DRAFT 1.0
BUSINESS PLAN FOR GIS REGIONAL RESOURCE CENTER DEVELOPMENT AND OPERATION

	This is the first draft of the RRC business plan for review and comment by project participants. This draft includes sections and content that are common to RRC implementation in all regions with notes specific to individual regions. In the next phase of this project, individual plans will be prepared for the Eastern and Southeast RRCs. 
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	Regional Resource Centers (RRCs) are organizational components of The Idaho Map (TIM), Idaho’s statewide GIS program. RRCs have the primary mission of supporting and coordinating GIS activities and users in specific geographic regions of the state, in coordination with the Idaho Geospatial Council (IGC) and the Idaho Geospatial Office (IGO)  


REVIEW TOPICS

Reviewers are encouraged to provide comments and suggestions for changes on any part of this draft plan.  Specific topics for which your input is particularly important are listed below with hyperlinks to parts sections of this document.

· Finalizing RRC Mission Statement [Link]
· Comment and revise stated objectives  [Link]
· Examine and add comments to description of potential services and priority [Link]
· Characterization of different types of RRC Participants and Users [Link]
· Get additional ideas and examples of benefits/business justification  [Link]
· Resources and Host Organizations [Link] [Link]

· RRC Management and Staffing  [Link] 
· Organizational Type and Management Structure  [Link] [Link] [Link]
· Relationships/dependencies between RRCs and other Organizations [Link]
· RRC Development and Implementation Phases [Link]
· Funding Sources [Link]
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1. Business Plan Background and Purpose

1.1 RRC Background and Business Plan Purpose

GIS Regional Resource Centers (RRCs) are organizational components of The Idaho Map (TIM), Idaho’s statewide GIS program. RRCs have the primary mission of supporting and coordinating GIS activities and users in specific geographic regions of the state, in coordination with the Idaho Geospatial Council (IGC) and the Idaho Geospatial Office (IGO). This business plan has been prepared through a project managed by the ISU GIS Training and Research Center (GIS TReC) and which is being funded by a Category 4 NSDI CAP Grant. With consulting assistance from Croswell-Schulte IT Consultants, business plan preparation was carried out with a project team that includes personnel from the ISU GIS TreC, Eastern Idaho Regional GIS (EIRGIS) and Southeast Idaho GIS Users' Group (SEIGUG). In addition to this core project team from the Eastern and Southeast Regions, this RRC business planning has included input from GIS stakeholders from the entire state (North and Southwest regions).

The planned purpose and roles for the RRCs were originally explained in the 2008 Strategic Plan for Development and Deployment of Idaho’s Spatial Data infrastructure (p. 29):

“…[RRCs] act as points of coalescence for GIS user organizations in different areas of the state and help to connect local activities with the statewide SDI program. They will be supported by existing institutions or groups (e.g., universities, existing regional GIS user groups) that have GIS resources sufficient to provide some support to users. They would provide a number of services and support functions, including: a) answering technical questions for users, b) providing some general "consulting" support and advisory services for organizations in the process of GIS development, c) training sessions, d) site for meetings and special SDI events, and e) aggregate and serve regional Framework data These centers can be established and put in operation over a period of time as they are needed and as resources permit. It is expected that these centers will include staff and technical system resources. It is also expected that they will provide “virtual services” through the Web (i.e., Web-based information, links, contacts, blogs, etc.) that address the needs of users in specific regions of the state. The coordination and support now provided by regional GIS user groups will be a foundation for Resource Center development.”

This statement above defines a range of possible roles for the RRCs throughout the state. This business plan responds to the particular needs for the [Eastern/Southeast] RRC as originally defined in the RRC proposal (see http://gis.idaho.gov/portal/IGO/regions/regions.htm) and takes into account the following research, information gathering, and deliverable review activities conducted this planning project which was initiated in May, 2010:
· RRC business planning kick-off meeting on June 23 in Pocatello

· RRC discussion at the North Idaho GIS User Group meeting on June 28

· Comments posted to the “RRC Forum”, a publicly accessible Blog (http://idahorrc.lefora.com/)
· Results of a Web-based survey deployed and managed by the RRC project team

· Preparation followed by a review and comment on a “Summary Notes and Observations” document prepared by the Croswell-Schulte Project team (see http://giscenter.isu.edu/research/Techpg/caprrc/) 
· The August 10 RRC planning meeting in Idaho Falls 

· Individual interviews and email exchanges with project participants
1.2 Mission and Objectives for RRCs

The [Eastern/Southeast] RRC shares the following mission common to all Idaho RRCs:
	**Below is the originally proposed mission statement for review and comment. Wording needs to be revised based on review comments.
Be a vital component of the organizational and collaborative structure of The Idaho Map (TIM) by supporting the creation and maintenance of framework data layers to facilitate sound decision making and thereby enhance the quality of life in our region. 

Act in the capacity of both a mentor for RRC members and liaison between the regional and state GIS community.


There is a strong consensus that RRCs should play both a “bottom-up” and a “top down” role. This includes improvements in GIS operations and coordination among GIS user organizations in the region and conveying statewide standards, policies, and opportunities to RRC participants.
The specific objectives for the [Eastern/Southeast] RRC include: **We will need to tailor these objectives to each region
1. Establish a formal basis for participation in and conveying of regional interests to Idaho Geospatial Council (IGC) and Standing Committees and Working Groups formed by the IGC.
2. Provide an improved environment for communication, mutual support, and the sharing of GIS news, applications, and best practices for GIS development and operation
3. Support and help organize ongoing GIS education and training for GIS users in the region

4. In coordination with the IGC, IGO, and other RRCs, play an advocacy role to increase awareness and support for GIS by senior officials and decision makers

5. Work to expand the use of GIS technology, the quality of GIS data, and the effectiveness of GIS applications and management to deliver increased benefits to users in the region

6. Support the development and/or access to GIS technology for low population/low resourced local government jurisdictions, special service districts, (**and others??) in the region.

