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1.
Project Purpose

The Integrated Silviculture Information System (ISIS) and Major Licence System Electronic Data Transfer(MLSEDT) Replacement project is a sub-project of the VM Applications Revitalization (VMAR) project.  The VMAR project purpose is to revitalize the Ministry's business applications while moving them off the Ministry’s VM mainframe system.

The primary goals of the ISIS3.0 project are to: 

1. Provincially implement business requirements to assist the ministry in achieving core service plan goals including corporate silviculture information and management requirements and responsibilities as defined in the Results Based Code (RBC) framework for the British Columbia.

2. Convert the existing ‘core business’ legacy ISIS information located on the VM/CSP environment to the Ministry Corporate NT/Oracle-Java environment.

3. Develop and implement an electronic commerce Internet based solution for receiving spatially enabled silviculture data from all silviculture information providers.

4. Specify silviculture data submission format, validate the submitted data, and authenticate the source submission.

5. Provide a complete audit trail of submitted silviculture data and an electronic repository for storing the input data, that will be flexible to accommodate changing data requirements

6. Provide an Internet based viewing and updating capability of the data, and create an Internet interface for licensees to send their data to or directly enter into the predefined templates for electronic submission to the Ministry.

2. Rationale

The impetus for this work stems from various sources:

1. the VM Application Revitalization (VMAR) initiative to move ISIS the VM platform targeted for July 2003, and

2. changes to the existing Forest Practices Code of BC Act (FPC) to a Results Based Code (RBC) framework which emphasizes government forest policy deregulation and adjustment targeted for April 1, 2003 (which eclipses the VM target shutdown date)

3. The business model for the MoF and across government is shifting to more electronic transactions, and collaborative data management with other agencies, or external clients. Readily available technologies allow easier digital exchange with spatially enabled data. 


Refer to appendix 1 for a more detailed rational.

3.
Project Objectives

Specific Project objectives are:

1. To translate the Results-Based Code silviculture business area information requirements into detailed business requirements which will ultimately define the primary functionality required of ISIS3.0.

2. Ensure the tracking of post harvesting opening attributes is realized, and include such business areas as stand level biodiversity, gene resources, and soil conservation.

3. To convert existing core VM ISIS attributes into core silviculture Oracle tables.

4. To design, develop and implement ISIS3.0 in a web-based application (attribute) with read/write/update to the MOF Oracle database.

5. To include in the design of  ISIS3.0 the solution to use the Spatial Data Engine (SDE) layer of the Oracle database to allow for the submission of mapping information.

6. To include in the design of ISIS3.0  the solution to work with forest industry clients to enable Major Licensee System Electronic Data Capture (MLSEDT).  Encorporate an XML file structure to enable spatially referenced submissions.
7. Project management of deliverables will be on an iterative basis(eg. Evolutionary Prototyping) to deliver the project under the timeline pressures of July 2003.
8. To establish an approved implementation plan that covers the marketing, communication, training and support for ISIS3.0 to ensure successful delivery and acceptance.

9. Develop and deliver all neccesary documentation, exchange standards, and processes through the MoF internet portal to enable collaboration with IT system providers.
10. To complete a pilot for user acceptance testing of ISIS3.0 and ISIS3.0 training program.

11. To provincially deploy by April 1, 2003 at the earliest (business constraint) or by July 2003 at the latest ( technology infrastructure constraint) ISIS3.0, at reasonable cost, benefit to the Ministry, and collaborated with other VMAR sub-projects(e.g. FTAS).

12. Encorporate a secured web based EDT submission and approval procedure conforming to FOI requirements, and related records management.

13. Facilitate the existing processes with a strategy that minimizes impacts for the current MLSEDT users.
4.
Project Scope

The scope of the  project is to specify the core business requirements and to design, develop, re-write and implement a new application to replace the current ISIS  into the Ministry’s production NT/Oracle-Java environment as well as facilitate electronic data transfer of all silviculture information submissions. The scope includes:


· confirming the core business functions

· preparing detailed requirements specification

· preparing a detailed data conversion specification

· designing the application

· building and testing the application

· implementing and installing of the application

· Training the users

· handing-over the application to systems operations and maintenance.   

