Charters of the Exchange Network Leadership Council,
Network Technology Board, and
Exchange Network Coordination Team

Approved June 19, 2013

Background

In 2013, the Exchange Network Leadership Council (ENLC) adopted an Implementation Plan for Phase 2 of the Exchange Network, which will guide its activities from 2013-2016. The ENLC also approved changes to the Exchange Network’s governance structure to more closely align it with the Network’s operational needs and work patterns.

This charter commissions and identifies the roles, responsibilities, and composition of the groups that govern the National Environmental Information Exchange Network (EN). These groups include the ENLC, the Network Technology Board (NTB), and the Exchange Network Coordination Team.
The ENLC will continue to provide high-level leadership and direction for the Exchange Network. This charter establishes the NTB as a sub-group of the ENLC. The NTB’s role is to identify and deliberate on operational and technical issues; test, prototype, and explore technical solutions to identified issues; and manage shared Network infrastructure, resources, and services. This charter also establishes the EN Coordination Team to manage the day-to-day operations of the Network. The detailed roles and responsibilities of EN Governance are presented in Appendix 1.
This new governance structure is designed to replace and integrate the functions of the Network Operations Board (NOB) and its two subgroups, the Network Technology Group (NTG) and the Network Partnership and Resources Group (NPRG). The ENLC, through its approval of this charter, hereby dissolves the NOB, NTG, and NPRG.
The reorganization addresses specific governance and management requirements identified by the workgroup that drafted the Implementation Plan for Phase 2 of the Exchange Network. These requirements are:

1. Aligning Network activities with the Network vision and the business needs of Network Partners.

2. Ensuring that the membership of the ENLC adequately reflects the composition of the Network community and includes members with skill sets to provide the Network with strategic direction, executive management support, and growth opportunities. 

3. Assigning management of day-to-day operations to staff to maximize efficiency and minimize the burden on volunteer governance members.
4. More extensively using Integrated Project Teams (IPTs) to create Network products so that Partners can more directly participate in Network governance and make available their subject matter expertise.
Exchange Network Leadership Council
The ENLC is the primary leadership body of the Exchange Network. The mission of the ENLC is to:

· Establish policy and strategic direction;
· Anticipate resource needs and develop plans for securing them;
· Oversee data standards development; and
· Connect the Network to broader communities of interest.
The ENLC is also responsible for chartering Integrated Project Teams (IPTs) to create a specified product, service, or deliverable for the Exchange Network.
Network Technology Board

The mission of the NTB is to:
· Identify and deliberate on operational and technical issues;
· Test, prototype, and explore technical solutions to identified issues;
· Establish and maintain technical procedures, standards, and guidance;
· Manage shared services, resources, and infrastructure;
· Actively track and keep the Network current with emerging and changing technologies; and
· Elevate issues to the ENLC as appropriate.
The NTB will also be responsible for providing input and reviewing work products for IPTs that are working on technical topics, though formal responsibility for chartering IPTs rests with the ENLC.

EN Coordination Team

The EN Coordination Team will be responsible for managing the day-to-day operations of the Network and ensuring coordination among the activities of the ENLC and the NTB. The Team will:
· Implement policy, technical, and operational decisions made by the ENLC or NTB;
· Ensure the establishment and maintenance of operational procedures, standards, and guidance;
· Manage staff support and resources for Network operations, communications, and IPTs;
· Help direct the development and implementation of Network Web services and Flows;
· Expeditiously, impartially, and judiciously resolve all Network Partner implementation and operational issues; and
· Refer issues to the ENLC or NTB as appropriate.
The membership of the ENLC Coordination Team will, at a minimum, include:
· The 2 Co-Chairs of the ENLC
· The 2 Co-Chairs of the NTB

· Exchange Network Coordinator

Integrated Project Teams

Integrated Project Teams (IPTs) are ad hoc groups chartered by the ENLC to create a specified product, service, or deliverable for the Exchange Network. Specific IPT responsibilities will be detailed in their charter documents. The membership of IPTs will typically be determined through self-selection after a call for volunteers, though the ENLC should make an effort to identify any skills that are particularly germane to the task for which the group is chartered. All IPTs should generally be led by two Co-Chairs that represent diverse perspectives represented on the group. The ENLC and the EN Coordination Team will identify support resources to help IPTs manage their work. These resources may include the Network Coordinator, contractor resources, or others.

