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GSTOP COMMUNICATIONS GOALS

The primary goal of this plan is to create the mechanisms whereby accurate and credible information on the National Wildfire Coordinating Group (NWCG) sponsored Geographic Information System Standard Operating Procedures on Incidents Project (hereinafter referred to as the GSTOP Project) is gathered and distributed to appropriate audiences – both internal to the project and external to it – in a timely manner and in a format appropriate to its intended use.

By outlining and following a strategy for the coordination and implementation of information with internal and external audiences, GSTOP will ensure that all parties will have the information they need, in a cohesive and coherent form, and in a timely manner.

It is essential to link people, ideas and information for project success.  There are many types of information distribution and reporting associated with a project such as this. Successful project communication spans multiple tiers of influence from the end user to political policy maker; with this in mind, the Project Team recognizes that while it is necessary to design and maintain multiple types of messages, at different time intervals, through disparate means of distribution for success, this will be done to an level appropriate within the funding authorization allowed to the project.

And, as important as it is to communicate project information to stakeholders and others, it is equally important that the GSTOP Project have mechanisms to: 

· Receive crucial information from stakeholders (e.g. how the project is being received by the business community or by interagency upper management), and 

· Provide measurable statistics on the effectiveness of outgoing project communication efforts.  

1.1 Related Documents

· GSTOP Project Charter

· GSTOP Project Plan

· GSTOP Team Operating Principles
· GSTOP Change Management Plan
· GSTOP Implementation Plan
GSTOP PROJECT OVERVIEW 

[Ref also: GSTOP Project Charter]

The GSTOP Project will examine GIS operating procedures on incidents and provide a recommended guide (both paper format and in digital format) of geospatial standard operating procedures (SOPs) to the NWCG.
1.2 GSTOP Key Points

The GSTOP project will provide GIS Standard Operating Procedures and other GIS guidelines to the NWCG, including:
· Naming conventions and structure (e.g. Folder and file)

· Standard map product definition

· Minimum Essential Data Sets 

· Data sharing and archiving procedures

· Incident team transition procedures

· Minimum GIST expectations on an incident

· Standard GIS symbology

· Documentation and metadata procedures
1.3 Primary Benefits of GSTOP

· Reduces labor-intensive practices 

· Improves operational efficiencies 

· Reduces errors

· Provides people with safety, health, environmental and operational information necessary to perform GIS services properly

· Ensures that GIS production operations are performed consistently to maintain quality control of processes and products

· Ensures that GIS processes and services continue uninterrupted and are completed on a prescribed schedule

· Serves as a training document for teaching users about the process for which the SOP was written 

· Serves 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 when technology changes.

1.4 Key Messages for GSTOP

Key messages to be communicated on a regular or frequent basis to the stakeholders:

1.  GSTOP will deliver GIS SOPs which:

· Save taxpayer money

· Promote accountability, safety, cost savings and efficiencies through improved business processes.

· Fulfill the Federal Wildland Fire Policy vision/core values (cooperation, safety, leadership and accountability).  

· Are useable by all agencies including state and local governments. 

· Are straightforward and unambiguous
2. The status of development and implementation of GIS SOPs

3.  Current issues regarding GIS implementation on incidents  that need resolution

4. How information between agencies can be  more easily shared and operations made more efficient.
COMMUNICATIONS RESPONSIBILITIES

Business Lead: The Business Lead has the authority and responsibility to represent the GSTOP project to and for the NWCG on business related issues.  The Business Leader serves as the business liaison addressing project business issues with the national wildland fire community. The Business Leader provides guidance to the Project Manager on GSTOP business issues. The Business Leader has overall responsibility for ensuring that adequate, effective, and timely communication is maintained with the business community.

Project Manager: The GSTOP Project Manager is responsible for all project activities involving planning, organizing, staffing, and directing the GSTOP project. Communications within the GSTOP Project Team are the responsibility of the Project Manager. The Project Manager is responsible to create processes and methods for communication to the stakeholders.

Subteam Leader(s): The GSTOP Subteam Leaders are responsible for communications associated with the activities of their subteam including those agreements with other subteams and with the overall project team. The Subteam Leaders are responsible to assure that the Project Team members working on their teams adhere to all GSTOP communication protocols.

COMMUNICATION REQUIREMENTS

1.4.1 Project Team Communications

GSTOP Team Members are required to be in communication as follows:

· Project Team conference calls – monthly

· Project Team meetings – as scheduled per the Project Plan
1.4.2 Periodic Communications to Management

GSTOP Project Manager and Business Lead are jointly responsible to prepare management reports as follows:

· GSTOP Progress Reports – maintain GSTOP section of GTG website where GSTOP meeting notes will be published monthly,
· Executive Committee briefings – quarterly by the GSTOP liaison to the GTG
1.4.3 Inter-project Communications

The GSTOP Project Team shall maintain communications with other related projects, NWCG working teams, and the NWCG Program Management Office (PMO) as necessary.  This will foster inter-project cooperation and help ensure that all project teams are disseminating accurate information.  

