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Geographic Information System Standard Operating Procedure on Incidents Project Charter
1.1 – Identification
The name of this project is Geographic Information System (GIS) Standard Operating Procedures (SOPs) on Incidents Project (GSTOP) hereinafter referred to as the GSTOP Project. 

The name of this team is the Geographic Information System (GIS) Standard Operating Procedure on Incidents Project (GSTOP) Project Team hereinafter referred to as the GSTOP Project Team.

1.2 – Project Background
This project is chartered by of the National Wildfire Coordinating Group (NWCG).  The NWCG was formed to expand operational cooperation and coordination of federal and state wildland fire agencies.

Presently, there is no GIS SOPs for wildland fire incidents.  This absence of SOPs has created communication and data management problems for incidents management teams especially during team transition periods.  
The study “Investigation of Geospatial Support of Incident Management” was conducted during the summer of 2002.  This study found that, “although geospatial data may be easily stored in common electronic formats, respondents recognized an absence of formalized protocols for the transfer of GIS data generated during incidents. This may hinder the adoption of GIS as a more comprehensive tool for long-term fire, fuels, or other management purposes.”  Primarily, this analysis identified and documented the valuable use of GIS data and GIS products on incidents and the need for standard protocol during incidents.
1.3 – Purpose / Business Need
This Charter’s purpose is to document agreement between the Department of the Interior’s (DOI) Bureau of Land Management (BLM), Bureau of Indian Affairs (BIA), U.S. Fish and Wildlife Service (USFWS), National Park Service (NPS), the U.S. Department of Agriculture’s (USDA) U.S. Forest Service (USFS), the Intertribal Timber Council, Research and the National Association of State Foresters (NASF) concerning and authorizing the GSTOP Project.

This Charter authorizes the development guidelines for GIS standard operating procedures on incidents.  This project will be incorporated into Phase II of the Incident Base Automation initiative.
Kenneth Friedman from Lehigh University has given ten reasons to write Standard Operating Procedures (SOPs). He states, “An SOP is a written set of instructions that someone should follow to complete a job safely, with no adverse effect on personal health or the environment, and in a way that maximizes operational and production requirements.”   Friedman gives these ten reasons for writing SOPs:
1. to provide people with all the safety, health, environmental and operational information necessary to perform a job properly. Placing value only on production while ignoring safety, health and environment is costly in the long run. It is better to train employees in all aspects of doing a job than to face accidents, fines and litigation later.

2. to ensure that production operations are performed consistently to maintain quality control of processes and products. Consumers, from individuals to companies, want products of consistent quality and specifications. SOPs specify job steps that help standardize products and therefore quality.

3. to ensure that processes continue uninterrupted and are completed on a prescribed schedule. By following SOPs, you help ensure against process shut-downs caused by equipment failure or other facility damage.

4. to ensure that no failures occur in manufacturing and related processes that would harm anyone in the surrounding community. Following health and environmental steps in SOPs ensures against spills and emissions that threaten plant neighbors and create community outrage.

5. to ensure that approved procedures are followed in compliance with company and government regulations. Well-written SOPs help ensure that government regulations are satisfied. They also demonstrate a company's good-faith intention to operate properly. Failure to write and use good SOPs only signals government regulators that your company is not serious about compliance.

6. to serve as a training document for teaching users about the process for which the SOP was written. Thorough SOPs can be used as the basis for providing standardized training for employees new to a particular job and for those who need re-training.

7. to serve as a checklist for co-workers who observe job performance to reinforce proper performance. The process of actively caring about fellow workers involves one worker coaching another in all aspects of proper job performance. When the proper procedures are outlined in a good SOP, any co-worker can coach another to help improve work skills.

8. to serve as a checklist for auditors. Auditing job performance is a process similar to observation mentioned in the previous item only it usually involves record keeping. SOPs should serve as a strong basis when detailed audit checklists are developed.

9. to serve as an historical record of the how, why and when steps in an existing process so there is a factual basis (not hearsay) for revising those steps when a process or equipment are changed. As people move from job to job within and between companies, unwritten knowledge and skills disappear from the workplace. Properly maintained written SOPs can chronicle the best knowledge that can serve new workers when older ones move on.

