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IQCS Project Charter 

July 20, 2002
 SEQ CHAPTER \h \r 1I    
BACKGROUND 

This project is chartered by the National Wildfire Coordinating Group (NWCG).  The NWCG was formed to expand operational cooperation and coordination of federal and state wildland fire agencies.

On July 7, 1998, the (Department of the) Interior Fire Coordinating Committee (IFCC), decided future action needed to be taken on the Incident Qualifications and Certification System (IQCS).  The Fire Directors (IFCC) decided a formal engineering study was necessary to evaluate and define IQCS' current Program, information, and operational requirements.  The National Wildfire Coordinating Group (NWCG) sanctioned the IQCS Information Engineering Project Study in October 20, 1999 as its guide for identifying requirements and future actions. Based on the findings of the Project Study, in June 2001 NWCG chartered the IQCS Acquisition and Design phases with BLM as the lead agency. As part of the Charter an RFI and RFQ was completed for solution selection. KPMG was chosen as the contracting agency for completion of the Design phase with options for Construction and Implementation. Work was initiated on the Design phase April 30, 2002.

The success of the Federal fire mission depends on the Incident Qualification and Certification (IQC) Program information.  IQC is a critical function for managing the fire program's risk, primarily in the areas of health, (life) safety, and legal liability.  Currently, the Department of Interior, Forest Service and State Programs have three separate computerized databases of fire personnel qualifications, including "Red Card," information.  In support of the qualification and certification process, these systems document the training and development, experiences, and qualifications of the 60,000 fire fighters.  It is anticipated that other risk (i.e. oil spills, HAZMAT, etc) and incident-related personnel that perform emergency response duties will be included in the IQC database.

The IQC Program is a performance-based certification process. A job qualification is based on documented performance of required skills, knowledge and abilities (that may be gained through many avenues, such as training, simulated and “life” experiences).  The IQC Program mitigates the potential for loss of life, personnel injuries and fire management liability by assuring that only qualified personnel are assigned to incident duties.  The IQC training activities provide specialized developmental opportunity.  Certification is the documentation of management's periodic assessment and reassessment of qualified personnel. 


The fire community's information needs can be summarized, as: 

1. Missing business functionality

2. System-applications integration 

3. System-to-system integration

4. Systems maintenance issues.

The success of the Federal fire mission depends on the Incident Qualifications and Certification System (IQCS) Program information.   IQCS is a mission essential system.
An Information Engineering requirements study (the Incident Qualifications and Certification System (IQCS) Study) has been conducted.  From a technical life-cycle perspective, the study is referred to as the (business) Definition Phase.  This study identified the business requirements, business information requirements, and generalized technical requirements for a qualifications and certification system.  Primarily, this analysis identified and documented the highly coupled interagency business activities of, and requirements for:

· Setting position standards 

· Personnel development (including training management) 

· Qualifying and certifying incident responders.

II
NAMES and NOMENCLATURES 

The name of the system to be developed is the Incident Qualifications and Certification System (IQCS). 

The name of this project is the Incident Qualifications and Certification System Project hereinafter referred to as the IQCS Project. 

The name of this team is the Incident Qualifications and Certification System (IQCS) Project Team hereinafter referred to as the IQCS Project Team. 

III
PURPOSE OF THE CHARTER

This Charter’s purpose is to document agreement between the Department of the Interior’s (DOI) Bureau of Land Management (BLM), Bureau of Indian Affairs (BIA), U.S. Fish and Wildlife Service (USFWS), National Park Service (NPS), the U.S. Department of Agriculture’s (USDA) U.S. Forest Service (USFS), the Intertribal Timber Council, Research and the National Association of State Foresters (NASF) concerning and authorizing the IQCS Project.

This Charter authorizes the Design Phase, with options for the Construction and Implementation Phases, referred to as the system’s development.  As part of this project, a change management plan and service-level agreement will be established for the Operations and Maintenance (O&M) Phase of the IQCS life-cycle.

IV 
 PROJECT OBJECTIVES AND GOALS 

The goal of the IQCS Project is to provide an NWCG incident qualifications and certification system that efficiently documents that personnel assigned to incidents are qualified to perform in a safe and efficient manner.  This can be done by an automated system that provides the following:

· Library of standard training and qualification requirements

· Accurate tracking of personnel training, experience, and certification

· Accurate tracking of training schedules, courses, and instructors

These functions, supporting the business, information and technical requirements are defined in the IQCS Study.

