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3. JOINT MANAGEMENT STRUCTURE/ORGANIZATION

The program utilizes the matrix management system. There are eight major
projects, each having a number of tasks assigned. These projects are:
Early Warning/Crop Condition Assessment, Inventory Technology Development,
Yield Model Development, Supporting Research, Soil Moisture, Damestic Crops
and Land Cover, Renewable Resources Inventory, and Conservation/Pollution.
Each of the eight projects has a project manager who reports to the Program
Management Team (PMT). The PMT in turn takes its direction and guidance
fran an Interagency Coordinating Committee (ICC). As viewed in Figure 3-1,
the functional relationships are structured into a three-level management
system, each having distinct responsibilities. This section of the Plan
(Section 3) will address the responsibilities and reporting lines of each
of these program management levels. The specific project tasks assigned to
an agency are managed by the individual participating agency's line manage-—
ment structure. Section 4 of this document will address each of the
agency's line management structures to identify responsibilities, lines of
camunications and interrelationships to the Program/Project "Level"
Management structure.

The Joint Management Structure/Organization is a general framework for pro-
gram activities. Individual projects may utilize additional coordinating
structure to handle their unique features.

3.1 INTERAGENCY POLICY BOARD (IPB), LEVEL O

The Interagency Policy Board (IPB) is a joint agency group of policy level
officials at the Assistant Secretary or equivalent level who are respon-
sible for approving major interagency agreements and establishing basic
policies and guidelines for the program. The IPB, with members fram USDA,
NASA, USDC, and USDI will be chaired by the USDA representative. The pro-
gram will be reviewed by this group at least semi-annually to:

1. Assess progress.
2. Assess need for change of emphasis or direction.

3. Address issues brought forward by the Interagency Coordinating
Committee.

3.2 INTERAGENCY COORDINATING COMMITTEE (ICC), LEVEL 1

The Interagency Coordinating Cammittee with membership fram USDA, NASA,
USDC, and USDI, is chaired by the USDA and is responsible for:

1. Approving AgGRISTARS Program objectives and establishing
priorities.

2. Approving the AgRISTARS Program Plan, including schedules and
changes thereto.
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3. Assessing progress, identifying problems and developing corrective
actions.

4. Coordinating the use of resources assigned to the Program.

5. Approving all press releases concerning the Program.

6. Advising the Interagency Policy Board on.progress and problems.
The ICC will convene and review program progress at least semi-annually or
as necessary to resolve special problems. The ICC members and their

responsibilities are documented in Section 4 of this Plan.

3.3 PROGRANM MANAGEMENT TEAM (PMT), LEVEL 2

The PMT (Level 2) is a joint level of management which provides partici-
pation, project integration, and needed visibility by all participants and
assures full responsiveness to USDA information requirements. Each agency
or department will provide a member who will be responsible for or coord-
inate his agency's program resources and will work with the other PMT
members to jointly plan, integrate, and execute the Program. The PMT, with
members fram the USDA, NASA, USDC, and USDI will be chaired by the USDA
representative. It is responsible to the ICC for preparation of the imple—
mentation plans by the project managers to carry out the AgRISTARS Program
Plan and for recommending changes to the Program Plan to .the ICC. The PMT
is also responsible for establishing project level guidelines, approving
project content, recommending assigmments for the different agencies, esta-
blishing project funding levels within resources allocated by ICC, approv-
ing project schedules and setting milestones. The PMT will jointly approve
the project implementation plans and their annual updates.

The PMT will act as the project change control authority for all issues and
significant changes that affect specified control milestones, schedules,
project goals and objectives, priorities, and project funding levels.
Changes which affect only the internal operations of one agency can be made
by that agency's PMT member. Such changes will be made after coordinating
with other members of the PMT. A project change control mechanism and
associated procedures to carry out this responsibility is documented in
Apperdix A of this document.

A detailed description of responsibilities of the PMT merbers appears in
Section 4 where individual organizational responsibility within the
agencies for carrying their assigned program element tasks are addressed.

The PMT will approve all interface control documents to assure coordination
between projects.