Management Relationships

As depicted in Figure 1, the ENLC will provide direction to the NTB and the EN Coordination Team. The ENLC will develop its strategic direction and priorities and task the EN Coordination Team or NTB to manage their successful implementation and operation.
The NTB and EN Coordination Team will raise issues and provide recommendations to the ENLC as needed.
IPTs are ultimately responsible to the ENLC, but will routinely report to the EN Coordination Team.
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Figure 1. EN Governance Management Relationships

Operating Procedures and By-Laws

Membership/Organizational Structure

The ENLC has the responsibility to proactively engage with and ensure transparency to the States, EPA, Tribes, Territories, and other Partners in their decisions. The ENLC members are responsible for soliciting and representing the interests of their respective constituencies. The ENLC will establish decision-making procedures that include soliciting input from affected parties.
ENLC

The ENLC will consist of at least 11 representatives: at least five from EPA, at least five from State/Territorial environmental or health agencies, and at least one Tribal representative. As the ENLC identifies opportunities for the Network to expand into new communities and business areas, the ENLC will consider offering membership to their representatives. This will help give new Partners a stake in the Network’s growth and provide the ENLC with connectivity to new stakeholder groups. The ENLC should strive for an equal balance of Federal and non-Federal perspectives. All ENLC representatives must be senior members of their agencies. A representative from the EPA Office of Environmental Information (OEI) and a State representative with an enterprise-level perspective will serve in the capacity of ENLC Co-Chairs. The ENLC Co-chairs will serve as members of the EN Coordination Team.
The remaining four EPA representatives
 should provide a mix of program and Regional perspectives. At least three EPA representatives should represent the programs, with an emphasis placed on diverse representation from Air, Water, Waste, Research and Development, and Enforcement. At least one EPA representative will be a Regional delegate, and that position should rotate amongst the Regions. The State representatives
 should reflect the heterogeneity of the constituency. Table 1 presents the minimum composition of the ENLC and the associated tenure limitations for each position.

	ENLC Position
	Tenure

	EPA Co-Chair (OEI)
	Specific Position within OEI, no specified tenure and term limit

	State Co-Chair
	2-year term, two term limit

	EPA At-Large (Regional Representative)
	2-year term, one term limit

	EPA At-Large (Program)
	2-year term, no term limit

	State/Territory At-Large
	2-year term, two term limit

	Tribal At-Large
	1-year term, four term limit


Table 1: Minimum Composition of the ENLC
The ENLC may occasionally have a need for additional expertise or perspectives beyond that of the regular membership. In such cases, the ENLC may invite temporary members or observers to participate in ENLC meetings as non-voting subject matter experts.
The ENLC will meet at least six times per year, with at least two times in person. The ENLC members are expected to participate in a minimum of four meetings per year. Should a member not be able to meet this minimum participation requirement, he or she should consider relinquishing their position on the board. ENLC meetings must be scheduled at least four months in advance.
NTB
The NTB will consist of at least ten representatives: at least four from EPA, at least four from State/Tribal/Territorial environmental or health agencies, and at least two rotating at-large representatives from either EPA or the States, Tribes, or Territories with specific expertise that may be needed. The NTB should strive for an equal balance between Federal and non-Federal perspectives, but it is not required.
The NTB will have one EPA Co-Chair and one State Co-Chair appointed by the ENLC. The EPA Co-Chair must represent EPA’s Central Data Exchange (CDX). CDX’s unique relationship to other Network Partners and CDX’s technical leadership on many issues, such as security, necessitate a prominent role on the NTB. The State Co-Chair should be a Manager who is at least minimally responsible for directing the states' Node efforts. The State Co-Chair must be familiar with the Network technical specifications and familiar with the problems generally experienced by Node implementers and users. The NTB Co-Chairs will serve as members of the EN Coordination Team.
NTB members will be Network implementers with the relevant technical or operational experience and skills, and many may have already served on the previous NOB or NTG.
Members of the NTB will be selected by the NTB Co-Chairs in consultation with the EN Coordination Team and the ENLC. The NTB Co-Chairs will annually review the membership of the NTB to ensure that the composition and skills are adequate for carrying out the group’s mission. The NTB Co-Chairs should discuss any recommended changes with the EN Coordination Team.
Other participants (e.g., consultants) may participate on the NTB to provide additional technical expertise and perspectives, but they will not share the voting responsibilities of an official member.
The NTB will meet at least six times a year, with at least one time in person. At least one NTB Co-Chair must be present on each call or meeting. A Co-Chair may assign an NTB member to serve as acting Co-Chair for a specified call or meeting; however, at least one actual Co-Chair must be present for all face-to-face meetings.
Decision Making

All decisions are made through member voting. The ENLC and NTB will strive to reach consensus on all decisions. When consensus cannot be reached, decisions will be made by majority vote. The ENLC quorum is seven members with no less than three EPA and three State representatives. The NTB quorum is six with a minimum of two State and two EPA members. Each member has one vote and a majority vote (of those present) is required to make a decision.

Appendix 1: EN Governance Roles and Responsibilities

	Governance Function
	Exchange Network Leadership Council (ENLC)
	EN Coordination Team
	Network Technology Board (NTB)

	Provide leadership and direction towards the common vision of the Network and its components.
	Define the vision of the Network and measure progress towards achieving it to guide ENLC decisions on behalf of the Network Partners.
Identify and prioritize major Network joint investment areas and activities and delegate work.
Oversee development of the Exchange Network’s strategic planning process.