In addition, the IQCS system should:

· Provide a System of Record for all information currently maintained in NWCG 310-1 Wildland and Prescribed Fire Qualification System Guide

· Meet NWCG IRM and agency-specific standards and/or guidance with regard to development of wildland fire systems in an interagency environment

· Be designed to provide opportunities for interoperability and timely data exchange with current and future wildland fire applications in compliance with Federal Enterprise Architecture

· Provide design alternatives that consider other systems with related or redundant functionality

· Use and build upon existing NWCG IRM architecture

· Use and support the development of new NWCG data standards related to the system
V
 PROJECT MANAGEMENT OBJECTIVES AND GOALS
The IQCS Project Management objectives and goals include the following:

· To enable/ensure the IQCS Project Team researches, analyzes, evaluates, identifies and implements the best technical and business solution(s) based on “best value” for the fire community, with concurrence of the NWCG Working Teams (IOS, Training, IRM) through presentation of design alternatives by the IQCS Project Team.
· 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 IQCS Project,
· To provide accurate and current project accounting of cost, schedule and resource use.

VI
PROJECT DELIVERABLES

This is not an exhaustive, all-inclusive list.  Also, there may be an instance when, after beginning a phase, it is determined that a listed deliverable is not appropriate.  Standard sources of recommended deliverables will be utilized, such as those published by the Project Management Institute, and as recommended by the NWCG IRM Program Management Office.

Upon completion of the IQCS procurement competition stage and prior to the beginning of the “Design Phase,” the general deliverables include:

· Generalized Technical System Proposal: 
selected from the Request For Proposals (RFP) evaluation by the Technical Proposal Evaluation Committee (TPEC), participation to be determined and Source Selecting Official prior to the contract award

· Detailed Design (Analysis) Phase Project Plan:

developed and finalized by the IQCS Project Team and Contractor Team, including

· Communication Plan

· Change Management Plan



· Contract Staffing Requirements:


developed and finalized by the IQCS Project Team and Contractor Team

· detailed within 45 days after contract award

· Design Analysis Work Schedule:


developed and finalized by the IQCS Project Team and Contractor Team 

· detailed within 45 days after contract award

· Project Budget Cost Accounting to Date


developed and finalized by IQCS Project Manager

· Detailed Project Budget for Design Phase:

developed and finalized by IQCS Project Manager

Upon completion of the IQCS Project “Design Phase,” and prior to the beginning of the Construction phase, the deliverables include:

· System User Scenarios: 
developed and finalized by the IQCS Project Team and Contractor Team 

· Detailed Technical Design Analysis:



developed and finalized by the IQCS Project Team and Contractor Team, including

· technical design alternatives (addressed through acquisition strategy)

· technical design alternatives costing (addressed through acquisition strategy

· Construction Phase Project Plan:

developed and finalized by the IQCS Project Team and Contractor Team, including

· Communication Plan

· Change Management Plan

· Construction Phase Staffing Requirements:
developed and finalized by the IQCS Project Team and Contractor Team based technical design alternatives.

· Project Budget Cost Accounting to Date:
developed and finalized by IQCS Project Manager

· Detailed Project Budget for Construction Phase:



developed and finalized by IQCS Project Manager

Upon completion of the IQCS Project Construction Phase, and prior to the beginning of the Implementation Phase, the deliverables include:

·  Working IQCS System (as Defined By the Design Phase Specifications): 
· developed and finalized by the IQCS Project Team and Contractor Team

· fully working system

· fully tested system

· fully tuned (performance optimized) system

· fully documented system

· Test Suite Library (suitable for regression testing):
· developed and finalized by the IQCS Project Team and Contractor Team, including

· test scenarios

· test data

· documented test results

· Documentation:

· developed and finalized by the IQCS Project Team and Contractor Team, including

· completed and tested end-user documentation

· completed and tested administrative user documentation

· completed and tested system-management documentation

· completed and tested system and data documentation

· Legacy Systems Data Conversion Processes and Utilities:

· developed and finalized by the IQCS Project Team and Contractor Team

· completed, tested and documented legacy systems data

· Implementation Phase Project Plan:

· developed and finalized by the IQCS Project Team and Contractor Team, including

· Communication Plan

· Data Migration Plan

· Data Administration Plan

· Service-Level Agreement (including performance metrics)

· Change Management Plan

· Deployment Plan

· Training Plan (user, administrators and system management)

· Implementation Phase Staffing Requirements:
· developed and finalized by the IQCS Project Team and Contractor Team based on

· Implementation Plan.

