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I.  BACKGROUND AND INTRODUCTION 
In response to a 2002 survey of National Oceanic and Atmospheric Administration (NOAA) staff and 
external drivers, which assessed the need for coordinated climate services and ecosystem assessments, the 
NOAA Administrator established five place-based pilot programs in 2004.  Participants in the pilot programs 
were charged with improving coordination and collaboration across NOAA’s organizational structure and 
enhancing NOAA’s regional value.  The NOAA Executive Council (NEC) reviewed the status of these 
programs in 2006 and reinforced the need for a collaborative, systematic, and “One NOAA” approach to 
mission priorities.  The NEC expanded NOAA’s regional coordination and collaboration effort by establishing 
eight Regional Collaboration Teams (or “Teams”). 
 
The eight Regional Collaboration Teams, collectively the “Regional Collaboration Network” (or “Network”), 
are catalysts for cross-Line Office communication and coordination to enhance integration of products and 
services internally and among NOAA’s regional and national stakeholders and constituents.  The Network 
advances NOAA’s mission by identifying opportunities to leverage limited resources toward pragmatic, 
innovative solutions in the respective regions.  The Network provides NOAA with a “local” voice through 
developing and maintaining trusted working relationships with regional partners and stakeholders.  The 
Network facilitates communication of national priorities in the context of regional needs, raising awareness 
of NOAA capabilities in the regions.  The Network also provides NOAA with the ability to respond quickly to 
unplanned and developing regional situations, including flooding disasters in the Northwest and Midwest, 
and the Deepwater Horizon disaster in the Gulf of Mexico. 
 
NOAA’s Regional Collaboration Operational Procedures inform the operation of the Regional Collaboration 
Network within existing authority and accountability structures of Line Offices and Staff Offices.  These 
Operational Procedures are tiered from NOAA Regional Collaboration Terms of Reference (the “Terms”) 
which address corporate governance of the Network (found at http://www.regions.noaa.gov). 
 
II.  DRIVERS 

A.  NOAA’s Strategic Plan 
Success of the Regional Collaboration Network is measured by progress towards goals articulated in the 
Next Generation Strategic Plan (NGSP).  The Network supports integrated, regionally-tailored 
implementation of NOAA-wide programmatic priorities.  Implementation Plans structure the methods for 
progressing toward these goals and define intermediary success measures. 

 
B.  NOAA Executive Council (NEC) 

NOAA is proactively identifying and pursuing innovative and collaborative solutions to address the Nation’s 
most pressing challenges.  The complexity of the agency’s diverse goals (Weather Ready Nation, Resilient 
Coastal Communities and Economies, Healthy Oceans, and Climate Adaptation and Mitigation) drives the 
need for organizational flexibility and adaptability.  The NEC looks, in part, to the Regional Collaboration 
Network to provide NOAA the ability to build and leverage regional (cross-Line Office, intergovernmental, 
nongovernmental, private industry, and academia) capacity for integrated products and services, and 
provide greater understanding and regional context of NOAA’s mission to stakeholders and the public.  In 
2011, the NEC reviewed the state of the Regional Collaboration Network and reinforced and refined the 
focus of NOAA’s regional priorities. 

http://www.regions.noaa.gov/
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III.  PRIORITIES 
Understanding the Network’s ability to be nimble and respond strategically to regional challenges, the NEC 
directed the Network to focus its primary efforts on building capacity to achieve integrated products and 
services.  By doing this, NOAA’s Regional Collaboration Network brings regional capacities, capabilities, and 
relationships together to develop innovative and integrated solutions to meet the evolving needs of 
NOAA’s regional stakeholders. 

The NEC directed the Network, to focus on a strategically-identified, limited set of cross-Line Office, place-
based products and services, which align with NOAA’s Annual Guidance Memorandum (AGM) and NGSP 
priorities.  The Teams tailor these activities to support NOAA objectives within a regional context. 

