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The Enterprise GIS Committee has been a volunteer group since its inception in 2010.  The time has come to formalize this group and its functions and responsibilities because of increasing Departmental needs to use GIS features and the volunteers are getting burnt out.

The Enterprise GIS Committee received two proposals for a GIS Services Unit in DWR.  It is encouraging to see this level of commitment to GIS in the Department.  The Division of Engineering (DOE) wrote one proposal, and the North Central Region Office (NCRO) wrote the other proposal.  The Enterprise GIS Committee has tried to reconcile the differences between the two proposals for the Governance Board.


History

Since its inception, the Enterprise GIS Committee has:

· Advocated spatial data stewardship in the Department
· Maintained the image server
· Written and published spatial data standards
· Conducted GIS Day each year
· Written emergency response GIS standards
· Developed templates for web applications using spatial data
· Conducted Introduction to GIS training classes
· Tested GIS-related software
· Provided guidance on GIS-related issues for DWR when questions arose


At the same time, the GIS community in DWR has evolved. There is a (relatively) new unit in DTS, the CNRA/DWR GIS Office, which provides development of web applications and maintenance of hardware and software to DWR.  DWR programs have continued to grow and are increasing their use of spatial data and remotely sensed data.  Moreover, there is an increasing need to coordinate with State agencies, federal agencies, local and regional organizations, tribes and academic institutions.

The increasing needs and complexity of programs in DWR, as well as increasing need for coordination efforts outside of DWR, can no longer be borne by a group of volunteers.

Earlier this year, the Enterprise GIS Committee developed a set of tasks for a GIS Services Unit in anticipation of formalizing the GIS Services Unit.  These tasks also include linkages between the GIS Services Unit and DWR programs, the CNRA/DWR GIS Office and the Enterprise GIS Committee.  These tasks are included in Appendix A.


Differences

The two proposals have essentially the same scope of work, which is documented in Appendix A.  The two proposals differ on where the GIS Services Unit would be organizationally within DWR, and the classifications used to fill the positions.  The following table presents the differences between the two proposals


	Item
	DOE
	NCRO

	Organizational Home
	DOE
	DSIWM

	Classifications
	Engineers and Surveyors
	GIS Professionals




There are strengths and weaknesses to each option.


A Home in DOE
DOE has the Photogrammetry Unit and the Cadastral Unit.  The Photogrammetry Unit has participated in the Enterprise GIS Committee since its inception.  The former chief was instrumental in setting up the existing GIS architecture for the image server, which is used by much of the Department.  The Cadastral Unit has works on parcels and related information, and plays an important role for the Department.  Both of these are good reasons to house a GIS Services Unit with DOE.

The other side is that DOE relationships with other divisions are mostly limited to work on parcel information.  DOE will have to learn about depth of other programs, the spatial data these programs use, and the program needs for GIS services.


A Home in DSIWM
Division of Statewide Integrated Water Management has chaired the Enterprise GIS Committee since its inception, and has the National Hydrography Dataset Program.  The Enterprise GIS Committee has established a reputation for coordination with all divisions, and developing consensus policies.  The National Hydrography Dataset will coordinate with GIS professionals in the regional offices, and establish a technical GIS center of excellence within the Department.  Both of these are good reasons to house the GIS Services Unit with DSIWM.

The other side is that Division of Statewide Integrated Water Management would need to establish a better relationship with the State Water Project, which has a great deal of spatial information that would be valuable if shared with the Department.


Staffing
Both the DOE and the NCRO propose four positions for the GIS Services Unit, a supervisor and three staff.

GIS is an application that people can learn, just as they learn Microsoft Excel.  Like Excel, most of us will never use the full functionality of GIS.  Unlike Excel, most of us never learned the basics of GIS in third grade math class.  The decision of what civil service classifications to use for the GIS Services Unit is not clear-cut.

Staffing this Unit with people from DWR programs would benefit the Unit greatly.  People that have worked on Department programs have an understanding of why the spatial data is important and why it gets used.  This understanding would help a fledging GIS Services Unit claim it could provide valuable assistance to programs, and establish itself as complementary to the programs.

Staffing the GIS Services Unit with GIS professional would promote GIS with the Department.  Such a Unit would provide promotional opportunities that do not currently exist.  These professionals would have to learn about programs.

Mostly engineers and surveyors staff DOE.  If it recruited from the ranks of the programs, its members could easily fit into the organizational culture of DOE.  If DOE recruited GIS professionals, the new classifications would be paid significantly less than their peers in the same organization.