7. Create tools and a management environment that encourages and support joint GIS projects and partnerships, including multiple public, private, and non-profit organizations in the region and potentially outside the region (e.g., joint database development, GIS hosting services).

8. Establish a physical presence with necessary facilities (hardware, software, office space) to support RRC services (training, meetings, GIS services)
9. **other objectives??
1.3 Geographic Scope and RRC Status in the [Eastern or Southeast] Region
The [Eastern/Southeast] RRC includes the following counties also displayed in Figure 1:
List of Counties:

· Xxx

· Xxx

· Xxx

· Xxx

· Xxx

· Xxx

· xxx

Figure 1: Geographic Area of the [Eastern or Southeast] Region

	**insert map highlighting counties covered by the region



The primary mission of the [Eastern/Southeast] RRC is to serve users in this defined region but these boundaries do not restrict RRC support for and coordination with GIS stakeholder organizations outside the region.  There is a strong consensus that the different RRCs in the state should work closely together—on the development and provision of services and programs that they sponsor. Where appropriate RRC participants in one RRC region should be able to take part in programs (e.g., a training session) sponsored by another RRC.  Effective use of resources and a response to the needs of GIS users will require collaboration in planning and service delivery among all RRCs and the IGO.
2. RRC Services, Users, and Business Justification

2.1 RRC Services

This section describes a range of services that are planned for implementation by the [Eastern/Southeast] RRC. Table 2 identifies these services and presents the following information:
· Description of the service

· Priority: a reflection of the importance of the service for the [Eastern/Southeast] RRC 

· Resource Requirements: general description of staff and other tangible resources required to establish and provide the service

· Draft Document Review Notes and Commentary: Comments that support review of this draft and ideas on need for this service by the Eastern/Southeast RRC
**Review comment: There were some comments on the “Summary Notes and Observations” document raising concern that many of the potential services below seem to “compete” with services now being provided by other organizations (state agencies, private sector companies, user groups, professional associations). We should have additional discussions to identify this potential “competition” or opportunities for collaboration—i.e. an RRC roles that could help facilitate and support services that are being provided by an existing organization (to enhance the delivery of these services).
Table 1: Potential RRC Services

	Potential Role/Service
	Description
	Priority*
	Resource Requirements
	Draft Document Review Notes and

Commentary

**please review and comment on the issues and questions below

	Directory of GIS Contacts and Professional Networking Support
	Compilation and ongoing update to a Web-accessible directory of Idaho (and perhaps out-of-state) GIS professionals. These contacts will agree to have their contact and basic experience and skill sets posted and agree to be available to Idaho GIS users that need advice and basic assistance in GIS development and deployment.
	5
	Minimal time or system resources
	Very important for all RRCs. It is best to implement this on a statewide basis. RRCs are the main bodies that build and maintain the database.
Are there any policies or privacy concerns about making contact information Web accessible?

	GIS Professional Labor Pool Management
	This service takes the “GIS Contact Clearinghouse” a step further by organizing and managing a pool of GIS specialists, primarily among government agencies, who may be able to provide consulting or development services to other government organizations that lack the in-house staff. Services would involve more than simple advice or assistance provided at no cost. Organizations would offer their GIS staff, as availability permits, to provide support, at a standard fee, to other jurisdictions. The RRC would help coordinate requests for and assignment of services and would provide financial management services as needed to reimburse the organization providing the services. This could include an accounting mechanism under which GIS personnel for RRC participating organizations could provide services supported by the RRC and have their home organization (e.g., County government) reimbursed for their employee’s time.
	2
	Depends on need and availability
	Potentially could create competitive issues with private sector consultants providing services. Also dependent on accounting mechanisms acceptable to government jurisdictions. Are there legal or administrative obstacles that could limit this RRC role?

	GIS Project/Best Practices Catalog*
	Compilation and ongoing update to a Web-accessible “library” of successful GIS projects, and demonstrated “lessons learned”, and best practices. This Web-based library would provide practical examples and project approaches GIS technical development and program management) that could be reviewed and used by other organizations. Supports the concept, “don’t reinvent the wheel”. This is a service that should be implemented at the state level (through the IGO) but RRCs should have an important role in providing information and updates.
	5
	Minimal time or system resources
	This could also be a clearinghouse for professional papers and publications of the participants that relate directly to their specific needs. Perhaps also a set of links to similar data on the web.


	Support  Advocacy and Building Awareness of GIS Benefits 
	In coordination with the IGO and the IGC, RRCs will participate in activities to promote awareness of GIS with a focus on building support among senior officials and decision-makers. RRC participants will provide testimonials illustrating GIS benefits, participate in presentations at meetings, and provide support to the IGO and IGC in budget requests. RRCs will coordinate contact with senior management and elected officials in their region to garner support for GIS adoption and enhancement by RRC participating organizations
	3-4
	Moderate time requirements at selected times when advocacy is required
	

	Regional Framework Steward
	A variety of coordination and support activities to support and facilitate Framework data stewardship—playing an intermediate role between Source Stewards (e.g., County and City GIS programs) and Framework Stewards assembling and updating statewide Framework data sets. This role does NOT imply primary data compilation and updating—it is a coordination and support role to assemble data from Source Stewards and submittal to state Framework Steward. The RRC would accept data from Source Stewards, perform QA, edgematching between jurisdictions, reformatting, packaging and submittal to the Framework Steward. An important role would be to support adoption and use of approved data standards by Source Stewards and assurance that submitted data complies with standards. This RRC function could provide economy of scale benefits by regional centralization of some data stewardship activities and would provide a simpler organizational structure for submittal of updated Framework data to the state level Framework Steward.  Since Framework stewardship activities are specific to individual data themes or elements, it is possible that this Regional Steward role is put in place only for selected themes or elements.  
	4-5
	Need dedicated staff with GIS data skills, computer hardware, and GIS software
	Interest in this activity varies a bit among different RRCs but there is a fairly strong consensus that this is an important role for RRCs