Out of scope includes:

· Integrated Reporting System(initially Corporate Reporting System will accommodate)

· Exhibit A spatial and attribute standards

To facilitate ongoing development and refinement of the RBC model and business framework the project is to be divided into two work sections so that measurable deliverables for each section can be established and evaluated.  (The completion and acceptance of Section 1 work does not necessarily imply that the proponent will be able to provide required resources for delivery of Section 2 scope and deliverables.)

Section 1: Business Requirements Gathering  

1. Review and confirmation of  general business requirements through review and workshops with senior business specialist and selected user group members to confirm core business, system concept and definition, such as:

· Required relationships with other ministry business applications (CLM,FTAS,ERA, SPAR,CIMS)
· Required core opening obligation information like:

· Ecology

· Standards Unit

· Operational milestones planned, met and accepted(i.e. Free growing achievement)

· Forestry activity results and accomplishments

· Forest Opening Land Status information including Reserves

· Spatial representation of the defined core business areas(post harvest boundary) with a unique business key to ensure tracking of the geometry.

2. Define detail requirements that will focus efforts on developing and completing:

· the business model, including relationships with other agencies, e.g. MSRM

· the logical data model in Oracle Designer 2000 format, 

· data flow diagrams,

· a robust electronic service delivery model using Internet and up-to-date technologies(XML) which incorporates management , retrieval, and summary reporting capabilities of the submitted information and other general ‘records management’ protocols

· security matrix.

· data conversion strategy that is collaborated with other VMAR sub projects

· consideration of impacts to current MLSEDT/ISIS processes and a strategy to ensure business continuity

3. Delivery of a high level evolutionary prototype version that will provide a skeleton of the system application (proof of concept),

4. Develop a master project plan for Section 2 work detailing: 

· project management scheduling,

· work phases and associated tasks, 

· timelines, milestones and 

· associated human and financial resource allocations,

· communication plan to affected stakeholders which includes a plan on how to assist the licensees with conversion of the existing MLSEDT as well as how to enable all remaining information submittals(e.g. FIA)

Section 2: System Design, Develop and Implement 
1. Develop the application based on the current Ministry of Forests application development environment standards as outlined in the specifications provided by the Technical Infastructure Group 

2. Data conversion proposal

3. Development and documentation of the logical and physical data models for delivery of a spatial solution

4. Develop and conduct unit and system test plans to ensure the product is delivered in a workable format.

5. Migrate code, and required data that meets the proposed core business functionality 

6. A test version of ISIS3.0

7. A pilot production ISIS3.0  Version 1.0

8. A full production ISIS3.0  Version 1.0

9. Sub-releases of ISIS3.0 Version 1.0 to adjust or correct application functions as directed by the Ministry

10. An evaluation of ISIS3.0  Version 1.0 and upgrade recommendations and task quotations for future enhancements as directed by the Ministry

11. A User Guide in MS Word and Adobe Acrobat

12. On-line context-sensitive help screens

13. Training guides/e-learning facility

14. Develop and update technical design documentation 
5.
Success Criteria

The business and technical success factors listed below relate to the evaluation of the ISIS3.0 Project and are to be used in measuring the project success.  The intended evaluation of the success factors will be performed by the project lead, pilot sites and senior business contact with the objective of providing a solid case for moving towards provincial implementation of the project.


Business Success Factors

1. Section 1 detailed requirements gathering are carried out in a timely manner and is successful in allowing Phase 2 development within time and budget. 

2. Acceptance (90%)of the initial prototype, sign-off of general business requirements, and detailed requirements, for the initial phase of the project by the focus group/stakeholders.

3. Initial acceptance of 90% by comparing the Requirements with the testing outcome.  Business experts, and key user groups confirm key business requirements have been met during the testing phase.

4. Pilot phase indicates that the key business requirements have been met (90%)based on a user evaluation and acceptance questionnaire.

5. Training content and delivery meets user requirements by 90 % and determined by post training evaluations 
6. Transition strategy for the ‘legacy’ MLSEDT that is synchronized, coordinated, accepted and communicated to the various stakeholders so as to minimize impact.

7. Successful conversion of approximately 175,000 openings to the target database

8. Successful implementation such that only one place to capture forest cover information

9. Post-implementation evaluation on the operation and delivery of ISIS 3.0 application that will produce positive review.

