IMIT Meeting Notes

Wednesday, March 6, 2002 + Wednesday, April 3, 2002 conference call follow-up


Notes taken by Denise Wickwar and Patrice Janiga, April 3 updates in bold and primarily in the leads for the three sets of activities being queued up in the next 6 months and in the last section on communication and data exchange. Note the 2 new Action items, 8 & 9.  4/9 Rick Ullrich, Acting AD RIG, has added edited some items in Program Management Related Actions, also bolded.


















Action Items

1. Post list of protocol tests for FY02 to the IMIT TeamRoom   Lead:  Jim Keys  

2. Post list of FAT observations to the IMIT teamroom and provide budget staff website location of updated BFES documents to post on teamroom and website: Lead: 
3. Rick Ullrich

4. Create summary of status of all IMIT related Business models with metadata, create hyperlinks to those available through the web, and post summary information to IMIT Team Room  Lead: Wickwar & Brohman 
5. We need to ensure protocols and the geospatial data dictionaries have been crosswalked so there are not contradictions between them. Lead: Barry Napier will coordinate with Jim Keys and Inventory Coordinator and coordinator for protocols teams 
6. Plan Conference Call for April 3, 2002 and distribute notes from this session  Lead: Denise Wickwar
7. Discuss leadership succession for IMIT between Andy Gillespie/ R & D, and Borys Tkacz S & P:  Lead: Acting AD for RIG
8. Negotiate roles and responsibilities for evaluating pilot protocol projects including evaluation criteria, process for conducting pilots and reporting findings.  Lead:  Jim Keys with Patrice Janiga
9. Evaluate purpose and role of IMIT team, need to revisit where the team is and possible end date.  Include shifting roles of and responsibilities of  I & M  coordinators and Program advisory group. Ensure Action item 6 is completed.  Lead:  Chair of IMIT
10. Next Conference Call, June 18th 1:00-3:00 EST.  Lead: Denise Wickwar
Accomplishments, products and outcomes

Program Management Related Actions

1. Functional Assistance Trip

· FY01: 3trips to 5 regions (R1&4; R10; R5&6)

· FY02 3 regions completed (R2, R8 & R9); R3 in July

· List of observations will be posted to IMIT team-room.

· Objectives are to improve relationships between WO and Regions & give Regions a chance communicate needs. 

· Focus is on Program Management with emphasis on oversight regions are providing the forests.

· Key issues discussed include:

· Regional organizations and leadership for I&M/Planning

· WO & RO allocation processes (use of BFES) & earmarks 

· Direction, priorities, performance expectations, accountability

· Need for national direction on assessments and monitoring

· Development/use of Inventory & Monitoring Program Plans

· Implementation of NRIS; availability of tools; data migration

· Primary Purpose implementation & impacts of cost pools 
· NRIS implementation : Issues exist about  data migration and availability of tools.  
2. Update on IMIT Accomplishments Report to ESCT 

· IMIT is scheduled to sunset at the end of FY 2003

· ESCT open to considering having some activities go beyond the end of FY 2003.

· 
3. Update on BFES codes and budget direction  

· We had some problems with using FY 2003 data to make allocations. For the FY 2004 budget formulation process, 2 additional BFES outputs were added for NFIM to make the assessment information more meaningful and capture the resource mapping activity within the inventory program.  All BFES outputs have been defined.

· Program budget instructions for FY 2004 have gone to field and are posted to Budget Staff Site, http://fsweb4.wo.fs.fed.us/cfo/budget/user/c_budget.jsp 
· BFES submissions for 04 due May 1

4. Update on Inventory and Monitoring Program Plans

· Templates, the guidance package and other information is posted on IMIT teamroom under the category of national guidance 

· The National IMPP may be out by early July.  RIG staff is anticipating a team review of the regional plans and expects to have Jack McDonald and a Presidential Management Intern  synthesize the regional IMPPs into a draft National Plan. WO & Field inventory, monitoring, resource mapping and resource program managers will be involved!  Mark Flood would like to be involved.
· IMPP issues include:

· Disconnect (timing and info requirements) between BFES and IMPP

· Broadscale assessments, monitoring and information maintenance not included in Part 1. 

· Building a consistent program across a Region based on individual forest priorities and input.

· This is the first iteration for the IMPP and considerable work will be needed to improve the product and process.

5. Plans for I&M Program Planning Workshop, July 2002  in Washington DC or Salt Lake City

· Lessons learned from the first iteration will be key to improving direction.
Protocol Related Actions





Jim Keys

1. Will add a summary status description table the teamroom containing links to all business requirements models

· Differences between NRIS based models and recent models for Human Dimensions program, Inventory and Monitoring Program Management, the Overarching Agency Business Model for Inventory and Monitoring, and the Wildlife business needs assessment.  The National Business Requirements Coordinator, Ron Brohman needs to assess if models need to be brought into similar formats.  There may be a need for a technical guide for business requirements so we can start to develop more consistency of form and methods used. 