	GIS Data/Metadata Compilation and Update
	Technical services involving the compilation of GIS data sets. This may involve field data collection, scanning/digitizing from hardcopy sources, integration/formatting of existing automated sources for the development and/or update of Framework or non-Framework GIS datasets. It is expected that a considerable amount of GIS data compilation will be carried out by organizations in the region (or through contractors that they hire) but there may be some opportunities to use RRC resources for certain GIS database development projects (possible in partnerships with private data conversion firms). It is expected that local government jurisdictions in the region with active GIS programs will compile and update Framework data and play a Source Steward role for maintenance of statewide Framework datasets (possibly with RRC coordination as a Regional Framework Source Steward). But lower resourced local governments or special service districts will require RRC support (perhaps with services provided by private contractors) to these lower population jurisdictions.
	2
	Need dedicated staff with GIS data skills, computer hardware, and GIS software
	Providing such services potentially could create competitive issues with private sector (at least for major GIS data compilation projects)


	Support/ Encourage Adoption of TIM Standards and Policies 
	Designated RRC representatives track and support the development and approval of GIS standards and policies (approval by IGC and ITRMC). Includes raising awareness and understanding of standards and policies among GIS users in the region and supporting their practical adoption and use. Requires participation in standards review and meetings. RRCs will play a role in identifying and enlisting participants (from the region) in standards and policy development activities and in presenting ideas for IGC consideration. Also, RRCs may evaluate, prepare, and adopt GIS data standards (non-Framework) or standard practices and policies that apply specifically to participants in an RRC region.
	5
	Moderate staffing requirements needed to participate in standards development and their adoption by RRC participating organizations
	What administrative mechanisms and controls need to put in place to formalize and support this function?

	Organize/Host GIS Meetings and Events
	Support in planning and organizing GIS meetings and events directed mainly at people and organizations inside the RRC region. These may be project meetings, training sessions, workshops, etc.  This includes scheduling, identifying and lining up facilities, promotion, registration services, establishing electronic access environment, etc.
	4
	Varies depending on the number of events
	May include events sponsored by the RRC or events sponsored by another organization (University group, vendor) for which the RRC provides support services. Discuss whether this role could result in conflicts with other organizations (User Groups, NR URISA Chapter, etc.) also providing these services

	Prepare Project Specifications and Support GIS Services Procurement
	Work with regional partners (mainly local governments) to prepare technical specifications and procurement documents for GIS products and services from the private sector. Also support local governments in evaluation of proposals and selection of contractors and vendors. This may include procurement of GIS database services, software procurement, application development services, Web hosting services, etc.
	3
	Requires access to library of template specifications and RRC person in “consultant role”
	Could create competitive issues with private sector since GIS consultants also provide technical specification and procurement support services

	Joint Project Negotiation and Management Support
	Provide facilitation for joint projects involving RRC participating organizations in the region. This may include support in negotiations with GIS service providers and contract preparation for GIS services (mainly database development) that involve multiple jurisdictions/organizations in the region. Follow this with project management support (contract management, review/approval of deliverables, status reporting, etc.)  on behalf of the project participants.
	3-4
	Moderate—need RRC person with technical knowledge and project management skills
	

	Coordinate, Promote, and Provide GIS Training and Education
	Involves assessment and monitoring of training and education needs by the GIS community inside the region and identification of training and education opportunities for which there might be interest (instructor led training sessions and workshops or Web-based training sources like the ESRI Virtual Campus). In addition, the RRC could plan, organize, and conduct training sessions.
	 
	Moderate-requires trainers, training materials and facilities for training sessions
	Might create overlap or coordination problem with training focus of the ISU GIS TreC or other organizations providing training. What is the most appropriate role for RRCs in each region?

	
	-Support training provided by other organizations:
	4
	
	

	
	-RRC plans and provides training:
	2
	
	


	Provide Regional Representation on IGC and Communication with IGO
	Ensure that representatives from the region participate on the Idaho Geospatial Council (IGC), on the IGC Executive Committee as appropriate, and maintain regular communications with the IGO to keep abreast of developments impacting TIM, and play an advocacy role for TIM initiatives impacting the region. According to By-Laws IGC participation is open and Executive Committee members are elected. There are reserved Executive Committee seats for GIS TreC and the “geospatial Clearinghouse (INSIDE Idaho). The By-Laws call for remaining seats to be filled by designated stakeholder organization categories (state agencies, federal agencies, local government, tribal government, utility, private sector).  
	5
	Moderate
	RRC representatives should attend IGC meetings and propose candidates for Executive Committee seats.

	Grant Research Application Preparation, and  Administration
	Assign RRC personnel and assume ongoing role to identify potential grant opportunities and assess appropriateness of upcoming grants to support TIM and GIS programs in the regional (and for the state as a whole). Participate in the preparation of grant applications (with the IGO, government agencies, and other RRCs as appropriate) and play an oversight and grant administration function. 
	4
	Requires dedicated staff resources for grant research and preparation
	

	Hosting GIS Data and Services**
	Providing hosting services for organizations in the region—particularly small jurisdictions which are not maintaining GIS infrastructure or data.  Hosting would include data (and perhaps data update services), required software, and applications for Web-based access to “subscribers” in the region. One option, in addition to the RRC providing hosted services is to act as a “broker” to help plan hosted services and engage private service providers to support user organizations in the region. Planning for hosted data or services should consider the possibility of using “cloud computing” which would use Web-based systems and software maintained by another organization (e.g., private company with data center and software services), thereby reducing or eliminating the need to maintain hardware and software.
	3-4
	RRC hosted data or services would require server, software, and high-speed network access and dedicated personnel for system, software, and database admin. Use of Cloud-based services reduces the need for in-house hardware and support but would require service fees.
	Hosted data and services are critical for small jurisdictions and organizations (low population/low resourced counties, cities, service districts, non-profit organizations). Potentially could create competitive issues with private sector companies that provide hosting services.  Opportunity exists for RRC partnership with private sector. Also, could use “Cloud” based data and software services