The NEC also directed the Network to support proactive engagement around delivery of products and 
services cutting across NOAA’s mission.  Regional Team Leads and Regional Coordinators serve as 
engagement conduits for cross-Line Office regional leadership and NOAA headquarters (HQ) leadership.  
The Network encourages broad ownership of the NOAA “brand,” goals, and messages, and has the ability to 
serve as a “think tank” for effective message delivery to key audiences in the regions.  The Network 
surfaces good-news stories to illustrate the value NOAA brings to people and communities. 

IV.  REGIONAL COLLABORATION CONSTRUCT 
A.  Executive Oversight Group (EOG) 

The role of the EOG is critical to long-term success of the Regional Collaboration Network.  The EOG 
provides high-level guidance on priorities and activities.  Line Office (LO) Deputy Assistant Administrators 
(DAAs), by their membership on the EOG, promulgate the Network as a NOAA corporate asset and 
important component of LO business processes.  Leadership, membership, and responsibilities of the EOG 
are described in the Terms. 

 
B.  Office of Program Planning and Integration (PPI) 

The Assistant Administrator for PPI is responsible for overseeing operational aspects of the Regional 
Collaboration Network, including: 

• EOG meetings at regular intervals; 
• Regional Team Lead meetings at regular intervals; 
• National Regional Collaboration meetings; 
• Regional Collaboration Team reports; and 
• Integration of the Regional Collaboration Teams through NOAA’s Strategy Execution and Evaluation 

(SEE) process 
 
The National Regional Coordinator serves as the primary operational interface between NOAA 
headquarters and the eight Regional Collaboration Teams, primarily working with Regional Coordinators.  
The National Regional Coordinator is based in PPI.  The National Regional Coordinator: 

• Plans and executes meetings for the Regional Collaboration Network (EOG, Regional Team Lead, 
and Regional Coordinator) and national Regional Collaboration workshops;   

• Manages required reports (see B.   Standardizing Core Regional Team Operations) and information 
requests from NOAA leadership;    

• Facilitates coordination with corporate NOAA functions, including the Executive Committee for 
Engagement and the Program Coordination Office; 

• Serves as de facto strategic planner for the “Integrated Services for Evolving Demands of Regional 
Stakeholders” enterprise in support of NOAA’s SEE process.  In this role, the National Regional 
Coordinator assists the Network with integrating Annual Operating Plans (AOPs);    



Page 3 of 7 

 

• Works closely with PPI enterprise advisors in development of the AGM, updating logic models and 
Implementation Plans (IPs), and Corporate Portfolio Analysis;   

• Interfaces with place-based programs operating from headquarters (e.g., Integrated Ocean 
Observing System, Sentinel Sites, Habitat Blueprint, National Estuarine Research Reserve System, 
Office of National Marine Sanctuaries, etc.) to facilitate information flow between programs and 
Teams. 

C.  Components of Regional Collaboration Teams 

Regional Team Leads serve as a bridge between NOAA and regional leadership, and provides regional 
context to national messages with integrative components.  Regional Team Leads serve as points of contact 
for communicating about NOAA activities in the region, and focal points for Regional Collaboration Team 
activities. 

• Terms of Service:   
o Regional Team Leads dedicate at least 20% of their performance standards to their roles and 

responsibilities;   
o The EOG appoints senior regional leaders to serve as Regional Team Leads for a minimum term 

of two years with a possibility of extension, ensuring balanced representation of organizations 
across the regions.   
 