10. Core ISIS3.0 business functionality is delivered and operational before the proposed July 2003 deadline for the ISIS VM conversion.

11. Full electronic service delivery is implemented for submitting silviculture information to the MoF by July 2003

Technical Success Factors

1. Prepare and deliver project presentation of the proposed application conversion and high level design concepts to ministry staff to obtain sign-off for the purpose of proceeding with the preparation of detailed conversion and design specifications

2. Technical requirement specs signed off by MoF technical staff

3. Technology infrastructure signed off by MoF staff

4. Hardware requirements, and software licensing signed off by Ministry staff

5. Prepare and deliver detailed conversion and design specifications to obtain signoff for the purpose of proceeding with application conversion and development

6.
Priority

· Ministry of Forests  Service Plan

· Ministry of Forests Information Resource Management Plan (IRMP)

· 2000/01 Information Management Group Business Plan

· e-commerce enablement

· migrate data off the VM environment

· spatially enabled data

· Internet solutions

7.
Key Stakeholders (internal and external)

1. Major licensees must submit information based on the legislative requirements and are key in providing input on how to supply the information.  The developed solution must  not impact current MLSEDT users.

2. Forest Enterprise Brach through the BCTS.  Currently BCTS uses ISIS for managing its silviculture obligations.  BCTS may become the custodian of much of the operational data that resides in ISIS.  The short term goal is to ensure the BCTS program can continue its operations through the project.  It utilizes the SilvRx and PayCert application and these apps will need to be accommodated during the project.

3. Forest Investment Account(FIA) Price Waterhouse Cooper (PWC) is managing the Forest Investment Account.  Licensees and TSBC are eligible for silviculture funding under FIA.  As such, there are reporting requirements under standards agreements/contracts between the licensee and PWC.  New ISIS rewrite should streamline reporting requirements, where possible, to minimise the submissions required by licensees and to the MOF.
4. Forest Practices Branch has interests in defining the core business model requirements; confirming business deliverables; establishing user group contacts; confirming the delivered system meets the business requirements;   

 and is the: 

· Project Sponsor 

· supplier of senior business expert

· data custodian 

5. Information Management Group has interests in project execution; timeline monitoring; cost estimates; system quality control and assurance planning; contract solicitation; procurement and management; proponent communication; change management: risk management and scope control procedures,
and is the:
· VMAR Project Sponsor

· link to VMAR Project Steering Committee and IM/IT Advisory Team 

· application custodian

6. Compliance and Enforcement Branch has interests in silviculture information that augments the milestone data elements with respect to compliance and enforcement legislation,

and is the: 

· CIMS application and data custodian

7. Tree Improvement Branch - has interests in knowing where seedlings are planted on Crown land from the perspective of meeting Provincial Seed Transfer Guidelines and genetically improve seedlings (e.g. volume gains or increased disease resistance).

8. Timber Supply Branch - has interests in acquiring information on young managed stands such as growth and yield modelling implications and its impact on timber supply. ISIS information assists in determining the measurement of actual regeneration delay periods and the factoring of genetic gains into timber supply predictions.

9. Corporate Policy and Planning - has interests in ensuring that the information collected meets reporting corporate reporting requirements such corporate performance measure in the MOF's Service Plan, Criteria and Indicator, National Forestry Database, State of the Forests Report, Forest and Range Analysis, etc.

10. Resource Tenure and Engineering – Is the data custodian of timbermark and cutblock information that is used extensively in ISIS logic.  ISIS3.0 will rationalise the shared and redundant information to streamline corporate data management. Also, the ISIS 3.0 project team will consult with Woodlot Program specialist to asses impacts.
11. MSRM is to assist with the deployment, exchange and sharing of key spatial/attribute information that is common to the MoF and update seamlessly into the Vegetation Inventory at appropriate milestones(e.g. harvest completion, and free growing)
8.
Cross-Organizational Team Members

1.  Project Sponsor, Ralph Archibald, Director, Forest Practices Branch
2. Business Project Lead, Ralph Winter, Forest Practices Branch
3. Data Custodian, Mei-Ching Tsoi, Forest Practices Branch
4. ISIS Application Custodian, Brian McLennan, Information Management Group
5. Project Lead and MLSEDT Application Custodian, John Gallimore, Information Management Group
6. IMG Technical Project Leads ,Bruce Bell and Brian Howden, Information Management Group