· Project Budget Cost Accounting to Date:
· developed and finalized by IQCS Project Manager

· Detailed Project Budget for Implementation Phase:

· developed and finalized by IQCS Project Manager

Upon completion of the IQCS Project Implementation Phase, the deliverables include:

· Deployed Working IQCS System and Defined Deployment Process (as Specified By the Implementation Plan): 
· developed and finalized by the IQCS Project Team and Contractor Team

· beta organization (example: geographic area or region) deployment

· other deployments as defined in the “Implementation Phase” Plan

· Training and Training Program:

· developed and finalized by the IQCS Project Team and Contractor Team, including

·  completed end-user training

· completed administrative user training

· completed system-management training

· Project Management-to-Systems Management Delivery and Orientation Plan
· developed and finalized by the IQCS Project Team and Contractor Team

Project Budget Cost Accounting to Date:
·              developed and finalized by IQCS Project Manager

VII
PROJECT SCHEDULE

Phase/Stage




Estimated time

Design Phase



5 months


May-Sept 2002


Construction Phase



7 months  

Oct-April 2003





Implementation Phase


11 months

May-April 2004
VIII
PROJECTED COSTS & FUNDING SOURCES

The estimated total life cycle cost:

	I.A.  SUMMARY OF SPENDING FOR PROJECT STAGES

(In Millions)

	A11 Exhibit 300b
	PY-1 and Earlier
	PY

2001
	CY

2002
	BY

2003
	BY+1

2004
	BY+2

2005
	BY+3

2006
	BY+4&

Beyond
	Total

	Planning:
	
	
	
	
	
	
	
	
	

	     Budget Authority
	0.325
	0.200
	
	
	
	
	
	
	0.525

	     Outlays to date
	0.264
	0.200
	
	
	
	
	
	
	0.464

	Full Acquisition: 
	
	
	
	
	
	
	
	
	

	     Budget Authority
	
	0.000
	.8268
	2.352
	1.393
	
	
	
	4.572

	     Outlays to date
	
	0.000
	.481
	
	
	
	
	
	.481

	Total, sum of stages: 
	
	
	
	
	
	
	
	
	

	     Budget Authority
	0.325
	0.200
	.8268
	2.352
	1.393
	
	
	
	5.0968

	     Outlays to date
	0.264
	0.200
	.481
	
	
	
	
	
	.945

	Maintenance:
	
	
	
	
	
	
	
	
	

	     Budget Authority
	
	
	
	0.250
	0.500
	0.510
	0.520
	2.400*
	4.18

	     Outlays to date
	
	
	
	
	
	
	
	
	

	Total, All Stages:
	
	
	
	
	
	
	
	
	

	     Budget Authority
	0.325
	0.200
	.8268
	2.602
	1.893
	0.510
	0.520
	2.400*
	9.2768**

	     Outlays to date
	0.264
	0.200
	.481
	
	
	
	
	
	.945

	* Six O&M (Steady State) Years, 

** Bureau of Land Management (BLM)-DOI Fire Appropriation Direct Cost: Based on Development and O&M Life (All Life-Cycle Phases) of ten years


At the beginning of each phase a Detailed Project Budget for that phase will be developed which reflects all decisions to that point in time and refines those estimates to a single value.

The funding sources for the project are:

Agency




Amount (% or $)


FTE
Bureau of Land Management


25




3

US Fish and Wildlife Service


25




0


National Park Service


25




1

Bureau of Indian Affairs


25




1

US Forest Service



0




1+*

National Association of State Foresters

0




0


*  Forest Service staffing will be primarily accomplished through contracting, with supplemental part-time staffing provided as needed..

The above costs are projected for this development project as chartered.  Additional costs such as those associated with the operation and maintenance of the system for the duration of its life cycle after implementation are not included in the above.
The maintenance and operation of the system will include annual hardware and software vendor maintenance, facilities management, telecommunication expenditures, external services and other operational items.  Costs for this are estimated to be approximately $600K per year.

IX
DECISION POINTS

In the course of the normal “System Development” process, the completion of a phase is a management decision point. 

These decisions will be made by NWCG based on recommendations from the IQCS Project Team and Business Leader with concurrence from the NWCG Training Working Team (TWT), Incident Operations Standards Working Team (IOSWT), and IRMWT/PMO.

At the end of the design phase, decisions include:

1. Continue/Disengage contractor for all or part of the Construction phase

2. Continue/Discontinue the project

At the end of the construction phase, decisions include:

1. Accept/Reject the delivered system or any part (module) of the system

2. Continue/Disengage contractor for all or part of the Implementation phase

3. Approve project deliverables (including Implementation Plan)

4. Continue/Discontinue the project

At the end of the implementation phase, decisions include:

1. Operate under approved Service-Level Agreement, Data Administration, and Change Management Plans

2. Accept or Reject ownership of the system

X
ORGANIZATION STRUCTURE

The IQCS Project is under the direction of the NWCG through its IRMWT/PMO.  Directives and guidance to the IQCS Project and IQCS Project Manager will be through the Business Leader.  Core Team staffing will be selected by the Project Manager, with concurrence of the Business Leader and approval by the agencies.  The IQCS Project Team will initially consist of representatives nominated by the agencies.  The Business Leader and Project Manager are accountable for future changes to core Team and Project Team members.

