Initiative Plan: ESF -2, NCR Base Map: Expanded Regional Cooperation/Strengthen Interoperable Communications 


1.
Provide the Name of this Initiative.  Describe how this Initiative will address the priority needs and strengths identified through the program and capability evaluation, and prioritization analysis.  

National Capital Region Base Map – Regional GIS Base Map Development and Maintenance
Comprehensive data exchange for all Emergency Support Functions (ESFs) within the NCR is a priority requirement and objective of the NCRIP.  The Data Exchange Hub is one of the initial projects to fulfill this objective, providing the standards and infrastructure for sharing local data regionally.  One foundational component of the National Capital Region Interoperability Program for Data Exchange is the Regional Base Map (RBM) and related GIS data.  This map will be served in real-time via the Data Exchange Hub (DEH) to the Emergency Support Functions whenever needed, whether for prevention, protection, response or recovery. Because the map will be generated on the fly from local, maintained data, it will provide the most accurate, up-to-date GIS information available.  This initiative will ensure the ability to deliver a consistent, accurate, and up-to-date Regional Base Map to the DEH.
GIS Data is important to most of the Region’s ESFs as shown by the results of the Application Gap Inventory Analysis. The GIS Maps help view, define and understand the situation.  In many of the NCR members, GIS is already being used day-to-day in regular operations across the ESFs.  Regional interaction will also require GIS maps and data to efficiently and effectively respond and manage regional disasters. 

Developing the local data necessary data to provide the regional map requires careful analysis of needs, determining how best to meet them, and then implementing the solutions.  Not only data will need to be evaluated, collected and standardized, but also the web services that deliver the data and the web clients that will display (consume) will need to be identified, standardized and constructed.  In addition to the DEH, a key client will be WebEOC which has become a regional tool for emergency response.  Finally,  security of the data needs to be protected since different sets of GIS data have differing security restrictions.  GIS needs to be involved in the security design and implementation. This is a multi year effort in order to carry out the analysis, planning and implantation.  Data in particular is the foundational component, yet takes the most time due since it must be structured then collected for over 3,200 sq. miles that comprise COG. 
In the first year, the focus is on establishing a validated set of data layers and data elements.    An initial minimum essential data set has been determined but needs to be expanded to a more comprehensive set of data – an Essential Data (ED) set validated with HSIP tiger team data, Project Blue Book and other efforts that may be worthwhile.  Aerial imagery must by evaluated and made available to the NCR as well.  Once these data sets are established, work can begin on obtaining and completing them regionally.
Also in the first year, links to WebEOC must be established.  An initial set of web services must be defined and constructed to supply both WebEOC and the DEH.

Finally, load testing must be conducted and security concerns resolved before the data can be served in a production environment.

In the second year, data collection and maintenance will continue and increase in importance as the NCR Essential Data set grows.  Additional data needs will be identified and added to the growing list of data elements to be obtained.

Web service development will continue in year two  after the initial wet of web services are deployed.     

Year three will continue the data and web service work of year two.  By the end of year three the data should be in a maintenance mode and web services should be fairly stable.

2.
Regional Construct:  Briefly describe the geographical context of this Initiative.

The regional coverage will include that of the NCRIP - the entire National Capital Region which covers the geographic areas of the District, Loudoun, Fairfax, Arlington, Prince William Counties and Alexandria City in Virginia, as well as Montgomery and Prince George’s counties in Maryland. The project covers more than 2,400 square miles and all population centers within this area.  Additional members from COG will also be involved.
3.
Resources, Processes, and Tools:  Identify the resources, processes and tools that already exist, and those that will need to be leveraged, created, or acquired for this Initiative.  Briefly consider how these resources, processes and tools may be attained.

This initiative is focused on the GIS data and services and will integrate tightly with the infrastructure for the DEH.  The GIS committee is in place and meeting regularly along with its subcommittees.  The GIS committee reports directly to the CIOs and will be responsible for this initiative.   Experienced GIS staff is available at the larger organizations and many of the smaller to participate in the initiative.  There is also a wide range of GIS data available in each of the organizations that will help accelerate the initiative.  This initiative will fund contractor support to standardize and complete the Regional Base Map and to work with the committee members to develop business processes to ensure regular maintenance of the Regional GIS Base Map and other GIS data.  Additional MOUs may need to be developed to ensure acquisition and availability of the data.   It may also be used to purchase  commercial data for the region.
4. Governance Structure:  Describe the high-level governance structure (e.g., management plan, stakeholder involvement) required for successful implementation of this Initiative.
The NCRIP governance structure will be comprehensive and address the operational and organizational requirements in achieving enhanced NCR data sharing. It will require the participation of all municipalities and governments exchanging data over the infrastructure. NCRIP governance is being addressed at both the Regional Programmatic Working Group for Interoperability (RPWGI) executive management level of the program and at the ESF-2 MetroCIO program management level to ensure that comprehensive governance is designed and articulated to regional SPG and CAO managers. NCRIP governance will address security and data needs, and equipment ownership and maintenance, as well as management of outages and prioritization of data exchanges during incident management. Additionally, a detailed NCRIP organizational structure will be designed to support executive management, day-to-day operations and fiscal and budgetary requirements and activities.  
As part of planning and implementing the DEH, the COG CIOs established a GIS committee  that was charged with providing regional and federal emergency managers the best geospatial data available irrespective of the data’s jurisdiction of origin.  The GIS Committee, comprised of the NCR GIS managers, established both data and technical subcommittees to help meet the Committee’s mission.  That committee is directly responsible for the success of this project.

The overall governance structure and organization is essential to the success of the NCRIP and is a top priority of the program. 
5. Program Management:  Explain how this Initiative relates to the overall State homeland security program, and/or how it helps incorporate the three Overarching National Priorities.
This initiative, NCRIP Regional Base Map Development and Maintenance, addresses four national priorities, “Implement the National Incident Management System and National Response Plan; Expanded Regional Collaboration; Strengthen Information Sharing and Collaboration Capabilities; Strengthen Interoperable Communication Capabilities”. Training has occurred with the region’s IT staff and GIS staff to help facilitate the creation of services and data exchanges that comply with the priorities. 
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