October 2nd Executive Meeting:
Sharing Information to Improve Decisions
First Draft:  Executive Decision Table.
Introduction and Background:
A number of reports and workshops over the past few years have focused on identifying products needed to improve information collection and sharing in order to improve decisions.

The table below tracks priority outcomes of the Scientific Applications International Corporation (SAIC) 2003 study, the May 2005 Data Workshop, the status of current efforts to address those outcomes, and needed Executive decisions to support ongoing action.

The first two columns (copper colored) are the (SAIC) recommendations.  The next two columns (straw colored) represent priority recommendations from the 2005 Data Workshop.  The next to last column (no color) shows the status of actions for each of the recommendations while the last column (green) identifies recommendations where Executive decisions are needed. 
The NED strategy has been to work to improve regional information management at minimal direct cost, by relying on coordinated activities some in kind support and on increasing awareness of the need for regional scale investments and improvements.  Where specific products have been feasible, recommended and supported they have been completed – but many regional scale products require more policy investment – it is not sufficient to develop a technical product – a commitment to use is needed.  Similarly it is not sufficient to just collect data – rather it is necessary to collect it with an understanding of how consistent it is with respect to other related data sets.  

These small, voluntary and ad-hoc efforts can only achieve so much. Regional data management organization, planning and administration cannot succeed, or succeed very quickly at all without some increased financial and policy support.

A regional data management framework and a commitment to work towards it would require a modest increase in resources and cost share in the short term: in particular to develop best practices and transition to their use, to establish some new functions such as a Portal Administrator ; and on going coordination.   
The NED approach has been to initially to work on an MOU as an ad-hoc mechanism for cooperative and other needed efforts.  Then, to focus on examples of standards and protocols and tools, the deployment of a portal for sharing and discovering data, and finally, to begin a transition towards more of a  Distributed Database Management System (DDBMS).  
In the Regional data workshops in 2005 and 2006, this approach was supported.  The workshops fine tuned the basic blueprint identified by SAIC and incorporated other regional information coordination efforts, especially the Pacific Northwest Aquatic Monitoring Partnership (PNAMP), the PNW-RGIC Pacific Northwest Regional Geographic Information Council and the Northwest Habitat Institute who all collaborated on the workshops.
The following table is provided to identify the needed executive actions necessary to support ongoing work needed for regional information system development and deployment.

	NORTHWEST ENVIRONMENTAL DATA NETWORK EXECUTIVE DECISION TABLE



	SAIC  RECOMMENDATION
	SC RANK
	WORKSHOP RECOMMENDATIONS
	WORKSHOP RANK
	CURRENT STATUS OF TASK
	 NEEDED EXECUTIVE ACTION

	GOVERNANCE

	Establish a high-level agreement (MOU or stronger document) endorsing a regional data network and pledging signatory support.
	I
	
	A high level MOU was completed in 2004 and signed by many, but not all, regional entities.  The MOU, unless renewed will terminate on October 12th 2004 
	Decision needed on whether to renew or change the NED MOU

	
	Convene principals of major resource databases to formalize consensus supporting the value of data network (expand NED signatories)
	Short term Prioity
	A meeting of all database principals has not been held – but there is an opportunity to convene participants as a part of the 2007 summit
	Decisions by agency executives about whether or not to participate in the NED effort

	
	Identify essential additional partners and champions to support participation
	Short Term Priority
	This task is ongoing, see above.
	See  immediately above

	Formalize an accountable regional data network administrative framework.
	I
	
	An administrative framework for a less ad-hoc regional information network has been developed for Executive review. The ISRP and SAIC pointed to the need for more formal arrangements – an entity that is “responsible” for regional data management
	A decision is needed on proceeding with a less ad-hoc administrative model.  

	Identify a regional data network Coordinator and Project Manager.
	I
	
	The data coordinator role is provided by BPA/Council and NOAAF through 2007-10-12.  Ongoing coordination cost would be approximately $120K/yr.

NED projects are currently being managed through this coordination and through in-kind contributions. Most project management tasks have been completed on an in-kind basis 
	A decision to support ongoing data coordination.   

	Write a long-term regional information system development plan.
	III
	
	
	The NED Steering Committee has worked with CBFWA to develop an information management strategy and framework for approximately the next 5 years for the Columbia River Basin Fish and Wildlife Program.

