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1. Geographic Information Technology - Interim Hydrography Data Charter
1.1. Description
The Departments of Fish and Wildlife (WDFW), Ecology, and Natural Resources (DNR) each manage a discrete hydrography GIS data set to meet their business needs.  Hydrography GIS data sets are used for operational and regulatory purposes by the three agencies for fish habitat, water quality, and stream typing, respectively.   The goal of this project is for the three agencies to explore the joint management of a single data set while keeping in mind its compatibility with the National Hydrography Data (NHD) High Resolution Geo-database.  

This effort will start in March 2007 and should be completed by March 2008 including the proposed pilot.   The pilot project to test the technical solution on a watershed in eastern and western Washington will start in September 2007.  (See appendix 3.1 for proposed timeline)
During this effort, the three agencies agree to the establishment of an interim hydrography data steward for Washington.  The interim steward agency will provide leadership, coordination and communication between the agency data stewards.  The steward agency will act as the PNW Hydrography Clearinghouse point-of-contact.  The three agencies agree to assign Interim Stewardship to the Department of Ecology.
This charter supports, in principle, Phase III of the Geographic Information Technology (GIT) Enterprise Architecture (EA) Initiative on Governance and Standards for Washington state hydrography. 

1.2. Objectives

The Interim Hydrography Data project will focus on updating the 1999 data model and the development of enterprise governance and roles and responsibilities for shared statewide hydrography data set.

The objectives of this project are:

· Identify a common standard logical data model for Ecology, WDFW and DNR to use in sharing hydrography geospatial data.
· Core elements (LLID, stream name etc.) needed to tie critical agency information to a base framework.

· Core features (shoreline, streams, water bodies etc.) needed to support core elements and state business needs.

· Identify the business cases for jointly maintained statewide hydrography data.

· Identify the current business processes of each agency, 
· Identify new processes for managing and maintaining the shared hydrography data including stewardship roles and responsibilities and governance structures.

· Identify and prototype technical methods which support cooperative management and maintenance of a shared hydrography layer.

· Test the completed objectives in an eastern and western watershed to test viability and to gain cost estimates for statewide implementation.
1.3. Key Issues or Decisions to Address

 The hydrography standards and governance will address the following questions and objectives:

· How will individual agencies provide updates to tier one data themes through supported web services?

· What is the appropriate technology platform and infrastructure to support an integrated, cross-agency hydrography dataset?

· Describe the business processes associated with managing: 

· Hydrography framework data and information.  These include processes to support: Data Stewards, Data Recovery, Data Change Management, Data Security, Co-incident Registration, Data Retention and Archive, Data Currency, Metadata Currency and, Data Correction and Enhancement. And, data sharing agreements and selected enterprise licensing opportunities.

· Hydrography will be folded into the states shared infrastructure and the PNW Clearinghouse effort. These processes potentially include: Data Management, Web Services Management and Shared Repository Management.  

· Describe the enterprise process for funding cross–agency collaborative efforts in a way that facilitates the development of enterprise GIT solutions that meet multiple agencies needs.
1.4. Deliverables

· Documentation of the business processes used within each agency

· Narrative describing the business and technical process for hydrography data updating and maintenance for a single statewide hydrography data layer

· Description of an agency statewide hydrography logical data model

· Description of state agency stewardship roles and responsibilities

· Description of a high level technology solution for co-maintenance

· Testing of the above referenced bullets in an eastern and western watershed to gain cost assessment for statewide implementation
1.5. Staff Contacts 