	Designing/ Developing GIS Applications and Web Services and Facilitate Technology Transfer
	Involves a service, similar to that of a private consultant to design and develop custom GIS applications and Web services for an organization in the region. This work may result in applications installed on the user’s system or providing them in a hosted environment. RRC personnel may participate in application/Web service design with or without involvement of private firms. In addition, the RRC could provide a technology transfer function—providing information about successful application/web services already implemented by jurisdictions and support in use of these in other jurisdictions in the region. 
	3
	Moderate. Requires personnel with GIS technical skills
	Potentially could create competitive issues with private sector companies that provide these GIS services


*Subjective indication of importance and appropriateness for one or more RRCs. A score of “5” means very high importance and a score of “1” indicates low importance and that this service should not be strongly considered for initial RRC operations
**Hosting data or services could make use of computer hardware, software, and network infrastructure owned and maintained by the RRC or managed by a cooperating organization. There is also an opportunity to provide such services using hardware and software provided by separate data center (under a lease or subscription agreement) or user of emerging “cloud” services in which the RRC, for a fee, taps into server and software services by a cloud provider. Under these environments where the hardware and software is not directly managed by the RRC, the RRCs role would be one of management and oversight.

2.2 RRC Service Providers, Participants, and Users
**Reviewers: this is not fully worked out.  Please provide your ideas on categorizing different types of RRC participants.  We see a need to have a “registration” and member rolls--much like a professional organization or user group the registers individual or organizational members. In addition, we believe the “Associate” category could establish a formal basis for on-going partnerships.

Services provided by the RRC need to be defined in the context of people and organizations that are providing RRC services and those using those services.  For the purposes of this business plan the following terms are defined:
RRC Service Providers: This includes people and organizations which provide RRC services.  This covers RRC administrative support functions, RRC management, and all technical and operational work associated with the RRC services.  Included in this group are staff people assigned RRC roles (full or part-time) and people or organizations in or outside the RRC region that provide time and resources for accomplishing RRC services.
RRC Members: It will be useful to formally identify organizations and individuals which choose to be identified as RRC participants. This primarily includes people and organizations inside the RRC region and encompasses, potentially, all GIS stakeholders: local government jurisdictions, tribal governments, state and federal agencies with a presence in the region, utility organizations, regional agencies and special service districts, private companies, universities, and the general public. These “participants” at a minimum, would be identified on a contact list maintained by the RRC, would receive basic services (e.g., access to Web-based services like a contact directory, GIS news), and which may chose to use other RRC services.

RRC Associate Organizations: This is a special category for organizations with which there is a formal agreement (memorandum of agreement, contract) for mutual support. This would typically include other public or non-profit regional agencies, organizations, or professional associations with interests in the region with missions that are compatible and/or complementary to the RRC. Agreements would define sharing of resources and potential funding provided to the RRC in exchange for GIS services.  **some examples of regional agencies that might be associate organizations in one or more regions include: Economic Development Association (regional offices), COGs, UofI Extension Program (regional centers), Highway Districts, INL, etc.  In addition, Associates may include private companies that offer GIS and related services to organizations in the region and support (monetary or in-kind) to the RRC.
RRC Users: Users (also referred to as “customers), include any organizations or individuals inside or outside the RRC region that use any of the RRC services. All “RRC Participants” may be considered “RRC Users” but RRC Users or Customers may not be “RRC Participants”. For a private contractor from outside the region or the state may request services from the RRC.
2.3 RRC Benefits and Business Justification

**We need to do additional investigation and brainstorming on benefits.  This should include tangible and intangible benefits. Tangible benefits are those, which can be measured in monetary terms (e.g., dollars saved, generated, or avoided costs) or staff time (e.g., efficiency gains or avoided staff increases). Intangible benefits are those which cannot be easily quantified (improved decision making or responsiveness) or which have a potential quantifiable value but cannot be easily measured or predicted. We should get some discussion on the following potential benefits—it will be helpful to cite specific benefits or examples: 
	Tangible Benefits

· Reduction in staff time for processing data updates for Framework Stewardship

· Reduction in cost and staff time in developing/deploying GIS applications (through sharing or apps and expertise)

· Cost savings through economy of scale in joint GIS database or application development projects

· Improved position for submitting and getting grant awards for activities of interest to RRC participants

· Xxx

· Xxx

· xxx

Intangible

· More direct access to senior officials in the region—increasing awareness and support for GIS

· Effective way for regional participants to voice their needs and participate in IGO and IGC programs—better assurance that regional needs will be taken into account

· RRC role in GIS data and service hosting promises to increase access to GIS technology by small jurisdictions (low population counties and cities)

· Quicker GIS program development and deployment through access to best practices and professional networking enabled by the RRC
· Support and oversight on geographic data standards improves opportunities for data sharing and database integration
· xxxx

	


3. Resource and Operational Needs for RRC Operation

3.1 Overview of Resources

Resources for RRC operation include all tangible commodities necessary for RRC operation: 

a) Office location and space: including furniture, office supplies, and other amenities), 

b) Computer systems and equipment: Servers, desktop or laptop computers, peripheral devices, networks, software, copy machine, projection units, etc. This category also includes hardware and software maintenance and support service contracts.

c) Personnel: Management and administrative support personnel and technical/professional staff.
d) Funding: Monetary contributions and support for RRC development and operation

