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Vision

Integrated services meeting the evolving demands of regional stakeholders

NOAA's Regional Collaboration network facilitates multi-disciplinary planning and execution on regional
priorities; shares information and mobilizes capabilities across the agency and throughout the country; and
engages stakeholders in order to:

- Address NOAA mission priorities at appropriate geographic scales

- Address distinct regional challenges related to NOAA’s mission

- Leverage current and emerging regional partnerships to respond to stakeholder needs

- Enhance NOAA's value to and impact on its regions

BACKGROUND AND PURPOSE OF THIS DOCUMENT

In response to external drivers requiring interdisciplinary solutions, the NOAA Administrator
established five regional pilot programs in 2002 and 2003 with the charge to improve
coordination across NOAA’s organizational structure and enhance NOAA’s value. The NOAA
Executive Council (NEC) reviewed the status of these programs in 2006, and recognizing their
value, provided guidance toward a more systematic and collaborative approach on a defined
regional scale. NOAA established the Regional Collaboration network to enhance an
integrated, regionally-tailored implementation of NOAA-wide programmatic priorities; and a
“One NOAA” approach to outreach, creating partnerships, and improving cross Line Office
communications.

This document articulates the goals, guiding principles, and decision making process of the
Regional Collaboration effort, as well as the roles and responsibilities of each of its
components.

Complementary Terms of Reference may be written by each Regional Collaboration Team to
articulate specific business practices and membership expectations.

GOALS

The Regional Collaboration network exists to build regional capacity for integrated products
and services by providing a systematic approach to both internal coordination and external
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engagement'. Success in this effort will be measured by contributions to NOAA’s goals as
articulated in the Next Generation Strategic Plan (NGSP):

- Continually and adequately assessed stakeholder needs for NOAA science, service, and
stewardship;

- Integrated products and services tailored to the needs of NOAA’s regional stakeholders
and customers;

- Organizational responsiveness to stakeholder needs through the evaluation of and
adjustments to products and services;

- Two-way communication with regional stakeholders, including regional governance
initiatives, to build understanding, trust, and partnerships; and

- A workforce operating with shared awareness and understanding of its cross-agency
missions and capabilities.

GUIDING PRINCIPLES

Several principles guide and shape the work of the Regional Collaboration network:

- NOAA will advance its goals for Regional Collaboration through existing authority and
accountability structures. This effort does not entail changes to NOAA’s organizational
structure.

- NOAA'’s products and services will be science-based and stakeholder-driven.

- Participants comprising the NOAA Regional Collaboration network will strive to identify,
acknowledge, and apply NOAA's full range of capabilities, within and across regions, as
needed, to improve NOAA'’s productivity and value to customers.

ROLES AND RESPONSIBILITIES

NOAA Regional Collaboration complements the more focused and specific Line and Staff
Office responsibilities by encouraging an integrated perspective through a network of senior
managers in each region. Each Regional Collaboration Team represents the full range of
NOAA capabilities in the region, and has direct access to headquarters leadership on cross-Line
Office and agency priorities that have significance to the region. Appointed Line and Staff
Office personnel are responsible for representing the region and NOAA as a whole in internal
and external engagements.

This section articulates the roles and responsibilities for each component within the Regional
Collaboration network, and defines the level of engagement within the agency:

! Integration among NOAA's Line and Staff Offices alone cannot achieve the strategic outcomes set forth in the
Next Generation Strategic Plan. External collaboration and partnerships are and will continue to be central to every
aspect of NOAA's work. NOAA is part of an extended network of institutions in the public, private, and academic
sectors that will collectively drive progress toward the vision of healthy ecosystems, communities, and economies
that are resilient in the face of change. The Partnership Strategy in the appendix details Regional Collaboration’s
approach to partnerships.
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- Regional Collaboration Teams
- Executive Oversight Group (EOG)
0 Office of Policy
0 Office of Program Planning and Integration (PPI)

0 Office of Communication and External Affairs

Regional Collaboration Teams

The Regional Collaboration Teams are inter-Line Office collaborative groups that maintain a
cross-organizational perspective, and actively engage internally and externally to support
NOAA'’s value in their region. The Teams provide a mechanism to enhance the effectiveness of
Line and Staff Offices to which individual members belong. The cross-organizational structure
enables the senior managers in the regions to identify areas of mutual benefit and leverage
resources within their execution lines to better address regional needs. This coordination and
collaboration among Line and Staff Offices ultimately improves the agency’s ability to meet its
mission. Members of the Regional Collaboration Team may reside outside the region they
represent, provided they understand the unique customer needs of the region, contribute to
NOAA’s mission responsibilities within the region, and can affect the delivery of NOAA
services in the region.