7. Business Application Support/Training expert Scott Ackerly, Information Management Group

8. VMAR Project Sponsor, Nelson Lah, A/Director, Information Management Group
9. VMAR Project Steering Committee, IM/IT Advisory Team, various Government staff
10. VMAR Project and sub Project Teams, various Information Management Group staff
11. BCTS Business leads Allan McDonald and Ross Thomson, Forest Enterprise Branch

12. FIA Business lead Monty Locke, Corporate Policy and Planning Branch

13. Compliance and Enforcement Branch Business Expert, Greg Goss, Compliance and Enforcement Branch
14. Timber Supply Business Expert, Greg Lawrance, Timber Supply Branch
15. FTAS Business Expert, Don Mullet, Resource Tenures and Engineering Branch
16. Woodlots Business Expert, Al Waters, Resource Tenures Engineering Branch

17. SPAR Business Expert, Leslie Mcauley, Tree Improvement Branch

9.
Links to Other Projects/Interrelationships

· Other VMAR Application sub-Projects, e.g. FTAS re-write, and ERA re-write Numerous applications, and the information captured by them, must be managed in a coordinated manner to achieve a successful undertaking.
· MSRM spatial and attribute warehouse The concepts and benefits of shared Resource Management Data Warehouse will consolidate the information in one place.  MLSEDT will eventually be a partner in sharing or updating the warehouse with current information.
· CRS Corporate Reporting System The web based corporate reporting system that is replacing VM style reports which are within ISIS.  The ISIS3.0 project will need to liase with the CRS team to ensure reporting capabilities are realized.

10.0
High Level Project Plan

Hi-level Gant chart to be developed on MS Project Plan

Deliverables

The major deliverables for this project include but are not limited to:

1. Project management for all phases of work,

2. New business requirements defined and articulated for RBC policy and framework from business specialist

3. Contracted resource procurement for requirements gathering and/or system development

4. Establish ISIS3.0 business logical and physical data models.

5. Design  components; Phase 1 – business prototype; Phase 2 –technical prototype and production version

6. Build  components
facility to import, validate, and up load the submitted file
Web based tool for district users to review/accept submitted information 
e-mail facility to notify submitters and reviewers/acceptors
Web based facility to manage uploaded data
Conversion engine to migrate VM data to Oracle

7. Document  components
General Business requirements(core requirements)
Detailed requirements(core functionality)
Technical design requirements
Data conversion requirements
Integration and User acceptance test plan
Implementation plan
Communication plan
Training Plan
User guide
Post implementation review

8. Integration and User Acceptance Testing

9. Pilot version delivery and training

10. Provincial implementation and training 

11. Post Implementation review

Milestones

Phase
Major Milestones 
Target Date

Initiation
RFP Issued
July 26th, 2002

Initiation
RFP closed
August 16th, 2002

Initiation
RFP awarded
August 23rd, 2002

Initiation
Contract signed
August, 30th 2002

Initiation
Initiate Project and Review Proponent Project Plan
September 3rd, 2002

Analysis
Project Kick–off meeting to review Ministry Standards with DBA, DA, Technical Groups and initiate Business Requirement gathering
September 6, 2002

Analysis
Confirmation of Business Requirements, and start of Detailed design requirement gathering
September 9th, 2002

Analysis
Detailed Design Requirements and logical data model approved(Business Prototype approved)
October 31st, 2002

Analysis
Data Conversion specs approved
October 31st, 2002

Design
Technical design and Physical Data Model approved
November 30th, 2002

Design
Technical Prototype Approved
December 31st, 2002

Design
Development version of application approved
December 31st, 2002

Development
Code Review complete
December 31st, 2002

Development
Migration to MOF test server completed
February 28th, 2003

Development
User Acceptance Test plan complete
March 1st, 2003

Implementation
Start testing by user group (iterative cycle)
March 1st, 2003

Implementation
Completion of beta testing by user group
April 30th, 2003

Implementation
Completion of user documentation and training documentation
May 30th, 2003

Implementation
Version 1.0 migration to production server completed
June 1st, 2003

Implementation
Version 1.0 Pilot site implementation initiated  
June 1th, 2003

Implementation
Version 1.0 Pilot site implementation completed 
July 1st, 2003

Implementation
Version 1.0  Provincial deployment started (27 sites)
July 30th, 2003

