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The Challenge Dialogue System™

We are using the Challenge Dialogue System (CDS) developed by the Innovation Expedition to guide our
Dialogue prior to and during the face-to-face workshop on the development of a strategic action plan

CDS is an efficient and effective vehicle for engaging diverse stakeholders and assisting them to collaborate
and innovate in order to accomplish a complex task. CDS is a structured but flexible methodology for moving
a team of people from ideas to action quickly and effectively. More information on CDS is available at the
Innovation Expedition’s website at: www.innovationexpedition.com. .

I tESsErg

WWW.INNOValionexpedition.com

A few words about this Challenge Paper...

This Challenge Paper is not meant to be any type of a planning document. It is also not meant to
be a fully-polished rigorous “technical paper”. Rather, it is intended to be a working document
which, in a short period of time, has cobbled together different pieces of information from a variety
of sources to help get everyone on the same page, and to serve as a basis to begin a purposeful
Dialogue around this important topic.

We have little doubt that the Challenge Paper contains some errors and misinterpretations. That's
okay and we are counting on you, the participant in the electronic Dialogue, to note these and to
set us straight. The Challenge Paper also has tried to advance some important assumptions —
you know, the things that “go without saying” — and some initial questions and ideas regarding
our Key Challenge. Appendix 1 provides a descriptive graphic of the full Challenge Dialogue
process.

Have fun working your way through this. We really appreciate your help and look forward to
receiving your important ideas. By sharing your ideas, you will help all of us to align our thinking
as we craft an innovative and practical strategic action plan.

—The Consulting Team

Organizing Team for this Dialogue

The Organizing Team for this Dialogue includes those individuals on the front cover in addition to
the following members of the Technical Advisory Team:

Eric Andersen, Canfor Ltd.; Jordan Kirk, Canfor Ltd.; Paul Quackenbush, Integrated Land
Management Branch (ILMB); Winn Hays-Byl, ILMB; Per Wallenius, ILMB; and Greg Lawrance,
Ministry of Forests and Range.

The consulting team is grateful for all of the helpful ideas and inputs provided by this Team in
creating this Challenge Paper.
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1. Purpose of the Challenge Paper

The purpose of this Challenge Paper is to quickly and effectively engage members of the
Forest Information Management Workshop and other stakeholders in a meaningful
conversation in advance of a May 7, 2007 face-to-face Workshop, around the Key Challenge
stated below. In doing this we wish to:

1. To build a baseline of understanding among participants regarding:
The Key Challenge that has brought us together
Why it is important that we address it now

How we will collaborate to address it (Challenge Dialogue System)

2. Toinitiate an exchange of ideas and questions electronically before the Workshop (e-mail
and attached documents) that will allow a number of us to make the most effective use of

limited time together at a face-to-face Workshop Session on May 7"

At various points in the paper you will be asked for your reaction and further input. The
Feedback Document (a separate file) lists these input requests to make it easy for you to
record and e-mail your contribution to Dwight Scott Wolfe (dwight.wolfe @tesera.com) by
end-of-day March 30, 2007.

2. The Key Challenge Statement

The Organizing Team sees our collective challenge to be the following: Building on the
outputs, suggestions and momentum of the 2006 FIMW Workshop —

to engage a spectrum of FIMW participants in a focused and structured
dialogue on the issues and opportunities associated with effective sharing of
forest information?, that embraces and capitalizes on the range of perspectives
and ideas available, and

to seek alignment on these views in order to shape a shared vision, design a
common data sharing framework and identify a set of actions toward achieving
the vision.

! Please note, due to practical constraints, we regret only a representative subset of the Challenge Paper participants will be able to attend
this workshop . This underscores the importance for people to provide their perspectives via their response to this Challenge Paper. These
views will be brought forward in the ongoing Dialogue and workshop sessions.

