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OVERVIEW

Project Summary

Standard Operating Procedures were developed to be used by Geographic Information Systems Specialists on large wildland fire incidents. The project GSTOP completed the SOP’s Spring 2006 and distributed the SOP/s to the business community. The primary audience for the SOP’s are the GIS specialists during their support of the Type 1, Type 2 and Fire Use Incident Management Teams.  The NWCG was formed to expand operational cooperation and coordination of federal and state wildland fire agencies.
Purpose of the Plan

The purpose of this plan is to identify the implementation details for the SOP;s.  Implementation is defined as a process or transition period from SOP development to use of these standards by GIS Specialists and/or those individuals that perform the mapping function on an incident.  

Project Background

In October 2004 the National Wildfire Coordinating Group (NWCG) Information Resources Working Team (IRMWT) chartered a team to develop SOP’sor the GIS Specialist. The GSTOP team was assembled under the guidance of the Geospatial Task Group who acted as the Executive Committee.

Roles and Responsibilities

GSTOP Project Team

Further descriptions of the Project team are described in the GSTOP Project Charter that can be found at http://gis.nwcg.gov/gstop/.

Geopatial Task Group Executive Committee

IRMWT
· The Wildland Fire Community is the primary business user of the I-Suite application and the direct customer of the user helpdesk support.  The primary users of I-Suite are Incident Management Team (IMT) members in the Finance and Planning Sections.  There are approximately 55 Type 1, Type 2 and Fire Use IMTs with approximately 3 to 25 employees per team using I-Suite as part of their work assignment.  These users are employees of a variety of federal, state and local government organizations. Other user groups may include agency financial personnel, expanded dispatch organizations, Dispatch Centers, local agency personnel in support of Type 3 organizations, Burned Area Emergency Rehabilitation (BAER) Teams, and other emergency related support that may utilize one or more of the I-Suite modules.  Contact with the wildland fire community will be necessary to communicate application issues, changes or upgrades, problems and resolutions, tips and tricks, and information needed from users.  The number of daily users will vary depending on the activity levels and extent of incident activity and overhead team mobilization.

· Agency Incident Business Management Specialists are key contacts within the wildland fire community in each geographic area that are knowledgeable in all business management aspects of Incident management.  These people may also be users, but are primarily the contact to the field for policy and procedures regarding incident business management issues.

· The Interagency I-Suite Stabilization and Support Project Team provides key leadership to the project and is comprised of 6-20 members depending on current task resource requirements. Subject Matter Experts from the team will be a primary contact with the helpdesk to help resolve issues.

· Other Federal and State Government Application and System Helpdesks are responsible for first line support for applications that may interface in the future with the I-Suite application.

· Computer Technical Specialists (incident based) and Agency technical representatives are responsible for client hardware.  Infrastructure used at incident varies throughout the country.  Some employees utilize agency hardware (typically laptops) while others acquire hardware from vendors.  Contact with technical specialists may be necessary to gain assistance with diagnosis and problem solving related to client hardware and software configuration.

· The I-Suite Application Contractor is responsible for application level developments and revisions.  Contact and interaction may be necessary to share application issues, escalate support request tickets or documentation changes.

· The I-Suite Helpdesk is responsible for providing first level support to I-Suite users.  Frequent contact with SMEs and the Project Team members will be necessary to assist with questions/problems that are unable to be resolved.  The Helpdesk may escalate specific application problems to the Project Manager or SMEs.

Success Factors

How will we know if the GIS Specialists SOP’s implementation is successful?  

· Used by all Type 1,Type 2 and Fire Use Teams 
· Used by local GIS staff when supporting wildland fires   
· Positive feedback from GSTOP Team members
· Volume of calls to GSTOP and GTG members stabilizes or decreases from first year
· Online comments on the Internet website are positive
· GTG receives requests for enhancements instead of replacement

· GTG receives suggestions for business process changes that will take advantage of SOP’s
· GTAG 
· Training products address the information needed by users
· Fire Incident Management Tools integrate the SOP’s.
Implementation FACTORS

Application Testing

A formal testing process will be established to ensure requirements are met.  Until then, team members will conduct testing.

Implementation Strategy

The focus for Training and Implementation is on Type 1 and Type 2 team use initially but other miscellaneous overhead are welcome to participate as training course space and time allows.  Any user can send application changes/suggestions to isuite_suggestions@dms.nwcg.gov.

Training 

Training is defined as the act of providing and receiving instruction about the application.  Effective training means the user can use the application in a successful manner.  To be effective, training must be presented “just in time” so users can apply what they have learned very soon, if not immediately after training.  Users will be encouraged to practice with the I-Suite application after receiving classroom training.  The I-Suite Project Team’s goal is to provide “just in time training,” but that goal may be affected by circumstances beyond their control (fire season, etc.).  

Training Materials & Updates

All training material will be reformatted into the NWCG training material format by 2005.  The training sessions conducted in 2004 will use existing material with addendums provided which will include changes made to the application through June 2004.

