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Executive Summary

Funding awarded through the CAP were used to 1) develop a Consultant Task Description
(CTD), which allowed for engagement of professional consultant to assist in the development of
1) a business plan guideline and 2) a business plan for the East Idaho RRC*. These plans
addressed the following:

1. The business plan guideline was created to improve development of business plans
throughout Idaho and elsewhere.
2. The EIRRC business plans:
a. Identified partners and resources
b. Recommended:
i. abalance of services and capabilities
ii. an entity, organizational structure, and governance type.
iii. aphysical location and operation strategy
iv. acommunication and coordination approach with Idaho Geospatial
Council, The Idaho Map (TIM) activities®, and interaction with other
RRC's.
v. staffing strategies and technical architecture, as appropriate
c. Provided a budget plan identifying potential funding sources
d. Included an implementation plan and proposed timeline with milestones
In addition, EIRRC was officially formed through recognition by the Idaho Geospatial Council.
EIRRC management is located at Idaho State University's GIS Training and Research Center.

Project Narrative

Summary of Project Activities

Since the award of the NSDI CAP funding, the investigators have made great progress and have
met all proposed deliverables. The development of RRC's in Idaho is a project that ultimately
effects the entire GIS community in the state. Realizing this, we have made numerous efforts to
encourage participation and input from all stakeholders. To facilitate this we have developed a
website (http://giscenter.isu.edu/research/Techpag/caprrc/index.htm) and web-based discussion
forum (http://idahorrc.lefora.com/). Both have been very useful and effective.

To date, we have organized eight focused RRC meetings each of which were well attended. In
addition, RRC's were discussed in detail at the ISDI forum held in Pocatello on June 24th and

! During "GIS Week" meetings in Boise Idaho (October, 2010), the eastern Idaho Regional GIS proposed a merger
with the Southeast Idaho GIS Users' Group (SEIGUG), resulting in one RRC, henceforth referred to as the East
Idaho RRC (EIRRC). This merger was unanimously agreed upon by all parties as it results in a vastly more efficient
and effective group.

2TIM is the formalized name now associated with the Idaho Spatial Data Infrastructure (1SDI)
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"GIS Week" events in October 2010. During the "GIS Week" meetings in Boise, Idaho, the
eastern ldaho Regional GIS proposed a merger with the Southeast Idaho GIS Users' Group
(SEIGUG), resulting in one RRC, the East Idaho RRC (EIRRC). This merger was unanimously
agreed upon by all parties as it results in a vastly more efficient and effective group.

On February 3rd, 2011, final revisions were made to the EIRRC BP (version 6) and posted on
the project's website. This BP was sent to the Idaho Geospatial Council for review and approval.

Key Accomplishments

Three key accomplishments are apparent in the project; 1) the web-based forum has facilitated
great discussions and is perceived as an easy and open venue to share ideas, 2) a survey was
conducted using surveymonkey to help identify the stakeholder community, 3) the business plan
was well received by the GIS community and represents a major milestone for RRC's in Idaho,
and 4) as a result of efforts in the formation of the EIRRC, the north Idaho RRC has been able to
advance very quickly and will likely produce their own business plan sometime in 2011.

Another key accomplishment of this project is its ability to aid other regional resource center
become established. Indeed, great efforts were made in the development of a guideline for use
by other RRC's in Idaho as well as in other states. To further increase the benefit of this effort
we have developed a webpage called My Guide, which can be accessed by visiting
http://giscenter.isu.edu/research/Techpg/caprrc/MyGuide/ or by using http://tinyurl.com/RRC-

MyGuide.
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Figure 1 Screen capture of the CAP funded RRC Business plan development website and the "My Gwde tool developed
for this project.
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Inclusiveness of Efforts

Many efforts have been made to include representation from all stakeholders and stakeholder
groups in Idaho. The majority of active participants represented local government GIS (cities and
counties) with strong representation from state agencies and institutions as well. As a result of
the efforts of Pete Croswell (Croswell-Schulte, the consulting firm selected for this project) the
Idaho National Laboratory (INL) has become involved in this project and plans to continue their
involvement to support the EIRRC.

Evaluation of Practices

Open communication has proven absolutely critical for the development of RRC's and the
success of this project. To facilitate this, we have found web-based forums indispensable. Unlike
e-mail and list-serves, which are also being used, the forum is simply very accessible to everyone
and is not perceived as being restricted only to investigators and collaborators. Currently, there
are 39 members using the forum.

Electronic communication technologies such as the forum, website, e-mails, and state-wide GIS
list-serve are not, however, the only key to success and without in-person meetings this and other
projects like it would surely fail. The meetings present an opportunity to direct focused attention
to the development of RRC's and the EIRRC without interruption from other attentions.

Next Steps

The next step of this project is aligned with completing Phase 1 as outlined in the EIRRC BP,
that is "Phase 1 work includes identifying and establishing the organizational and physical home
for RRC operations and associated agreements, appointment of the “Steering Committee”,
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 “sign-up” regional members"”. To date, the organizational and physical home for the
EIRRC has been identified (Idaho State University's GIS Training and Research Center) and
while a steering committee has not been formed, a steering committee task force has been
established whose charge it is to identify the membership of the steering committee. In addition,
the EIRRC will be presented at the Intermountain GIS Users' Conference in March 2011.

On February 17th, 2011, P1 (Weber), Co-PI (Smith), and Craig Rindlesbacher (Madison county
and City of Rexburg GIS Coordinator [part of the EIRRC]) presented the EIRRC BP to the Idaho
Geospatial Council (IGC) executive committee. As a result of our work and the presentation
made to the council, the EIRRC BP plan was approved by IGC. This accomplishment was an
important step and is even more significant for it has been achieved far faster than anticipated.
Following this, the steering committee task force will assemble a steering committee for the
EIRRC and, concurrent with these efforts, the RRC manager (Keith T. Weber) will seek project
funding. At this time, two potential projects appear promising, one funded by the Idaho
Transportation Department and another through the DOE Idaho National Laboratory (INL).

In addition to these efforts, the EIRRC is considering the development of a website that deals

with the "business” of the RRC and not the business planning project. This may be facilitated
through the ISU GIS TReC's website or through another host.
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While the EIRRC has been successful in its formulation and business plan development,
remaining viable in the future will be challenging. To accomplish this will require at least
minimum operation funding (approximately $10-25K annually) to engage the RRC manager and
allow for interoperational meetings, teleconferences, and webinars. This will be especially vital
within the first year or two of the EIRRC. If funding were available through the USGS and/or
FGDC for first year operations of the EIRRC that would be extremely helpful and greatly
improve the long-term viability of the EIRRC. In addition, guidance and suggestions are most
welcome and we are hopeful that the BP guidelines will be made available through the
NSDI/FGDC website.