· Joy Paulus (IAC) / 360.902.2954

· Tim Young (WDFW) / 360.902.2350 

· Dan Saul (ECY) / 360. 407.6419 

· Deborah Naslund (WDNR) / 360.902.1666
1.6. Background

Currently, the State of Washington does not have a single source for surface water (hydrography) data.  There are in fact three different sets being used to make regulatory decisions.  As a result inconsistent and conflicting decisions are reached on cross-agency natural resource and environmental permits.  The Hydrography proposal will feature a consolidated hydro data set, jointly managed by stakeholder agencies and maintained by Ecology.  
On July 31, 2006, at a special meeting of the Information Services Board’s Sub Committee on Geographic Information Technology (ISB-GIT), the committee endorses the development of a Hydrography project proposal. In order for this to be successful, it needs to address governance options and renewed agreement on the hydrography data content standard. 
2. Business Case
Natural resource and environmental management has shifted from an issue specific approach to an integrated landscape and watershed planning approach.  This shift has increased the need for agency coordination and data sharing.  At the same time, cross-organizational demands for access to surface water information have increased with the growth in watershed-based initiatives. Local watershed planning groups, citizens, tribes, and consultants make frequent data requests for hydrography data updates and fixes to multiple state agencies.  These fixes are not reflected in one place but in similar but disparate databases. There is a driving need for one contiguous framework of surface water data.   Please see Appendix 3.2 for RCW’s, WAC’s and business program plans that rely on authoritative hydrography data.
2.1. Business Rationale

The Hydrography data set is recognized as being strategically important for the state and should be managed as a single state data resource.

· Hydrography is essential to many applications. As with other data themes, many users need hydrographic features as reference data or base map data. Other applications, particularly environmentally oriented analyses, need the information for analysis and modeling of water supply, pollution, flood hazard, wildlife, development and land suitability.

· State agencies share attribute information tied to hydrography.  A hydrography-related characteristic, monitored or managed by one state agency, often impacts those managed by other state agencies.  One common system for feature identification and linear reference facilitates data exchange and integration between state agencies.

· Organizations and individuals outside state government are better served with a common state hydrography layer.  This common layer creates opportunities to integrate and enhance local, federal and state data.  It also minimizes or eliminates variability in data formats and content.

· Hydrography data include surface water features such as lakes and ponds, streams and rivers, canals, oceans and shorelines. The attributes of each of these features include a name and feature identification and description codes. Centerlines, polygons, and points encode the positions of these features. For feature identification code, the developing state framework standard uses a unique identifier (LLID) based on the geographic location of the feature or one of its components (such as, mouth location for streams and rivers, and centroid for water bodies).  

· Linear features incorporate an addressing or linear reference system that in combination with the LLID allows data users to tie descriptive data to a specific point or segment along a linear feature. State agencies must crosswalk attributes coded to the Framework LLID/linear reference system to the one federal agencies use, as well as the one implemented in the National Hydrography Dataset (NHD).  Many hydrography data users need complete information about connectivity of the hydrography network and the direction in which the water flows encoded in the data. To meet these needs, additional elements representing the flow of water and connections between features may be included in framework data.

2.2. Business Implications

With access to consistent data, the technology becomes more useful to government policy makers by bringing clarity to issues and providing timely access to information for decision makers and citizens.  This effort provides a framework for addressing this information gap

· State agencies must agree on standards for hydrography spatial data content, feature identification, linear referencing and the business rules for implementing them.

· Costs for individual agencies to conform or interface to the standard may exceed costs associated with an independent approach initially, but tangible and intangible savings will occur over time.  Costs of hydrography data use and maintenance may be reduced to the enterprise as a whole.  

· Technical experts must reach consensus on approach.

· Hydrography governance rules must identify clear lines of responsibility for the maintenance and enhancement of the data.

· The state and USGS need to work collaboratively to ensure that attributes can be exchanged between the state framework standard and NHD.

· Hydrography governance rules need to reflect equal participation and ownership of the process that manages the hydrography data theme.
2.3. Enhancing Collaboration and Cooperation

Current governance and coordination mechanisms, while helpful in the past, are not sufficient to guide the operation of a statewide enterprise application of these data.

