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1 Overview of the Detailed Project Plan

This document provides additional details for the Geographic Information System Standard Operating Procedures on Incidents Project (GSTOP) as chartered in the Geographic Information System Standard Operating Procedures on Incidents Project (GSTOP) Project Charter, approved by the NWCG Chair on October 20, 2004.
The scope, objectives and approach of this project are spelled out in the Project Charter.

This document provides the details of the Team, Task, Technology and agreements required to successfully manage the project to completion.

1.1 Related Documents

GSTOP Project Charter 

GSTOP List of Documents

GSTOP.mpp

1.2 Assumptions, Constraints, and Critical Success Factors

	Assumption
	All funding planned for the project will be available within the first 60 calendar days of each fiscal year or carried over from previous fiscal year.

	Assumption
	Some of the developed SOPs may have limited life span due to the dynamic and evolving nature of technology.

	Assumption
	Data gathering activities will receive appropriate support from all stakeholders.

	Constraint 
	Project scope is limited to the current technology

	Constraint
	The project scope is limited to activities, which directly relate to project objectives.

	Critical Success Factor
	NWCG Agencies shall support the project with appropriate staffing and funding as requested, and within a time period that permits project success in the planned period.


2 Scope Management

In addition to the Project Scope as outlined in the Project Charter, the following clarifications pertain: 

The GSTOP project is responsible for developing SOPs for use by GISTs while doing work aimed at fulfilling the GIS needs of the wildland fire Incident Management Teams as requested through the Plans Section of the incident.  This team will focus on the management needs for wildland fires: suppression alternatives and wildland fire use.  Although, the SOPs produced by this project may be useful for other types of events, such as prescribed fire and all risk incidents, the development of SOPs for these types of incidents is beyond the scope of this project.
Specifically the GSTOP project team will:

· Develop and recommend to NWCG guidelines for the GIST Base Level Performance (i.e. Situation Unit Leader expectations for the base level performance of a GIST on an incident).

· Develop and recommend to NWCG GIS SOPs for GISTs at incidents.  This includes:

· Naming and file structure conventions

· Standard map product definition
· Minimum Essential Data Sets
· Data Management

· Data and information sharing and archiving procedures

· Documentation and metadata procedures
· Incident team transition procedures

· GIS symbology 

· Coordinate with Infrared Interpreters, Fire Behavior Specialists, and Situation Unit Leaders (who will represent the concerns of Display Processors and Field Observers) regarding their use of GIS and related technologies and specifically for data sharing needs for GIS on Incidents.
· Obtain product needs and critique of existing GIS standard mapping products used by Operations Section Chiefs and Public Information Officers (PIOs).

· Communicate with Geospatial organizations that have adopted the National Incident Management System (NIMS): Department of Homeland Security, Department of Defense) regarding the development of GIS SOPs for all-risk incidents. 

2.1 Standard Operating Principles and Guidelines Scope

The scope of the GIS SOPs will be defined by the activities associated with the support at the incidents. It will not include preparedness or mitigation activities. 

2.2 Implementation Scope 

The GSTOP team will provide recommendations on how the SOP’s can be implemented to the Executive Committee. The actual implementation of the guidelines to be delivered by the GSTOP Project is outside the scope of the GSTOP project. Recommendations may include, but are not limited to, a transfer session with the Executive Committee of the official results of this project and its publication to assure that the complete SOP deliverable is understood. Such a meeting may include: [1] development for interface with committee responsible for development of a GIST Task book, a committee representative may be present. [2] interface with the GTAG for GIST traning alturations affecting curriculum, perhaps a commette representative could be present. [3] a proposal for a periodic review and  possible revision of SOP and [4] development of timeline for implementation of SOP into the affected procedural business components.

( INSERT HERE:  How we foresee that the guidelines the GSTOP project produces might be rolled-out, adopted into the NWCG standard business processes and used – by whom, when, how, etc. Any recommendations on pre-roll-out communication, training, formal publication, coordination of updates to impacted business components (policies, systems, documentation, training, etc.), validation and adjustment. Also propose an approach  for periodic validation/revision of the guidelines delivered by GSTOP project.
2.3 Project Objectives

The idea is to create a starting point, first iteration of GIS SOPs for Incidents. 

1. The GSTOP Project will examine the various GIS operating procedures currently being used at incident base camps in support of incident management.

2. Based on analysis of those findings the GSTOP Project will deliver draft guidelines (both paper format and in digital format) of geospatial standard operating procedures (SOPs) to the NWCG for their consideration and approval.