• Roles and Responsibilities: 
o Build and maintain trusted internal relationships with regional senior leadership.  Work with 

Regional Coordinators to maintain regular communication with regional NOAA LO leadership to 
improve awareness and understanding of regional priorities.  In turn, with the support of the 
NEC, NOAA, and LO leadership, promote regional partnerships as a priority for regional senior 
leadership; 

o Build and maintain trusted external relationships with regional stakeholder and constituent 
leaders with links to NOAA goals (e.g., Regional Ocean Governances, Environmental Non-
governmental organizations, industries, academic institutions, states, and other Federal 
agencies); 

o Maintain contact with NOAA leadership and communicate back to regional senior leadership, 
the LO, and the EOG.  

o Communicate national issues to regional senior leaders and Team members to effectively 
execute NOAA priorities throughout the region.  Communications may be generated by 
Regional Collaboration Teams, the EOG, Regional Coordinators, or Regional Team Leads;   

o Support regional stakeholders and partners by providing regional context to NOAA’s myriad 
goals; 

o Coordinate development of the Regional Landscape Documents by each Team. 
o Provide input to Regional Coordinator and Team Member performance evaluations and other 

personnel matters; 
o Manage the expenditure of the Regional Collaboration Team funds distributed by NOAA. 

 
• New Regional Team Lead Appointment Process: 

o PPI solicits nominations from the EOG, existing Regional Team Leads, and Regional 
Coordinators.  Succession planning should be a component of the basic operating system for 
each Team;  

o Once an approved slate of candidates is complete, PPI oversees final selection by the EOG; 
o Selection of a Regional Team Lead must be approved by the respective LO and DAA. 
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Regional Coordinators develop, maintain, and mature regional internal and external networks.  Regional 
Coordinators hold full-time positions to support the Regional Team Leads in achieving the goals of Regional 
Collaboration.  They act on behalf of Regional Team Leads, as needed, and provide continuity within the 
region. 

• Terms of Service: 
o Regional Coordinators are permanent FTE positions at the Band IV level, working directly for 

the sponsoring LO DAA; 
o All Regional Coordinators will have a set of common elements in their performance plans to 

ensure consistency of roles and responsibilities; 
o Regional Team Leads and the EOG Co-chairs can provide input to the Regional Coordinator’s 

performance reviews; 
o Replacement of a Regional Coordinator will follow standard NOAA Human Resources protocols: 

• The hiring action will be initiated by the LO sponsoring the vacated Regional Coordinator 
position; 

• Review of applicants will be coordinated by the sponsoring LO and PPI for evaluation by the 
EOG and Regional Team Lead, who will make a recommendation to the DAA for selection of 
the Regional Coordinator replacement; 

• The final decision will be made by the sponsoring LO DAA. 
 

• Roles and Responsibilities: 
o Focus on supporting regional internal NOAA capacity for integrated products and services and 

improve regional organizational resilience; 
o Assist Regional Team Leads in supporting regional stakeholders and partners by providing 

regional context to NOAA’s goals.  Serve as the conduit for regionally-relevant “NOAA success 
stories;”   

o Ensure Teams maintain flexibility and adaptability. 
o Provide coordination, with the NOAA Executive Committee on Engagement, between regions 

and headquarters for external and internal communication and engagement elements. 

A Regional Collaboration Team Member (Member) serves on a particular Region’s Team.  Membership on 
a Regional Collaboration Team requires involvement with regionally-relevant programs.  

• Terms of Service/Membership: 
o Members dedicate at least 10% of their time to the Team, representing their LO to the Regional 

Collaboration Network, and in turn, NOAA in the region to their LO.  They identify and act in 
areas with cross-organizational benefits;   

o Members are recommended by the Regional Team Lead and approved by the nominee’s 
respective LO EOG representative for a minimum term of two years with extension upon 
mutual agreement among the Member, the Regional Team Lead, and the respective LO EOG 
representative;   

o Members may serve as regional points of contact for major initiatives, such as NOAA leads to 
Regional Governance Bodies and Regional Climate Coordinators; 

o Members 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; 

o While the designated Regional Collaboration Team Members are EOG and LO-approved 
(between 12 to 30 total Members per region), many Regional Collaboration Teams have 
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opened team participation to other NOAA staff and external partners with specialized expertise 
in regional projects.  Both are critical to the Team’s success and a valued component of the 
Regional Collaboration construct. 
 