Information gathering conducted for this business plan preparation indicates that there is a general consensus that each RRC needs a physical location and facilities from which RRC operations are managed and services are provided.  However, there is an acknowledgement that limitations on funding, at least initially, will limit the scope of RRC operations and the facilities and staff that can be supported. For this reason three key principles will guide the establishment of RRCs and offering of services:

· RRC development should take a “go-slow”, incremental approach.  Put in place high-priority and lower cost services first and gradually add additional resources and services. A general phasing for Eastern/Southeast RRC development is explained in Section 5.
· Establish the RRC as a program managed by an existing organization rather than creating a new organization. Section 4 explains organizational options and the recommended approach for the Eastern/Southeast RRC   **for the Southeast RRC, the logical approach is to incorporate RRC functions as part of the ISU GIS Center in Pocatello.  For the Eastern Region, the RRC could use University Place as an organizational home with involvement of ISU-Idaho Falls and perhaps support from INL.  **The consultant team has conducted initial investigations about these options and discussions have been positive.  For the Northern Region (5 most northerly counties), a proposal has been prepared for RRC creation and sponsorship by the Panhandle Area Council.  For the North Central RRC, potential organizational homes are UofI-Moscow or the UofI Extension Programs in Coeur D’Alene.  For the Southwest Region, there does not appear to be clear ideas about a host organization or physical location
· Avoid an over-reliance on permanent, salaried RRC management or technical but use available services provided by a “host organization” of the RRC, volunteer time, and non-traditional staffing options.  Section 3.3 explains some recommended options.
3.2 Office Space, Computer Devices, and Office Equipment Requirements
Space and facility requirements will change over time as RRCs evolve and expand their service provision. It is assumed that RRCs will use facilities of a host organization—with necessary arrangements for cost reimbursement consistent with the policies of the home organization and terms established for RRC hosting.  At a minimum, each RRC will require the following:
Server(s): Access to a Web Server (mid-range Windows-based server) and, ideally an application and/or database server (behind a firewall) with sufficient database storage space for GIS data, orthoimagery, and database requirements
Network Access: High Speed network link for external Web-based transactions and local area network access (wired or WiFi)  at the RRC site

Server Software: Server software license requirements, in addition to operating system, network management, and Web Server software include: a) full Microsoft Office Suite and other document-based software (e.g., Acrobat), b) Web site design and management software c) database Management software (SQL Server), d) ESRI ArcGIS Server, e) Additional server-based GIS or image processing software as needed for project work, f) additional non-GIS server-based analysis, modeling, visualization, or other application software needed to support RRC projects.

Desktop Computers: A limited number of high-end desktop computers with sufficient processing speed, memory, graphics processing, and large display screen to handle compute intensive GIS, image processing, and modeling tasks.  The Desktop computers should be loaded with the full ArcGIS desktop suite (at least version 9.3 but preferably version 10), selected ArcGIS extension packages, and other desktop GIS, image processing, or modeling software.

Peripheral Computer Devices: At a minimum, a page size (letter, legal size) monochrome laser printer or multi-function device (print, scan, fax, copy) and a C-size color ink-jet  printer should be available. Specific RRC services will benefit from access to a large format (E-size) color ink jet plotter and large format scanner.

Meeting Room facilities: A meeting room with table, chairs, whiteboard and ideally equipped with desktop computer, projection device, network links for use in group meetings and training session.  Availability of desktop computers for training would be beneficial.

Office Space: Limited space (cubicles or enclosed offices with desks of table) for RRC employees or temporary project workers.
Office Equipment and Supplies: At a minimum, a copy machine (preferably a digital networked copy/printing device) should be available and there should be a source of basic office supplies.

GIS Library: Each RRC should have access to a library of references that support GIS management and operations. The ideal library would combine hardcopy materials (e.g., books, copies of appropriate trade journals, white papers) with resources in digital form (electronic publications, computer-based GIS training tools), and a computer for searching available resources and for accessing Web-based sources.
As already mentioned, the degree to which the RRC can make use of facility, computer, and equipment resources of an existing organization, the more efficient it will be. It is expected that, as services expand with a growing demand, increased funding will be available for expansion of physical resources.

It should also be noted that the computer hardware and software resources explained above would not necessarily need to be locally available to each RRC. High-speed Web access would allow multiple RRCs to share resources (server hardware and software) maintained at a remote site in the state (e.g., an RRC initially uses server resources put in place at another RRC).  This server sharing would also support the coordinated development and support for basic RRC services (RRC Home Page, contact directories, project catalog, etc.).  The concept of remote server access brings up the concept of Cloud-based services—a server or multiple servers managed by a cloud-based service provider which, for a fee, provides compute, storage, and software services via the Web. In this environment, users are fully separated from server and software administration tasks which the provider handles.
3.3 Management and Staffing Requirements
**does this breakdown seem reasonable?
3.3.1 RRC Management

Each RRC should have a manager whose responsibility it is to oversight RRC set-up and development, staff recruitment, work delegation and monitoring, handling of legal and financial matters, exploring and initiating new projects, and preparation of status reports. This manager is also the main interface with the IGO and IGC.  In addition, this person or another management level person needs to play a role in RRC marketing and promotion—to raise awareness about the RRC, sign-up additional participants and associates, investigate and help secure new funding sources. Initially, it is expected that this management role will require at least .25 full time equivalent (FTE) but is expected to grow over time—perhaps to the point where a full-time manager is required.
3.3.2 Administrative Support

This function includes standard office administrative work including receptionist duties handling and routing communications, setting up logistics and facilities for meetings, training sessions and other events, clerical tasks, inventorying and ordering supplies, and providing other support to management personnel and staff.
3.3.3 Technical Personnel