3. Recommend a strategy for implementation of the draft GIS SOPs for Incidents including an approach for ongoing maintenance of the SOPs.
2.4 Change Management

2.4.1 Project Scope

Any proposed changes to the scope of the Project shall be submitted in writing to the Project Business Lead.  The Business Lead shall work with the proposing party to prepare briefing materials for presentation to the Executive Committee. For significant changes in Scope, the Project Charter will be revised. 
2.4.2 Project Plan Change Request

The Project Team will review progress on the Plan at their regularly scheduled conference calls, update the plan for the progress achieved.

Changes that impact the approved project schedule shall be reviewed by the Business Lead and Project Manager.  Any schedule revisions that impact the Milestones as approved in the Project Charter will be communicated by the Business Lead and the Project Manager to the Executive Committee at the quarterly update. If approved, these will be incorporated to the Project Plan.

2.4.3 Final Deliverables

A deliverable is considered “final” when it has been accepted and approved by the Executive Committee.  
At this point it is rolled out to the business, turned over to ??the responsible party and goes into “production” status.

Any changes requested to the final GIS SOPs shall follow the process defined in the GSTOP Change Management Plan.

( Need to create a workplan for designing and delivering and implementing this process

2.5  Issue Control Procedures

Project issues that cannot be resolved within the Project Team shall be documented and submitted to the Business Lead.  The Business Lead shall work with the Executive Committee to resolve the issues.  The Business Lead shall provide the Project Manager with a weekly update of the issue resolutions accomplished (ref. GSTOP Project Issues and Resolutions).  Project issues (outstanding and resolved) shall be documented in the quarterly GSTOP Project Status Report.

3 PROJECT MANAGEMENT

The GSTOP Project will be managed in a structured approach, adhering to general project management standards and principles.  GSTOP Project phases are outlined under “Project Phases and Timeline” below.  

The GSTOP Project Management objectives and goals include the following:

· To enable/ensure the GSTOP Project Team investigates, analyzes, evaluates, identifies, documents and recommends implementation procedures the best SOPs for the national wildland fire community, with concurrence of the NWCG 

· To complete this project within schedule, meeting the established resource limitations. 

· To afford each participating agency ownership through project participation, validation and verification in all phases of the GSTOP Project.

· To provide accurate and current project accounting of cost, schedule and resource use.

3.1 Project Phases and Timeline

Refer to the Project Charter section

3.2 Work Breakdown Structure

The high-level Work Breakdown Structure (WBS) and Schedule for the GSTOP Project can be found in the GSTOP Project Plan.

Many of the listed tasks will require further decomposition prior to execution.

Note: The information in this section has been moved to the MS Project version of the plan (document: GSTOP.mpp). 
3.3 Task Descriptions and Resource Requirements 

	WBS Identifier
	Task Name
	Task Description
	Resource Requirements

	1.0
	Entire GSTOP Project
	High level description of the project
	Resource requirements are described at lower level tasks.

	2.0
	GSTOP Project Initiation
	The project Initiation sets the foundation from which the project begins.  During this phase the Charter and other project documents are developed and approved
	Resource requirements are described at lower level tasks.

	2.1
	  GSTOP Executive Committee Formation
	This task recruits and organizes an Interagency Executive Committee to assist the NWCG with oversight, and to provide support to the Business Lead and Project Manager in terms of advice, input, review, and feedback on project process and deliverables.
	· Project Business Lead
· Project Manager

	2.2
	GSTOP Project Staff Assignment
	This task results in the development and publishing of the Project Staffing Plan 
	· Project Business Lead
· Project Manager

	2.3
	GSTOP Project Charter Development
	This task results in the development and approval of the project charter.
	· Project Business Lead
· Project Manager


3.4 Project Reporting Procedures

Per the Project Charter, Project Status Reports are prepared quarterly and submitted to the Executive Committee.

Project Status Reports will also be disseminated according to the GSTOP Communications Plan.

3.5 Quality Assurance

The Project Team will develop a Quality Assurance and Test Plan prior to the 2005 fire season deployment of the preliminary SOPs.  This plan will provide for obtaining qualitative feedback to be incorporated into the finalized SOPs.

4 Resource Management

4.1 Project Team

4.2 Project Team  

The GSTOP Project is under the direction of the NWCG through its Geospatial Task Group (GTG).  The GSTOP Project Team consists of a Business Lead, Project Manager, Co-Project Manager/Team Leader, and Team Members.