10. to serve as an explanation of steps in a process so they can be reviewed in accident investigations. Although accidents are unfortunate, view them as opportunities to learn how to improve conditions. A good SOP gives you a basis from which to begin an  investigating accidents.

1.4 – Project Scope
The GSTOP project is responsible for:

a) Recommending and developing GIS SOPs guidelines for incidents to the GTG. As a minimum this would include the determination of :
i) Naming conventions and structure (e.g. Folder and file)
ii) Data sharing and archiving procedures

iii) Incident team transition procedures 
iv) Minimum expectations of GIS support on the incident

v) Identification of Standard GIS symbology 
b) Coordinating with others in the interagency wildland fire community regarding the need of GIS SOPs.
c) Coordinating with other Geospatial organizations regarding GIS SOPs for incidents.
Because of the dynamic nature of particular aspects of information technology and their inherent risks this project will not address information technology (IT) issues (e.g. including networking, software, and hardware.)
1.4.1 – Project Objective
The project will examine typical GIS operating procedures on incidents and provide a guide (both paper format and in digital format) of geospatial standard operating procedure to the NWCG. This will compile the 
1.4.2 – Outstanding Issues
Currently, the GIS Technical Specialist (GIST) is not an ICS position, but under the NWCG’s Technical Specialist Guidelines.  This may inhibit the implementation of NWCG GIS SOPs.

An auxiliary benefit would be that there will be a cost savings of building a database if they are SOPs in place and in particularly for offices that do not have base data.
1.5 – Sponsorship & Ownership
This project sponsored by NWCG’s GTG.   
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1.7 – Terminology
Acronyms
NWCG - National Wildfire Coordinating Group

GTG – Geospatial Task Group

IRMWT – Information Resource Management Working Team

GIS – Geographic Information System

SOPs – Standard Operating Procedures
GIST – Geographic Information System Technical Specialist

IT – Information Technology

IRIN- Infrared Interpreter 

Remote Sensing
2.0 – Project Approach Section
The approach is that the GSTOP project will work with many wildland fire cooperators to develop reasonable GIS standard operating procedures on incidents.  All effort will be made to compile and conform to the principles and the standards of the NWCG.  Projects will be managed in cooperation and collaboration with other (NWCG) projects and in conformance with NWCG’s Project Management Office.  Project manager will contribute to the evolution of the NWCG enterprise architecture.

2.1 – Project Deliverables and Quality Objectives
· Milestone 1: Determine and develop requirements for GIS SOPs 

· Deliverable 1:   Project Manager will write a progress report and provide it to the Executive Committee (by December 2004)
· Milestone 2: Determine and develop standard digital symbolset to be used on incidents

· Deliverable 2:  Symbolset team lead will write a progress report and provide it to the Executive Committee and Project Manager (by December 2004)
· Milestone 3: Develop and produce draft GIS SOPs

· Deliverable 3:  Project Manager will deliver draft GIS SOPs (by April 2005)
· Deliverable 4:  Project Manager will provide draft GIS SOPs to Business Leader (by April 2005)
· Milestone 4: Ensure requirement are reviewed and tested by business community

· Deliverable 5:  Business Leader will distribute draft GIS SOPs to Business Community (by December 2006)
· Project Manager will review business communities issues with GIS SOPs

· Milestone 5:Finalize GIS SOPs

· Deliverable 6: Project Manager will provide the Executive Committee with final GIS SOPs (by April 2006)
2.2 – Organization and Responsibilities
The project will be composed of experts from a cross section of agencies and geographic areas. Individuals that work on this project will need good communication skills, knowledge of ICS and the GIST position.  Project Manager and the Business Leader will need the ability to influence NWCG members.  This project will need at minimum of five team members that include would include the Project Manager, Business Leader, and Team Leader.
The following is a proposed option of the Project Team.  The GTG would like the IRMWT to help with final selection of the Project Team.
· Executive Committee – Suggested  executive committee is the Geospatial Task Group