A Single, Consistent Proposal

Tasks
Both DOE and NCRO agree on the scope of work in Appendix A.  This is an appropriate set of tasks to start with.  


Staffing
More important than the civil service classifications are the skills and abilities of the people in the GIS Services Unit.  In a different world where we could ignore CalHR requirements, we could handpick four people from the DWR GIS community and have an exceptional unit.

The GIS Services Unit should be initially be staffed with four people, two from professional GIS classifications and two from programs.  By using two people from DWR programs, the GIS Services Unit starts with some understanding of program needs and Departmental issues.  The hope is that this will give the Unit a running start.  By using two GIS professionals, the GIS Services Unit is a statement that DWR wants to strengthen the GIS classifications in civil service.  Then, the classifications that the GIS Services Unit uses can evolve over time so that all four positions are GIS professionals.


Positions and Classifications
DWR can split the GIS Services Unit between DOE and NCRO.  We can house two positions in DOE and two positions in Division of Statewide Integrated Water Management.  This would be an extension of the Department’s approach to matrix management.

DOE would hire two positions from DWR programs.  DSIWM would hire two positions of GIS professionals.  This would work well with the organizational culture that each is developing.

This mix of classifications and positions would provide the GIS Services Unit with the good start.  The Unit could initially draw from programs as well as support GIS professionals.  The positions and classifications would evolve too.  Just because the GIS Services Unit starts this way, the Unit does not have to maintain this mix as people leave or needs change.


Funding

DOE has secured funding from the State Water Project Contractors for two positions this fiscal year.  This is very generous and supportive.

I suggest that DOE take the lead for the GIS Services Unit.  These responsibilities would include managing all four positions in the GIS Services Unit, and writing a BCP for continuous, sustainable funds.  When the BCP is approved, then this funding can replace the funding for the positions in DOE.
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	Topic
	Responsibility or Role
	DWR Programs
	Enterprise GIS Committee
	CNRA/DWR GIS Office
	DWR GIS Services Unit

	

	Governance
	Formal GIS Officer
	
	
	
	

	
	
The responsibility of a formal GIS Officer is hard to define.  The GIS Office should engage the programs and should be qualified to do the job.  

If this position becomes one that is required for the Department, the Enterprise GIS Committee will revisit this.  

	

	Governance
	GIS Governance
	
	 
	
	

	
	
The Enterprise GIS Committee is the group responsible for GIS governance in DWR.

Governance includes:
· Champion and promote spatial data stewardship throughout the Department
· Recommendations to the Governance Board
· Defining metadata standards
· Recommendations to DTS and the CNRA/DWR GIS Office on GIS web application standards
· Standards for GIS during emergency response, and especially map feature standard
· Developing other spatial data standards or procedures as needed or applicable

	

	Governance
	Security Policies 
	 
	
	
	

	
	
Security policies about a dataset are the responsibility of the data steward.  

The data steward determines the confidentiality of the spatial dataset, as well as the confidentiality of the associated metadata.  Both DWR programs and the GIS Services Unit may both steward datasets.  

The geodatabase administrators will implement the security as defined by the data steward.

	

	Governance
	Technical Policies
	
	 
	 
	

	
	
	
	
	
	

	
	
Technical policies are the responsibility of the Enterprise GIS Committee.

	
	
	
	
	
	

	Governance
	Liaison with other State agencies and GIS community
	
	 
	 
	

	
	
	
	
	
	

	
	
Coordination with other State agencies and the GIS community would be the responsibility of the Enterprise GIS Committee.  The Enterprise GIS Committee may delegate some or all of this responsibility to the GIS Services Unit.

	
	
	
	
	
	




	Topic
	Responsibility or Role
	DWR Programs
	Enterprise GIS Committee
	CNRA/DWR GIS Office
	DWR GIS Services Unit

	
	
	
	
	
	

	Data Stewardship
	External Datasets
	
	
	
	 

	
	
Stewarding external datasets is the responsibility of DWR Programs and the GIS Services Unit.

External datasets are ones created outside of DWR.  When possible, DWR programs will steward external datasets.  When DWR programs do not have the time or resources, or are unable to steward an external dataset, then the GIS Services Unit may steward the external dataset.

	
	
	
	
	
	

	Data Stewardship
	Legacy Datasets
	 
	
	
	

	
	
Stewarding legacy datasets is the responsibility of the DWR Programs and the GIS Services Unit.