1. 
2. Catalog of existing protocols is included in the direction for FS Handbook.

3. Preliminary list of existing classification systems is included in the IMPP 

4. Protocol Testing and Evaluation Process

· Jim will put up the tests and locations for FY 2002 in the teamroom

· Under a flat or shrinking WO budget, it will become more difficult to fund as much of the protocol development (and testing) work that is needed from within the project constraint of any one staff (e.g., EMC).  It will become essential to work out agreements among staffs if there is some expectation that work is to be funded out of the WO budget and/or with the Regions to potentially fund parts of this important work.

· We need to ensure protocols and the geospatial data dictionary are crosswalked to eliminate any contradictions between them. Barry will coordinate with Jim Keys and Inventory Coordinators and coordinators for the protocols teams 

· IMI will look at integration of protocol testing and it integrates with other activities such as GIS

· Review comments for draft Manual (FSM), Handbook (FSH) and 3 technical guides are due March 25.

· Expected to be more generic.  Leaving the details in the tech guide is beneficial because no approval is necessary.

· Concern about getting field awareness and commitment in developing tech guides and protocols TALK ABOUT IN COMMUNICATION 

Data and Information Exchange 





1. Update on IMIT Communications Plan, Peg Watry is preparing a standard powerpoint.  

2. IMIT internal communications via TeamRoom and Website
  (Please comment on materials in Lotus teamroom)

3. GSTC Portal presentation by Barry Napier  

· The USDA is developing an internet access point in Salt Lake City. Hardware will be in place in June 2002.  

· This portal will web serve Geospatial applications, RSAC data etc.  Other FS units have asked to be a part of this, ALP (Automated Lands Project & R3. 

· Designed to be flexible, layers can be turned on and off.

· May be useable for Forest Planning, meets the geospatial “one stop” criteria established by USDA and consistent with directions and initiatives for eGov

4. GEB/GAC, GIS Core Data Pilot  (also by Barry Napier)

· EMC chartered activity initiated in early 1997.  

· Goal to do a GIS core data dictionary and pilot.  

· Purpose to demonstrate the sufficiency of core GIS data, Identify additional layers and attributes and provide conversion experience in each region.

· Overall findings  

1. Without standard data combining and sharing databases is inefficient and costly

2. Combining datasets requires feature level metadata

3. Data maintenance and updates are critical to building quality datasets

4. Know your sources, content and scale

· Technology Findings

1. Adequate system/telecom performance critical

2. Storage capacity inadequate

3. Unit level GIS user base is increasing, straining system capacity

4. Need cross functional capability

· Data recommendations 

1. Core data information: FTP://FTP.FS.FED.US/INCOMING/WO/ENG_STAFF/DECOST/GIS_CORE_DATA_PILOTS
2. Contact Mark Flood for more information 703-605-4580

3. Comply with emerging FGDC framework

4. Remove the term “core” and use term Geospatial data dictionary 

5. Identify priority layers, attributes, and future level metadata for implementation

· People Recommendations

1. Training programs are needed for GIS & ORACLE skills

2. Develop a cadre of master performers to assist field users with new technologies

· Technology recommendations

1. Enhance national applications to provide cross functional query ability and common interface

2. Add spatial data requirements to national applications

3. Need to resolve disk storage capacity problems

· Communication plan

1. Provide communication tools; Exec summary, Standard Powerpoint

· Still to come

1. GAC/DAGDA recommendations to GEB April 2002

2. Core data final report on march 30, 2002

5. Adaptive Management Portal  (Materials on the web) Tim Tolle
6. Information Delivery of FIA/FHM Data and Information, Chuck Liff joined us via conference call.  

· Chuck is leading the development of the National Information Management System (NIMS).  This system provides a central database to serve FIA and FHM data.

· Traditionally each Research Station collected data and kept individual data bases containing the core and any add-ons.  

· About two years ago FIA developed the National standard field guide with standard practices and protocols for core data.  

· What was then the Eastwide and Westwide databases are being merged into the FIA Database. The 1st build of this new DB will be out by the end of 2002

· The team is working on providing guidelines for data from regional add-ons

· The format for the phase 3 or FHM data will be in the next build.

7. Identifying and overcoming barriers to the exchange of data  
· E-gov effort 4 phases

1. Strategy study 20 initiatives (just finished)

2. Business case development-(BCD) involves conducting demonstration projects based on the initiatives and agency priorities (as defined by the National Leadership Team). (same strategy as OMB).  Effort starting now, briefing folks prior to picking first initiative. The cost for BCD is between $150,000 – 400,0000 per demo project.