2 The focus and scope of the Dialogue is provided in the Section 3.
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3. Scope and Focus of the Dialogue

The Organizing Team feels it is important that our collaborative efforts not try to take on too
much to begin with. As such we are suggesting that we focus our efforts in the following
manner. By “forest” information we mean in this Dialogue:

a. Vegetation Resource Inventory
b. Terrestrial Ecosystem Mapping and Predictive Ecosystem Mapping

c. Underlying Base map information (TRIM mapsheets, orthophotos, GPS
survey control) required to support forest inventory, planning, operations and
reporting

d. Registry information (legal interests on Crown land — tenures, regulated
uses, land and resource use restrictions, and reservations; Crown land
parcels, private land parcels (where available), and administrative
boundaries)

Further, the initial focus of this collaborative initiative will be on data sharing between the
forest industry and the provincial government. However, these lessons and more
streamlined policies and protocols should lead the way for quickly bringing on stream other
parties who also can realize significant benefits from the sharing of their data (e.g., NGOs
and other levels of government).

INPUT REQUEST #1: KEY CHALLENGE STATEMENT and DIALOGUE SCOPE
Please review the Key Challenge and Scope of the Dialogue and provide your responses in
writing in the accompanying Feedback Form.

Are you aligned with our Key Challenge? What is missing? What is included but is not relevant
in your view?

Are you aligned with the scope and focus of this Dialogue at least for this initial phase of the
collaboration?

4. Background

Many events have led us to our Key Challenge. Some of them are summarized below. They
are included to help ensure that the Dialogue participants are all more or less on the same
page in terms of important context for engaging in this Dialogue.

Challenge Dialogue: Developing a Vision, Framework and Actions for Sharing Forest Information Page 2
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Background: Regarding the FIMW Mandate and Related Collaborative
Efforts

1. Formation — The origins of the FIMW can be traced back to 1995 when B.C. forest
companies, government and consulting firms had a meeting to discuss activities,
challenges and trends in the area of information systems with respect to the forest
industry. These meetings were originally held under the banner of the Forest Information
Systems Workshop (FISW). In 2006, the banner changed to Forest Information
Management Workshop (FIMW).

2. In 2002, a BC Forest Industry Consortium was formed with the objective of increasing
Industry and Government collaboration to reduce costs and improve efficiencies
associated with: (a) the collection and management of land information; (b) business
processes that span industry and MoF, MSRM, and the Ministry of Water, Land, Air
protection (MWLAP); (c) the reduction and elimination of systems in place necessary to
support complex data management and business processes. The Consortium developed
a 5-year vision, 3-year strategy, and a 1-year business plan that was to guide the
strategic and tactical direction of the Consortium. In the late summer-fall of 2003, a study
was conducted to develop a new governance model for joint management of forest
information, the initial step involving the design of an industry - government council to
manage and direct delivery of the long term vision for shared responsibility of a common
forest information base to effectively support shared business processes. Unfortunately,
the Consortium did not receive sufficient support within the sector and ceased to function
in 2004.

3. A Business Information Management Group (BIMG) was formed in October 2003. It
was composed of provincial ministry and forest industry representatives and was formed
to "provide organizational leadership, increase collaboration and reduce costs in the
creation and implementation of business information solutions" under the direction of the
Forest Consortium. The BIMG played a role as facilitator, sounding board and clearing
house for information management issues and initiatives in the forestry sector. With
dissolution of the Consortium in 2004, BIMG is no longer functioning.

4. FIMW Challenge — The 2006 FIMW workshop challenged us to look at current needs
and capabilities associated with effectively sharing forest related information including the
sharing & updating of base map data between the forest industry and government and
look for opportunities to streamline current processes.