· Business Leader – ???(Someone on the IOSWT or a Plans/Sit Unit Leader) – Mark O’Brien is a BLM GIS specialist that is a Plans Chief. (Could be someone from the Incident Base Automation Project)
· Project Manager – Suggested project manager is Susan E. McLellan

· Project Team Leaders – Suggested team leader for developing a standard GIS Symbolset is Ken Bottle
· Project Team Members

· Suggested team member: Sue McLellan –State of Florida, Division of Forestry

· Suggested team member: Ken Bottle – FWS, Colorado
· Suggested team member: Sean Triplett – BLM, Alaska Fire Service

· Suggested team member: Karen Folger – NPS, California

· Suggested team member: John Guthrie – USGS, Colorado
· Suggested team member: Dorothy Albright – USFS, California
· Suggested team member: Luther Arizana – BIA, NIFC
· Suggested team member: Ed Delaney – NPS, NIFC

· Suggested team member: Miranda Miller – FWS, Texas
· Suggested team member: Emmor Nile – Oregon Department of Forestry
· Suggested team member: Dave Wischer – Washington Department of Natural Resources

· Suggested team member: Victoria Smith – BLM, California

· Suggested team member: Ann Rysorkora – USFS, Montana

· Suggested team member: Joe Appleton, Kern County, California

· Suggested team member: Elise Bowne, USFS, Colorado

Roles and Responsibilities Matrix
Activity 1: Determine requirements for GIS SOPs by communicating with business community

Activity 2: Determine standard digital symbolset to be used on incidents

Activity 3: Create draft GIS SOPs that include a standard digital symbolset
Activity 4: Ensure requirement are reviewed and tested by business community

Activity 5: Finalize GIS SOPs

	Major Project Activities
	Skill/Expertise Required
	Internal Resource
	External Resource
	Issues / Constraints

	1
	GIST  and ICS Knowledge
	
	Facilitator/consultant 
	

	2
	GIST and ICS Knowledge
	
	Facilitator/consultant
	

	3
	GIST and ICS Knowledge
	Writer/Editor
Graphic Artist
	Facilitator/consultant
	

	4
	ICS Knowledge
	
	Consultant in Survey Expertise
	

	5
	GIST and ICS Knowledge
	Writer/Editor
Graphic Artist
	
	


2.3 – Reporting, Oversight, & Review
NWCG standards will be followed for reporting, oversight and review of the GSTOP Project.
2.4 – Dependencies 
Products from the GSTOP will be integrated into phase II Incident Base Automation Effort.
2.5 – Plans for Support Activities
The GSTOP project would ensure that the GIST Training and ICS Tools would be within compliance of NWCG policies for training and software extension development.
A potential product would be part that the GSTOP would be part of a NWCG handbook.

2.6 – Project Facilities and Resources
Project will require a conference room every 3 months for 3 days.  Equipment that the project will need include a projector, 2 laptops, white board, and markers and flip charts.

2.7 – Risk Management
Risk Assessment

The GSTOP Project will do everything to reduce risk during the project.  Prior to the project to reduce risk IT items such as hardware and software will not be included. However there are still identified risk items that may have some impact on over all success of the project.
	Risks
· Support for using outside contractor/consultant.
· Funding the project and in particular funding travel for government employees.

	Probability   - 50%

	Cost Impact – this may reduce the initial cost of the project, but could increase the longevity of the project by not having a consultant who is a knowledgeable facilitator.

	


Mitigation Strategies

	Finding a competent government facilitator and funding the project through agencies contributions.

	

	


2.10 – Project Control 
· Project Manager will provide monthly reports to the Executive Committee

· Project Team will meet six times during the project for duration of three days each time.

· Executive Committee will meet a minimum of four times during the project.
· The Project Team will use best management practices when used to log and control project actions.
2.11 – Quality Assurance and Control Activities
Test Plan SOPs
Send out documents for review ensures incorporate scope of operation of wildland fire incidents.

How does one apply quality to consensus?   