The creation and management of framework data is a collaborative effort between state agencies and partners to create a widely available source of basic hydrography line work for the state and region. The framework motto is ‘build it once -- use it many times’. 
2.4. Project Sponsorship

This Hydrography project is sponsored by Information Services Board (ISB) Geographic Information Technology Committee (GIT). Committee roles are:

· ISB/Geographic Information Technology Committee (GIT) – The Committees chartered purpose is to represent the strategic interest of a coordinated, enterprise approach to utilizing geographic information technology and, provide leadership for implementation of cost effective, collaboratively developed, spatial data management solutions.                                                                                                                         

2.5. ISB/GIT Interim Project Steering Committee

Steering Committee members provide guidance to and oversight of the project and represent the business interests of their respective agencies. The committee:
· Ensures that sufficient resources and staff are available to conduct the project;

· Resolve disagreements and deadlocks encountered by the Documenter Team;

· Approve project phase completion; 
· Review project deliverables; and

· Provide guidance to the project manager.

The following agency business managers have been identified to serve as the Interim Project Steering Committee:

· Jim Eby, WA Dept. of Fish and Wildlife

· Carol Fleskes, WA Dept. of Ecology

· Gary Graves, WA Dept. of Natural Resources
Please see Appendix 3.3 for list of Documenter Team members and their respective roles.

2.6. Decision Making Process and Vetting Procedure

Generally, decisions are made by consensus of participating agencies under the executive guidance of the ISB-GIT. All decisions and agreements made by the documenter teams are communicated and coordinated back to the teams’ respective agencies, the WA Framework Management Group and the ISB-GIT.
Decisions made by the Hydrography Documenter Team will be made by consensus.  Consensus is achieved when:

· Everyone has a chance to offer their ideas and opinions

· Everyone's ideas and opinions are considered

· Most are in support and no one actively opposes the decision

· Everyone will support the decision

If consensus is in doubt, or a critical decision is being made, then a voting procedure will be used. If anyone in the group votes against the proposal, the decision is stalled and discussion must continue until all votes indicate no opposition.  In the absence of consensus, then the decision will be referred to the Project Steering Committee.
All decisions and information will be shared with the state agencies, with the ISB-GIT, WAGIC and the Framework Management Group via monthly or quarterly reports and/or presentations.
2.7. Coordination with Related Efforts

This Hydrography project will coordinate with related efforts through a variety of mechanisms:

State and Regional GIT initiatives

Use WAGIC as statewide forum and PNW-RGIC as regional forum to communicate progress and stay apprised of similar initiatives

National / Federal / Regional GIT initiatives

Provide periodic updates and provide opportunity to review proposed components to Pacific Northwest Regional Geographic Information Council

Provide continued participation and coordination with the Pacific Northwest Clearinghouse.  Updated data will be provided to the regional clearinghouse for consideration and inclusion into the NHD database.
3.  Appendices

3.1. Proposed Hydrography Timeline
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3.2. Steps for Moving Forward
The Hydrography Workgroup has developed a step-wise process for moving forward on hydrography data issues.  A summary of the recommended steps is listed below.  

	Step/Tasks
	Resources

	1. March 2007 through August 2007
	

	1. Ecology serves as Interim State Hydrography  Steward

2. Describe and Document the Governance Structure.  Leverage work described in EA-GIT PI Business Architecture and the PNW Roles & Responsibilities. Document high-level processes.


	· Make use of Ecology’s offer to serve as Interim Hydrography Steward.

· Project Management will be provided by the SWIMTAC Coordinator till 3/08 or until Ecology, in consult with the ISB-GIT, wishes to assign internal staff.

· GIT Hydrography Workgroup will staff the effort (Agency identified data stewards and Subject Matter Experts - Estimated at 80 hr/member.

· Facilitator $2500.  



	2. February 2007 through June 2007
	

	Assess Existing Hydrography FW Data Model.  Develop a Logical/Physical data model for use in statewide solutions testing.


	· Agency IT Technical Experts from WDFW, DNR, ECY.  

· Estimated 80 hours/agency.