Background: Current Data Sharing Business Models

5. Land and Resource Data Warehouse (LRDW) — The LRDW is the corporate repository
for integrated land, resource and geographic data that supports a variety of business
requirements for the natural resource sector, other government agencies, industry and
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the public.
The vision of the LRDW is to create a central provincial data warehouse that:

e is easily accessed by all authorized users

e provides customized information views for a variety of business purposes

e contains integrated data from many ministries and business partners

e directly supports program business application development & operation

e establishes a supporting management framework that ensures the
effectiveness, relevance and utility of the LRDW and its information holdings

The scope of the LRDW is reflected in the range of services, content and data formats
that are offered:

Services: Metadata Discovery; Distribution; Access; Population and Support

Types of Content: Cadastre (tenures, ownership, boundaries); Resource Information
(vegetation, fisheries, wildlife, ecology); Provincial Atlas (rivers, roads, buildings,
topography, survey); and, Planning and Analysis Information (LRMP, LUP, SLUP,
SRMP)

Forms of Content: Tabular (attribute data); Vector (spatial data); Raster (images); and,
Documents (associated with other LRDW content)

TRIM Data Exchange Program - TRIM mapping, consisting of 7,027 map sheets,
covering the province of British Columbia at a scale of 1:20 000 make up the baseline
dataset for Base Mapping and Geomatic Services (BMGS) Branch’s digital mapping
information. The currency of BMGS’ information is as important an element as data
content, accuracy or consistency. In some cases, data currency is the most critical
requirement. The ground-based TRIM Data Exchange Program, along with the aerial
photography-based complete update program, aims to provide users with current and
accurate data by the most efficient, economical and effective means possible.

BMGS recognizes that the exchange of data with other agencies is an expedient source
of new and updated information. To provide current data in a cost effective and timely
manner, the Branch supports integrating and/or supplementing original TRIM baseline
information with data from sources other than 1:20,000 & 1:30 000 scale aerial
photography. Alternate sources include but are not limited to satellite imagery, GPS and
current, importable baseline data resident in other agencies (e.g. Ministry of
Transportation). The Branch pursues data exchange and other partnership opportunities
and has established the TRIM Data Exchange Program as one of the criteria for Branch
acceptance of data from external sources.

Client Access Tools Project (ILMB) - The objective of the CAT project is to assemble
an inventory of ILMB current and future client user communities, a listing of client
functional needs as well as document the overall experience of the clients currently using
services and tools offered through the internet-based Natural Resources Information
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Center. More importantly, this project will provide ILMB's clients with a means to
contribute ideas for prioritizing future investment and delivery of geographic information
and services. ILMB's strategic priority is to improve services and support for their user
community and find better ways to provide high quality and sophisticated geographic
information to their clients

Provincial "GIS Strategy" (ILMB) - ILMB has been assigned responsibility to lead the
development of a GIS strategy for BC. This strategy is for all of government. It brings
the social and natural resource sectors together and will be developed from an analysis
of stakeholder requirements . There are three main objectives for this project: 1)Define
the current state of GIS in Government; 2)Define the desired future state; 3)Develop a
strategy and work plan to achieve the desired future state.

Northwest Data Sharing Network - The Northwest Data Sharing Network is a not-for-
profit society made up of land use organizations in the Nadina Forest District, Bulkley
Valley and Hazeltons. The land use organizations include forest industry, First Nations
and provincial government agencies. The Northwest Data Sharing Network has
partnerships with the University of Northern British Columbia and the Bulkley Valley
Centre of Excellence.

The mission of the Northwest Data Sharing Network is timely, co-ordinated, co-operative,
and innovative use of the geo-spatial data sets to reduce ownership data costs and
improve decision-making about land use in our region. The NDSN aims to ensure: cost
effectiveness; sharing and trust; synergies from sharing and trust; secure data sharing;
data standards; innovation; respect; and, excellence.

Benefits of NDSN: (1) Owners can reduce costs of data management - secure access to
shared data sets from themselves and other Owners, including: both confidential and
open source data sets; (2) Owners can develop and adopt common data standards and
data Custodianship policies - data management policies, incorporating Custodianship,
data access and distribution, data standards, metadata standards, and data lifecycle
control; (3) Owners can reduce costs of data stewardship - accessible storage of data
sets, especially data sets that may be lost due to infrequent use; (4) Owners can improve
decisions of land use in our region - access to a large selection of data sets from which to
improve their land use plans, access to information for land use monitoring, and a secure
information exchange environment with First Nations and the public; (5) Owners have
greater opportunities to create cost savings through innovative co-operative projects - a
community of like-minded data owners to create synergistic projects.

