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Introduction
The GSTOP Project was chartered by the NWCG GTG, see GSTOP Project Charter, dated ______ 2004, and signed by the _______ constituents. The GSTOP project team is responsible to accomplish all activities involving the development, implementation, maintenance, and management of Standard Operating Procedures for GIS on Incidents.

This document is predicated on the GSTOP Project Charter and is intended to provide flexible, yet efficient protocols and procedures for conducting the GSTOP project. As the nature and of the GSTOP project evolves through time, this document may be reviewed and updated to accurately reflect this process.

Acronyms Used in this Document

	GTG
	Geospatial Task Group

	IRM
	Information Resource Management

	NWCG
	National Wildfire Coordinating Group

	GSTOP
	Geographic Information System Standard Operating Procedures


Related Documents

· GSTOP Project Charter

· GSTOP Staffing Plan

Project Organization

Each NWCG member organization may designate a member on the GSTOP team as a representative for that organization. A fire business representative may be assigned to the project as a Subject Matter Expert at the discretion of each organization. The GSTOP may designate other temporary groups or teams for the purpose of accomplishing related work, such as problem solving, issue development, informational briefings, etc. Anchoring key points to published documents 
Project Team

Membership is limited to representatives of the agencies or organizations delineated in the GSTOP Charter and its amendments. The GSTOP project may, at its discretion, invite representatives of other groups or entities that have special skills, interests, or resources to join the team. Contributory resources, funding, or other tangible support for the project is considered a vested interest. Some members are part of the GSTOP project only periodically and may serve as task group liaisons. 

Decision Making

Decision making for the GSTOP project is by organizational consensus. Each of the Agencies, Departments, or Groups listed in the GSTOP Charter (or its amendments) shall have one, and only one, vote. Even though there may be two or more representative members of an organization present during a vote, only a single vote may be cast. The representative casting their organization’s vote must have the authority to speak for that organization. A quorum of five of the core wildland fire organizations identified in the GSTOP Charter must be represented in all decisions. Procedurally, a formal motion followed by a unanimous vote documents the concurrence.  For non-trivial decisions made during scheduled meetings, all core organizations that are not represented will be contacted for their concurrence. Once a concurrence has been reached, all members agree to support the group's decision.

Each member of the GSTOP project takes responsibility to air dissenting opinions for group consideration and deliberation, and most importantly to provide an alternative solution where there is disagreement.

When no consensus can be reached within the meeting time frame, a small group may be formed and tasked to develop a recommendation for the full group's consideration. If consensus still cannot be achieved, an issue paper will be created and escalated through the GTG and, if necessary, to the NWCG for resolution.

Roles and Responsibilities 

All Team Members

All GSTOP team members (and their alternates) shall:

· strive to attend all GSTOP meetings.

· have authority to speak for their organization. 

· actively support and promote GSTOP concepts, efforts, and deliverables.

· actively engage (both listening and speaking) in GSTOP discussions.

· complete all assigned tasks within agreed-upon timeframes or communicate early, when dates may need to be renegotiated.

· keep their respective organization informed of GSTOP proceedings and decisions.
· represent the GSTOP project to their respective organization’s administration to obtain resources (people, money, equipment, access, etc.) needed for the project.
· participate in preparing and finalizing GSTOP progress reports as scheduled.

· review GSTOP Charter and Amendments as needed.

· review GSTOP Operating Principles as needed.

GSTOP Project Manager

In addition to all the roles and responsibilities listed under the All Team Members heading above, the GSTOP Project Manager shall:

· arrange GSTOP meeting facilities.
· gather, arrange, and prioritize agenda topics.

· assure publication and distribution of agendas and meeting information.

· facilitate and provide a coordinating focus to meetings.

· assure timely publication and distribution of meeting minutes and action item lists.

· assure that requested presentations to the sponsoring bodies or other designated groups are scheduled and accomplished in a timely manner.

· assure that GSTOP status and activity reports are delivered to GTG and/or NWCG for distribution at least 30 days prior the meetings at which they are scheduled to be presented.

· act as a communication conduit to the designated GTG and/or NWCG liaison.