Timeline
The project has proceeded smoothly and will actually be completed slightly ahead of its original
timeline. We do not foresee the need to request a no-cost extension.

Attachments
Completed business plan(s)
link to website: http://giscenter.isu.edu/research/Techpg/caprrc/index.htm

- , o

Figure 2. A photograph for an EIRRC planning meeting held as part of the World GIS Day events at ISU. Joining this group was
a number of others on teleconference as well.

Feedback on Cooperative Agreements Program

What are the CAP Program strengths and weaknesses?

The CAP program is a strong program that supports local, regional, and state GIS efforts that
will ultimately help build the national spatial data infrastructure (NSDI). While the funding is
relatively small, great accomplishments have been made. One potential weakness may be the
need for matching funds which may preclude some small entities from applying for assistance.

Where does it make a difference?

The CAP program made a difference in Idaho by helping achieve milestones in the state's SDI
strategic plan. Without this funding, the development of regional resource centers would be little
more than a good idea.
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Was the assistance you received sufficient or effective?
Yes, the assistance we have received was sufficient and highly effective. In addition, it was
efficiently managed to provide the greatest return on the investment.

What would you recommend that the FGDC do differently?
Perhaps the initial kick-off meeting could be optional offered using teleconferencing or a
webinar style of interaction.

Are there factors that are missing or additional needs that should be considered?
Perhaps a program to fund first year operations following successful BP
development/implementation could be considered at a level of $10-25K.

Are there program management concerns that need to be addressed, such as the time frame?
The time frame for initial submission of proposals could benefit from having one additional
week. As it is, the proposals are due on the week following the Christmas and New Year
holidays. Attendance at the kick-off meeting is also difficult as awards are not able to be made
quickly. If this meeting were scheduled for the latter part of March, that may help.

If you were to do this again, what would you do differently?

| feel this project was highly successful and helped move Idaho SDI forward. In addition, other
regions in the state are now moving quickly to draft their own BP using the guidelines created by
this project. If we were to do this again, | seriously do not know how we would do things
differently.
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PREFACE

For decades, Geographic Information Systems in east Idaho has been developing at a steady
rate due, in large part to the efforts of numerous individuals within the GIS community. As a
result, pockets of GIS infrastructure exist throughout the region. More recently, Idaho’s GIS
business plan identified an organizational component known as a Regional Resource Center
(RRC) which was intended, to anchor state spatial data infrastructure objectives regionally.
However, the exact mix of services and capabilities of each RRC was left for interested groups
to define.

In September 2009, several regional groups were identified in response to a call for proposals
by the Geospatial Information Office. These proposals identified geographic regions,
overviews of GIS resources, and GIS practitioners within their respective regions that were
associated with each proposed RRC. A December of that same year, a proposal was submitted
by members of the east Idaho GIS community to the USGS/NSDI in response to a CAP grant
opportunity. This proposal was selected for funding and as a result, a formal business plan for
the East I[daho RRC was developed with the assistance of Croswell-Schulte IT Consultants and
GIS Quality Design and Consulting. All documentation related to this proposal, including draft
business plans can be accessed by visiting the project's website.
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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 Idaho Geospatial Office (IGO). This business plan has been prepared
through a project managed by the ISU GIS Training and Research Center (GIS TReC), 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 included 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 RRC business planning has included input from
GIS stakeholders from the entire state.

The planned purpose and roles of 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.”

The above statement defines a range of possible roles for the RRCs throughout the state. This
business plan responds to the particular needs of the East Idaho 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 by this project,
beginning in May, 2010:

¢ RRC business planning kick-off meeting, June 23 in Pocatello
e RRC discussion at the North Idaho GIS User Group meeting, June 28

e Comments posted to the “RRC Forum”, a publicly accessible web forum
(http://idahorrc.lefora.com/)

e Results of a Web-based survey deployed and managed by the RRC project team

GIS Regional Resource Center Business Plan for the East Idaho Region, Final, 12-10-2010 1
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Preparation followed by a review and comment on a companion document, “Notes on

Investigations about Potential Host Organizations and Outside Support”
(http://giscenter.isu.edu/research /Techpg/caprrc/pdf/RRC HostSupportingOrganizationFinal.pdf)

RRC planning meeting, August 10 in Idaho Falls
RRC discussion, August 11 EIRGIS meeting
Several RRC project review meetings conducted at key project milestones

Individual interviews and email exchanges with project participants

1.2 Mission and Objectives for RRCs

The East Idaho RRC shares the following mission common to all Idaho RRCs:

Be a vital component of The Idaho Map and enhance geospatial capabilities in
the region.

There is a strong consensus that RRCs should play both a “bottom-up” and “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.

RRCs are not intended to duplicate or replace programs and services provided by other
organizations. Rather, the goal is to provide support and to collaborate with other
organizations that make up the TIM program and stakeholder organizations (public,
private, non-profit, and academic) to deliver services to and increase involvement of GIS
users in their region.

The specific objectives for the East I[daho RRC include:

Encourage and support the understanding of TIM Framework datasets and the adoption of
associated standards and procedures for Framework stewardship.

Encourage participation in and conveying of regional interests to the Idaho Geospatial
Council (IGC-EC), Standing Committees, and Working Groups formed by the IGC Executive
Committee (IGC-EC).

Promote and enable mentoring, communication, and collaboration among organizations
and individuals in the region.

Provide an improved environment for communication, mutual support, and sharing of GIS
news, applications, and best practices for GIS development and operation.

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.

Establish a physical presence with necessary facilities (hardware, software, office space) to
support RRC services (training, meetings, GIS services).

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.
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e Support the development of and/or access to GIS technology for low population/low
resourced local government jurisdictions, special service districts, and other organizations
in the region.

¢ (Create tools and a management environment that encourage 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).

e Support efficient government-private partnerships and regional economic development
initiatives.

1.3 Geographic Scope and RRC Status in the East Idaho Region

The East Idaho RRC includes the following counties (Figure 1):

e Bannock ¢ Butte e Lemhi o Jefferson
e Bear Lake e Caribou e Madison e Oneida

¢ Bingham e Clark ¢ Franklin e Power

e Bonneville e Custer e Fremont e Teton

In addition, the following counties (shown with hatching in Figure 1) are included in the East
Idaho RRC, though it is anticipated they may form a Central Idaho RRC in the future.