3.3.1 Program Support Staff (PSS)

The PSS has membership from all participating agencies, and performs staff
support to the PMT. It provides a coordinaticn and liaison function to
facilitate informaticn flow fraom one rhase of the Program to the next,

6



between projects and from one agency to the other. It assists the PMT on
problems cor issues identified by or brought to the BMT for action or
resolution. The PSS may also bring to the attention of the PMT prcblems
meriting its attention. It arranges reviews and produces periocdic reports
for the PMT covering overall program status, problems, and progress in
project development, integration, and accomplishments. Specifically in
support of the PMT, it performs the following tasks:

1. Program/Project Plans

In support of the ICC, PMT, and project managers, reviews project
plans and synopsizes these in a Program Plan. Provides guidelines
on the outline and contents of project implementation plans.

2. Change Control Board (CCB) Support

Maintains and operates a change control system for the PMT. Main-
tains cognizance of project level changes, conducts inquiries and
examinations as requested by the CCB, coordinates all actions
through the concerned project managers, prepares the change board
packages for the CCB members, provides assessments of impacts of
the proposed changes, documents, and disseminates results of the
CCB reviews.

3. Service to the Project Managers

Provides, as requested, services to the project managers for (1)
establishing, conducting, and recording results of their project
reviews, (2) formulating project plans and budget inputs and (3)
other associated activities. Assists in coordinating between
project managers and tasks of related research being conducted at
other locations.

4. Data Requirements and Handling

Maintains cognizance of project data requirements and holdings.
Pocumnents and maintains a Program Data Directory and a Data
Management Plan. On behalf of the PMT, resolves problems between
projects and suppliers of data.

5. Resources Planning

Using inputs and estimates from the PMT and project managers,
assembles the annual budget recommendation for the PMT. Addi-
tionally, with ICC and PMT direction, and coordination with the
project managers, prepares a recammended annual resources plan for
the total program. Maintains the approved version of the plan
throughout the budget year.

6. Reviews and Reporting

Cocordinates review agendas, and documents results of program
reviews for the ICC and PMT. Prepare and issue changes and
directives as required.

7



3.4 PROJECT MANAGER, LEVEL 3

The work to be accamplished is divided into the eight projects shown on
Figure 3-1. Each of these projects is headed by a project manager,
selected from a participating agency, based principally upon considerations
of technical expertise and expected levels of agency involvement. Project
managers will have dual responsibilities, i.e., a coordinating responsi-
bility to the PMT in implementing the project and a line responsibility to
his agency as defined later in Section 4. The project managers are respon-
sible to the PMT for planning and managing activities within their pro-
jects. To ensure that project objectives will be met with allotted
resources, these responsibilities also include defining project content,
identifying expected products and schedules, assessing status and progress,
identifying problems, making change recammendations, planning and defining
tasks, and participating with other project managers in the integration of
the various projects. Specifically, the project manager is responsible
EOrE

1. Providing direction to his and other participating organizations
conducting tasks in his project.

2. Preparing and maintaining a timely project implementation plan for
his project.

3. Supporting program planning through the PSS including the coordin-
ation and integration of inputs fram all participating agencies or
project elements.

4. Proposing resource requirements to the PMT through the PSS.

5. Coordinating with other project managers and PSS to ensure
appropriate flow of requirements, status information, and results

among projects.

6. Assessing the adequacy of work performed as it relates to project
needs.

7. Assessing the need for changes in the implementation and project
plans, submitting to the PMT through the PSS those changes
requiring their approval, and coordinating and implementing the
approved changes as necessary.

8. Reporting overall status to the PMT through the PSS and identifying
need for management guidelines.

3.4.1 Task Management

The specific tasks in each project implementation plan will be managed and
carried out at designated facilities of the participating agencies. The
execution of the tasks are the responsibility of the assigned task managers
who will report to their respective agency PMT members through established
reporting lines. Because tasks are conducted within the various organiza-
tions, a more camplete discussion on task management is given in Section 4.
In this section it is important to draw attention to the dual management
8































