GSTOP Team Members

In addition to all the roles and responsibilities listed under the All Team Members heading above, all GSTOP team members shall:

· identify and understand issues related to use of GIS on Incidents, within their organization that need to be shared with or addressed by the GSTOP, and to bring those issues forward in a timely manner.
· provide strategic direction to ensure that the GSTOP project’s products and recommendations can be incorporated into and managed within their respective organization’s business practices.

· ensure that the GSTOP project’s products and recommendations are aligned with the relevant agency business requirements.

GSTOP Subject Matter Experts

In addition to all the roles and responsibilities listed under the All Team Members heading above, all GSTOP fire business representatives shall:

· provide oversight to ensure that the GSTOP project’s products and recommendations appropriately accommodate the business of the entire wildland fire community.

· provide input to ensure that the GSTOP project’s products and recommendations add value to the business practices of the wildland fire community.

· be knowledgeable about, or willing to learn about use of GIS on Incidents. 

NWCG Liaison

The NWCG liaison to the GSTOP project shall:

· be a standing member of the NWCG

· maintain awareness of the strategies and initiatives of the GSTOP project..

· present GSTOP issues and/or decision documents forwarded through the GTG to the NWCG.

· maintain communication with the GSTOP’s NWCG liaison.

GTG Liaison

The GTG liaison to the GSTOP shall:

· be a standing member of the GTG.

· maintain awareness of the strategies and initiatives of the GSTOP project.

· present GSTOP issues and/or decision documents to GTG

· maintain communication with the GSTOP NWCG liaison.

Meetings

General

Meeting frequency will be based on purpose and need, and will initially be scheduled to occur three times during the project. All attempts will be made to select meeting dates at least 90 days in advance. As the GSTOP project plan is finalized, additional meetings may be called.

Duration of teleconference meetings will be limited to a maximum of one hour, and will be scheduled to accommodate members from all domestic time zones.

Duration of face-to-face meetings will be limited to a maximum of three days. Attempts will be made to provide teleconference capability for members unable to attend in person. The selection of locations for face-to-face meetings will be based on a balance of three criteria:
A. Achieving maximum membership participation

B. Most economical (based on total travel costs)

C. Related purpose (coordination with stakeholder meetings, other events, etc.)
Meeting Purpose

The primary purpose of any GSTOP meeting is to utilize the skills of its members for decision-making based on our mission, scope, and objectives. Only GSTOP team members may bring decision requests to the group.

E-mail, conference calls, and collaborative workspace tools are preferred for most project administration and information sharing needs, rather than using time in face-to-face meetings.

Decision requests must be sent to the GSTOP Project Manager no later than 7 days prior to a scheduled meeting. Documentation for decision considerations should include, as appropriate, an issue statement, discussion, pro/cons, cost alternatives, and consequences of taking no action. The GSTOP Project Manager will ensure that the information is distributed to all team members. The GSTOP team member requesting a particular decision will be responsible for advancing the recommendations and identifying audio/visual/presentation needs.
Presentations made to the GSTOP should be clear, concise, and relevant. Once a presentation is concluded and issues clarified or questions answered, only the GSTOP team will discuss the issue and make any related decisions.
Informational materials may be distributed at the meeting. Presenters are responsible to provide printed copies for all attendees. 
Agenda

Agenda items may originate from GSTOP team members. Agenda items from other Task Groups will be coordinated through GSTOP/Task Group Liaisons. The GSTOP Project Manager will make the final decision to include or exclude agenda topics based on time constraints. The preliminary agenda and all associated information for decisional items will be distributed to GSTOP members at least 7 days prior to scheduled face-to-face meetings and at least 5 days prior to regularly scheduled teleconference calls. The GSTOP Project Manager may elect to add informational items to the agenda without prior notice. 
Meeting Notes 

Historical records are a key reference component for the success of the GSTOP project. The GSTOP Project Manager has the responsibility to assure notes are taken during each meeting. Notes should be complete, concise, coherent, and accurate. Notes must include the date, time, and location of the meeting, names of attending team members and guests, main topics of discussion, all decisions made by the group as well as action items committed to during the meeting. Draft versions of meeting notes will be distributed to all GSTOP team members within one week of each meeting. GSTOP team members will have one week to review the minutes and provide corrections or additions. The finalized versions of the notes will then be posted on the GSTOP project collaborative site. The notes will serve as a permanent record of each of the team’s proceedings.