¢ Blaine e Jerome

e Camas e Lincoln

e Cassia e Minidoka
¢ Gooding e Twin Falls

The primary mission of the East Idaho RRC is to serve users in the defined region but these
boundaries do not restrict RRC support for and coordination with GIS stakeholder organizations
outside the region. There is strong consensus that the different RRCs in the state should work
closely together on the development and provisioning of services and programs that they
sponsor. Where appropriate RRC participants in one 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.
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Figure 1. Geographic Area of the East Idaho RRC Region including eight incubator counties that may form a
new RRC in the future.
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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 East Idaho
RRC. Table 2 identifies these services and presents the following information:

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

Table 1 describes a comprehensive set of potential RRC services which are candidates for
implementation. Also, not all planned RRC services will be put in place initially after RRC
formation. As discussed in Section 5, RRC services and programs will be ramped up gradually.
Decisions on when to implement a specific program will be based on user needs and availability
of resources. For maximum efficiency and best use of resources, it is very important that
different RRCs coordinate their implementation and delivery of services in a way that results in a
sharing of resources. A number of services depend on the development of Web-based
applications (e.g., professional contact directory) this, like some other RRC services, should be
developed and supported in one location using available server and network resources (e.g.,
managed by one RRC or by the IGO). Web-based services could be deployed with common access
by the user regardless of the RRC. Access to information or services specific to one or more RRCs
could be enabled by simple menu picks. Each RRC would update information to a central server,
thereby eliminating the need to acquire and/or support redundant systems. Services appropriate
for the East Idaho RRC are identified in Table 2.

Many of the services and programs defined in Tables 1 and 2 may currently be provided or
planned by existing organizations (IGO, existing public sector organizations, university
programs, and private sector companies). Including these for RRCs does not imply duplication
or replacement of services and programs that are efficiently provided by these outside
organizations. Rather, the RRCs will augment such programs and services of external
organizations and collaborate directly with them to promote and support service delivery to
individuals and organizations in their region.
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Table 1: Potential RRC Services

Potential Program
or Service

Description

Resource
Requirements

A. 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. This supports the concept of mentoring and mutual support among GIS user
organizations. This Web service should be deployed on a statewide basis (single hosted site) by the IGO or a specific RRC) but participants
from all RRCs would post contact information and keep this Web service up to date.

Minimal time or system
resources

B. GIS News of Regional
Importance

This would be deployed as Web service which could be accessed to obtain news of interest to parties in the region. This would best be
implemented at a statewide level (by the IGO or a specific RRC) since many news items important to the region will also have a statewide
significance. It could be formatted as an e-newsletter or a monthly listing of new items with hyperlinks to sources providing additional
information. News items would include such topics as: a) training opportunities, b) important industry announcements, c) personnel
changes, d) grant opportunities, e) new projects, and f) IGO/IGC actions. While this would be statewide service hosted from one location,
each RRC would contribute items.

Minimal time or system
resources

C. GIS Professional
Labor Pool Management

This service would take the “GIS Contact Directory” (Service A) 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. For the foreseeable future, this service will NOT be considered for implementation by the East Idaho
RRC. It remains a candidate for possible implementation by other RRCs.

N/A

D. GIS Project/Best
Available 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 Web service
should be deployed on a statewide basis (single hosted site) by the IGO or a specific RRC) but participants from all RRCs would post
contact information and keep this Web service up to date.

Minimal time or system
resources

E. 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

Moderate time
requirements at selected
times when advocacy is
required

F. 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. This RRC role is appropriate for Framework Themes and Elements for which the
primary Source Stewards are organizations in the RRC region (e.g., local governments). The RRC can accept data from Source Stewards
and 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. NOTE: This potential RRC service could involve quality control and quality assurance work to
ensure that data submittals adhere to content and format requirements for the Framework Theme or Element. The assigned Framework
Steward would perform standard QA checks as part of the established horizontal and vertical integration processes. The option is open for
the RRC to work with private contractors that may assume roles for any data stewardship activities.

Need dedicated staff with
GIS data skills, computer
hardware, and GIS
software
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Table 1: Potential RRC Services (con't)

G. 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. In addition,
there may be special projects or non-Framework data, needed by RRC users for which the RRC can play a role.

Need dedicated staff with
GIS data skills, computer
hardware, and GIS
software

H. 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, the RRC
may evaluate, prepare, and adopt GIS data standards (non-Framework) or standard practices and policies that apply specifically to
participants in the RRC region. This is complemented by Program N calling for active involvement in IGC standards development by
organizations in the region.

Moderate staffing
requirements needed to
participate in standards
development and their
adoption by RRC
participating organizations

I. 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. This may include events sponsored by the RRC or events sponsored by another
organization (University group, vendor) for which the RRC provides support services.

Varies depending on the
number of events

J. 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.
The RRC may use contracted services in support of this service.

Requires access to library
of template specifications
and RRC person in
“consultant role”

L. 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.

Moderate—need RRC
person with technical
knowledge and project
management skills

M. 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. This potential service is not meant
to replace training programs and opportunities provided by existing organizations. The RRC training and organization role would involve
support in promotion, coordination, and facilitation in support of these other organizations. Training and education would only be sponsored
or provided by RRCs to fill in needed gaps when training is not available from other convenient sources.

Moderate-requires
trainers, training materials
and facilities for training
sessions

N. Provide Regional
Representation on IGC
and Communication
with IGO

Ensure that representatives from the region participate on the ldaho 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). RRC representatives should attend IGC meetings and propose candidates for Executive Committee
seats.

Moderate
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Table 1: Potential RRC Services (con't)

O. 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 region (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.

Requires dedicated staff
resources for grant
research and preparation

P. Hosting GIS Data and
Services*

The provision of 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. This
potential RRC service does not imply a replacement of hosting services already provided by another public or private organization. Hosting
services would only be pursued in cases where a needed service is not conveniently and cost-effectively provided by another organization.
In such cases, potential opportunities for the RRC to collaborate with other organizations (including other RRCs) or private sector
companies should be considered.

Would require server, SW,
high-speed network and
system admin support.
Use of Cloud-based
services reduces in-house
needs but would require
service fees.