Legacy datasets are ones that are important, but are no longer being edited.  Often the person who created the spatial dataset has retired, so there is limited metadata.  When possible, DWR programs will steward legacy datasets.  When DWR programs do not have the time or resources, or are unable, to steward a legacy dataset, then the GIS Services Unit may steward the legacy dataset.

	

	Data Stewardship
	Program Dataset Stewards (DWR Created)
	 
	
	
	

	
	
	
	
	
	

	
	
Stewarding program datasets is the responsibility of the DWR Programs.

Program datasets are ones that DWR is currently using and editing.  DWR programs shall follow the standards set forth in the DWR Spatial Data Standards.

	




	Topic
	Responsibility or Role
	DWR Programs
	Enterprise GIS Committee
	CNRA/DWR GIS Office
	DWR GIS Services Unit

	
	
	
	
	
	

	Administration
	Assisting program data stewards with initial stewardship plan and metadata
	
	
	
	 

	
	
Assisting DWR programs with stewardship is the responsibility of the GIS Services Unit.

The GIS Services Unit may be to help data stewards prepare the initial stewardship plan, and help data stewards prepare metadata.  Ultimately, both of these are the responsibility of the data steward, and cannot therefore be completed by the GIS Services Unit.

	

	Administration
	Enterprise Process Guide (Data)
	
	
	
	 

	
	
The GIS Services Unit shall develop an enterprise process guide for spatial data.

The enterprise process guide will require that all published spatial data will be available in the DWR Atlas by the end of 2017.

	

	Administration
	Esri User Conference
	
	
	 
	

	
	
The CNRA/DWR GIS Office is responsible for the logistics of passes for the Esri user conference.

	

	Administration
	GIS Enterprise Architecture and Applications Subcommittee 
	
	
	 
	

	
	
The CNRA/DWR GIS Office is responsible for chairing the Enterprise Architecture and Applications Subcommittee.

The Enterprise Architecture and Applications Subcommittee will review and evaluate new software and technology, and make recommendations to the Enterprise GIS Committee.

The Enterprise Architecture and Applications Subcommittee will be responsible for supporting the server cadre.  The server cadre is made up of interested DWR programs that wish to create web applications.

	

	Administration
	Outreach to DWR on Procedural Issues
	
	
	
	 

	
	
As one of its support functions, the GIS Services Unit is responsible for communicating with DWR users on decisions made by the Enterprise GIS Committee or its subcommittees, or surveys to help the Enterprise GIS Committee.

	

	Administration
	Outreach to DWR on Technical Issues
	
	
	 
	

	
	
As one of its support functions, CNRA/DWR GIS Office is responsible for communicating with DWR users on changes in hardware or software, schedules for upgrades, and recruitment for testing software.

	

	Administration
	Recruitment
	
	
	
	 

	
	
Promoting increased job opportunities for GIS professionals is the responsibility of everyone.  Because the GIS Services Unit will likely have the most opportunity for hiring new positions, the responsibility has been listed under this unit.

Promote GIS Specifications with CalHR.

	

	

	Administration
	Server Hosting and Administration
	
	
	 
	 

	
	
Web server hosting and administration for enterprise geodatabases and servers is the responsibility of the CNRA/DWR GIS Office. 

	
	
	
	
	
	




	Topic
	Responsibility or Role
	DWR Programs
	Enterprise GIS Committee
	CNRA/DWR GIS Office
	DWR GIS Services Unit

	
	
	
	
	
	

	GIS Service
	GIS Librarian on DWR Atlas and Image Server
	
	
	
	 

	
	
Managing the spatial data on the DWR Atlas and Image Server is the responsibility of the GIS Services Unit.

The DWR Atlas is a single geodatabase that stores vector spatial data.  The DWR spatial data standards require that a data steward load the appropriate spatial dataset on the development server.  The GIS Services Unit will be responsible for copying the appropriate files to the development server, and when the metadata is complete, copying the appropriate files from the development server to the production server.

DWR has an image server for raster data.  The GIS Services Unit is responsible for managing the image server, loading new raster data onto the image server, and creating services for the spatial data.

Eventually, DWR will get a geodatabase for raster data.  

Being a DWR GIS librarian for spatial datasets is the responsibility of the GIS Services Unit.

The GIS Services Unit will have knowledge and understanding of spatial data is in the DWR Atlas, spatial data is on the image serve, and datasets created by programs that do not have data stewards.  Providing this service will require the GIS Services Unit periodically survey programs to understand their spatial data needs.

	

	GIS Service
	Produce Maps
	
	
	
	 

	
	
Preliminary map production is the responsibility of DWR programs.  Map production may also be done by GIS Services Unit.