Action Items

GSTOP meetings are intended to be working session. During the course of meetings, certain tasks may be identified that require completion outside of regularly scheduled meetings. These tasks are referred to as “action items” and will clearly describe the task to be accomplished, the person(s) responsible for task completion, and the completion target date. GSTOP team members responsible for completion of any action items agree to apply due diligence to assigned tasks and to make every effort to meet the agreed due dates. The GSTOP Project Manager has the responsibility to assure that a current action item list is maintained. This list will be reviewed and updated at the start of each meeting. Prior to the end of each meeting, any resulting new action items will be reviewed and added to this list. A “Current Action Item List” document will then be posted on the GSTOP collaborative site. Members are encouraged to periodically review this document to stay abreast of individual assignments.
Alternate Members

Team Members who are unable to attend team meetings should make every attempt to ensure that their organization is represented with an alternate participant. The alternate must have the authority that allows him/her to make binding decisions on the regular team member's behalf. 

To maintain maximum continuity, and to develop their understanding of GSTOP mission and objectives, alternates are encouraged to attend all meetings when feasible. 

Contractors may not serve as alternate members.

Attendees

In general, meetings will be restricted to current team members and/or their alternates. To enhance informational presentations and follow-on discussions, invited advisors or guests will be allowed to attend that segment of a meeting. Seating may be limited.  Depending on specific agenda topics, the GSTOP Project Manager reserves the authority to restrict attendance for all or part of GSTOP meetings to team members only. 

Etiquette

All team members to treat each other with respect and courtesy. This team appreciates the time commitment made by all its members. Unproductive disruptions during meetings must be minimized. To that end, attendees agree to the following:

· Attendees will arrive at meetings, and return from breaks at scheduled times.

· Personal communication devices must either be turned off, or be muted during meetings.

· Attendees will leave meeting areas before taking cell phone calls.

· All members have the right to express their viewpoint and to be heard.

· Show respect when someone is speaking – remain quiet and listen.

· Side conversations during a meeting are distractive and will be minimized.

Communication

Protocols

Communication to and from the NWCG will be channeled through the GTG. GSTOP’s GTG Liaison will serve as the conduit between GSTOP and NWCG. It is expected that most issues originating from the GSTOP can be resolved at the GTG level. For issues that cannot or should not (e.g. charter changes) be resolved by GTG, GSTOP will submit an issue paper to GSTOP’s GTG Liaison for presentation to the NWCG.  GTG, at its discretion, may decide what information should flow between NWCG and GSTOP.

Communication to and from organizations represented on the GSTOP project team will be channeled and coordinated through that organization’s representative(s).

Information Sharing

Public information about the GSTOP project will be posted on the GTG Web Site 
at – http://gis.nwcg.gov/  
Collaborative Workspace

Information internal to the GSTOP team and project will be posted into appropriate folders inside the GSTOP collaborative website – www.disasterhelp.gov.   An established username and password are required for entrance into this space. All members and alternates will be granted access to this site. Members are encouraged to regularly use this space for sharing large documents and for discussion threads relating to posted documents.

Email

· Correspondence intended for the entire project team should use the official GSTOP contact list posted on the collaborative website. This list contains current team members as well as parties who should receive informational copies of the group’s correspondence. Because this list can be dynamic, the GSTOP Project Manager will notify the GSTOP team members whenever the list is updated. Group members will use the latest version of this list when corresponding electronically to the GSTOP team.

· In general, email involving any activities of the GSTOP should be sent to the entire group. Limited distribution may be appropriate, however, for discussions between group members who are working on sub-teams, or have been assigned specific tasks or action items.

· Prior to replying to email, remove existing large attachments. If forwarding email, retain attachments. 

· When possible, avoid sending large documents or file attachments through email systems. These files should be uploaded to the GSTOP collaborative site. Email messages can then provide a reference link to these documents, which may be downloaded at readers’ discretion.