3. Proof of concept – proposals that will feed into FS business/budget process

4. Scale up if proof of concepts actually work and we go agency wide.

Discuss next steps

Steve Solem’s assessment is that we are:

· 80% complete with Program mgt

· 50% complete with Protocols

· 20% complete with Data and Info Exchange 

The following items are those activities that the participants felt were appropriate for IMIT to take on and are proposed for action in the next 6 to 12 months.  Other items from Steve’s list were felt to be more appropriate for specific staff groups to conduct or lower priority for IMIT.  The group was trying to stick to a total of 9 actions across the 3 focus areas of Program Management, Protocol Development, and Data/Info Exchange.

The RIG staff will prioritize the Program Management & Protocol Activities themselves since they are responsible. 4/3/02

Things to queue up in Program Mgt (revised April 3)

1. Recommision the Program Advisory Group and ensure its work is well coordinated with Regional Inventory and Monitoring Coordinators.  Lead: Ullrich

2. Review regional I & M program plans.  Identify key findings and do a national assessment of our rate or progress in meeting goals and leveling of resources across functional resource areas (Wildlife, Vegetation, Soils, etc), successes and needs for improving cross-deputy coordination of I&M, collaboration, tech barriers , consistency with systems approach to I&M, and other principles from the I&M Framework, etc. Lead: Ullrich

3. Assess alternative methods of ensuring line officers can be held accountable for I & M performance. (Example methods are “technical review process for investments in I&M and deviations from national standards”, Align IMPP and BFES) An objective for the July workshop. Lead: Ullrich

4. Identify critical advisory and assistance services Regions need to meet regional and forest inventory and monitoring needs. Include in communication materials.  One of the areas that regions have identified a need for assistance in is watershed assessment 

Lead: Watry

5. There was also some debate over how to handle the following items.  Disposition of these was not clear:

Lead: Brohman with IMI

· Update overarching model to align with new BFES activities 

· Integrate program mgt model, TEUI, AEUI, HD, and Wildlife models

· Coordinate Inventory and Monitoring models with the Planning Rule modeling work and NEPA modeling work so that I&M can avoid contributing to “process gridlock”

Things to queue up for Protocols (revised April 3)

1. Complete Protocols underway. Lead: Protocol Team Leaders
· Complete evaluation of “existing’ field guides and publications for inclusion in the I&M technical guide series (ie. Engineering Road Surveys, Geospatial data dictionary, Recreation Use Survey, etc). 

· Complete testing and evaluation of TEUI, AEUI, Terrestrial Fauna, Existing Vegetation, and Social and Economic protocols, publish I&M technical guides and implement in FY 03

· Complete draft protocols selected in FY02.

· Ensure NRIS can support protocols as they come on-line

· Formally document and communicate protocol development process from needs identification through operational implementation (possibly develop technical guide, certainly complete Business Model of process).
2. IMIT to evaluate the need for service-wide agreements between programs and formulate recommendations on how to better coordinate the FIA Bands, FHM Focus Groups, and NFS protocol teams.  Lead: Powell

3. Complete detailed business models as a component of new protocol development efforts and prior to the incorporation of ‘existing’ protocols into the I&M technical guide service, Put a lid on the Business Requirements models associated with existing protocols. Figure out process for maintaining models as protocols are revised in the future.  Lead: Brohman

4. Review List of Protocol Development opportunities for FY03 Lead: Keys

5. Develop a documented process to identify needs for protocol development.  Document these processes: Development of protocol, testing of protocol and feedback from testing process to revision of protocol.  Lead: Keys

Data and Information Exchange 

These 3 things came out of the March meeting: 

1. Field level awareness of IMIT and the protocols under development 

2. Training

3. Commitment of line and staff to Manual and Handbook direction and implementation of protocols for consistent methods across the agency and efficiencies of consistency

Data and Information Exchange (updated on April 3) 
Communication
1. Finalize the FS I & M program communications strategy Lead: Watry
· ID training and awareness needs for I&M

·  Develop an awareness program to increase understanding related to inventory and monitoring design, quality management, data analysis, reporting, and information sharing, roles i.e. data stewards

· ID different levels of awareness

· Develop products 

2. Complete agreements with the IMI to serve as the ‘clearinghouse’ for FS I & M program information, including publication and maintenance of I&M Technical Guides and web access to I&M  program guidance. Lead: RIG AD and Greg Alward of IMI
3. Finalize the FS I&M program communications strategy. Lead: Watry
4. Author brief description of importance of evaluating national and regional MOU’s and agreements. Lead: Meriwether
· Address need to define collaboration goals and establish a process for periodically reviewing national and regional I&M agreements against these goals.

· Address need to develop standard language for MOU’s and agreements that respond to collaboration goals.
Data and Information Exchange Technology: Lead: Dale Holly & John King

1. Evaluate ongoing pilot and test projects related to information and data delivery using the worldwide web. Formulate a strategy for agency and public access that provides a one-stop clearinghouse or portal to access FS I&M data and information (including resource maps).

2. Implement actions to remove identified technology barriers to the exchange of data and information between Forest Service units and principle partners via respective Chief Information Officers. 
3. Continue to participate with IRM staff in development of Enterprise Architecture models and their implementation.
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