Membership:

- Regional Team Lead — Dedicates at least 20% time to serve as the primary point of
contact for the suite of NOAA activities in the region, and the focal point for Regional
Collaboration Team activities. This includes building and maintaining trusted internal
relationships with the broader group of regional NOAA leadership. The EOG appoints
senior regional leaders to serve as Regional Team Leads for a minimum term of two
years with a possibility of extension, while ensuring organizationally balanced
representation across the regions.

- Regional Coordinator - Full-time position to support the Regional Team Lead in
achieving the goals of Regional Collaboration, act on behalf of the Regional Team Lead
as needed, and provide continuity within the region. Line Office Deputy Assistant
Administrators (DAAs) provide direct supervision and support to Coordinators, with
input from the Regional Team Lead and PPI through the National Regional Coordinator.

- Regional Collaboration Team Members — Dedicate at least 10% time to represent their
Line Office capabilities to the Team and represent NOAA in the region to their Line
Office in order to identify and act upon areas of cross-organizational benefit. Members
are recommended by the Regional Team Lead and approved by the nominee’s
respective EOG representative for a minimum term of two years with the possibility of
extension. Composition of each Team should be reflective of NOAA capabilities and
major initiatives in the region.
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Roles:

Represent NOAA to regional partners, stakeholders, and customers, improving the
agency’s ability to understand needs, foster dialogue regarding products and services,
and build and maintain relationships.

Represent the region to NOAA headquarters leadership by keeping abreast of major
cross-Line Office activities, understanding major trends and issues, fostering
partnerships, and recommending integrated solutions to achieve NOAA’s mission
priorities.

Cultivate a workforce operating with shared awareness and understanding of its cross-
agency missions and capabilities in a region.

Responsibilities:

Facilitate use of regional information by the agency as NOAA execution priorities are
planned, budgeted, and externally communicated.

Promote cross-organizational coordination in execution, evaluation, and reporting to
address evolving regional needs and maximize productivity.

Support effective external engagement through regionally relevant message delivery,
agency-wide coordination, and building regional partnerships.

Routinely highlight and communicate cross-Line Office work across the agency.

Report to the EOG on progress toward Regional Collaboration Goals and NOAA’s
responsiveness to regional needs.

Executive Oversight Group

The EOG serves as the principal advocate for Regional Collaboration within NOAA, provides
high-level guidance on priorities and activities, and is responsible for the overall success of this

effort.

Membership:

Director of Policy (Co-chair)

Assistant Administrator of Program Planning and Integration (Co-chair)
Director of External Affairs (Co-chair)

Deputy Assistant Administrators from each Line Office

Deputy Director of Office of Marine and Aviation Operations

Chief of Resource and Operations Management

Director of Education

Director of Legislative and Intergovernmental Affairs

Regional Team Leads (non-voting members)

National Regional Coordinator (Executive Secretary)
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Roles:

Provide leadership, oversight, and guidance for national-level aspects of the Regional
Collaboration effort.

Secure the resources and the corporate commitment Regional Collaboration Teams
need to achieve Regional Collaboration goals.

Provide recommendations to NOAA headquarters leadership to advance Regional
Collaboration goals.

Responsibilities:

Use corporate strategy as the primary means to frame and focus their proceedings;

Provide a venue for Champions (or their designates) to coordinate planning, budgeting,
execution and evaluation toward corporate strategic objectives, including coordination
needed for Champions to produce associated documentation;

Advise the NOAA Executive Panel (NEP) and NOAA Executive Council (NEC), as
appropriate, throughout the Strategy Execution and Evaluation (SEE) process

Co-chairs report on the enterprise objective “Integrated Services for Evolving Demands
of Regional Stakeholders” through the Strategy Execution and Evaluation (SEE) process.

Ensure adherence to guiding principles, evaluate progress, and ensure activities are
integrated with and support NOAA execution;

Report progress and recommend any needed adjustments to NOAA headquarters
leadership;

Manage participation on Regional Collaboration Teams, including authorizing changes to
Regional Team Lead and Regional Collaboration Team Members, and ensuring all
performance plans are compatible with active participation in Team activities;

Establish and sustain agency support for the network at headquarters and within Line
and Staff Offices, including funding and personnel resources, as needed, to achieve goals
and objectives;

Resolve any major implementation challenges, including reviewing business operations,
the organizational structure, and functioning of the geographic framework, as needed;

Review and revise this Terms of Reference, as needed, to advance NOAA’s goals for
Regional Collaboration.

Office of Policy

The Office of Policy provides high-level leadership of Regional Collaboration and ensures
alignment with the NOAA Administrator’s policy objectives and priorities.

Roles:

- Acts as central point of contact to the Department of Commerce and NOAA
headquarters offices on NOAA-wide regional collaboration efforts.

