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Project Summary

In October 2004 the National Wildfire Coordinating Group (NWCG) Information Resources Working Team (IRMWT) chartered a team to develop SOP’s for the GIS Specialist on incidents or for those that conduct the mapping function on incidents. The GSTOP team was assembled under the guidance of the Geospatial Task Group who acted as the Executive Committee.
The purpose of this plan is to identify the implementation details for the SOPs.  
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 SOPs 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.  These users are employees of a variety of federal, state and local government organizations.
Implementation is the 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.  The GSTOP project will formally ends June 2006.  The implementation of the SOPs falls to  the GTG, Project Team members, Business Lead, and the wildland fire business community.  
Availability

1. The SOPs will be posted on the GTG website for easy download in digital format. 
2. The SOPs will be available through the NWCG Publication Management System (PMS) for purchase.

3. The SOPs should be distributed at IMT meetings and other relevant meetings so that all Plans Section staff are aware of the document and have access to it.

Getting the Word Out
1. GTG Newsletter Announcing GIS SOPs and update to the GIS Specialist Position (Spring 2006)

2. Attendance by GACC liaison, GTG member, GSTOP Team member, or designee at Winter and Spring 2006 Regional Incident Management Team Meetings 

3. Establish Geographic Area Coordinating Center (GACC) contact person to assist in SOP implementation.
4. A presentation will be created and posted on the GTG website that describes the GIS Specialist position, the SOPs, and the GTAG training courses.
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.
	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


CHANGE MANAGEMENT PROCEDURES
The SOPs will be valid for one year with a complete revision in three years. In order to ensure that the SOPs meet the business community’s needs the Geospatial Task Group (GTG) will continually accept revision requests. Change requests may be submitted online via the online request form (http://gis.nwcg.gov)/ . The Change Request Form may be downloaded and mailed or faxed to the GTG designated point person or to your GTG representative.  The Chair or the designee of the GTG will coordinate this review and report back to the GTG on requests.  

All requests that are submitted during the year will be formally reviewed annually at the Fall GTG meeting. The GTG will determine the appropriateness of the change request and develop an action plan for implementing the changes, which may include: convening Subject Matter Experts to review, field survey, …..
The revision schedule will be posted on the GTG website.

Critical Updates:

Critical changes or any addendums will be posted on the GTG website.  A notification letter informing the business community of critical updates will be distributed through the NWCG process.
The selection criteria were used in the development of the SOPs (June 2006) and should be used taken into consideration when drafting change requests. However, this does not preclude the necessity for additional SOPs that may warrant application of intirely different selection criteria. In this case, the selection criteria should be clearly define.
General non-substantive comments of the SOPs will be reviewed and considered. 

Appendix A
Selection Criteria
Chapter 1 
GIS Minimum Expectations

Selection Criteria/Rationale: 

When considering whether to set Standards by IMT Type 1, 2, or 3,  in general, the basic requirements are similar for hardware and software and basic function of the GIS Specialist. Among the types (1, 2, or 3), there may be differences in staffing levels and the number and type of products requested, but these would not significantly alter this SOP.  Local resources (from home unit or a nearby unit) generally handle the GIS needs for type 3 wildland fire incidents.  This SOP is generally aimed at the GIS function on type 1 or type 2 wildland fire incidents.  As the size or complexity of a wildland fire incident increases to a type 1 incident, the data needs are often expanded to adequately portray information relevant to the protection of life, property, and resources.  More expertise may be required for GIS among different types of incidents, but presently only one GIS Specialist position is in the ICS system.  

For Wildfire Use Fires, the specifications for hardware, software, and skill set for GIS expertise may be slightly different from those needed for other incidents and may require a higher skill level for processing and analyzing raster-based data.

This SOP does not address GIS needs on all risk incidents or for Burned Area Emergency Response (BAER).

Chapter 2  File and Folder Naming Convention

Selection Criteria:

These are the guidelines used to create the specifications for File and Folder Naming and Directory Structure provided in this SOP.

The file naming and directory structure should meet the following requirements:

· Clear identification of incident name and year

· Unambiguous folder and file names

· Consistent organization

· Consistent identification of temporal data

· The number of directory levels should be minimized

· The number of directory or files within an individual directory should be minimized

· The directory structure should be easily archived

· Enable exchange with other organizations

· Flexibility to enable multiple GIS Specialists working together

· Minimize the length of names wherever possible, limited to 255 characters

· Every file has an appropriate predefined location within the standard directory structure

Rationale: 
Current approach to file naming and directory structure evolved organically. This SOP was derived from documents prepared by FIRESCOPE, GTAG, and PNWCG.

Although upon approval this SOP is an ICS standard, there are no external business specifications to dictate what the specifics of the directory structure should be.