This staffing category includes any personnel who provide technical or operational support for RRC activities and projects. The main required skills include: a) Server/network administration and monitoring, b) Web site design and maintenance, c) GIS database design and development, d) GIS software and application development and use, e) technical training and communications, f) technical project management.  The specific levels of staffing to fulfill these roles will begin modestly but grow overtime.  
3.3.4 Options for RRC Management and Staff

With the expectation that initial and possibly ongoing funding for RRC operations will be limited, filling RRC staff roles should not rely on full-time dedicated positions. Operational and cost efficiency calls for maximum use of the following staffing approaches:
· Use of resources from the “home organization”: To the extent possible, existing personnel of home organization (specify for Eastern/Southeast region) should fill RRC management, administrative support, and technical staff—addressing requirements for additional funding to cover RRC activities using available sources

· Volunteer time: RRC operations, as part of The Idaho Map (TIM) program will always need and benefit from donation of time from GIS professionals in user organizations (any government, private, or non-profit organization). This is occurring now through the regional user group and participation of GIS professionals on TIM Committees and Working Groups. There is a possibility also of creation of an inter-governmental reimbursement mechanism in which one RRC Participant uses, on a short-term basis, hours from a GIS professional in another Participant organization.
· Student Interns: Employment of qualified undergraduate or graduate college students on a short-term basis (for a brief project) or in a longer-term co-op or internship program. Costs for student labor could range from no-cost to modest hourly fees.

· Donated Services from the Private Sector: In some cases, GIS and IT service vendors and consultants may be interested in providing donated services or support for an RRC project.

· Paid Contract/Project-based Personnel: When an RRC sponsored or managed project is supported with appropriate funding (e.g., grant award), it is efficient to use some paid services from a private contractor (e.g., GIS consultant).
4. Recommended Organizational/Operational Model and Implementation Phases
4.1 Organization Type
During the information gathering process which this business plan is based, a number of organizational types were proposed and reviewers provided comments on their preferences.  A general consensus on the following key organizational requirements was established:
· Establishment of the RRC organization should be as administrative and legally streamlined as possible

· The RRC organization should have a legal status with the ability to handle monetary transactions and to enter into formal contracts and agreements

· The RRC organization should always maintain its identity as part of The Idaho Map program and its operational connection with the IGO and IGC.

· The RRC organization should be positioned in a way that supports collaboration with existing organizations and programs impacting GIS stakeholders in the region

Of the six organizational types presented for review and comment, three were identified as the most appropriate for one or more of the RRCs: 

· B. Existing University-based program

· D. Existing Regional Organization

· E. Multi-organizational Consortia

**We need to customize text for the Eastern/Southeastern RRC. Potential host organizations for organization types B and D have been identified for one or more regions: ISU GIS Center for Southeast RRC, University Place for Eastern RRC, Panhandle Area Council for Northern RRC, UofI-Moscow for North Central, and UofI Extension Program for support to one or more RRCs.  RRC activities and services would share facilities, computer system, and staff resources with the existing program.  The existing programs (Option B and D).  Option E is a possibility but a definite third choice. It would mirror multi-organization GIS consortia some of which exist in Idaho (e.g., the Kootenai County Consortia) and other states involving an agreement between partners. In this case one of the partner organizations needs to have management leadership and provide administrative and legal structure for consortia operations.
Table 2 presents all 6 types with the shaded boxes indicating the three most feasible options.
Table 2: Possible RRC Organization Types

	Organization Type
	Description
	Suitability

	A. Informal, “Virtual” Organization
	RRC does not have a fixed location or a highly formal administrative structure. RRC work and activities uses volunteer contributions of time and resources. This is similar to the way in which existing regional GIS User Groups are organized. If this option was chosen, the logical approach would be to re-define the mission and operations of these Regional GIS User Groups to take on high-priority RRC services.
	In the short-term, this option may be feasible for some or all regions since it implies minor adjustments to current GIS User Groups. This is not an acceptable long-term option since resources would be limited and lack of a formal organizational structure would restrict RRC activities requiring legal and financial management.

	B. Existing University-based program
	RRC roles and activities would be assumed by an existing University-based program. The stated missions of existing programs would be modified to reflect RRC responsibilities, additional resources (as available) would be applied, and RRC administration would be assumed by the existing University program.  Potential candidates include: a) the ISU GIS Training and Research Center (TreC), b) the UofI Library (INSIDE Idaho), c) UofI Extension System.
	This is a viable option for initial and long-term RRC development and operations—at least for certain RRCs. It is attractive since it does not require the creation of a new organization and the compatibility of the existing programs with the RRC mission. In addition, this option may provide the most efficient resourcing approach by use of existing facilities and a University-based labor pool.

	C. New University Program
	This option is similar to Option B but requires the establishment of a new program (either tied to an academic department or a non-academic office at a designated University. It would require creation of a separate management and administrative structure and assignment of personnel.
	This is a viable option and has the advantage of focusing the RRC mission through a new program. It has the disadvantage of requiring more time and complexity in creation, the need to assign dedicated resources, and potential barriers in sharing resources with existing GIS-related programs.

	D. Existing Regional Organization
	This option would place the governance and operational management of an RRC in an existing regional agency that serves a quasi-governmental role that is compatible with the RRC mission and which has responsibility over an area that generally corresponds to the RRC area. 
	This is a possibility for some RRCs. In fact, some of the RRC proposals have cited the geographic areas of regional agencies (Idaho Economic Development Association regions) as a basis for RRC territories.