1.4.4 Encouraging Stakeholder Feedback 

The Project Manager and Business Lead will encourage stakeholders to provide feedback on the project and shall help develop a process that will provide quantifiable data on the effectiveness of communication efforts.  

Feedback can be provided verbally or written. Mechanisms for receiving and processing feedback will be documented in the GSTOP Change Management Plan.  

COMMUNICATION TECHNOLOGY

1.5 For Team Communications

The Project Team will maintain a protected, collaborative workspace  (www.disasterhelp.gov) for internal project communications, accessible via the Internet by all Project Team members.

The Project Team will strive to use the most appropriate technology to transfer information. When communication is needed immediately, the Team will prefer:

· Agency e-mail

· Conference calls

· GSTOP collaborative workspace.

1.5.1 Project Library

Maintenance of the GSTOP Project library and working files will be the responsibility of the Project Manager. 

Project files will be located on a designated website (www.disasterhelp.gov) and accessible by all team members.  Filing structure will be defined as the Project matures.  The location must provide data backup capability on a regularly scheduled basis.

1.6 For Stakeholder Communications

A publicly accessible, section of the GTG website and periodic progress reports will be the primary method of communicating with stakeholders.  The website will be updated regularly and will contain project objectives and plans, briefings, frequently asked questions, feedback mechanisms, and project status reports.

· GSTOP Project Charter

· GSTOP Project Plan

· GSTOP Staffing Plan
· Frequently Asked Questions with answers for GSTOP users

· Frequently Asked Questions for business managers

STAKEHOLDERS AND OTHER INTERESTED PARTIES 

Stakeholders of this project are grouped here in three categories.

· Key Stakeholders have the responsibility to review team’s work and provide feedback, and may participate in project decision-making, and/or approve recommended alternatives.

· Involved Interested Parties may influence the project and acceptance of its deliverables.

· Other Interested Parties comprise those who are customers of the wildland fire community and may be affected by the results of the project as implemented in that business environment.
The following tables identify the various parties and indicate their relationship(s) to the GSTOP Project. Some examples:
· Provides Direction: USDA and DOI provide manual direction on tracking and expending allocated funds on the project. 

· Provides Information: Incident Management Teams provide ongoing input to the project on business processes, change management items and feedback on the proposed standards. 

· Receives Information: The NWCG Information Resources Management Working Team receives periodic updates on the Project.  

· Provides Service: The NWCG Program Management Office establishes and maintains NWCG project standards and provides inter-project coordination. 

Receives Service: Incident Management Teams receive services and support from the project team.

	Relationship to GSTOP Project(
Key Stakeholders
	Provides Direction
	Provides Information
	Receives Information
	Provides Service
	Receives Service

	Project Sponsors

Departmental Management

(USDA, USDOI, NASF)
	X
	X
	X
	
	

	GSTOP SOP Users

Fire Community members

(Incident Management Teams, buying teams, Type 1,2 and 3 IC’s, All-Risk Team IC’s, Fire Use ICs, Area Commanders, technical specialist, etc.)
	
	X
	X
	X
	X

	Geographic Area Coordinating Group(s)
	 
	
	X
	X
	

	National Wildfire Coordinating Group (NWCG) teams/organizations:
	
	
	
	
	

	· Information Resources Management Working Team (IRMWT) 
	
	
	
	
	

	· Information Resources Management Working Team (IRMWT) Geospatial Task Group
	X
	X 
	X 
	X 
	

	· Incident Business Practices Working Team (IBPWT)
	
	X 
	X 
	 
	

	· Incident Operation Standards Working Team (IOSWT)
	
	X 
	X 
	 
	

	· Training Working Team (TWT)
	
	X 
	X 
	 
	

	· Program Management Office (PMO)
	
	X 
	X 
	 X
	



	Involved Interested Parties
	Provides Direction
	Provides Information
	Receives Information
	Provides service
	Receives Service

	Oversight organizations

(USDA Office of Inspector General [OIG], USDOI Office of Inspector General [OIG]), OMB, GAO
	
	X
	X
	
	

	Wildland Fire Agency Management

(USDA Forest Service [Fire and Aviation Directors, Fire Staff Officers, Fire Management Officers], USDOI Bureau of Land Management [BLM], USDOI Bureau of Indian Affairs [BIA], USDOI National Park Service [NPS], USDOI US Fish and Wildlife Service [FWS], National Association of State Foresters [NASF], Individual State Wildland Fire Agencies)
	 X
	X
	X
	
	

	Federal Emergency Management Agency (FEMA)
	
	X
	X
	
	

	Incident management teams and unified command organizations
	
	X
	X
	
	X

	Area command 
	
	X
	X
	
	

	Office of Homeland Security
	
	
	X
	X
	

	State, county and city governments
	
	
	X
	
	

	Tribal governments
	
	
	X
	
	

	Volunteer and Rural Fire Departments
	
	
	X
	
	


	Relationship to GSTOP Project(
Other Interested Parties
	Provides Direction
	Provides Information
	Receives Information
	Provides service
	Receives Service

	 Incident GIS Private Contractors
	
	
	X
	
	

	   
	 
	
	
	
	


TARGET AUDIENCES AND COMMUNICATION STRATEGIES 

A key responsibility of the project is communicating to its stakeholders.  Specific and dissimilar issues are often important to different audiences, therefore various strategies are called for in each case.  