There are no sacred cows so rethinking from fresh viewpoint of specifications contained in the SOP above to ensure internal consistency of the standard.

These guidelines are developed with the understanding that there are numerous personal opinions on the subject and compromises are inevitable.

Clear identification of incident name and year:  It is important to use the name of the incident and the year it was initiated in the top level directory to ensure that the data is clearly identified for use in the host unit or regional organization for historic purposes.

Unambiguous folder and file names:  Folder or file names that could be mistaken for something else will lead to inconsistent use leading to wasted effort or lost data.

Consistent organization:  The files and folders are organized in a similar fashion so that users can quickly understand where a given file might be.

Consistent identification of temporal data:  The date and time incident data was collected or when a map was produced is a critical concern for the GIS Function on an incident.  The file naming and directory structure should enable that process.

The number of directory levels should be minimized:  The more levels within a directory structure an individual has to search through within a directory structure the less efficient the work flow will be.

The number of directories or files within an individual directory should be minimized: If an individual directory contains too many files it can be confusing for individuals and will lead to a less efficient work flow.

The directory structure should be easily archived:  Archiving is a critical part of the documentation process on an incident.  The directory structure and file naming should help enable the archiving process. 

Enable exchange with other organizations:  GIS staff at organizations away from the incident may not be familiar with the local practices on an incident, but can determine the information they need from the file names.

Flexibility to enable multiple GIS Specialists working together:  When two or more GIS specialists are working together on an incident it is important that they share GIS resources.  The directory structure and file naming should help GIS specialists work together in a networked environment.

Minimize the length of names wherever possible, limited to 255 characters:  Shorter names tend to be easier to use, however clear identification of what a file contains is important.  Present technology limits file names to 255 characters.

Every file has an appropriate predefined location within the standard directory:  The directory structure should be clear enough for users to quickly determine the logical location for any given GIS file type.

Chapter 3 Documentation and Metadata 
Selection Criteria/Rationale: 
This SOP attempts to ensure that the GIS function of the IMT is properly documenting procedures and datasets collected and created on the Incident.  Efforts were made to develop SOP’s for Metadata following basic FGDC standards.  It is recognized that time and resources do not allow the collection of full FGDC metadata.  To provide for quick and efficient metadata collection, the file name is used to capture the most basic and important metadata components.  Additional metadata about the data can be stored as attributes or as an HTML file.

Chapter 4  GIS Minimum Essential Datasets


Acceptance Criteria: 
1)      The dataset must be needed for a specific deliverable required for a specific task.   
2)      The dataset must be readily obtainable in an incident. 
  
Evaluation Process/Rationale: 
The first step in this process was to determine a list of tasks that required an input of GIS data.  Sub-team members determined this list and then the list of deliverables needed for each task.  The list was then compared to the list of maps produced by the GSTOP Standard Products sub-team.  Because the two lists generally matched, it was determined that this phase was completed.  The one noted exception at this point is the MED sub-team inclusion of an ‘Evacuation Plan’. 
  
A list of datasets needed for each deliverable was then compiled.  Input from a slightly larger audience was solicited.  This included members from other GSTOP sub-teams and a SITL, references cited in the referenced section, and the draft SOP for Standard Products.  Datasets were weighted according to whether they were required or optional for required map products and whether they were required or optional for optional map products and other deliverables.  

Chapter 5 
Map Symbology

The following acceptance criteria are used for symbol selection:

1. GIS symbols must represent features that are incident-based only.

2. Standard GIS symbols must relate to the standard map products under the SOP for Standard Map Products.

3. Symbols must be easily and quickly identifiable when displayed in color and black and white.
4. Symbols must be clearly distinguishable between other ICS symbols when displayed in both color and black and white.
5. Symbols must be designed to allow field personnel to easily hand draw the symbols on hard-copy map.
6. Symbols in the Fireline Handbook (410-1) shall be included and are not subject to modification with the exception of symbol size and optional halo.
Note: The symbols for Fire Origin, Mobile Weather Unit, and Fire Spread Prediction (from the Fireline Handbook) do not satisfy the GIS SOP Symbology acceptance criteria defined for digital symbols. But while these symbols cannot be modified, you can adjust the symbol size and/or use halo borders.

Chapter 6

Map Product 
Selection/Change criteria

Background:  The map products listed here originated from one of 4 sources – the draft taskbook for GISS, the DPRO course training materials, work done by the PNWCG on map products objectives and the GTAG training materials, and draft materials for a GIS Technical Specialist Handbook produced by California BLM Fire GIS staff.  The products and standards from these 4 sources were organized into a matrix for comparison and then a subset was chosen because they were either one of the Standard Map Products (as defined in the draft taskbook) or considered optional map products because they were produced frequently enough to warrant a common definition.