	E. Multi-organizational Consortia
	This organization type is established and defined through a multi-party agreement, signed by organizations in the region that pledge commitment to the agreements terms. These terms would address participation in RRC activities, contributions of resources (money, staff, facilities), approaches for joint project work, and other provisions. This option would require a management and administration function which could be formally assigned to one or more of the parties of the agreement or the establishment of a non-profit organization (see Option F).
	This is a viable option for RRC establishment and has the advantage of clearly defining participation and commitments by organizations in the regions. It has the disadvantage that it does not necessarily define an administrative and legal authority—one party would need to take this role or a new organization would need to be created. This option could be used with any of the other RRC options, to define roles and relationships among participating jurisdictions in the region

	F. New Non-Profit Organizations
	The RRC would be established as a formal, Non-Profit Organization under Section 501 of the IRS Tax Code* (Note: there are a range of Non-Profit categories under Section 501). The 501 provisions establish the organization as Tax Exempt and allow it to assume legal and financial management responsibilities.
	This is a viable option since it provides a suitable foundation (with necessary management, legal, and financial provisions) for all potential RRC operations and services while preserving a tax exempt status. The main disadvantage is complexity of creation of a new organization and the need for assignment of resources (as opposed to having access to resources of an existing organization).

	
	
	


4.2 RRC Organizational Structure

With the organizational type and organizational home established, it is necessary to put in place a management structure for each RRC. The Figure below depicts the recommended management structure.  This figure shows oversight role played by the IGC and its Executive Committee and the relationship with a parent or host organization for the RRC.  This organizational structure includes an “RRC Management Committee” made up of a fixed number of people (3 to 9 recommended) from RRC member organizations.  This group represents the RRC membership and broader community of users and works with the Manager to support planning for and provision of services. This group also helps ensure participation in IGC initiatives from member organizations in the region, and it helps recruit volunteers for RRC projects.  **consider this management committee to be somewhat like a board for a professional association or user group—not a governing board but one that supports the RRC manager and helps represent RRC members.
Figure 1: Management and Oversight Environment
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4.3 Relationships and Coordination with Other Organizations and Agencies

**some reviewers of the distributed “RRC Meeting and Survey Notes” were a little confused by Table 3—which attempted to describe the types of relationships that need to be put in place between RRCs and outside organizations. We will simplify that here and would like to get any ideas, concerns, requirements of the necessary relationships between the RRCs and those organizations: 
· The IGO

· Idaho Geospatial Council

· Federal Government

· State government

· Local government

· Regional Agencies/Special Districts 
· Tribal Government

· Universities (including all academic and non-academic programs)

· Private Sector Users of GIS

· Public and Private Utility Companies

· Vendors/  Consultants-GIS Products/Services

· Non-Profit Organizations

· Other RRCs

· User Groups

· Professional Societies

**One important decision that needs to be made, as RRCs are formed is whether to continue regional GIS User Groups that currently exist in each of the regions for which an RRC is proposed. Comments on this issue were mixed but leaned somewhat toward dissolution of the Regional GIS User Groups.  It is recognized that some of the potential RRC services are now being provided by the user groups. The opinion of the consultants is that the Regional User Groups should be formally disbanded at a point at which the RRC can be set-up to assume needed functions. To keep two similar and potentially overlapping groups can result in confusion, duplication of effort, etc.
4.5 Operational Practices and Service Delivery

**text will be included in the next draft
4.6 Operational Monitoring, Reporting, and Measurement of Service Delivery
**text will be included in the next draft
5. Implementation Steps, Timing, and Cost Projections
**Business Plans for the Eastern and Southeast RRC will vary somewhat on implementation timing.  For all RRCs we propose the following phases identified below.  With the idea that all RRCs will ramp-up slowly so that services are matched well with need and demand as well as available resources. We can use comments about the general phases below:
Phase 1: RRC Preparation/Organization (6 months)

Includes identifying and establishing the organizational and physical home for RRC operations and associated agreements, appointment of the “oversight board”, designation of initial management and staff, investigating and securing initial funding. Promotion and news about the RRC is distributed to potential participants in the region and work begins to “register” regional members.  **RRC creation should be accompanied by some formal instrument (resolution by IGC?) and a policy/by-law document—common to all RRCs.  Any ideas?
Phase 2: RRC Start-up and Initial Operations  (12 months)

Initial facilities are set-up and work proceeds to develop and deploy initial high-priority services. Promotion work and “registering” regional members continues. Identifying and enlisting associates is carried out. Additional funding sources and project opportunities are explored and secured. The RRC plays an active role in TIM initiatives.
Phase 3: RRC Enhanced Service Deployment  (12 months)

Additional services and programs are developed and deployed. Work continues on recruiting additional members and associates and in exploring additional funding sources and project opportunities. Staff and facilities devoted to the RRC are expanded as funding allows.
Phase 4: Mature RRC Operations  (Future after Phase 3)

**For individual RRCs, we need to discuss what is considered a “mature operation”
5.1 Implementation Steps and Timing
5.2 Implementation Responsibilities

5.3 Cost Projections for Development and Operational Budget
6. Financing Strategies and RRC Promotion
6.1 Summary of Funding Needs by Phase
6.2 Potential Funding Sources and In-kind Contributions
Requirements for funding or non-monetary in-kind contributions (staff time, special services, equipment, software)

**We need to get ideas and additional suggestions for funding sources
Table 3: Possible Sources for Funding and In-Kind Contributions
	Funding/Contribution Source
	Description

	Standard Fees from RRC members
	Standard membership fee from RRC member individuals and organizations. This would be an annual fee would be required for membership (and therefore for receiving basic RRC services)

**Standard fees must be low enough that members will be able to justify this monetary contribution.  There must be a perception that a benefit is derived from RRC membership and participation. There is a possibility of adjusting the level of fees by jurisdiction or organization size.

	In-kind support from parent/host organization
	Includes donated staff time, office space, facilities, computer systems, equipment, etc. already in place by the organization hosting the RRC.
**It is recognized that parent or host organizations will have limitations on the level of in-kind contributions that can be provided and that the capacity to provide in-kind support will vary among the different regions and host organizations. It is expected that such in-kind contributions will be more important in early RRC phases and there is a goal to find revenue to reimburse host organizations for facilities

	Existing student intern and co-op programs (with existing funds)
	Use capacity (student labor) that may be available from existing, funded, College/University student co-op and intern programs. The RRC can offer a valuable environment and experience for students with necessary skills that labor on a part-time or full-time basis for an internship period.
**This source is dependent on finding unused funds, allocated for student interns that could be used by an RRC at no or low cost.  Is this enough of a possibility to pursue?

