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Background and Purpose

For over the past decade, DWR has been implementing GIS into our data analysis and presentation protocol.  The increased use and dependence on GIS for our programs has led to the creation of the Enterprise GIS Committee (EGC) in 2009.  The EGC is responsible for:

· Establishing GIS policies 
· Providing input on server configuration 
· Providing assistance to employees struggling to create documents in GIS
· Assisting DWR employees in finding data
· Assisting DWR staff with developing appropriate documentation on their data to share with others within the Department
· Creating standards for Department GIS activities including:
· Data presentation and storage
· Metadata 
· GIS web application 
· Emergency response
· Contract services documents that require a location component 
· GIS training 
· Facilitating a cooperative group of GIS users across the Department  

The EGC has also assisted programs by making maps, developing data and creating GIS web applications.  The EGC is comprised solely of volunteers taking time from their own program work to assist the growth of GIS use in DWR.  Through the years the EGC has been providing ever increasing GIS assistance to the Department and filled support/service gaps that surfaced or was projected to become an issue.  The EGC was not created to support all of these needs and we are now at the point where the EGC cannot meet the additional growing needs for GIS support so another mechanism needs to be implemented that will be able to meet the current and flourishing future GIS needs of the Department.

A new, dedicated GIS Service Section (GIS SS) needs to be created that will be able to meet current and future GIS support requirements.  DWR programs are realizing the power of GIS in taking vast amounts of data and synthesizing it for analysis, interpretation and visualization and encapsulating the data into reports, presentations or websites.  A new GIS SS will significantly improve the Department’s ability to take voluminous data and boil it down into understandable maps and graphs allowing for better decision making in managing the State’s water resources.

The following are some of the benefits DWR staff will gain in creating a GIS SS that will be dedicated to DWR programs:

1. Maintain a domain for all data to reside allowing easy access and use of all of the data and corresponding metadata.  
2. Allows the GIS library custodian to systematically apply edits and corrections to data sets and eliminates duplicative data sets which will reduce confusion.
3. Provides standardization in data set documentation which eliminates end-user confusion.
4. Improves data set security by allowing varying levels of accessibility and editing.
5. Provides for data analysis, interpretation and uniform presentation formats.


Organizational Structure

The EGC will still exist but will have a reduced span of responsibility after implementation of the GIS SS.  The EGC will meet quarterly or more often if needed to discuss and establish Department wide GIS policies and procedures.  Composition of the EGC will remain the same with one voting representative from each line Division (O&M, DOE, DSOD, DFM, DES, DTS, DSWIWM, DIRWM) and line Office (BDO, SWPAO).  Limited administrative support services to the EGC will be provided by the GIS SS.

The preferred location for this new GIS SS is under the Integrated Data and Analysis (IDA) Branch in the Division of Statewide Integrated Water Management.  There are several strong reasons why the IDA is a very logical home for the new GIS SS:
 
1. The IDA Branch understands data collection, processing, management and dissemination through their implementation of the Water Plan Information Exchange (Water PIE), Water Data Library (WDL), Hydstra, WILMA and Graceland (both groundwater data bases) and GIS support for the Flood Emergency.  All of these data storage, data dissemination and web application programs involve constant communication, sharing and coordination across divisional and departmental lines which will be extremely important when providing Department-wide GIS services.  
2. The IDA Branch has been designated as the state lead in initiating and implementing California’s portion of the National Hydrography Dataset (NHD).  There is a high level of dependence between GIS and NHD where co-locating these two functions within the same branch will facilitate close coordination and allow each to take advantage of the cross division and department coordination required to affectively advance and grow each program.  Also initial plans are to hire a Professional Land Surveyor (PLS) classification for the NHD program.  This PLS could be shared between the NHD and GIS SS units to meet any program needs.
3. The IDA Branch has a history of support for the EGC and much of the enterprise-wide GIS developments that have already occurred.  The proven track record of the IDA’s commitment to the goals of the EGC is a compelling reason to locate this new section accordingly.  

The GIS SS will be comprised of one supervisor and three staff.  The supervisor will be a Research Manager II (GIS).  This classification is currently not authorized for use in DWR so we will have to obtain CalHR approval to use it.  The staff will be Research Analyst I or II (GIS) and Research Program Specialist I (GIS).  It will be extremely important that we recruit candidates that are already trained in GIS applications.  The Research Analyst/Manager/Program Specialist (GIS) classifications do have the background and experience that can immediately provide GIS expertise to the Department.  
 
Duties and Responsibilities

Currently the development and implementation of GIS in DWR is shared between three groups:  DWR Programs, the EGC and the CA Natural Resources Agency/CA DWR Enterprise GIS Services Office.  Below is a description of each:

· DWR Programs - The collection of programs and people that use spatial data in the Department.

· EGC - A group of volunteers that was sanctioned by the DWR Governance Board for setting policies on GIS within the Department.

· The CA Natural Resources Agency/CA Department of Water Resources Enterprise GIS Services Office - Five people responsible for supporting enterprise GIS services and information technology in the California Natural Resources Agency and Division of Technology Services.  This group provides services to every agency in the California Natural Resources Agency, and maintains our information technology infrastructure.


The proposed GIS SS will be the fourth group that will share the Department’s GIS responsibilities.  A restructuring of these responsibilities will need to occur.  Below are some of the more prominent responsibilities for this new section:  

· Be the center of GIS expertise in the Department
· Be responsible for training, standardizing GIS procedures/protocols
· Be the GIS data steward
· Research and evaluate new GIS technologies 
· Provide assistance to DWR units in developing their own GIS products and skills

Supervision and management of the GIS SS will be the responsibility of the IDA Chief.  Table 1 identifies the proposed restructuring of the roles and responsibilities of these four groups.
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Budget

The projected budget for this section will be approximately $1,027,000.  Basic components to this budget are:  Salaries, OE&E and EGC costs.