	Develop a process for evaluating proposed project relevance to data management goals as part of the grant and contract process.
	III
	
	NED has begun work on developing best practices for projects that collect or manage regional data sets.  The NED SC needs executives to signal whether or not they want to require compliance with best practices as a project deliverable. 
	Executives need to decide whether to apply best practices for data management to data management efforts

	Develop a strong operations and maintenance plan.
	III
	
	The NED portal is now operational – with a goal of developing a full time Data Steward and a part time system administrator. 
	If executives support the Portal (below)  an operations and maintenance plan will be  needed within 1 year. 

	
	Conduct annual executive-level review for regional data sharing signatories
	Long term Priority
	The 2007 summit will be the first opportunity for representatives of all NED signatories to review progress. Annual funding requests have been reviewed by the NPCC and available for review by all signatories and others. 
	Participate In the Summit

	
	Present regional workshop findings to regional executives
	Short Term Priority
	A n executive meeting was convened in December 2005 and the findings were presented at the May 2006 regional data workshop. 
	See above


	OUTREACH



	Expand outreach efforts to seek buy-in from other key decision-makers and stakeholders in the region.  Develop targeted outreach and education materials for key regional data network participants and supporters that clearly outline the need for a regional data network and describe the benefits and costs for such an endeavor.  Ensure this outreach approach addresses the need for long-term support for a regional data network to succeed.
	I
	Develop relationships with various data exchange groups
	Short term priority
	There was considerable outreach to key groups who are regional stakeholders in data/information management.  Most groups have committed in principle. Some are yet to sign the MOU but some participate and have not signed.
	After one year the NED SC made a tactical decision to switch priorities towards developing products rather than investing in outreach.  With the available resources it was not possible to successfully accomplish both.

	Develop communication and coordination hub of regional data network.
	I
	Establish information portal that links existing resources (with Columbia Basin as focal point)
	Short term priority
	The NED SC has deployed an information portal that links existing information resources. The cost of establishing a data steward for the portal for one year is estimated at $105K.  A statement of work and a data sharing agreement have been completed.
	The current issues with the Portal are 1) engaging a full time data steward, 2) providing support for  system administration, and 3) supporting  user communities like LCREP, PNW-RGIC, PNAMP, Upper Columbia Trust, and executive policy decisions to publish data to the portal.


	DATA CONTENT



	Research and post inventory(ies) of existing standards and protocols in the region.
	II
	Maintain and update regional data exchange and sharing protocols in a regional data dictionary accessible via the www.

Focus on establishing minimum data exchange and sharing protocols for future data collection and management efforts
	Short term Priority
	SAIC and NED identified the need for a regional data dictionary.  The BRec has worked with PNAMP to develop a pilot protocol manger tool.  The tool is currently being tested for its ability to function as a data dictionary.
NED has developed and completed Best Practices for Data Dictionary Definitions and Usage Version 1.1 2006-11-14.
NED has developed a short 2 page Check List for Organizing Field Collection and Management of Data

Note: PNAMP is working on a task to identify aquatic monitoring  protocols
	Pending testing a decision will be needed on the ability of “protocol manager to meet regional data dictionary functionality.  If it meets this functionality it will be necessary to develop a deployment and operation and maintenance plan.  

	Develop and post regional data network standards for reporting geographic data:  locations and projections
	II
	
	NED has completed Best Practices for Reporting Location and Time Related Data. Version 3.2, 2006-11-14.  They have been reviewed by PNAMP and approves. 
	Executives need to consider whether or not to apply best practices at  individual program, agency or region wide level – if at all.

	Incorporate regional data network requirements into future grants and contracts.
	II
	
	As a practical starting point, executive action is needed to ensure that entities and agencies consistently: complete metadata, post data to portal sites and describe data quality.
	Executive policy decisions are needed to require these actions and define these actions as required deliverables.

	Develop and post Regional Quality Assurance and Quality Control procedures and protocols.
	II
	
	QA/QC procedures and practices needs to be first developed. NED has proposed a $175k effort to develop basic QA/QC procedures for Salmonid Trend and Abundance data.
	Council and BPA approval

	Complete the preliminary inventory of information resources in the region.
	II
	
	The NED SC has updated the SAIC data inventory and is systematically working with agencies and entities that have this data to post it to the portal. 
	Executive support is needed for each regional agency/entity to publish it’s data in a way that it can be automatically harvested by the NED portal

	
	
	
	The NWHI has completed a NED project to complete an inventory of habitat classification systems.
	???????