	Audience
	Issues
	Strategy

	Project

Sponsors

(Agencies and NWCG)


	· What will it cost me?

· What are the potential cost-savings to be realized by completing this project? 

· What are the benefits of this project?

· When will it be done? 

· What’s the current status of the project?

· What risks is the project facing and what can I do to help mitigate them?

· What are the project’s personnel requirements?

· What is the current project staffing level?

· How does this project relate with other efforts, projects or initiatives?

· How does this project fit with my agency’s mission?
	· Website postings

· Distribute periodic Executive Briefings and Project Status Reports to keep sponsors abreast of progress.

· Project briefings at NWCG IRMWT, GTG, and agency meetings.  

· Encourage sponsors to attend business meetings and demonstrations.

· Encourage NWCG members’ commitment to participate in the project.   

· Seek NWCG members’ support, leadership and cooperation.

· Team members briefing of their supervisors on GSTOP Project status

	GSTOP SOP Users

(Incident Management  Team Planning Section, technical specialists, others)
	· How will this affect my role on an incident?

· How will SOPs help me do my job?

· How do I prepare for it?
· How can I participate in standards development?

· Why are SOPs important? 
· Why should I change?

· What training is needed?
	· Website postings

· FAQ postings

· Develop a list of SOP deliverable reviewers

· Involve incident management personnel in the testing and review.  

· Project briefings at meetings

· Communication with training advisory groups

· Incorporate deliverables into national and local training programs

· Develop and implement an education and distribution strategy

· Interface with fire mapping tool development



	Wildland Fire Agency Management

(Incident Commanders, FMOs, Forest Supervisors, Regional Foresters, State Foresters, Fire Supervisors, State Fire Chiefs, District Managers, BLM supervisors, Refuge Managers, Park Superintendents, etc.)
	· How can I support this project?

· How does this align with our current GIS standards?

· What changes are necessary?

· How will these SOPs impact my staff?

· How will this benefit my organization?
	· Website postings

· White papers

· Executive briefings

· Project briefings at agency meetings. 

· Presentations at various conferences

· Feedback to managers from Project Team members 

· Encourage managers to attend business meetings.

· Project briefings at management meetings.  

· Utilize GACCS for information dissemination

	GSTOP Project Team
	· What is the status of the project?  

· What are the current key issues that need to be addressed by the project?

· What do I need to do to help the project succeed?

· How will this impact my time?
	· Website postings

· Project Team collaborative workspace

· Project Team meetings

· E-mail communications

· Conference calls

· Project Team operating principles and guidelines

	Agency Technical Community

(Local/Area/State/Regional GIS specialists, CTSPs, GISTs, IRM Working Team, Agency CIO’s, etc.)
	· What expertise must we provide to support it?

· How will all the interagency concerns be addressed (e.g. security, legal, access, firewalls, etc.)?
	· Website postings

· Include technical advisors the project team.

· Project briefings at meetings.  

· Project briefings at periodic technical community meetings.

· Interface with fire mapping tool development

	Incident Based Automation Project
	· How do we avoid duplication of efforts?

· What exactly is the scope of the GSTOP effort?

· Will GSTOP Deliverables be in a format we can use in our efforts?

· How can we coordinate our efforts?
	· Website postings

· Project Status Reports

· Briefings at GTG meetings

· Assure IBA review of GSTOP planning documents

· Define IBA to GSTOP feedback loop

· Assign IBA – GSTOP liaison (Dorothy Albright) 

· Invite IBA-GSTOP liaison to sit in on conference calls

· Allow Liaison access to GSTOP documentation repositories

· IBA-GSTOP liaison “CC’d” on all GSTOP email

	Other Related Initiatives

(Fire Incident Mapping Tool effort, NWCG GIST position development and training)
	· How will the SOPs impact the development of automated mapping tools?

· How will the SOPs be integrated into the Fire Incident Mapping Tool effort?

· How will the SOPs be integrated into the national incident command system position training curriculum?
	· GSTOP representative attend Fire Incident Mapping Tool beta testing courses
· Provide information to developers of the Fire Incident Mapping Tools on the progression of GIS/Fire SOPs

· GSTOP liaison with GIST position development  (Victoria Smith)

· GSTOP members provide information to other initiatives as they are involved in them during the course of the project

	Other Groups

(Geospatial Training Advisory Group, etc)
	· How will the SOPs impact training curriculum development?


	· GSTOP liaison with the GTG provides information (Emmor Nile)
· Briefings at meeting

· Informational letters

	Other All-Risk organizations involved with GIS SOP development

(Other emergency response organizations, DHS, FEMA, etc)
	· Do these SOPs affect my organization?

· Do I need to contribute to this effort?

· Should I align with these standards?
	· Introduction letter from GSTOP soliciting input and advising where GSTOP Project information can be found
· FEMA liaison on GSTOP project

· Maintain good contact with NIIMS Group, Homeland Security—be aware of new trends toward All Risk Management and what information needs may be incorporated into the GSTOP project
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