Q. Designing/ Developing
Web Services and
Facilitation of Technology
Transfer

Involves a service to design and deploy GIS-based Web services for any organization in the region (and potentially for users outside 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 Web service design and deployment with or without involvement of private firms although it should noted that effective private
partnerships with GIS software and service firms may be quite effective. In addition, the RRC would provide a technology transfer
function—providing information about successful applications and GIS applications and web services already implemented by some
organizations in the region and supporting their adoption and deployment in other jurisdictions. Design and development of Web services is
not considered to be a core service of the RRC but could take place under special circumstances. The RRC could help to set-up and
manage application development projects with private sector contractors (particularly in cases where the project results would be used by
multiple organizations in the RRC region).

Moderate. Requires
personnel with GIS
technical skills

*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.
Identifying this as a potential RRC service is not intended to duplicate such services provided by other organizations (e.g., ISU GIS TReC) but implies coordination and collaboration.
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.
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Table 2: Services Selected for Implementation for the East lIdaho RRC

X
2
S
Potential Program or Service a Implementation/Operation Issues
A. Directory of GIS Contacts and 45 Work with the IGO and personnel in other regions to carry out a design
Professional Networking Support and creation of a Web service. Need to identify a physical server and
site for support of this Web service (e.g. State Department of
B. GIS News of Regional Importance 3-4 Administration, 1ISU)
C. GIS Professional Labor Pool 1 Not being considered for implementation in foreseeable future
Management
D. GIS Project/Best Practices Catalog 5 See comments above for Services A and B.
E. Support Advocacy and Building 4.5 Carry out in coordination with IGC and regional GIS user groups. Take
Awareness of GIS Benefits opportunities to demonstrate benefits to senior officials.
F. Regional Framework Steward 4-5 Maintain involvement in the Framework Stewardship planning process
— being carried out by the IGO. Support involvement of Source Stewards
G. GIS Data/Metadata Compilation and 4 in the region and identify cases in which efficiencies can be provided by
Update the RRC (performing data updates for multiple jurisdictions).
I. Support/ Encourage Adoption of TIM 45 Ensure the RRC members have formal role on work groups and
Standards and Policies committees established by the IGC.
Provide information to RRC members about the availability of facilities to
. . hold meetings and events. Establish a fixed meeting schedule (e.qg.,
J. Organize/Host GIS Meetings and Events 34 each quarter) to report on RRC status and get input from members and
interested parties.
K. Prepare Project Specifications and
Support GIS Services P t 34
uppor €rvices Frocuremen Early after RRC activation, identify specific projects with funding for
L. Joint Project Negotiation and 24 which the RRC may play a planning and coordination role.
Management Support
M. Coordinate, Promote, and Provide GIS ) . . L
Training and Education The ISU GIS Tr_eC WI|| _be the_ primary provider of GI_S training. I_n\_/olve
RRC members identifying training needs and establishing a training
-Support training provided by other 4 program for the next year. Work with other educational institutions, GIS
organizations: vendors, professional associations, and other parties in the providing the
. . training (e.g., Intermountain GIS conference in March of 2011)
-RRC plans and provides training: 2
N. Provide Regional Representation on IGC 5
and Communication with IGO
Examine possible support from grant researchers in ISU and in the State
O. Grant Research Application Preparation, 4 Department of Commerce for grant research and writing. RRC manager
and Administration should sign up for automatic notifications of federal grant opportunities
from www.grants.gov.
P. Hosting GIS Data and Services 3-4
Q. Designing/ Developing Web Services and 3
Facilitation of Technology Transfer

*Subjective indication of importance and appropriateness for the East Idaho RRC. A score of “5” means very high importance
and a score of “1” indicates low importance and that this service or program should not be strongly considered for RRC
operations. Priority scores reflect input from multiple project participants. High scores are assigned to those services and
programs which should be considered for early implementation.

2.2 RRC Participation Categories

Services provided by the RRC need to be defined in the context of people and organizations that
are providing RRC services and support and those using those services. Any organization or
individual should be allowed to participate in and use of RRC programs and services. This includes
any public, private, or non-profit organizations inside and outside of the RRC region. There will be
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one formal category of RRC participation referred to as “RRC Member”. This includes people and
organizations, inside the RRC region (including all GIS stakeholders including 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 members, 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. Membership will be
voluntary but all public, private, and non-profit organizations in the region, with an interest in GIS,
will be encouraged to register as members and to actively participate in RRC activities.

Non-member individuals and organizations can use RRC services and participate in RRC programs
according to the terms established by the RRC. This may include:

e People or organizations inside the region which are not currently registered RRC members
but still have an interest in using RRC services and programs.

e People or organizations outside the RRC region which use RRC services and programs.

e Public or private organizations that provide monetary or non-monetary tangible support to
the RRC, normally through a formal agreement.

e Service providers, including private vendors, consultants, or contractors or non-profit
organizations which provide products and services to the RRC (through a contract or
purchase agreement).

2.3 RRC Benefits and Business Justification

Participants in the RRC planning process have identified a large range of tangible and intangible
benefits that the RRC can help deliver. In large part, these benefits reflect those already identified
in the 2009 Statewide SDI Business Plan (Section 3,

http://gis.idaho.gov/portal /IGO/stratplan.htm). Some suggestions of high-priority GIS application
areas, in which the RRC could play a role, include emergency services planning and response,
election consolidation, economic development, water rights management, transportation and
utility asset management, floodplain delineation, real property appraisal, and agricultural land
management.

Tangible Benefits:
¢ Reduction in staff time for processing data updates for Framework Stewardship

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

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

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

e Improved and cost-effective services for GIS data/application hosting for low-population
jurisdictions without active GIS programs

e Provides better position from which to apply for and receive grant awards that target local
communities and regional conditions
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Intangible Benefits:

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

Support for adoption of standards resulting in an improved environment for sharing data
among RRC participants

Provides a basis for cross jurisdictional economic development programs
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3. RESOURCE AND OPERATIONAL NEEDS FOR RRC OPERATION

3.1 Overview of Resources

Resources for RRC operation include all funding, staff, and 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 acknowledgment 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 the
RRC and offering of RRC services:

¢ RRC development should follow a careful, incremental approach. Put in place high-priority
and lower cost services first and gradually add additional resources and services. A general
phasing for the East Idaho RRC development is explained in Section 5.

e 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 East Idaho RRC.

e Avoid an over-reliance on permanent, salaried RRC management or technical personnel 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 Hardware, 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 host 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
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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
computationally intensive GIS, image processing, and modeling tasks. The Desktop computers
should be loaded with the full ArcGIS desktop suite, select ArcGIS extension packages, and
other desktop GIS, image processing, or spatial analysis software as needed.