- Acts as central point of contact and coordinator for addressing administration and
interagency issues with respect to Regional Collaboration.
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Responsibilities:
- Director of Policy serves as a Co-Chair of the EOG.

- Serves as the primary point of coordination for Regional Collaboration Teams on
interagency-level policy matters in the regions from an agency perspective.

Office of Program Planning and Integration

PPI serves as the management and operational focal point for the Regional Collaboration
effort, and ensures activities are aligned with NOAA’s overarching strategy.

Role:

- Holds institutional knowledge, provides continuity and alignment to agency
priorities, and manages the daily operations of NOAA’s Regional Collaboration
effort.

Responsibilities:
- Assistant Administrator serves as a Co-Chair of the EOG.

- National Regional Coordinator supports the Co-Chairs in achieving the goals of
Regional Collaboration by managing the daily operations, providing a cross-regional
perspective, and facilitating information flow across all components of the network.

- Integrates Regional Collaboration efforts with the agency’s Strategy Execution and
Evaluation (SEE) process.

- Facilitates internal-NOAA Regional Collaboration communications including regular
interactions with the EOG, the Regional Team Leads, and the Regional
Coordinators.

- Supports all oversight and management efforts from a corporate NOAA perspective.

Office of Communication and External Affairs

The Office of Communication and External Affairs leads and directs external engagement
initiatives, particularly those related to national priorities or actions.

Role:
- Advances NOAA-wide coordination in external stakeholder engagement.

Responsibilities:
- Director of External Affairs serves as a Co-Chair of the EOG.
- Develops strategies, policies, and procedures to improve regional stakeholder

engagement including cross-organizational coordination and providing regionally
tailored messages.

- Serves as the primary point of coordination for Regional Collaboration Teams on
agency-level engagement activities in the region.
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DECISION-MAKING

Decisions made on behalf of the Regional Collaboration effort are made by the EOG. When
issues within the Regional Collaboration Teams are of sufficient significance, they are elevated
to the EOG for decision. The EOG decisional process is similar to the NEC decisional process
where ideas are generated and a preferred option presented to the membership with an
analysis of the pros and cons. When appropriate, decisions by the EOG are transmitted to the
NEP and/or the NEC as an informational briefing or for concurrence.

AUTHORITIES AND EXECUTION
These Terms of Reference (the “Terms”) are a product of the Regional Collaboration EOG.

The Terms serve as a reference for the corporate governance of the effort. Complete review
of these Terms will be conducted as appropriate by the EOG to ensure the most efficient
execution of the Regional Collaboration effort. The current Terms will be posted on the
Regional Collaboration website for broad internal-NOAA access. The Terms may be amended
by the EOG through its decision-making process.
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APPENDIX

REGIONAL COLLABORATION: PRINCIPLES FOR AND APPROACH TO ENGAGING
EXTERNAL PARTNERS

“NOAA’s strength and capacity derive from strong collaborative ties among its
programs and with its partners and customers. Through improved outreach and
communications, NOAA can improve awareness and delivery of our services and
also develop them from the bottom up to ensure they best serve the needs of the
public. Itis at the regional scale that NOAA can blend the place-based needs of

customers and partners with its priorities and responsibilities as a federal agency.”
Advancing NOAA’s Priorities through Regional Collaboration, March 2007

The first paragraph of NOAA’s framing document for Regional Collaboration recognizes the
central role that partners play in developing and delivering services that best serve the needs of
the public. It also recognizes that the articulation of needs and priorities must take place with
our partners at regional and national scales. For these reasons NOAA has established, as one
of the key goals for Regional Collaboration, increasing the value and productivity of
partnerships.

Recognizing this goal as well as the current roles and responsibilities of regional teams, this
document establishes the principles for and the approach to engaging partners at a regional
level.

Principles for Engaging External Partners

NOAA involves many closely aligned external partners to achieve its mission goals, and the
Regional Collaboration effort provides a new mechanism for engaging our partners more
systematically and broadly in NOAA'’s strategic planning and decision-making.

Given the central role of our partners in meeting NOAA’s mission responsibilities, NOAA will
ensure the principles of systematic, transparent, and inclusive engagement of NOAA partners
in:

Identifying regional priorities and pursuing coordinated solutions; and

Identifying opportunities to reinforce and build on existing regional partnerships, including but
not limited to, state-led regional initiatives (e.g., Gulf of Mexico Alliance, Great Lakes Regional
Collaboration, Northeast Regional Ocean Council, West Coast Governors’ Agreement).