The NDSN is currently looking at leveraging the LRDW infrastructure to support data
storage, management and access needs and thus reducing physical redundancy and
improving overall provincial data integrity and supporting the LRDW model of 'single
authoritative source’
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10.

Kootenay Spatial Data Partnership (KSDP) - The KSDP is a pilot project with a focus
on the East and West Kootenays. The goals of the KSDP are: (1) increase the quality
and reduce the cost of developing FSPs by making available the most up-to-date spatial
layers; and (2) increase cooperation between government and licensees for mutual
benefit. The KSDP currently houses local spatial layers with the Selkirk warehouse which
maintains a peer to peer relationship with the LRDW for other necessary information.

Objectives of the KSDP: (1) Catalogue, rationalise, clean and apply metadata to spatial
data layers necessary to the development of FSPs; assign custodians and stewards to
important spatial layers; (3) define update procedures for the key spatial layers; (4) make
the required spatial layers generally available through a web/ftp site.

Background: Current Opportunities with Data Sharing

11.

12.

13.

FIM Workshop 2006 — At the 2006 Workshop in Richmond, it was apparent that
participants were very interested in the concept of data sharing. There was almost
unanimous agreement of the potential value to both industry and government but with
many reservations about the details. There was a keen interest in understanding potential
roles, responsibilities and impact. It was clear that successful data sharing requires both
industry and government to work close together to develop this concept with a focus on
business benefit rather than technology or data

Provincial Base Mapping Advisory Committee (PBMAC) — the PBMAC provides
strategic advice to the Integrated Land Management Bureau’s Base Mapping and
Geomatic Services Branch as regards base mapping sustaining requirements for all
sectors of the economy. The committee has broad representation from government,
industry and academia and has recently guided the development of a new strategic plan
for base mapping in the province. One of the key implementation steps is the
Northeastern BC project (Dawson Creek area) where key players are organized to
participate in developing solutions to the effective maintenance of the Base Map. This
also includes reconciling TRIM | and TRIM Il issues (forestry vs oil and gas) and effective
data sharing & exchange regarding updates.

Natural Resource Sector Information Council (NRSIC) - The purpose of NRSIC is to
provide strategic direction on natural resource sector-wide corporate information
management (IM) and planning. Specific responsibilities include (1) establishing a vision,
and strategy for natural resource sector information; (2) developing and maintaining a
information management framework, plans and architecture; (3) serving as a sector
partnership forum; (4) serving as a sector collaboration forum; (5) coordinating and
facilitating the establishment of IM partnerships between the natural resource sector and
external to government parties (i.e. private sector, academic institutions etc.); (6) assist in
providing cross sector input to facilitate alignment for ministry IM initiatives; (7) assist in
direction and development of the Integrated Land Management Bureau land and
resource information system initiatives (e.g., Natural Resource Information Centre
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(NRIC), Land Resource Data Warehouse , Integrated Land Resource Registry, Provincial
Baseline Digital Atlas and iMapBC. The Council is current in the process of developing a
Strategic Plan.

14. Natural Resource Sector Information Working Group (NRSIWG) — the NRSIWG,
which reports to NRSIC, held a half day workshop March 15" 2007 to explore the
current process, policies and agreements that exist in the NR sector for data sharing to
external clients and other governments. The desired outcome is to come up with a
common approach for handling ad-hoc multi-agency data requests and to improve the
client / Government interaction or Government to Government interaction. Three such
requests are on the table at present. An example would be a company building a
pipeline, a Federal Government water study in the Okanagan, a sensitive habitat study by
Environmental group, a University research project, etc. It is necessary to formalize how
these requests are routed, tracked and actioned. There is a huge opportunity to improve
the process by documenting the referral/collaboration process as well as streamlining the
MOU process. Some business areas have well defined processes but many do not.

INPUT REQUEST #2: BACKGROUND STATEMENTS

Please review the Background Statements and provide your responses in writing in the
accompanying Feedback Form. Please refer to the Background Statement numbers when
appropriate.