	Volunteer time from participating organizations
	It is expected that RRC member and associate organizations will be able to justify allocation of time from their staffs to contribute time and expertise on RRC programs and projects that have a benefit for all member organizations. To fully leverage this in-kind source, the RRC must sustain and active recruitment process and provide information on projects and tasks which need support. Volunteer recruitment for RRC projects must be coordinated with participation in committees and working groups formed by the Idaho Geospatial Council.  Contributions of time will always be on a volunteer basis.

	State TIM program appropriation from state for FY 2012
	The IGO plans to submit an executive budget request for TIM program activities which includes and allocation of funding for RRCs (for Fiscal Year 2012). 
**This is considered to important source of funding but at this point, there is no certainty that funding will be approved (for FY 2012 or later years).

	Grants
	Grant funding covers a full range of funding available through grant programs sponsored by state and federal agencies, non-profit/non-governmental organizations or foundation, and private sources. The Idaho GIS community has been successful in receiving and making effective use of federal funding (specifically the FGDC Cap grant program) for GIS related work.  There will be continued grant funding opportunities in 2011 from the CAP program and other sources (DHS, IECC) that specifically target GIS development.  But there are a large range of other grant programs, which may not specifically cite GIS but which have a major geographic component, and which, potentially, could support RRC projects and services.  RRCs could play a role in grant application and administration or the RRC could be a partner in a grant application project with another lead organization (RRC member organization).
**Project consultants are investigating potential grant sources. Do you have ideas on grant programs that should be explored?



	Sponsorship fee or in-kind contributions from private companies
	Private companies, with a business interest in the Idaho GIS community, may be interested in paying sponsorship fees or providing in-kind donations (services, computer hardware, software, training, etc.). To leverage this potential source, the RRC would need to establish a formal sponsorship program and solicit contributions.
**is this something that should be pursued? Are there any potential “conflict of interest” concerns?  What companies should be identified as possible contributors?

	Special fees for enhanced web GIS hosting and services 
	The RRC may provide enhanced services (more than basic RC services) for a fee by those member organizations or users that choose to use such services.  
**There is no strict definition of “enhanced services” but it implies things like data or Web services hosting. This may be most attractive to smaller local government jurisdictions that do not have active GIS programs

	Management fee for joint project management
	One of the potential RRC services is support in organizing and managing joint projects (e.g., GIS database development project for multiple cities, counties, utility companies, etc.). In this case, project partners would be funding the effort (likely carried out by a private company). A fee, allocated from the project budget, would be allocated to the RRC for its role in any of the following: a) preparation of specifications and RFP, b) managing selection/procurement of services, c) contract negotiation, d) project monitoring and contract management, e) financial management, f) quality assurance.  The justification is that economy of scale cost savings for joint projects would be delivered with sound project planning and management 

	Revenue from Special Projects
	This includes any revenue generated from special GIS projects carried out by the RRC. Funding would be provided by any public or private sector organization (in-state or out-of-state). This may be a case in which the RRC leads and carries out the project or just contributes labor, data, or other support to a project managed by another organization

**To establish a basis for this revenue source, it would be best to establish a fee schedule, basic terms for providing services, and do promotion to investigate opportunities. Are there any legal or policy concerns?

	Fees for data compilation and/or regional Framework stewardship support
	Fees would apply for GIS data related work provided by the RRC. This could include data collection or compilation for member organizations (mainly low population local government jurisdictions).  In addition, fees from Source Stewards could apply for work carried out by the RRC for assembling, formatting, and submittal of Source Steward Framework data updates—reducing labor required by the original Source Steward.
**A potential RRC role as a “Regional Steward” has been noted as a high priority by project participants.  Is it reasonable for the RRC to charge fees for this work or is it considered a “basic service” which the RRC should support through other funding sources.

	Sale of special GIS products
	There is an opportunity for an RRC, or one of its members, to design and create custom products for sale. A “custom product” is considered to be any digital or hardcopy product generated in a “value-added” activity using GIS data and software. This may include custom maps, geographic data extracted and delivered in a non-standard format, etc.
**Is this realistic enough to be an opportunity which should be explored in more detail? It would need to be done in a way that does not present unfair competition with the private sector.

	Agreement with commercial Web-based geospatial services
	The potential exists, in the future if not at the present time, to negotiate agreements with companies providing Web-based spatial data and services (Microsoft Bing Maps, Google Earth, and potentially many more that operate on a national or regional basis). There are not currently many precedents for this type of arrangement but as these commercial firms enhance the scope, resolution, and timeliness of data they provide, opportunities may increase. An agreement with commercial service providers would best be organized at the state level (IGO and IGC) but RRCs could participate in providing data and sharing in revenue received.

	Recorder fees for special GIS fund
	The Idaho SDI Business Plan (2009) identified an action to explore the possibility of establishing a new fee for document recordation (County Recorder) and a special fund from these fees to support GIS development.  Several other states have put this type of funding mechanism in place. If this financing strategy was pursued and approved by the State legislature, the IGC and IGO would have a major role in defining terms for use of the funds but it would be acknowledged that are a large portion of the funds would be allocated back to local governments for GIS development and operations.  RRCs could play a role in ensuring appropriate disbursement of the funds and supporting local jurisdictions in effective use of the funds.

	
	


6.3 Recommended Funding and Financing Strategy

**this will be completed in the next draft
6.4 RRC Promotion and Marketing

**this will be completed in the next draft