Approach to Engaging External Partners

NOAA'’s principles for engaging partners require the substantive inclusion of NOAA’s partners
in deliberations on the priorities and strategies NOAA should address in the region. However,
since each region has distinct needs and diverse partnerships, no single corporate approach to
engaging external partners will be appropriate for all regional teams. To ensure adherence to
NOAA-wide principles for engaging partners while providing flexible approaches to
implementation across each region, NOAA will look to each regional team’s outreach and
communications plans and the subsequent implementation of those plans for the identification
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of partners and mechanisms for working with them within the context of NOAA’s Regional
Collaboration effort.

To implement this approach consistently, the Executive Oversight Group requests that each
Regional Team, in the development of their Regional Outreach and Communications Plans,
identify the methods by which they will engage regional partners in a systematic, transparent,
and inclusive way, as appropriate for the circumstances within each NOAA region. These
methods should complement on-going regional activities, including state-led regional initiatives
and other systematic efforts to identify priorities on a regional scale. Region-specific
partnership engagement efforts may include any combination of methods, including but not
limited to direct engagement through individual meetings; virtual surveys or discussion groups;
comprehensive stakeholder meetings for forums; and workshops, conferences, and symposia
sponsored by NOAA or NOAA partners.

The Regional Outreach and Communications Plan guidelines include specific areas of the plan
where partnership approaches should be articulated:
- In Section 2, Plans should identify the key partnerships NOAA can draw on in the
region to advance regional priorities
- In Section 3, Plans should highlight capabilities in the region that include partnership
capabilities available to help NOAA advance our efforts in the regional priorities
- In Section 5, Plans should highlight the Regional Team’s strategies for targeting
involvement of partners to meet the above-stated purpose. Regional Teams should
align engagement of NOAA’s partners with the issues most relevant to them in the
region.

The Executive Oversight Group is particularly interested in the Plans reflecting the Regional
Teams’ attention to partners that have a significant presence in multiple regions and with which
NOAA has a formal statutory relationship and substantial exchange of resources.

These criteria will guide the Outreach and Communications Priority Area Task Team (PATT) in
evaluating the Regional Outreach and Communications Plans to ensure that partner
involvement is systematic, transparent, and inclusive across regions as relevant for the issues.

Benefits of this approach:

Partnerships are an important part of NOAA'’s regional capabilities and their systematic
engagement will enhance the regional collaboration effort;

- Partnerships will help us leverage non-NOAA assets in support of mutual regional goals;

- Regional Teams can be more inclusive and engage a variety of partners without the
formality of regional team membership that could disenfranchise important partnerships;

- Involving partners in issues specific to their area of expertise allows for effective and
relevant discussions, without adding additional Regional Team members to already large
Regional Teams; and

- Involving NOAA’s partners will result in broader stakeholder awareness and support; in
particular, NOAA and local government advocacy is strengthened by regional unity
among partners and NOAA.
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Challenges with this approach:

- Finding an appropriate single partner representative to represent all assets of that
partner network in the region may be difficult; and

- Lack of formal, prescribed role of partners on regional teams may initially concern some

partners interested in extensive involvement in the Regional Collaboration effort.

Next steps:

I. The Outreach and Communications PATT will review draft Regional Outreach and
Communications Plans as reflected in the above approach. Progress will be evaluated
through quarterly progress reports.

2. The Executive Oversight Group will make available to the Regional Teams an initial point of

contact for NOAA'’s regionally-distributed national-level partners, for which there is a
NOAA office that manages the partnership. These POCs may recommend partner
representatives that represent all assets of that partner network in the region to interact

with the Regional Teams.

3. The Executive Oversight Group will approach the NOAA offices of our regionally-
distributed national partners to discuss the Regional Collaboration effort, points of
engagement, and our mutual responsibility for implementing this partnership approach.

Definitions:

Partner: A non-NOAA organization that assists NOAA in the conduct of its mission. NOAA

collaborates with a wide range of partners. They can be divided roughly into three types:

Standing statutory
relationship with other
federal or state
organizations; partner
formally authorized to assist
NOAA in achieving its

mission

Examples include Sea Grant
Programs, CZ Managers,

NERRs, and State Fisheries
Managers

Formal relationship codified
by MOUs, MOAs, or other
formal inter-organizational
agreements to collaborate
in the conduct of mutual
mission goals and objectives
Examples include Coastal
America and Cooperative
Institutes

Working relationships with
other organizations that
assist NOAA in the conduct
of its mission, not under the
terms of formal inter-
organizational agreements
Example includes
Smithsonian Exhibit for the
NOAA 200" Anniversary
Celebration

Stakeholder: An organization whose goals and objectives are benefited by NOAA achieving its

mission. These organizations have a "stake" in assisting NOAA improve itself.

Customer: An individual or organization that uses NOAA’s products.
Note: These definitions are not mutually exclusive. An organization can be a partner, a

stakeholder and a customer. However, the closest relationship and the one where there should

be the greatest level of involvement, is between NOAA and its partners.
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