• Roles and Responsibilities: 
o Strive to identify, acknowledge, and apply NOAA’s full range of capabilities; 
o Represent the region and NOAA as a whole in internal and external engagements; 
o Maintain a cross-organizational perspective, and actively engage internally and externally to 

support NOAA’s value in the region; 
o Communicate national efforts relevant to the Member’s LO that have, or potentially could 

have, regional implications; 
o Coordinate integration of Regional Collaboration activities with LO Annual Operating Plans and 

performance metrics.  Use SEE protocol as the foundation for how NOAA plans, programs, 
budgets, executes, and evaluates its mission activities. 
 

• New Team Member Selection Process: 
o The EOG and Regional Team Leads review Team membership every two years;  
o To identify potential Team Member candidates, Regional Team Leads solicit nominations from 

their respective Teams, noting specific skill sets required to meet Team objectives; 
o Appointment of all prospective Team Member candidates must be approved in writing by the 

Regional Team Lead and respective LO EOG member; 
o The Regional Coordinator reports selection of a new Team Member to PPI, including written 

documentation of the Regional Team Lead and EOG member approvals. 
 
V.  BUSINESS PRACTICES 

A.  Determining Regional Collaboration Team Focus 
Defining the suite of potential regionally-based integrated products and services is based on the five-year 
horizon of the NGSP, specifically, NOAA’s “Integrated Services Meeting the Evolving Demands of Regional 
Stakeholders” objective.  Specific annual direction is refined through the development of the AGM, which 
initiates the SEE process, including development of Implementation Plans and Corporate Portfolio Analyses. 
The Regional Collaboration Teams, with the Executive Oversight Group (EOG), provide additional value to 
these internal protocols through: 

• Landscape Documents (April, May): Complete regionally-developed and EOG-approved Landscape 
Documents describing the regional context, challenges, and drivers for the coming year, and areas of 
collaboration.  These documents will be used by leadership as background to inform the development 
of the AGM; 

• Annual Guidance Memorandum Input (June, July): Regional Team Leads and Regional Coordinators 
provide recommendations regarding NGSP Goals and Enterprise Objectives based on regionally-
relevant placed-based product and service information to PPI; 

• Integration with Annual Operating Plans (September): Regionally-developed EOG-approved Landscape 
Documents provide NOAA with a clear understanding of the challenges, drivers, and opportunities for 
collaboration, which subsequently can be incorporated into Line and Staff Office Annual Operating 
Plans; 

• Implementation Plan (December): Develop cross-LO and inter-agency collaboration networks to support 
integrated services and responsiveness to regional and national NOAA priorities. The Network 
capabilities to solve complex and mission-critical challenges bridge the gap between science and 
application, and contribute to regionally-coordinated LO execution.  These capabilities are reflected in 
the Regional Collaboration IP. The IP ties strategy to performance through the use of a logic model.  The 
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IP is a joint product of the Network (generally via Regional Coordinators) and PPI (the National Regional 
Coordinator, and appointed PPI analyst). 

 
B.   Standardizing Core Regional Collaboration Team Operations 

Supervision: 
• LO DAAs supervise Regional Coordinators to provide the Regional Collaboration Network with direct 

access to NOAA leadership, which results in regional perspectives beyond the scope of a single LO; 
• Regional Team Leads provide written performance review input to Members’ supervisors and chain of 

command.  Each Member maintains a Regional Collaboration element in their performance plan 
weighted no more than 15% of the total; 

 
Coordination/Internal Communication: 
• Each Team and LO (including PPI) are responsible for submitting integrated regional issues to the AOP 

process; 
• Close coordination between the National Regional Coordinator and Regional Coordinators, with 

oversight by EOG and Regional Team Leads, is required and captured in performance evaluation; 
• To facilitate engagement opportunities on a national and regional scale, Teams must participate to 

some degree on the Executive Committee on Engagement (ECE) to refine corporate messaging to 
identify key regional challenges and opportunities; 

• To provide regional context to national mission priorities, the National Regional Coordinator and 
Regional Coordinators, in collaboration with the Regional Team Leads and EOG, must take an active 
role in setting regional priorities aligned with the NGSP and AGM. 