Peripheral Computer Devices: At a minimum, a page size (letter, legal size) monochrome
laser printer or multi-function device (print, scan, fax, copy) should be available. Specific RRC
services will benefit from access to a large format (E-size) color ink jet plotter and/or a 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 sessions. 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 is assumed that existing system resources of the ISU GIS TreC in Pocatello
and potentially at the ISU Geosciences facilities at the University Place campus will support initial
RRC operations.

3.3 Management and Staffing Requirements

3.3.1 RRC Management

Each RRC should have a manager with the responsibility to oversee 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

GIS Regional Resource Center Business Plan for the East Idaho Region, Final, 12-10-2010 13



is expected that this management role will require about a .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:

e Use of resources from the “host organization”: To the extent possible, existing personnel of
host organization (ISU GIS TreC) should fill RRC management, administrative support, and
technical staff—addressing requirements for additional funding to cover RRC activities
using available sources.

e Volunteer time: RRC operations, as part of The Idaho Map (TIM) program will always need
and benefit from the donation of time from GIS professionals in member organizations (any
public, 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.

e Student Interns: Employment of qualified undergraduate or graduate students from any
college or university, 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 pay
rates. Such programs work best when there is a clear agreement with the college or
university and when the experience and skills of candidates may be reviewed in the
selection process.

e 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.

e 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).
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4. RECOMMENDED ORGANIZATIONAL/OPERATIONAL MODEL AND IMPLEMENTATION
PHASES

4.1 Organization Type

During the information gathering process on which this business plan is based, a number of
organizational types were considered and reviewers provided comments on their preferences. A
general consensus on the following key organizational requirements was established:

e Establishment of the RRC organization should be as administratively and legally streamlined
as possible

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

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

e 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:

e Existing University-based program
e Existing Regional Organization
e Multi-organizational Consortia

A consensus has been reached that the most appropriate approach for the East Idaho RRC is to
assign management and operations to the GIS Training and Research Center (GIS TreC) at Idaho
State University in Pocatello. This approach also opens opportunities to use ISU Geosicence
Program facilities at the University Place campus in Idaho Falls.

4.2 RRC Organizational Structure

With the organizational type and host established, it is necessary to put in place a management
structure for each RRC. Figure 1 below depicts the recommended management structure. The
recommended structure allows for a level of autonomy that gives the RRC freedom to recruit
members, pursue funding sources, and carry out project work but it maintains the RRC identify as
part of the broader statewide TIM program. Figure 1 shows oversight role played by the IGC and
its Executive Committee and the relationship with a parent or host organization for the RRC.

An RRC manager will be assigned and this position, at least initially, will be a part-time function
ideally filled by an individual whose existing position in the host organization is compatible with
the RRC mission and objectives. This organizational structure includes an “RRC Steering
Committee” made up of a fixed number of people (6 to 12 recommended) from RRC member
organizations. It is important that this group have strong representation from local governments
in the region which constitute the primary RRC participant community. This group represents the
RRC membership and broader community of users and therefore, it is important that its members
draw on different types of organizations in the region (different levels of government, regional
agencies, private firms, and non-profit organizations). The Steering Committee participates in all
initial planning and RRC set-up. After the RRC is established and a Manager is assigned, the
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Steering Committee acts in an advisory role working closely with the Manager in ongoing RRC
operational planning, putting in place programs and services, and monitoring RRC operations.
This group also helps ensure participation in IGC initiatives from member organizations in the
region, and it helps recruit volunteers for RRC projects. The Steering Committee may establish
any number of Working Groups to address specific organizational, technical, or operational issues
during RRC formation or ongoing operation. For example, a “Local Government Working Group”
has been suggested to represent specific needs of municipalities and county governments. Such a
group could be involved in exploring and implementing specific services of importance to this
membership sector. Other Working Groups could be formed to support other administrative and
technical initiatives (e.g, By-laws development, RRC promotion and recruitment,
design/development of a Web-based contact directory or another standard RRC service).

Figure 2 depicts the relationship among multiple RRCs. This underscores the important need for
coordination between the RRCs and a requirement for collaboration and sharing of resources to
avoid unnecessary duplication is development and operation of programs and services. Also
conveyed by the diagram is the relationship between multiple RRCs. This structure supports
coordination among different RRCs and does not place restrictions on people or organizations
from outside one RRC region, from using services or participating in programs from another RRC.
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It is recommended that RRC formation include the preparation of an RRC “By-Laws” or

Representatives from RRC member organizations serve

on IGC and its Committees and Working Groups

Figure 2: Management and Oversight Environment
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“Operational Charter”. This document will be approved by the IGC Executive Committee and its
basic terms will apply to all RRCs (minor wording changes may be approved to address specific
circumstances of the RRC. It is not essential that a Charter or By-Laws be prepared in Phase 1

since a ratified business plan will serve as a guiding document for Phase 2 operations. During

Phase 2, a formal Charter or By-laws should be prepared using content from the business plan and
additional terms that describe RRC organizational structure, roles, and operations. The By-Laws or
Charter document should include the following topics:

Definition of the organizational structure and RRC management,
The range of services which the RRC may provide,
Limits of authority in financial, contractual, and legal matters
RRC relationship with host organization
Types and terms of RRC participation (members, associates, users)
RRC Steering Committee function and composition

Relationship with and oversight from the IGO and IGC
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4.3 Relationships and Coordination with Other Organizations

The RRC should serve all public, private, and non-profit organizations. As described in 2.2
registered members (individuals or organizations) will receive basic RRC services but any
organization in the region may request RRC services and participate in programs that it sponsors.
There are a number of important relationships between the RRC and other organizations that
have particular importance:

e RRC host organization: A formal agreement with or statement up support by the host
organization (ISU) will be prepared. The RRC works within the organizational structure
and administrative procedures of ISU and carries out necessary management actions
impacting personnel, contractual, financial, and operational responsibilities. The RRC
manager is an ISU employee with an assigned role of directing RRC activities.

e Idaho Geospatial Office (IGO): The IGO provides support to the RRC and ensures that
information about the TIM program is provided to the RRC. The IGO, within limits
imposed, provides tangible support (monetary and in-kind) for RRC development and
organization. The IGO also helps coordinate RRC development and operations that
involve multiple RRCs.