Currently, there is no single group responsible for making maps in the Department.  If this responsibility falls on any group, then it falls on the Public Affairs Office.  They are not subject matter experts, and rely on data stewards to create and publish the spatial data necessary for the maps.

Map production may be done for many reasons.  The GIS Services Unit will serve as the place that anyone in DWR can go to ask for a map.  

	

	GIS Service
	QA/QC metadata
	
	
	
	 

	
	
Reviewing and approving metadata for compliance with the DWR Spatial Data Standards is the responsibility of the GIS Services Unit.  DWR Programs may also review and approve metadata.

DWR spatial data sets require a review of the metadata to comply with the spatial data standards.  

	

	GIS Service
	Metadata positional accuracy approval
	
	
	
	 

	
	
Approving the positional accuracy for metadata will be the responsibility of the GIS Services Unit.  DWR Programs may also approve positional accuracy.

Internally produced DWR spatial data sets require a statement of positional accuracy.  There are six possible methods for determining positional accuracy in the DWR spatial data standards.  The GIS Services Unit may calculate positional accuracy for a data steward, or review and approve the calculations for a data steward.

	

	

	

	GIS Service
	Support Data Stewards (Data Custodians)
	
	
	
	 

	
	
Support of data stewards will be the responsibility of the GIS Services Unit.  Data steward support may also be done by DWR programs.

Data stewards may need help completing the initial stewardship plan and completing the metadata.  These necessarily have to be done by a subject matter expert.  However, the GIS Services Unit may draft these materials for the data steward in order to promote a prioritized spatial data set or complete these materials in a timely manner.

	

	GIS Service
	Publish a Service Catalog
	
	
	 
	 

	
	
The CNRA/DWR GIS Office and the GIS Services Unit will publish a catalog of services each provides, and any service level agreements each has.

The catalog and service level agreements will be published on the GIS Portal.

	

	GIS Service
	Training
	
	
	
	 

	
	
Training will be the responsibility of the GIS Services Unit.  Training may also be done by DWR programs.

There is no consistent, formal GIS training in taught DWR.  This service has been provided by volunteers in the past, and is therefore only offered sporadically.  The GIS Services Unit will develop an Introduction to GIS course that can be used to teach anyone interested in GIS in DWR.  The GIS Services Unit will update and maintain the course materials as technology changes in DWR.  The GIS Services Unit will regularly teach the Introduction to GIS course.  

The GIS Services Unit will develop advanced GIS course material as requested to do by the Enterprise GIS Committee.

DWR programs may also use the course material to teach GIS classes.

	
	
	
	
	
	




	Topic
	Responsibility or Role
	DWR Programs
	Enterprise GIS Committee
	CNRA/DWR GIS Office
	DWR GIS Services Unit

	
	
	
	
	
	

	IT Infrastructure
	Infrastructure for GIS
	
	
	 
	

	
	
The GIS infrastructure is the responsibility of the CNRA/DWR GIS Office.

The CNRA/DWR GIS Office will work with the Enterprise Applications and Architecture Subcommittee to design and test an infrastructure that meets the needs of DWR programs.

	

	
	
	
	
	
	

	IT Software
	Enterprise License Agreement
	
	
	 
	

	
	
The enterprise license agreement with Esri is the responsibility of the CNRA/DWR GIS Office.

The enterprise license agreement primarily defines what software and support DWR receives.  The enterprise license agreement also defines how many Esri User Conference passes and the number of ArcGIS On-Line credits DWR receives.

	

	IT Software
	GeoPortal
	
	
	 
	

	
	
The maintenance and upgrading of the GeoPortal is the responsibility of the CNRA/DWR GIS Office.

The GeoPortal is used to determine if an internally stewarded DWR spatial dataset meets the DWR metadata standards.  There is no other software available to serve this function.

	

	IT Software
	GIS Licensing 
	
	
	 
	

	
	
Licensing of GIS software is the responsibility of the CNRA/DWR GIS Office.
DWR programs and the Enterprise GIS Committee may suggest software or additions to the standard ArcGIS installation that DWR should purchase.

	

	IT Software
	Web Application Development
	
	
	 
	

	
	
Web application development for large applications is primarily done by the CNRA/DWR GIS Office.  This may also be done by DWR Programs for small and medium-sized applications.

The Server Cadre shall support the development of web applications.  To this end, the CNRA/DWR GIS Office shall take an active role supporting the server cadre and the Enterprise Application and Architecture subcommittee.
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