	3. April 2007 through August 2007
	

	Assess and Document a High Level Technical Solution for the Update and Maintenance of Hydrography Data keeping in mind the interaction with the PNW Clearinghouse.  

Develop Plan for Pilot and funding proposal for consideration by ISB/GIT.
	· Agency IT Technical Experts from WDFW, DNR, ECY.  

· Estimated 40 hours/member.

· ISB/GIT Progress Update at June 29 meeting.

· August 30 meeting for approval to proceed with Pilot.


	4. September 2007 through February 2008
	

	Pilot Project: The testing of the data and data management models and technical solutions on one Westside and one Eastside watershed.  Technical solution and agency business processes project findings will be documented.


	· Reconsider Interim Roles and Responsibilities (Stewardship and others).

· Conduct Pilot per plan contingent on ISB/GIT approval and funding.

· Estimates TBD per plan presented at August 30 meeting.

	5. February 2008 through March 2008
	

	Assess Pilot Project Results.  Plan to move forward with statewide implementation.


	· Agency identified data stewards. ISB-GIT EA Hydrography team members. 

· Estimated at 40 hr/member.


3.3. Business Drivers for Single State Hydrography Data Set
Natural resource and environmental management has shifted from an issue specific approach to an integrated landscape and watershed planning approach.  This shift has increased the need for agency coordination and data sharing.  At the same time, cross-organizational demands for access to surface water information have increased with the growth in watershed-based initiatives. Local watershed planning groups, citizens, tribes, and consultants make frequent data requests to multiple state agencies for separate but similar data. This is driving the need for one contiguous framework of surface water data that all organizations can tie critical information to.

Hydrography Framework Business Drivers

	Functional Business Areas
	Business Drivers

RCW/WAC or Plan
	Supports Priorities of Government
	Data Required for Business Needs

	Permitting
	· Emergency Management Act
· Forest Practices Act
· Water Rights Legislation
· Endangered Species Act
· Safe Drinking Water Act,

· Growth Management Act
· JARPA
· HPA Act

· Clean Water Act


	Forest Practices Act & Rules,

Manage Populations of Species of  Concern,

Salmon Monitoring Strategy 
	Water bodies (lakes, ponds,) 
Water Course (streams, canals,) 
Stream Crossing,

Stream Direction of Flow,

Shorelines (various types),

Marine Areas/Estuaries

	Environmental Assessment and Planning
	· Northwest Forest Plan
· Forest Practices Act
· Superfund
· SEPA/NEPA
· Growth Management Act

· Shoreline Management Act
	Environmental Adjudication,

Protect Fish, Wildlife & Habitat,

Policy Making & Hearing Citizen Appeals 
	Water bodies (lakes, ponds, etc.),

Water Course (streams, canals, etc),

Watershed boundaries



	Recreational Use
	· Northwest Forest Plan
· Columbia River Basin Plan
· Timber/Fish/Wildlife Agreement
· American Disability Act
	Admin. of Outdoor Recreation, Habitat, and Salmon Recovery,

Resource Protection,

Grant Administration 
	Marine Areas/Estuaries, Water bodies (lakes, ponds, etc),

Water Course (streams, canals, etc),

Shorelines (management areas, setbacks)


Note: Business drivers originally identified at the Hydrography Framework Business Area Analysis Session on November 1997, draft updated March 2007
3.4. Hydrography Interim Roles and Responsibilities

This section specifies the major roles and responsibilities that will be used during the Interim Hydrography Data Project.  

Interim Participating Groups:
Outlined in the table below is a list of the groups that will assist in this effort.  There is a brief description of each of the groups and their associated roles and responsibilities.   The support and participation of these groups is critical to the success of this project.

	Participants 
	Description
	Role

	Information Services Board/ Geographic Information Technology Committee (ISB/GIT)
	Provides executive sponsorship and leadership.  