e Idaho Geospatial Council (IGC) and Executive Committee: The IGC Executive Committee
(IGC-EC) formally endorses the RRC Business Plan and supports its formation. RRC
members volunteer time for serving on the IGC and specific Working Groups or
Committees established by the IGC (or it's Executive Committee). As provided for in the
IGC By-Laws, RRC representatives serve on the IGC Executive Committee (IGC-EC).

e RRC associate organization: The RRC will work with organizations (government, private,
non-profit) which provide support or have involvement in an RRC program or service.
This relationship will usually be documented in an agreement or contract. For the East
Idaho RRC examples may include: a) RRC partners in a grant funded project, b) support
from INL, c) GIS vendors that make in-kind contributions, or d) GIS service companies
that are involved in RRC projects.

e Other RRCs: Communication and collaboration among RRCs is a guiding principle during
RRC development and ongoing operations. All RRCs are obligated to provide appropriate
support and coordination of services with the goal of efficiency and avoidance of
duplicating resources. The IGO should play a role in facilitating this coordination but
communication should occur regularly between managers and steering committees of
the different RRCs. Also, there will be no restrictions on the use of RRC services or
programs by an organization or individual outside the RRC’s region.

e Private GIS Service Contractors: The RRC plays an important role in providing
information about the availability of services by private contractors to the RRC Members.
In selected cases, the RRC plays a coordination role in specifying project requirements,
selection of private contractors, and ongoing project management overseeing the work
of the selected contractor. This role is most useful in cases in which the contractor is
providing services for multiple organizations in the RRC region.

e Existing Regional GIS User Groups: During the period of RRC development (see Phase 1
in Section 5), the regional GIS user groups in the East Idaho region (SEIGUG or EIRGIS)
will remain in existence, continue their activities, and participate in the formation of the
RRC. At an appropriate point (end of Phase 1 or early Phase 2), at which the existing user
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group services have be implemented by the RRC, these regional user groups will be

disbanded.

e Federal and State Agencies: Federal and state agencies with regional or district offices in

the RRC region will be encouraged to become formal RRC members. These organizations
use and take part in any RRC program or service. In addition, these agencies could
become RRC Associates based on formal agreements with the RRC or they may be
partners in joint projects in which the RRC is involved.

4.4 Operational Practices and Service Delivery

Establishment of the RRC must be accompanied by a set of management and administrative
practices that support RRC operations, communications, and delivery of services. The main “core
management and administrative practices” are described below in Table 3.

Table 3: RRC Core Administrative and Management Practices

Core Practice

Implementation/Operation Issues for the RRC

A. Staff Recruitment and
Oversight

Includes all work involved with identifying and hiring RRC staff for any management, technical, or
administrative role regardless of the personnel classification (e.g., student intern, part-time, volunteer,
etc.) This is the primary role of the RRC Manager. The role includes all administrative work in
establishing a position, filling an existing position, or defining roles for personnel positions that are
already part of the host organization. Oversight involves staff orientation, assignment of work,
ongoing review of work and guidance, and evaluations.

B. Receiving Visitors and
Callers

Routine but important receptionist and user response activities that support a spirit of quality
“customer responsiveness” in the way the RRC accepts, responds to, and tracks calls, visitors, or
email inquiries. Any RRC personnel may have a role here but ideally, there should be one or more
individuals who have a primary duty of initial response to visitors or callers. Specific procedures
should be documented that define an efficient workflow.

C. Responding to
Requests for Products or
Services

Related to Core Practice B (Receiving Visitors and Callers) is a well-defined process for follow-up
with requests for the use of or participation in RRC programs and services. The RRC Manager or a
technical staff person should be assigned for timely response to an inquiry and in appropriate steps to
scope out and provide the requested product or service. The specific response will depend on the
type of request and resource impacts of the RRC. For requests that go beyond routine activities
(signing up a new organization as an RRC Member or providing access to a Web services), a “work
ticket” should be created, the potential “project” should be scoped (define basic approach, result, and
resources required) with a response to the requestor and possible initiation as a new project.

D. Promotion and
Member Recruitment

Promotion of RRC programs and services is an on-going activity which is a key role of the assigned
RRC Manager (although specific activities may be assigned to other personnel). This includes
distribution of information about the RRC (primarily to organizations and individuals inside the RRC
region) through multiple channels (Web site, presentations at meetings, direct calls or email
messages, distribution of promotional literature, etc). See Section 6.4 for more information about
RRC marketing and promotion.

E. Project Planning and
Management

This Core Practice applies to cases in which the RRC is called on to provide resources and expertise
for a specific project (e.g., acting as a project manager for contracted database development
services). For these cases, there should be a defined workflow and templates that support best
practices for planning a project (defining tasks, schedule, and resources) and for ongoing
management (project tracking, deliverable review, reporting).

F. Work and Financial
Tracking

A routine function for which the RRC manager is primarily responsible. This addresses established
procedures, in the host organization, for employee time reporting (hours by project or activity area),
employee expenses, and all routine accounting and bookkeeping work.

G. Scheduling Use of
Facilities and Event
Organization

Facilities of the host organization or an outside organization will be available to the RRC for holding
meetings and other events. Such facilities may be provided at no cost by the host or an outside
organization or fees may be required. Whatever the circumstances, designated RRC staff will have
the responsibility for identifying appropriate facilities, scheduling their use, making sure that required
set-up is being handled (room configuration, equipment), arranging for amenities (e.g., refreshments),
attendee registration, etc.

H. Status Monitoring and
Reporting

A basic responsibility of the RRC Manager will be to track overall activity and progress during RRC
development and during operational Phases. This implies a formal reporting process based on
requirements established by the host organization and the IGC-EC.
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5. IMPLEMENTATION STEPS, TIMING, AND COST PROJECTIONS

5.1 RRC Development Phases

Phase 1: RRC Preparation/Organization (6 months from IGC-EC plan endorsement)

Phase 1 work includes identifying and establishing the organizational and physical home for RRC
operations and associated agreements, appointment of the “Steering Committee”, 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 “sign-up”
regional members.

Phase 2: RRC Start-up and Initial Operations (12 to 18 months following end of Phase 1)

Initial facilities are set-up and work proceeds to develop and deploy initial high-priority services
and programs—all of those assigned a Priority of “5” (see Table 2) and selected ones with a
Priority of “4”. 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. Procedures and templates
for adherence to Core Management Practices (see Table 4) are put in place.