 
Reports: 
• EOG and regional leadership: Regional Update Reports, including such information as relevant local 

news, recent and upcoming events, and major Team milestones or issues; 
• SEE Process: Landscape Document, reviewed and revised as needed, to include: 

o Regional context; 
o Challenges and drivers for the current fiscal year; 
o Areas of collaboration.  

 
Measuring and Monitoring Performance:   
The Regional Collaboration Network develops a common set of performance metrics to measure 
accomplishments through:  
• Integration with AOPs – The internal trust relationships cultivated through the Network ultimately 

benefits Performance Measures within the executing organization; 
• PPI’s AOP should include high-level Team milestones. 
 
Planning: 
Teams need to plan for succession of Regional Team Leads and Members, as these are temporary positions. 
 

C. Communication 
Between EOG and Regional Collaboration Teams:  
The Regional Collaboration Network provides NOAA the capacity to bridge its strategic organization and its 
execution organization.  Feedback on regional priorities and stakeholder needs, provided through 
systematic and regular communication and reporting, enhances both strategic and annual execution 
planning.  Communications are formalized through these meetings of the different Regional Collaboration 
entities: 
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• The EOG and Regional Team Leads conduct meetings at regular intervals; 
• Regional Collaboration Team Leads and Regional Coordinators hold meetings at regular intervals to 

ensure full communication within the Network; 
• Members of the EOG, Regional Team Leads, and Regional Coordinators meet at least annually for a 

focused workshop.  The general objectives of the workshop are to advance operations and priorities of 
the effort, Network with staff from headquarters and other regions, and learn from regional activities 
and partnerships in the host region.  The workshop has traditionally been hosted in a field location to 
offer unique learning opportunities about NOAA resources around the country, and highlight how 
specific regions work to carry out Team goals.   

 
With Stakeholders and External Partners: 
Integration among NOAA’s Line and Staff Offices cannot alone achieve the strategic outcomes set forth in 
the NGSP.  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 collectively drive progress toward the vision of healthy ecosystems, communities, and 
economies resilient in the face of change.   

Team communication with stakeholders and external partners occurs by:  
• Gathering information from stakeholders; 
• Working within the region to foster partnership opportunities; 
• Transmitting information among NOAA, LOs, EOG, and regional stakeholders to the planning and 

execution matrix of NOAA to meet regional stakeholder needs.  Transmittal occurs:   
o Formally through written stakeholder needs assessments; and 
o Informally through conversations among LOs, Goal Teams, and Regional Team Leads and Members.   

 
NOAA involves its many closely aligned external partners, including other Federal and state resource 
agencies, non-governmental organizations, academia, and industry, to achieve its mission goals.  Regional 
Collaboration provides a mechanism for engaging LO and regional partners systematically and broadly in 
NOAA’s strategic planning and decision-making.  Given the central role of partners in meeting NOAA’s 
mission responsibilities, NOAA can ensure the principles of systematic, transparent, and inclusive 
engagement of its partners in: 
• Identifying regional priorities, 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 Restoration Initiative, Northeast Regional Ocean Council, 
West Coast Governors’ Agreement, Governors’ South Atlantic Alliance). 

 
NOAA’s principles for engaging partners require the substantive inclusion of those partners in deliberations 
on the priorities and strategies NOAA should address in each region.  Since each region has distinct needs 
and diverse partnerships, no single approach to engaging external partners will be appropriate for all 
Teams.  Teams engage:  
• Stakeholders – Organizations with goals and objectives that benefit from NOAA achieving its mission; 
• Customers – Individuals or organizations that use NOAA’s products; 
• Partners – Non-NOAA organizations that assist NOAA in the conduct of its mission. 
 
The relationship requiring the greatest level of involvement is between NOAA and its partners. 
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