This standing committee of the Information Services Board (ISB) is charged with representing the strategic interest of a coordinated, enterprise approach to using geographic information technology and, providing leadership for the implementation of cost-effective, collaboratively-developed, spatial data management solutions.  Membership includes representatives from the United States Geological Survey (USGS), the Washington State Geographic Information Council (WAGIC) and the following Washington state departments: Transportation (DOT), Ecology (ECY), The Military (MIL), Health DOH), Information Services (DIS), Natural Resources (DNR) and Fish and Wildlife (DFW).


	Interim Responsibilities: 

· Provides necessary funding/resources.

· Provides oversight. 

· Serves as advocate for Hydrography Data project and its members.

· Eliminates obstacles to success of the Hydrography Data project.

· Provides policy direction.



	ISB/GIT Interim Project Steering Committee
	Steering Committee members provide guidance to and oversight of the project and represent the business interests of their respective agencies. The committee also ensures that sufficient resources and staff are available to the project.
	Interim Responsibilities: 

· Conduct the project;

· Resolve disagreements and deadlocks encountered by the Documenter Team;

· Approve project phase completion; 

· Review project deliverables; and

· Provide guidance to the project manager.



	Hydrography Stewardship Agency
	Provides an important leadership role for the Hydrography Data Project.  Hydrography Steward insures that hydrography issues are coordinated and communicated between the Hydrography Data project members and existing Agency Data Stewards.  The steward agency will help build consistency across the state for a consistent and integrated single source for hydrography data based on agreed-upon protocols. The steward agency will act as the PNW Hydrography Clearinghouse point-of-contact.

Interim Steward Agency:  Ecology 

State Technical Lead:  Dan Saul

Interim project management support and documenter team lead: Joy Paulus, SWIMTAC Coordinator (until Ecology re-assigns task)


	Interim Responsibilities: 

· Establishes meeting schedule and protocols.

· Ensures consistency in all aspects of the implementation of hydrography data. 

· Leadership of the technical workgroup.

· Coordinates with the PNW Regional Clearinghouse.



	Framework Management Group
	WAGIC technical committee responsible for coordinating the development and integration of the fundamental data themes. Serves as technical resources for the ISB/GIT staff.  

Chairperson:  Sam Bardelson, USGS


	Interim Responsibilities:

· Provides advice and a more global perspective on hydrography issues.


	Hydrography Data Project Documenter Team


	The technical team is assembled to help with the construction, implementation and documentation of the hydrography data project.

Reports to the ISB/GIT.

Members:

Tim Young, WDFW

Deborah Naslund, DNR

Jeff Holm, DIS

Joy Paulus, SWIMTAC

Martin Hudson, WDFW

Mac McKay, WDNR

Dan Saul, Ecology


	Interim Responsibilities:

Working with the Hydrography Stewardship Agency and Agency Hydrography Data Stewards develop and document the following:

· Identify a common standard logical data model for WDFW, DNR and ECY to use in sharing hydrography geospatial data.

· Identify the business cases for jointly maintained statewide hydrography data.

· Identify the business processes for managing and maintaining hydrography data. Such process shall include stewardship roles, responsibilities and governance structures.

· Identify and prototype technical methods which support cooperative management and maintenance of a shared hydrography data.

· Test the proposed technical solution on one eastern and one western watershed

· Develop cost estimates for statewide implementation.



	Agency Hydrography Data Stewards


	The agencies responsible for stewardship and joint management of hydrography dataset(s) 

Martin Hudson, WDFW

Mack McKay, WDNR

Dan Saul, Ecology


	Interim Responsibilities

· Manages creation and maintenance of hydrography data/metadata within own organization.

· Ensures organization follows agreed-upon standards, protocols, and processes for providing data/metadata.

· Communicates and works with the stewardship agency and documenter team on the documentation and resolution of technical issues, testing, solutions and maintenance of hydro data.

·  Coordinates with Hydro Technical lead to ensure consistency in the testing of the implementation of data update standards and protocols and solutions.
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