Phase 3: RRC Enhanced Service Deployment (12 months following end of Phase 2)

Additional services and programs are developed and deployed. This includes all of those assigned
a Priority of “4” and “5” (see Table 2) and selected ones with a lower priority. 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)

Phase 4 defines a state in which all higher priority (priority scores of 3, 4, and 5) programs and
services are in place and new services or projects are initiated as user demand dictates. The
management structure and management processes are well established and are improved or
augmented as necessary. Sources of funding and in-kind support are in place but work for
identification and securing of new sources is ongoing. General promotion and member
recruitment continues at a high level.

5.2 RRC Implementation Steps

Implementation steps associated with the four recommended RRC development phases are
identified and described in Table 4. These implementation tasks are organized under the following
categories:

e Organizational Set-up

¢ Funding and Resource Allocation

e Design and Establishment of Phase 2 RRC Programs and Services

e Design and Establishment of Phase 3 RRC Programs and Services

e Design and Establishment of Future (Phase 4) RRC Programs and Services
e Promotion, Recruitment, and External Relations

Ongoing RRC Management
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Table 4 identifies the Phase(s) associated with implementation tasks. Specific start and end
dates are not included in this table because the actual timing will depend on plan endorsement
by the IGC-EC, confirming support from the host organization, and funding that will become
available. It is suggested that preparation of detailed work plans (with specific dates) be
prepared to support implementation of RRC services and programs described in this plan.
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Table 4: Implementation Tasks and Timing for the East ldaho RRC

Task Number and

Laws or Charter

Phase 2 operations. During Phase 2, a formal Charter or By-laws should be prepared using
content from the business plan and additional terms that describe RRC organizational
structure, roles, and operations.

Name Explanation Phase Dependencies/Linkages
1. Organizational Set-up
1.1 1GC Executive A final draft of the RRC Business Plan should be submitted to the IGC Executive Committee _ _ _
Committee Endorses RRC for review and prompt endorsement. The IGC-EC may suggest revisions to the plan and 1 » Must be timed with a schedule meeting
Business Plan appropriate changes will be made in a Final version of the plan. A Final Plan will then be of the IGC-EC
prepared followed by formal approval by the Executive Committee.
Soon after formal business plan adoption, the RRC Steering Committee should be Steering Committee will initially participate
1.2 Form RRC Steering established and its members assigned. Specific duties of the Steering Committee will be ; 9 yp P
. ‘ ; . : : 1 in drafting of charter or by-laws and all
Committee defined (see ***) and a maximum number of members and their terms of service will be e
established other RRC start-up activities.
1.3 Identify and Get Based on options examined during the business planning process, the host organization will
Commitment from Host be identified and discussion of terms for RRC support will begin. For the East Idaho RRC, 1
Organization(s) the host organization is Idaho State University.
1.4 Prepare and Ratify Based on the groundwork from Task 1.2, a formal agreement will be prepared and ratified by * Follows formal commitment in Task 1.3
Agreement with Host appropriate parties with overall authority. The agreement will include all terms governing the 1 e The host agency takes a lead role to
Organization agreement. define terms for assuming the host role
1.5 Identify Services and Services and programs for initial deployment will be identified. This Business Plan (see ) )
P.ro rams for Phase 2 Section 2.1) explains the current consensus on RRC programs and services, and their 1 e Phase 2 services and programs will be
Im ?ementation priority. In this task, these programs and services will be confirmed and priorities will be selected ones with a priority of 5 or 4
P adjusted as appropriate.
With leadership by the IGO and IGC Executive Committee and template document will be
prepared. After adequate review and revision, this template will be approved as the basis for
1.6 Prepare Template Bv- By-Laws or Charter for the East Idaho RRC. It is not essential that a Charter or By-Laws be
: p P y prepared in Phase 1 since a ratified business plan will serve as a guiding document for 1,2

1.7 Prepare and Ratify By-

The substance of the terms included in the approved template will remain but revisions and

e Follows preparation of template in Task
1.6

Constituents

dissolution, approved by user group leaders, will be documented in writing and
communicated to user group participants, the IGO, and the IGC.

Laws or Charter references to organizations or circumstances in the East Idaho region will be made. This will 1,2 Reaui lear definiti f sionat
be endorsed by the IGC-Executive Committee. * paegilgges clear deinition of signatory
. . At a point at which the RRC has assumed activities and programs provided in the past by ;
1.8 Dissolve Regional User | . : . . o Action taken after full agreement of
Group and Notification to existing regional GIS user groups, the EIRGIS and SEIGUG will be formally dissolved. The 1,2 EIRGIS and SEIGUG leadership in

communication with members
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Table 4: Implementation Tasks and Timing for the East ldaho RRC (con't)

Task Number and

Membership Fee

amounts set by type of size of organization. In addition, the RRC will decide whether to waive
fees for an initial period (e.g., first year of RRC development) and institute the fee at a point
when a basic set of services is in place.

Name Explanation Phase Dependencies/Linkages
As early as possible after business plan approval, an individual should be assigned as RRC « The RRC manager role is assigned to an
. manager. As described in Section 3.3, this will be a part-time role, assigned to an individual ot I fthe h
1.9 Assign RRC Manager e . . S . o ; 1 existing employee of the host
whose current position is compatible with the RRC mission and identified services and organization
programs.
1.10 Assian initial RRC For the East Idaho RRC, the following technical and support staff (not full-time roles) are
- recommended for initial operations in Phase 2: a) Web-based development for design an taff are assigned after an anager
: 9 ded for initial i in Ph 2 Web-based devel for desi d Staff igned aft RRC M
Technical and Support ) . : 1,2 -
Staff deve_lqpme_nt of Web services, b_) expert in GIS (_jata}base deS|gn_ and development, c) _ has been assigned
administrative support to assist in user communications, promotion, and member recruitment.
Based on planned programs and services for Phase 2 and information about the availability
1.11 Prepare detailed of funds and non-monetary resources, a budget will be prepared to cover RRC development « Budget requests must follow format and
budget and resources and operational costs for Phase 2. The format and timing for budget preparation and 1 required timing of host organization
needs for Phase 2 approval will follow applicable budgeting rules of the host organization. Note: State
government including ISU follow a July-to-June Fiscal Year.
1.12 Prepare detailed
budget and resources . . . e Budget requests must follow format and
needs for subsequent As in Task 1.11, budgets for future phases will be prepared, on an annual basis, 2,3, 4 required timing of host organization
phases
RRC core management practices are described in Table 4. Templates and tools will be
1.13 Create templates, d as Mi ft Word d t Excel dsheets. SOP sel it
tools, and standard prepared as Microsoft Word documents or Excel spreadsheets. SOPs are concisely written « Templates and tools (forms, report
- and serve to clarify actions to be taken by RRC personnel for routine operational tasks. The f Iread istin h
operating procedures L . > 1,2 ormats) may already exist in host
majority of these templates, tools, and SOPs should be prepared in Phase 1 and modified as ot
(SOP) for core ) . ; organization
. necessary in subsequent phases. New ones will be created, as needed in Phases 2, 3, and
management practices 4
2. Funding and Resource Allocation
This task includes the identification and formal allocation of funding and non-monetary
. resources for initial RRC operations in Phase 2. Note: The companion document, “Notes on
2.1 Identify and Secure T . o - .
o . Investigations about Potential Host Organizations and Outside Support
Initial Funding and e - . R 1
(http://giscenter.isu.edu/research/Techpa/caprrc/pdf/RRC HostSupportingOrganizationFinal.
Resources for Phase 2 - - - . -
pdf) gives potential options for sources of support and funding. This document should be
used as a basis for exploring and securing funding and non-monetary support.
Organizations and individuals in the region that register as RRC members will be obligated to
pay an annual membership fee in exchange for basic services provided by the RRC. The
2.2 Putin Place Structure |amount of the fee will need to be decided and provisions for a tiered fee structure should be « Impacts recruitment activities (Task 6.4
and Process for defined. This may include different fee amounts for individuals vs. organizations or different 1,2 '