IQCS Project organization consists of the following:

· Project Sponsor - NWCG

· Project Lead Agency - Bureau of Land Management

· Business Leader - Rick Jensen

· Project Manager - George Conley

· Core Team Members

· Blair Young (BLM)

· Cindy Schafer (BLM)

· Jim Grant (FS-Contract)

· Jim Schroeder (NPS)

· Craig Cook (BIA)

· Subject Matter Experts

· Dave Koch (BIA)

· Merrie Johnson (NPS)

· Joette Borzik (FWS)

· Mike Barrowcliff (FS)

The following represent the business community:

· NWCG IOSWT

· NWCG TWT

· Training Managers/Coordinators

· Agency Certifying Officials 

· Dispatch Managers/Coordinators

The Business Leader is responsible for ensuring that the business solution is representative of the needs of the interagency wildland fire community and affected parties.  The Business Leader supervises the Project Manager and ensures that the project has the access to necessary resources.  The Business Leader has overall accountability for the success of the project.

The IQCS Project Manager is responsible for all project activities involving planning, organizing, staffing, directing and the IQCS Project.  The Project Manager is directed and supervised by the Business Leader.  The Project Manager will be responsible for project management, Core Team supervision, project related Project Team guidance and related contract management.  The Project Manager will be responsible for ensuring that all IRM and procurement approvals are obtained as required by the lead agency.

The Project Team is composed of full time Core Team members and additional part time members.  The project Core Team is comprised of subject matter experts (2-3 individuals) and technical experts (2 individuals) from the participating organizations.  The core team members’ commitment is full-time to the IQCS Project.  The Core Team will be under the oversight, direction, management and evaluation of the Project Manager.

In addition to the Core Team members, subject matter (3-6 individuals) and technical experts (2-5 individuals) from the participating organizations will be utilized.  Their purpose is to lend expertise and critical review to the project.  For IQCS Project activities, subject matter experts will be under the direction and management of the Project Manager.   For subject matter experts, participation is negotiated between the Project Manager and their supervisor. 

XI
AUTHORITIES AND RESPONSIBILITIES
The Business Leader will have authority and responsibility for project representation to and for the NWCG on business related issues.  The Business Leader will also serve as business liaison addressing project business issues with the Fire community.  The Business Leader will provide guidance to the Project Manager on IQCS business issues.

The NWCG IRM Program Manager will have authority and responsibility for project representation to and for the NWCG on Enterprise architecture issues.  The NWCG IRM Program Manager will provide assistance with inter-project coordination, guidance on project management issues, assistance with Department and Agency IRM coordination, and quality assurance through the services of the NWCG IRM Program Management Office.

The lead agency Supervisor of Record, the Business Leader, and the NWCG IRM Program Manager will jointly assess Project Manager performance.
The Project Manager will have the authority and responsibility to plan, organize, staff (project personnel and contract personnel), travel, and direct all project activities, such as: meetings, reviews, work sessions.  The Project Manager will have the authority and responsibility to direct and account for the project budget.  The Project Manager has the responsibility for the control and accountability for those activities, functions and resources under his authority and control.

As directed by the Project Manager, a Project Team member will have the authority to travel, participate in meetings, and develop materials pursuant to the completion of the IQCS project.  The Project Team member has the responsibility to provide their time, best judgments and best professional practices to the IQCS Project.

The IRMWT provides technical recommendations, project oversight, approves the project plan & project phase deliverables, and is the recommending body to NWCG.

XII
PROJECT CONTACTS 

The Business Leader will work with the following organizations to ensure business community representation:


NWCG Training Working Team


NWCG Incident Operations Standards Working Team


Dispatch Coordination Group


National Association of State Foresters

The Project Manager and Business Leader will work with the following to ensure interagency IRM representation:


NWCG Information Resource Management Working Team


NWCG IRM Program Management Office


Other NWCG Automation Projects and System Managers

XIII
APPROVAL
This Charter is effective as of the date of signature by the Chairman of the NWCG, the IQCS Project Manager and Business Leader. The Charter may be revised upon recommendations of the IQCS Business Leader, Project Manager, or IRMWT with the concurrence of the NWCG.

Jim Stires ___________________________________

 Date _______________





Chairperson, National Wildfire Coordinating Group

George Conley________________________________

Date ________________





IQCS Project Manager

Rick Jensen ___________________________________

Date ________________





IQCS Business Leader

Individual agency representative signatures represent commitment to support the Charter and Project and to provide resources as agreed.

___________________________________

Date __________________



Director, Office of Fire and Aviation, BLM

___________________________________

Date __________________



Chief, Fire Management Branch, FWS

___________________________________

Date __________________



Chief, Branch of Fire Management, BIA 

___________________________________

Date __________________



Deputy Chief, Ranger Activities, NPS

___________________________________

Date __________________



Director, Fire and Aviation Management, USFS

___________________________________

Date __________________



National Association of State Foresters
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