The GTG will act as an Interagency Executive Committee which will assist the NWCG with oversight, and will provide support to the Business Lead and Project Manager in terms of advice, input, review, and feedback on project process and deliverables.

The Project Team is comprised of representatives from the wildland fire agencies associated with the NWCG.

The team members are Subject Matter Experts (SMEs) on the use of GIS support for wildland fire incidents. They provide technical information and recommendations to the Project Manager, Team Leader, and Business Lead.  These SMEs are a valuable source for providing information to the GSTOP project. 

Team members are located across the country.  The virtual nature of the team requires constant attention to communications.  This is accomplished through regularly scheduled conference calls for the GSTOP Project Team as well as periodic face-to-face team work sessions.  

There is a limited number of staff available to assist with the project.  Teams will expand and contract as project emphasis shifts.  For all team members, work on the GSTOP Project is a collateral duty.  The project will be comprised of experts from a cross section of agencies and geographic areas.  Individuals that work on this project will need good communication skills, knowledge of the Incident Command System, and the GIST position.

4.3 Team Organization

The Geospatial Task Group is a subteam of the NWCG IRM-WT.

4.4 Roles and Responsibilities

National Wildfire Coordinating Group

The National Wildfire Coordinating Group members are the executive sponsors of this project and are responsible to: 

· Provide executive oversight.

· Identify project-funding sources and ensure that resources are available.

· Provide approvals and signatory authority.

· Be informed of project status and related issues. 

· Provide administrative and management support for the project.

· Ensure accessibility to and support from relevant advisors, e.g. the NWCG Program Management Office (PMO), NWCG IRMWT, NWCG IBPWT and other NWCG Working Teams.
Technical Advisors and Subject Matter Experts

Project advisors serve the Business Lead and Project Manager providing periodic input on specialty subjects.  Technical advisors and/or Subject Matter Experts can be selected by the Project Manager or Business Lead from the incident management and wildland fire business management community at their discretion, but may be subject to approval by the Executive Committee.  Technical advisors and/or Subject Matter Experts may be consulted by Team Members as needed.

To the Team: state under what conditions the above highlighted Executive Committee approval is required or strike this requirement.
Executive Committee

The NWCG-IRMWT Geospatial Task Group, will serve as the Interagency Executive Committee to provide oversight for the project. In addition they will provide support to the Business Lead and Project Manager in terms of advice, input, review, and feedback on project process and deliverables.

Business Lead

A representative of the incident business community responsible to:

· Provide direction to the project from the business community.

· Provide project progress reports and feedback to business community.

· Represent the project as spokesperson to the NWCG, Executive Committee, business community, and all other interested parties.

· Facilitate business issue resolution between the project and the business community.
·  Work in partnership with the Project Manager to accomplish the goals of the project in fulfillment of the Project Charter.
Project Manager

A member of the Project Team responsible to:

· Lead the Project Team in partnership with the Business Lead.

· Report project management issues to the Executive Committee. 

· Ensure that the project is completed with the approved schedule, budget, and resource limitations.

· Ensure that appropriate agency approvals and requirements have been met in a timely manner.

· Prepare project budget, schedule, and resource requirements.

· Ensure that appropriate project funding and resources are available prior to initiating task execution.

· Ensure that project control and report processes are in place and operating successfully.

· Manage communications and project document library.

· Serve as key point person for communication with contracted and support services staff.

Subteam Leader 

A member of the Project Team responsible to:

· Takes on responsibility for one or more project deliverables

· Manages a subteam engaged in the work of the project.

· Ensures the quality of the work of a subteam.

· Reports status and issues to the Project Manager.

Project Team

The Project Team includes include the Project Manager and Team Members. This team is responsible to:

· Ensure that the project meets the requirements defined in the project charter.

· Present project information to peers, associates and managers and obtain relevant feedback.

· Produce the project deliverables within approved schedule, resource, and cost limitations.

· Review and recommend acceptance of project deliverables.

Project Administrative Support

The participating agency units may be asked to provide administrative support to the project as needed and may include:

· Consultation

· Facilitation

· Editorial Review

· Publication/Graphics

· Reproduction

4.5  Financial Management

( Insert: cost worksheet or reference through which documents/files the budget and expenditures of the project are being managed .

4.6 Contract Management

Contract management for the project is under the control of Joe Frost and Susan Goodmand. They will coordinate the contracting of services for the project.
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