Provide a forum for deliberation and, where possible, resolution on Network policy issues. This may include issues identified by the ENLC itself, or referred to it via the NTB or EN Coordination Team.
	Implement the ENLC’s vision of the Network by creating and maintaining project plans.

Coordinate and manage the work of the ENLC by providing direct support to the ENLC, NTB, and IPTs.
	Act as clearinghouse and arbiter for all Network technical issues. Refer selected issues to the ENLC as merited by their magnitude and breadth of the decision.
Support IPTs as directed by the ENLC.

Create and maintain a comprehensive list of technical issues and track resolution paths.

	Work with Partner communities of interest to establish and document clear objectives, opportunities, and plans for using the Network to achieve specific goals.
	Identify and prioritize communities of interest (new and existing) that can or wish to use the Network.
Raise awareness of the benefits of data publishing.

Charter IPTs tasked with completing projects with well-defined goals.
	Contact and coordinate with ENLC-identified communities of interest about their high-level strategies for using the Network.

Encourage data publishing among specific communities of interest.
	Demonstrate and support data publishing through the development and stewardship of shared data access tools, such as mobile applications.

	Develop, maintain, and promote data standards.
	Prioritize and commission data standards IPTs.
Approve new and revised standards as needed.

Promote, at an executive level, the development and adoption of standards.
	Manage and support individual standards development efforts (via IPTs) by providing resources, direction, and coordination.

Manage the data standards comment review, approval, and publication process.

Promote and monitor application of standards in Partner flow development.
	Promote and monitor application of standards in Partner Flow development.

Provide technical advice, such as recommendations on acceptable value lists, as requested by standards development IPTs.

	Identify and develop specifications, guidance, and best practices.
	Resolve policy or implementation issues associated with the evolution or application of Network products.

Approve and implement major NTB-developed Products.
	Manage the development and maintenance of major specifications, as directed by the ENLC.

Manage the development of business cases, success stories, or other research on the Network.
	Identify, prioritize, and commission major specifications, guidance, best practices, and other Network products. Examples include fundamental changes to the specifications for a Node or consideration of data formats beyond XML. Approval and implementation of these products would require decisions of the ENLC.

Identify, prioritize, and manage minor revisions, enhancements, and additional products as needed.

Deliberate and resolve policy issues on the evolution/application of standards and specifications and elevate selected issues to the ENLC as merited by their magnitude and breadth of the decision.
Identify major findings/trends in standards and specifications and use these to inform the NTB and ENLC on needed directions and priorities.



	Plan and coordinate the design, development, and documentation of major Network Flows to support their implementation by Partners.
	Identify priority Network Flows and Flow design/documentation projects.
Ensure that the high-level design of Flows is consistent with strategic direction of the Network.

Proactively engage and reach out to Senior Program leadership to ensure that programmatic interests are represented.
	Oversee and manage implementation and resolve day-to-day issues of priority projects as directed by the ENLC and requested by Partners.

Engage with data flow IPTs by participating in goal setting, providing resources and support, and providing a forum for issue resolution. 

Assure currency of guidance for Flow development, design, and implementation (e.g., Flow Configuration Documents and implementation guides).
Help flow developers create well designed data flows by providing contracted flow development assistance.
	Ensure that new or revised data flow components such as XML schemas and Flow Configuration Documents comply with Network design standards.

	Oversee and manage shared Network infrastructure, including the website, security services, registry, clearinghouses, and other resources.
	Establish priorities and resource allocation for needed and existing services.
	Oversee Partner usage and satisfaction with services. Recommend improvements to the ENLC as needed.
Monitor and coordinate the Network Help Desk.

Manage the XML schema repository.
	Manage planning, implementation, operations, and changes to existing Network technology, services, tools, and infrastructure.

Identify needs for new or revised Network technology products and recommend the creation of IPTs to produce them.

Monitor and evaluate emerging technologies and technical standards and assess their implications for current Network practices.

	Communication and outreach to the Network community and targeted potential Partners.
	Commission and maintain an Exchange Network Communications and Outreach Plan.
Provide connectivity to communities of interest.
	Identify and prioritize outreach to new potential Partners, especially for new Federal agencies or other constituencies.
Establish a mechanism to regularly and explicitly connect the Network to the broader environmental information management community.
Proactively outreach to Program offices and assess the overall success of the Network in engaging them.
Operate and maintain Exchange Network website.
	

	Develop and maintain Network resources strategy and budget and identify current and possible future funding sources and opportunities for the long-term sustainability and growth of the Network.
	Review annual Network Operating Budget.
Develop a long-term funding strategy.

Ensure alignment of current Network priorities with the Exchange Network Grant Program.
Work to identify other funding sources that can supplement EN Grants and EPA Program Grants.
	Create, maintain, and periodically update Exchange Network Business Cases.
	


� Ultimate authority for member selection exists within EPA and circumscribes the description contained herein; however, the description and structure defined in this Charter should be honored.


� Ultimate authority for member selection exists within the existing State organizations and circumscribes the description contained herein; however, the description and structure defined in this Charter should be honored.
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