Implementation
Version 1.0 Provincial deployment completed and critical business requirements complete
July 30th, 2003

Post- Imp
Evaluation completed
September 30th,  2003

Maintenance
Version 2.0 release completed
March 31, 2004

Maintenance
Business requirements are substantially met
September 2004

11.0
Potential Issues or Constraints

1. Availability of key business experts to define and impart initial new business requirements.

2. Availability of IMG staff resources to project manage all new development work concurrently and deliver products within delivery deadline

3. Availability of contract resources for new systems development and/or requirements gathering given that many MoF development contracts are issued.

4. Resolution of interagency roles and responsibilities specific to MoF and MSRM in the data warehousing and central databases are not resolved.

5. New Results Based Code implementation date of April 1, 2003 is not achieved

6. VM target shut down date of July 2003 is critical and must be met as MoF will not have ISIS to support the changed business model and will continue to incur VM operational costs for applications that are no longer representative 

7. Resolution of data integrity issues such as data dependencies and application integration prior to the design phase
8. The Web and technology infrastructure in which ISIS3.0 will reside must be common, stable and responsive to evolutionary prototyping with frequent releases through adaptive management methodology
9. Current ISIS application will not be enhanced o reflect any new business requirements unless the change is of a critical nature to current model and data elements
12.0
Approvals

Project Sponsor's signature



Date

Customer Sponsor’s signature



Date

Project Manager's signature



Date

13.0
Appendices

Ministry Situation Overview

Ministry Responsibility

The British Columbia Forest Service is the steward of the timber, range, and recreation resources of British Columbia’s public (Crown) forest land, which covers two-thirds of the Province.  The Forest Service manages this land for many uses, including recreation, forage, timber, and wilderness, and, in co-operation with other agencies, for water, fish, wildlife, tourism, heritage, energy and minerals.

To fulfill its mandate, the Ministry is organized into headquarters branches (Victoria), regional offices, and district offices. 

Forest Practices Branch Responsibility 

Forest Practices Branch’s mandate is derived from the Ministry of Forests Act, Section 4(a), (b),(c), and (d)which states that, under the direction of the minister, the Ministry is to: 

(a) encourage maximum productivity of the forest and range resources in British Columbia; 

(b) manage, protect and conserve the forest and range resources of the government, having regard to the immediate and long term economic and social benefits they may confer on British Columbia; 

(c) plan the use of the forest and range resources of the government, so that the production of timber and forage, the harvesting of timber, the grazing of livestock and the realization of fisheries, wildlife, water, outdoor recreation and other natural resource values are coordinated and integrated, in consultation and cooperation with other ministries and agencies of the government and with the private sector; 

Current Silviculture Business Overview

ISIS is an integrated planning, scheduling, accomplishment and milestone reporting application that manages approximately 170,000 forest opening records from initial disturbance to free growing.  ISIS currently supports the program areas: 

· Major Licensees (ML), 

· Small Business Forest Enterprise Program (SBFEP), (now BCTS)

· Woodlots (WL),

· Industry and Ministry Outstanding (IO and MO), 

· Free Growing (FG) and

· Natural Causes. 

The current ISIS model, comprising117 screens that describe key silviculture business entities, is an attribute application that is integrated with the Forest Tenure Administration System (FTAS) which is the tenure registry and cut block creation system for the MoF.  FTAS  is also being redeveloped as part of the VMAR strategy and the new business component requirements for the FTAS RBC model will impact the redevelopment of ISIS, as example, where data and application dependencies may exist. The timeline for FTAS redevelopment must coincide completely with ISIS redevelopment.

For ML’s, the current FPC framework requires the tenure holder, under Section 28 of the Silviculture Practices Regulation (SPR), to submit once annually a report indicating the silviculture treatments completed on a prescribed area in the preceding year.  The tenure holder is also required to submit a map and a description of the forest cover condition upon completion of harvest, on or before the regeneration delay period and within the free growing assessment period.   

The current version of MLSEDT, eliminates the manual district data entry of Major Licence Silviculture Information System (MLSIS) Form’s A, B, and C through automating a data exchange format, and utilizing a standard file transfer (FTP) with email capabilities. The MLSIS information is uploaded and viewed on the Integrated Silviculture Information System(ISIS) application where it becomes part of the ministry’s mission critical data for managing compliance around major licensees silviculture obligations. 