Viable options and can be applied and recommended.  Guidelines how to maybe able to set up shop and continue business with least amount of resistance.
2.12 – Project Schedule
Project Schedule Table

	Activity
	Resources
	Assigned Responsibilities
	Estimated Completion Date

	1
	Susan E. McLellan, , Sean Triplett, , John Guthrie, Dorothy Albright, Luther Arizana , Ed Delaney, Miranda Miller, Emmor Nile, Dave Wischer,Victoria Smith, Ann Rysorkora , Joe Appleton
	Determine requirements for GIS SOPs by communicating with business community


	December 31, 2004

	2
	Ken Bottle, Karen Folger, Luther Arizana, Elise Bowne, John Guthrie, Sean Triplett, Emmor Nile
	Determine standard digital symbolset to be used on incidents


	December 31, 2004

	3
	Susan E. McLellan, , Sean Triplett, , John Guthrie, Dorothy Albright, Luther Arizana , Ed Delaney, Miranda Miller, Emmor Nile, Dave Wischer,Victoria Smith, Ann Rysorkora , Joe Appleton
	Create draft GIS SOPs that include a standard digital symbolset


	April 1, 2005

	4
	Susan E. McLellan, , Sean Triplett, , John Guthrie, Dorothy Albright, Luther Arizana , Ed Delaney, Miranda Miller, Emmor Nile, Dave Wischer,Victoria Smith, Ann Rysorkora , Joe Appleton
	Ensure requirement are reviewed and tested by business community


	December 31, 2005

	5
	Susan E. McLellan, , Sean Triplett, , John Guthrie, Dorothy Albright, Luther Arizana , Ed Delaney, Miranda Miller, Emmor Nile, Dave Wischer,Victoria Smith, Ann Rysorkora , Joe Appleton
	Finalize GIS SOPs
	April 1, 2006


Interim SOPs May 2005

End Date May 2006
2.13  and 2.14 – Project Effort Estimate and Project Cost Estimate
Project Estimating Worksheet

Human Resources

	Resource
	Effort Required
	Unit Cost 
	Resource Cost

	Facilitator
	168 hr
	$150 hr
	$25,200

	Project Manager 
Susan E. McLellan
	350 hr
	$50 hr
	$21,000

	Team Leader

Ken Bottle
	150 hr
	$50 hr
	$7,500

	Business Leader
	100 hr
	$50 hr
	$5,000

	Sean Triplett
	200 hr
	$50 hr
	$10,000

	John Guthrie
	200 hr
	$50 hr
	$10,000

	Dorothy Albright
	200 hr
	$50 hr
	$10,000

	Luther Arizana
	200 hr
	$50 hr
	$10,000

	Elise Bowne
	100 hr
	$50 hr
	$5,000

	Karen Folger
	100 hr
	$50 hr
	$5,000

	Ed Delaney
	200 hr
	$50 hr
	$10,000

	Miranda Miller
	200 hr
	$50 hr
	$10,000

	Emmor Nile
	200 hr
	$50 hr
	$10,000

	Dave Wischer
	200 hr
	$50 hr
	$10,000

	Victoria Smith
	200 hr
	$50 hr
	$10,000

	Ann Rysorkora
	200 hr
	$50 hr
	$10,000

	Joe Appleton
	200 hr
	$50 hr
	$10,000

	Writer/Editor
	40 hr
	$60 hr
	$2,400

	Graphic Artist
	40 hr
	$60 hr
	$2,400

	Survey Consultant
	50 hr
	$150 hr
	$7,500


Materials/Other
	Materials/Other
	Effort Required
	Unit Cost
	Resource Cost

	Projector
	1 unit
	$1,200
	$1200

	Laptop – 2
	2 units
	$1,500
	$1,500

	Digital Camera
	1 unit
	$300
	$300

	Flip Charts Paper
	10 units 
	$15
	$150

	Markers
	8 units
	$3
	$24

	Travel (Per Diem and Airfare)
	74 units
	$1000
	$74,000


	Total Cost

$268,174


3. Approval Section
To Be Determined by IRMWT

4. Appendices
At this time no appendices
Page 4 of 11