User Training Prerequisites

Prerequisite skills are skills that students should have before attending I-Suite training.  Personnel enrolled in the I-Suite training are expected to have completed I-200 (Basic ICS) and have experience in the position that utilizes the module they are being trained in.  For example:  ITS trainees should be familiar with the Personnel Time Recorder (PTRC) or Equipment Time Recorder (EQTR) positions; ICARS students should have Cost Unit Leader (COST) experience, IAP should have Resource Unit Leader (RESL) experience and IRSS should have Status Check-in (SCKN) or Resource Unit Leader (RESL) experience.    This knowledge is essential if they are to benefit from their classroom experience.

They should also be familiar with the following basic computer skills:

· Windows navigation techniques.

· Mouse and keyboard usage.

· Logon procedures.

Training Products

Because of the variety of users and the desire of the I-Suite project team to provide effective training, various products will be developed.  

Training documents and materials may be available in printed format, but instructors should check the I-Suiteweb site (http://isuite.nwcg.gov)  to ensure they have the most recent copy.  A username and password is required to access this material through the web site.

Following are descriptions of each of the media:

User Guide

This manual/guide is defined as a step-by-step guide for each I-Suite module.  It includes: 1) screen transitions (a table with each screen and the secondary windows associated with each, showing what screens you can get to and where every screen is located); 2) screen captures; and 3) user scripts.  These scripts identify the step-by-step process of how the application works and is the basis for the user manual.  Further refinement of the guide will continue, as the application is refined.  This guide will be available to the user online through the I-Suite web site.

Training Course

Structured training course materials with an instructor manual and a student workbook will be developed.  Training scenarios will be used as exercises. 

System/Operations Guide

This guide is being developed by the development contractor and is defined as instruction needed by the I-Suite system administrator who runs the day-to-day operation of the servers.  Further refinement of the guide will occur as updates or changes are made to the application.

Job Reference Guide

The job reference/aid is defined as a quick reference card that can be kept at the user’s computer for a quick referral to specific application functions.

Power Point Presentations/Video Clips, etc.

Not all I-Suite users will work with the system on a regular (daily or weekly) basis.  Many seasonal users will use I-Suiteonly when an incident occurs.  This training will lead the user through watching a display of exercises, and providing clues.  When developed, these tools will be accessed through the I-Suite web site.   

Online Help

Embedded online help in the I-Suite application will be developed during 2005.   

Training Scenarios 

Training scenarios will be developed from operational scenarios/ cases selected from real life situations.  The guide will allow users to practice predefined, controlled exercises on their own time.

Training Course Agenda

Day 1:  4 Hour Overview with all attendees

Day 2:  Breakout into Applications 

· IRSS/IAP

· ITS

· ICARS

Day 3:  3, Breakout sessions:

· Advanced Report Writing, full day  

· Advanced ICARS, half day 

· Advanced ITS, half day

Training Cadre

A training cadre will consist of a Lead Instructor for each module and a minimum of one Coach for each module.  

Lead Instructors 

Lead Instructors need the following basic skills and characteristics:

· Basic understanding of computers.

· Dynamic, vibrant, interesting, lively, motivating, good facilitator, and an understanding of the methods that help students learn.

· Full understanding of terminology (both I-Suite and the Incident Command System).

· Full understanding of the I-Suite functions being taught.

· Strong team member.

· Able to accept and adapt to constructive criticism.

Appendix A is a list of duties for Lead Instructors.

Coaches

During each module exercise, a Coach will be assigned to answer application questions from students.

Coaches need to have the following basic skills and abilities:

· Basic understanding of computers.

· Full understanding of the I-Suite functions being coached.

· Full understanding of terminology (both I-Suite and the Incident Command System).

· Ability to multi-task.

· Patience.

· Strong team member.

· Able to accept and adapt to constructive criticism.

Course Coordinator

A Course Coordinator will be needed for each training course to assist with training course preparation and to ensure facilities meet the training needs.  See Appendix B for a list of the Course Coordinator duties.

IRM Support

IRM support will be needed prior to and during each training session.  Following are some responsibilities:

· Ensure PCs are working prior to training. 
· Invite local IRM support to sit in on part or all of the training sessions.

· Scope out network issues for training room.

Training Product Changes/Enhancements

Changes/enhancements to each product will be collected by the I-Suite Implementation Team and incorporated into the training material as needed.  As mentioned previously, instructors will need to ensure that they are using the most recent version of the media.  Suggested changes can be mailed to isuite_suggestions@dms.nwcg.gov.

Application Practice

Scenarios and a practice database will be developed and distributed by the Implementation Team for practicing I-Suite. 

Training Evaluation

Students will be encouraged to evaluate any and all of the Training Products and to send comments, changes or corrections to the team at isuite_suggestions@dms.nwcg.gov .  A Training Course Evaluation will be distributed at each course.

Training Database

 A Training Database is available from the web site that can be used during the Training Course and/or for practice. 