For non-major tenure holders (SBFEP, Woodlots, Industry and Ministry Outstanding, Free Growing, and Natural Causes) information is submitted on numerous forms and is entered into ISIS by district staff or contracted resources. The entities collected support a range of district silviculture activities as well as other business needs such as under Section 29 of the SPR, small business compliance reports or analysis.   Automation of data entry is limited and occurs, where used, through PC based applications like PAYCERT and SILV Rx.

The current mandate of ISIS is to track all silviculture obligations on Crown land from disturbance date up to free-growing declaration.  This is anywhere from 15 to 20 years, and represents the entire area under forest manage in the Province.  

Key business credentials of ISIS include:

Total Number of Openings
175,000

Total Area represented
7.7 million hectares

Total Timber Harvesting Landbase(THLB)
23 million hectares

Proportion of Total THLB
33.5%

Annual Number of new Openings
Approx. 7,400

Annual area of new openings
212, 000 hectares

Key application credentials include:

Total current Data Elements
706

Total current systems-related data elements
106

Potential current enterable data elements
600




Silviculture Business Vision
Results Based Code

One of the government’s New Era commitments is to undertake comprehensive regulatory review and reform of the current forest policy by formulating the new Results Based Code (RBC). The MoF objective is to provincially implement the new RBC model on April 1, 2003.The RBC model proposes to significantly lessen the frequency, volume and information type submitted by industry to the MoF compared to the reporting requirments defined in current regulations. 

Compliance and Enforcement

The reporting framework would enable the inspection program for Compliance and Enforcement Branch and the delivery of the Compliance and Enforcement Branches’ Compliance Information Management System (CIMS) application .  CIMS will consolidate the inspection and compliance data Provincially and ISIS3.0 is expected to link the silviculture obligation data.

Corporate Silviculture Information

The focus on corporate reporting for silviculture is shifting away from traditional activity/program/area based ‘annual reporting’ to harmonize the reporting of corporate performance measures in MOF's Service Plan.  Silviculture business needs requiring data will include:

· Effectiveness monitoring and evaluation of RBC

· Report on Compliance and Enforcement for Sustainable forest management and ‘State of the Forest’

· Report on forest stewardship and federal forestry obligations(national forestry database)

· Performance measures/annual reporting

· Silviculutre compliance reporting

· Timber Supply review information for analysing young managed stands(disturbance to Free growing)

· Ability to compare operational activities against land use zone and objectives

· Use information from existing practices to support or refute the development  of legislation

· Assist in the development of silviculture cost apprasials from actual treatment cost from BC Timber Sales Program

· Internal MoF workload analysis(FTE,risk assessment and priority setting, etc.)

E-Commerce

It is expected that in the new model, district staff will not be involved with any data entry of ML or other information submissions.  The data will be submitted through either EDT or some other web based data capture tool.  The Ministry’s role will shift to acceptance or rejection of information. 

Data Collaboration

There is also a move to develop data sharing agreements and partnerships in forest and data management, with other ministries, licensees and stakeholders. This concept is now evident in the Defined Forest Area Management (DFAM) model where industry co-operatives of Major Tenure holders operating on a Timber Supply Are (TSA) are developing common business strategies such as forest management plans for whole or part of a TSA.  The role and responsibility of MSRM and the MoF in strategic land use planning, data service mandate and spatially managed opening information is also an area that requires business and infrastructure rationalization which will impact how ISIS 3.0 is conceptually blueprinted. Emphasis we be in providing an interim strategy until the consortia model is up and running.

BCTS

The MoF office responsible for the SBFEP (now called Timber Sales Program, TSP) is solicting the procurement of an integrated forest management software solution to manage their records and address their business requirements separate from the ISIS Redevelopment project.  It is expected that TSP will have the same reporting requirements as the ML’s. 

FIA

The management of the majority of MoF records that still have legal silviculture obligations may become the responsibility of the ML or may have shared responsibility with the MoF through the newly created Forest Investment Account (FIA) which has replaced the Forest Renewal British Columbia (FRBC) program.  Specified information generated from management of these areas will likely be submitted electronically as described above.
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