and 6.5)
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Table 4: Implementation Tasks and Timing for the East Idaho RRC (con't)

Task Number and

and In-kind donations

promotional information describing the program and sponsorship levels, ¢) a management
and accounting process that allows for the acceptance of donations, d) active solicitation of
sponsors.

Name Explanation Phase Dependencies/Linkages
2 3 Establish All internal accounting, monitoring, and reporting procedures and tools need to be created
= A and put in place to support the efficient management of funds--adhering to the policies of the
Administrative Structure for S . L . 1,2
; . host organization and any external funding sources. This includes preparation of template
Managing Funding 2 h )
reports, spreadsheets, and other specific financial management processes. See Section 4.4.
2.4 Support Approval of Provide any needed |nformqt|on or tangible support for th_e apprqval of fundlr?g_for“the state’s
TIM program and an allocation for RRC development. This may include providing “testimonial
State Budget Request for S . . . o h 1
GIS stories” on GIS benefits in the region, endorsements from senior officials in the region, or
other forms of support.
A sponsorship program will be put in place for donations of monetary or non-monetary
contributions from organizations inside or outside the region. A sponsorship program would
2 5 Solicit Sponsorshins be principally aimed and private companies and non-governmental organizations.
: P P Sponsorship program development would include: a) identification of potential donors, b) All

2.6 Establish Grant

Put in place a process and assigned personnel for the research, identification, and
preparation of grant applications which may support RRC activities. Grants programs may be
administered by Federal or State agencies, or non-governmental organizations. In some

e Should be coordinated with existing
resources devoted to grant research and
application

Intern Program

with GIS programs.

Research and Writing cases, the RRC may play a lead role in grant application (often assembling a proposed team 1,2 . .

Function for resulting work) or it may be a party to a grant project lead by another organization. ¢ Basll_s fo_r on-gmdng WO:jk for g(]jrant ibed i
Establishing an effective grant research and application program requires coordination with jalt_gps)llc:aatéons and awards as described in
individuals already involved in this work. )

2.7 Ongoing Work in

Identifying and Securing Research and securing of funding and non-monetary resources to support the RRC will be an 234

Future Funding and on-going activity and a principal role of the RRC manager. T

Resources
In addition to paid staff resources, RRC programs and services will always require
volunteered time from RRC users (see 3.3.4). In order to make the best use of volunteer

2.8 Establish volunteer time, a structure should be established for soliciting volunteers and assigning them to specific

program and solicit tasks that match their skills and time availability. Setting up the program includes creating a 1,2

volunteer staff “Call for Volunteers” Web page with information about RRC projects and activities that need
volunteer support, the type of work and skill requirements, and an easy way for potential
volunteers to sign-up and begin contributing.

2 9 Establish Student The RRC Manager will position the RRC to take advantage of available student intern or co-

: op programs and, as necessary, establish new relationships with colleges and universities 1,2
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Table 4: Implementation Tasks and Timing for the East Idaho RRC (con't)

Task Number and
Name

Explanation

Phase

Dependencies/Linkages

3. Design and Establishment of Phase 2 RRC Programs and Services

A description of the programs and services is provided in Table 1 and Table 2. This set of tasks specifically refers to design, development, set-up, and deployment of RRC
programs and services. Establishment of each RRC service or program will be handled as individual projects each of which follows a logical development process with the
following steps: 1) define requirements, 2) prepare conceptual design, 3) assign project team, 4) detailed design, 5) develop, test, review prototype(s), 6) Revise based on
prototype testing, 7) Prepare documentation, 8)Deploy in operational setting. The time and resources required to reach operational status will depend on the complexity of the
service or program. It is expected that the lower complexity services (e.g., Web-based contact directory) can be defined and put in place relative quickly and use minimal
resources. As noted below, some programs and services developed for deployment in Phase 2 will be augmented and enhanced in subsequent Phases.

3.1 Directory of GIS
Contacts and Professional
Networking Support (A)

This service should be developed on a statewide basis with as a fundamental part of the TIM
Program. The IGO should take a lead role in organizing development and work should be
assigned to a new Technical Working Group with active participation by the East Region
RRC and other RRCs when they are formed. A server for deployment of this application
should be designated. The service should include a flexible way for organizations and
individuals to edit and enter new contact information. In subsequent Phases, contact data is
continually updated and enhancements to the Web-based application are made as needed.

1,2

o This service is addressed by
Implementation Initiatives E4 and E7 in
the Idaho SDI Business Plan (2/2009)

3.2 GIS News of Regional
Importance (B)

This service should be developed on a statewide basis with as a fundamental part of the TIM
Program. This service is partially in place through the current “Geotech” listserv but there are
other Web service approaches for enabling access and distribution of applicable new items.
A work team should be assembled to examine needs for GIS news and to design an
improved approach for enhancement. The RRC or the IGC may take the lead role in design
and development. A server for deployment of this application should be designated. The
service should include a flexible way for organizations and individuals to post new items. In
subsequent Phases, news data is continually updated and enhancements to the Web-based
application are m