event of termination of operations
5. The council reserves the right to request an audit of Site Steward Program
records as necessary
G. OPERATING YEAR
For financial purposes, the operating year is October 1 to September 30
H. STANDING COMMITTEES
1. The Standing Committees have a chairperson(s) appointed by the Council
Chair and members (if required) appointed by the Committee Chair. The
committees report to the Council.
2. The Standing Committees and their functions are:
a. Archive Committee. The Archive Committee will gather all Council
meeting minutes, updated manuals, training materials, awards, and Site
Lines. Materials will be organized and scanned onto: the National Forest
cloud drive and the two copies of the archives on thumb drives – one in
the site steward box in the HRPM’s office and one with the Site Steward
Foundation.
b. Communications Committee. The Communications Committee consists of
three aspects: the List Serv, the Site Steward web site; and the publishing
of quarterly newsletters that are available on the Site Steward web site.
c. Education Committee. The Education Committee organizes programs for
the membership. Duties include arranging for speakers, facilitating the
meetings, arranging for meeting space and equipment as well as
coordinating with the foundation treasurer for honorarium. Notification of
such meetings is initially done with timely reminders to interested parties.
d. Training Committee. The Training Committee organizes training of new
site stewards on an as-needed basis. The duties include advertising of
the training session, maintaining training materials, vetting applicants,
coordinating and conducting the training session (presenting and
arranging for others to present material), and communicating results of the
training to the site steward council chair for dissemination.
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VIII. COUNCIL MEMBER RESPONSIBILITIES
All members of the council and the HPM are asked to participate in quarterly council
meetings. All council members are asked to stand for officer elections. To the extent
possible, they are expected to attend the annual meeting, participate in or attend
training session as well as educational programs. With the exception of the HPM
and project leaders, all membership categories hold full voting privileges. If elected
to office, members continue to serve in their original capacity but also assume
specific responsibilities of the offices listed below
A. COUNCIL CHAIR/COCHAIR
1. Provides overall leadership for council
2. Develops program plan/schedule/budget with officers
3. Serves as primary council contact with HPM
4. Develops functional organizational chart
5. Develops agenda and chairs quarterly council meetings
6. Chairs or co-chairs annual meeting
7. Provides summary council report for annual meeting
8. Reviews and approves minutes
9. Participates in training and educational programs when feasible
10. Issues letters of appointment, acknowledges donations, services, etc.
11.Only casts a vote to break a tie. In the case of co-chairs, the co-chair not
facilitating the meeting can vote, the facilitating co-chair can vote to break a
tie.
B. COUNCIL VICE CHAIR
1. Assists chair in providing leadership, planning, and monitoring of council and
organization functions
2. Chair council meetings in absence of chair
3. Maintains awareness of chair and council activities
4. Participates in council committees as needed
C. SECRETARY
1. Records proceedings of council, annual and other meetings
2. Prepares draft and final minutes for council review
3. Maintains official records
D. BUDGET COORDINATOR
1. Prepares the annual budget and other operating budgets requiring financial
support for the Site Steward Program activities for the council to review and
approve
2. Prepares, submits and makes any necessary revisions to the application for
the annual budget to the SSF
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3. Prepares and submits the necessary request forms to the SSF for
disbursements
4. Establishes and maintains back-up records and accounts that reflect receipt
and disbursement of program funds by the SSF
5. Provides the program quarterly financial reports for the council to review
IX. AMENDMENTS
Amendments may be proposed by any steward, then discussed and
adopted/rejected by council in concert with the HPM. Any changes will be inserted
into the Site Steward Manual and Council Manual.
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