	Develop and post a regional data network manual that documents everything needed to become a regional data network participant.
	II
	
	NED has developed a work statement for the Portal administrator and the portal has a help service.  All protocols and best practices are posted on the www at 
	In-kind support is needed for this effort

	
	
	NEW TASK
	Increase the collection of Tribal anadromous and resident fish data ($230K)
	Council and BPA approval

	
	
	NEW TASK
	Capture and Integrate Hatchery reform data ($100K)
	Council and BPA approval

	
	
	NEW TASK
	CRITFC, working with the NWHI has completed an effort to recover, document and make available data resources compiled for the NPCC Subbasin planning work
	


	FINANCE AND BUSINESS CASE



	Develop the regional data network as a base-funding category, not to be recompeted for on an annual basis.
	I
	
	Coordination funding is currently supported by BPA and NOAAF.  A more equitable arrangement is needed to include additional partners. 
	This work item presumes that regional executive would first sign the NED MOU…or a subsequent MOU.  A cost share discussion and agreement is a precondition for providing a less ad-hoc arrangement for regional data management.

	Develop a long-term resource plan (staff and dollars) for the regional data network.
	III
	
	The Steering Committee has not developed a long term funding plan pending a decision about NED’s existence beyond October 2007
	

	
	Explore other network options to leverage (e.g., Exchange Network)
	Short term Priority
	NED cannot apply for a Network project on it’s own.  A state or tribal sponsor is needed and states and tribes currently compete for these funds for their own purposes.  As a practical outcome then, the funds are not available for a regional effort.
	 

	
	Leverage grant opportunities and partnerships
	Short term Priority
	This action would require in-kind, contract or grant-writing expertise which NED does not have 
	

	
	Organize executive funding symposium
	Short term Priority
	A goal of the 2007 Summit is to explore the willingness of regional executive to contribute to a regional data network
	A consensus on providing for regional data sharing products

	
	Identify current lines of authority and/or obligations – use business case to encourage participation
	Short term Priority
	The NED SC has developed a generic Business Case.  It would be possible to develop a lines of authority or obligations for information management for example for Salmon recovery. No current proposal.
	


	DATA  TECHNICAL ARCHITECTURE

	Develop regional data network monitoring protocols and data standards addressing data collection, storage and analysis.
	II
	
	NED is adopting open standards consistent with the National Spatial Data Infrastructure and with FGDC compliant metadata. 
	Executive consent

	Develop and implement region-specific metadata tools.
	II
	
	While the NED Portal design is designed to be FGDC metadata compliant it may also be necessary to develop some metadata short- forms that would ease the burden of metadata reporting. 
	

	Develop regional data network  technical assistance.
	II
	
	This activity could support the portal – some entities will need assistance using the Portal. The Portal Steward can develop guidance and provide some assistance. 
	No additional action beyond placing a Portal Steward (see above) is needed at this time.

	Establish guidelines for becoming a regional data network node.
	III
	
	This task requires participation as a node in a Distributed Data Base Management System (or DDBMS). Currently there is a pilot DDBMS in the region – the EPA Exchange Network that the NED project can work with. NED proposes a pilot DDBMS project for Salmonid trend, status and water quality data for $250K (deferred Council funding).  
	BPA and Council approval. With state or tribal support an application could also be developed for an EPA Challenge grant. 

	Develop a regional data network using a distributed system architecture based on an enterprise approach.
	III
	
	This action would depend on the outcome of the pilot effort above
	

	
	Develop and publish reference architecture for the system
	Short term Priority
	The architecture in the EPA Data exchange model should be reviewed with a view to adoption as reference architecture.  The architecture would be published based on the work completed in the pilot effort above
	

	
	Develop test site to show power of data linkages
	Short term Priority
	The DDBMS goal is to develop a test site based on the EPA exchange architecture.  
	No further action needed at present

	Develop tools that will enable searching, accessing, acquiring, sharing, and contributing information resources about regional resource management efforts.
	III
	Select small number of representative datasets and WMS services and register them in the catalog
	Short term Priority
	NED, with in-kind support from the BPA is developing a pilot portal to meet this need. The Portal has been installed and is operational.
	Executive action is needed to support in–kind action to populate the portal.  A Portal Administrator (see above) is a critical resource to help meet this need – to provide support to publishers and ensure adequacy of metadata records.  

	
	
	NEW TASK
	Short term priority
	The NWHI has a NED pilot project to develop a Wildlife and Habitat Data CollectionTool for $78,500. 
	Support from BPA and Council 

	LEGEND

	Rankings of NED Steering Committee
	
	

	Priority in White Papers


	
	

	Executive decision or support needed


	
	