Salaries:
Research Manager II (GIS) 		$7,300/mo
Research Program Specialist I (GIS) 	$6,300/mo
Research Analyst II (GIS)		$6,000/mo
Research Analyst I (GIS)			$5,000/mo
¼ time of PLS				$2300/mo

Annual salary cost for one Research Manager II, one Research Analyst II, one Research Analyst I, one Research Program Specialist I and quarter time of a PLS at a 2.8 multiplier for overhead costs is:  $904,000.  

OE&E:  OE&E needs will be $100,000 to cover costs such as training, conferences, applications/add-ons, consultant contract if needed and hardware not covered by DTS. 

EGC:  The salary cost for the EGC members to meet quarterly will also be included in this budget.  The EGC is a ten member committee that will meet quarterly for 4 hrs (2 hour meeting and 2 hour for preparation).  Assuming an average $140/hr activity rate, annual salary cost of the EGC members is $22,400.

Funding for this section has been included in the Data Budget Change Proposal (BCP) that is part of the Sustainable Groundwater Management Act (SGMA) BCP.  This BCP is for fiscal year 2018 starting on July 1, 2017.  The following is a list of the more important benefits the SGMA program will gain from the creation of a GIS Service Section:

1. GIS is the backbone for all of the key maps and presentations associated with Bulletin 118, GSA boundary maps, CASGEM priority basins, subsidence monitoring maps, land use maps, water balance depictions, evapotranspiration maps, urban water use maps and surface water data maps.   All of these are key components in implementing SGMA and producing all required reports.
2. GIS will allow easy public access to our GIS data products through our website where the user can review data, change layers to individualize data display for easier evaluation and analysis of GSA boundaries which feeds into each GSP.
3. GIS will facilitate better stewardship of the data by providing uniform structure to the data set and meta data that will help make our data more usable to the end users.  

Tasks

Below are the known tasks that need to be completed to create the new GIS Service Section.

1. We need to continue support of the EGC throughout this organizational change.  We must recruit new members into the EGC to replace outgoing members to maintain GIS expertise and support.  
2. We need to lock funding for this section into the Data BCP.  This is the sole funding source identified for this section so it is imperative that we push this BCP forward with the GIS Service Section included.
3. We need to confirm the DSWIWM approval to place this new section within the division.  The division chief has agreed to entertain this proposal while also considering DOE’s proposal.
4. We must obtain the EGC approval of this proposal.
5. After receiving the EGC approval, we must present this proposal to the Governance Board for their approval.  
6. After the Governance Board’s approval, we have to develop a reorganization request package for MAO’s review and approval for implementation.
7. Concurrently with the MAO package, we must submit a request through our Personnel Office to CalHR for approval to use a Research Manager II(GIS) and Research Program Specialist I (GIS) classifications in DWR.
8. Initiate recruitment for these positions as early as possible.

Deliverables

There are a number of significant deliverables from this proposal:

1. Provide timely and professional GIS support to all DWR staff including emergency response teams.
2. Promote GIS application to programs that will benefit.  This can include presentations at the DWR Orientation course, the Supervisors Training and the Management Development Program.
3. Refine and improve on our GIS procedures by establishing standards for all GIS products to promote uniformity.
4. Provide full support and expansion of the DWR Atlas.
5. Continue improvements to website support which would allow GIS products to be more visible and accessible to the public.
6. Expand support of the GIS library and provide oversight of the data.
7. The EGC will continue to develop and approve GIS policies and be a source of expertise on GIS issues.  
8. The GIS SS will continue to research and develop new GIS capabilities.
9. Maintain state-of-the-art GIS web applications and assist department staff in developing add-ons and tools.
10. Provide assistance and training to staff that request help on GIS software.
11. Provide DWR training classes on GIS.
12. Possibly produce periodic GIS newsletters.
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Topic Responsibility or Role

DWR 

Programs

EGC

CNRA/DWR 

GIS Office

DWR GIS 

SS

Governance Formal GIS Officer

Governance GIS Governance

Governance GIS Policies

Governance Security Policies

Governance Technical Policies

Governance Liaison with other State agencies and GIS community

Data Stewardship External Datasets

Data Stewardship Legacy Datasets

Data Stewardship Program Dataset Stewards (DWR Created)

Administration

Assisting program data stewards with initial 

stewardship plan and metadata

Administration Enterprise Process Guide (Data)

Administration Esri User Conference

Administration GIS Enterprise Architecture and Applications Chair

Administration Operate and Maintain DWR Atlas and Image Server

Administration Outreach to DWR on Procedural Issues

Administration Outreach to DWR on Technical Issues

Administration Recruitment

Administration Web Server Hosting and Administration

GIS Service GIS Librarian on DWR Atlas and Image Server

GIS Service Produce Map Products

GIS Service Metadata positional accuracy approval

GIS Service Publish a Service Catalog

GIS Service QA/QC metadata

GIS Service Support Data Stewards (Data Custodians)

GIS Service Training

GIS Service Preliminary Map Production for Web Services

IT Infrastructure Infrastructure for GIS

IT Software Enterprise License Agreement

IT Software GeoPortal

IT Software GIS Licensing 

IT Software Web Application Development

IT Software Research and evaluate new technology
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