Rationale/Methodology: 

The map product definitions here mostly originated from the PNWCG map products objectives and the GTAG training materials, with some modifications to streamline the format.  Some of the optional maps defined originated from one of the other sources listed in the background section above.  Some map product definitions found in some of the sources were so alike that they were combined into one “definition”.  All map product definitions were reviewed in-depth by the GSTOP team and comments were incorporated from the summer 2005 field review of the draft standards.

Acceptance Criteria:

New map products should be submitted through the change management process. These criteria are used to select a new map product for definition and to ensure that a map product’s definition is complete.

1. All products should address some particular ICS business need.

2. All products should originate at the request of a clearly defined end user (i.e. a Situation Unit Leader).  
3. The purpose and objectives for the map product are defined.

4. The elements and guidelines for the map product are specified.  The data layers should be specified along with guidelines such as page size and color.

5. The map product definition can be adhered to nationwide.  Nothing about the map should be specific to one geographic area or one single agency.
Chapter 7
Data Archiving and Sharing

Data archiving guidelines are designed to support being able to re-create the necessary data for a particular date on an incident.

Data sharing guidelines minimize the workload on the GIS Specialist by having data made available in a central location, known by all interested parties.

Chapter 8
Team Transition

Selection Criteria

Changes or additions to Transition procedures should follow the change management process established by the GTG.  Guidelines and checklist are established in this SOP.  These guidelines and procedures ensure a complete and thorough transfer of GIS data, personnel, hardware, documentation, and GIS Unit responsibilities.

Rationale:

The GIS Unit Transition is based on the Incident Management Team Transition Template.  All attempts were made to meet the needs of all NWCG agencies.  

This SOP provides guidance and procedures for assisting teams in the process of transitions.  Although the scope of this SOP focuses on the transition of the GIS Unit from IMT to IMT, it can be used when teams transition back to the local agency.  It is intended that this SOP will provide procedures that will ease the exchange of data and information during times of transition.  

Appendix B
NWCG GIS Standard Operating Principle (SOP)

Change Request Form

The purpose of this document is to submit a change proposal for a NWCG GIS Standard Operating Procedure  

	Date:
	

	Name of Initiator:
	

	Agency:
	

	Phone Number:
	

	Email Address:
	

	Office Address:
	

	

	SOP Name

(Chapter Title)


	

	

	Change Category

(include Page Number)
	
	

	

	Description of proposed change:

	

	

	Reason for wanting the change:  

	


Proposals may be submitted via mail, email, or fax.  Proposals should be sent to:

	Chair

NWCG Geospatial Task Group
responsible party’s office
XXXX office address

City, ST  XXXXX
	Phone:

Cell:       (XXX) XXX-XXXX
FAX:     (XXX) XXX-XXXX
Email:    brian_sorbel@nps.gov


(The NWCG-IRMWT Geospatial Task Group Chair serves as the point-of-contact to ensure that the proposal is logged and tracked throughout the change process.)

Updated Contact Information can be found on the GTG Website http://gis.nwcg.gov

Proposed Data Values for:

	Geographic Area
	Geographic Coordinating Area
	Geographic Coordination Center

	NA | National
	NA | National Coordinating Area
	NICC | National Interagency Coordination Center

	IN | International
	IN | International Coordinating Area+
	CIFC | Canadian Interagency Forest Fire Centre

	AK | Alaska
	AK | Alaska Coordinating Area
	AKCC | Alaska Interagency Coordination Center

	EA | Eastern Area
	EA | Eastern Coordinating Area
	EACC | Eastern Area Coordination Center

	GB | Great Basin
	EB | Eastern Great Basin Coordinating Area
	EBCC | Eastern Great Basin Coordination Center

	CA | California
	NO | California Northern Operations Coordinating Area
	NOCC | Northern California Area Coordination Center

	NR | Northern Rockies
	NR | Northern Rockies Coordinating Area
	NRCC | Northern Rockies Coordination Center

	NW | Northwest
	NW | Northwest Coordinating Area
	NWCC | Northwest Area Coordination Center

	RM | Rocky Mountain
	RM | Rocky Mountain Coordinating Area
	RMCC | Rocky Mountain Area Coordination Center

	SA | Southern Area
	SA | Southern Coordinating Area
	SACC | Southern Area Coordination Center

	CA | California*
	SO | California Southern Operations Coordinating Area
	SOCC | Southern California Area Coordination Center

	SW | Southwest
	SW | Southwest Coordinating Area
	SWCC | Southwest Area Coordination Center

	GB | Great Basin*
	WB | Western Great Basin Coordinating Area
	WBCC | Western Great Basin Coordination Center


* Duplicated elsewhere

+ This would be duplicated if you add additional foreign coordination centers. 
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