In your view are there any Background Statements that need clarification, should be added or
that are not relevant?

5. Expected Outcomes

The Organizing Team envisions the following outcomes from this Dialogue (the pre-electronic
Dialogue and the results of the May 2007 workshop). These outcomes will aim to constructively
build on and learn from what we already have (relationships, protocols, facilities, etc.).

Alignment on and articulation of and commitment to:

1. A common Vision for forest information data sharing initially between the forest
industry and the provincial government.

2. A set of Principles to guide our data sharing plans, actions and outcomes.
A Data Sharing Framework that helps organize our collective activities

4. A concrete set of initial Priority Actions over the next 1-2 years which includes the
identification of clear roles and responsibilities, resource requirements and a
timetable.
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INPUT REQUEST #3: EXPECTED OUTCOMES
Please review the Expectations and provide your responses in writing in the
accompanying Feedback Form.

What expected outcomes do you have for this Challenge Dialogue (as in...”I would consider this
Dialogue a success if...")?

What expectations do you have for the face-to-face workshop (as in...”l would consider the
workshop a success if...")?

What suggestions do you have to make the workshop more effective?

6. Assumptions

The following assumption topics are presented to help the participants in this Dialogue
appreciate some of the key perspectives that are driving this Dialogue. They are meant
to stimulate our discussions and will help shape the Vision and Framework.

The following set of assumption topics serve as a starting point for the Dialogue. Some of
the points are included to be a bit provocative and force a response.

2. There is a common view among the FIMW community that data sharing in principle
holds great potential for realizing value for all who participate.

3. While there are potential benefits to data sharing there are also potential risks,
consequences and implications to not sharing data. Both need to be articulated.

4. In many respects the forest information community is already operating in a
collaborative manner (North West Data Sharing Network, Kootenay Spatial Data
Partnership, Land and Resource Data Warehouse applications, etc.). Our challenge
is to learn from these experiences and build upon them collaboratively for realizing
further increased value and efficiencies. Tied to this is a need for the group to now
show leadership and act.

5. By “forest” information we mean in this Dialogue:
a. Vegetation Resource Inventory
b. Terrestrial Ecosystem Mapping and Predictive Ecosystem Mapping

c. Underlying Base map information (TRIM mapsheets, orthophotos, GPS
survey control) required to support forest inventory, planning, operations and
reporting
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d. Registry information (legal interests on Crown land - tenures, regulated uses,
land and resource use restrictions, and reservations; Crown land parcels,
private land parcels (where available), and administrative boundaries)

6. The initial focus of this collaborative initiative will be on data sharing between the
forest industry and the provincial government. However, these lessons and more
streamlined policies and protocols should lead the way for quickly bringing on stream
other parties who also can realize significant benefits from the sharing of their data
(e.g., NGOs and other levels of government).

7. Animportant first step in order for the FIMW group to work together collaboratively
will be to be clear on what the business value is in doing so and to reach alignment
on what principles the group holds of high value to be maintained when sharing data.

8. The business value (value proposition) in participating will be somewhat different for
each type of FIMW member — forestry industry, provincial government, federal
government, oil and gas firms, municipalities, non-government organizations, etc.
The value or benefit will vary in its nature, its timeframe and urgency for realization.

9. It will be important to recognize and articulate, possibly quantify, these distinctions in
business value (‘2") so the group understands what suite of benefits need to be
maintained in aggregate — that is the business case for data sharing.

10. Continued realization of the suite of business benefits will need to be monitored and
reported on regularly to ensure they are being met and recognized as being met
otherwise there will be no incentive for them to continue to participate.

11. By knowing the specific benefits — value — of sharing data among the FIMW parties,
the group will be able to articulate the collective strategic intent of data sharing — that
is, what we mean by data sharing (the basis for a definition).

12. Having a clear definition of what is meant by data sharing will allow the FIMW group
to identify what barriers are a priority to be overcome, to identify solutions and
marshal resources to overcome these barriers accordingly.

13. Collaboration is sometimes hampered by the perceived high cost of some data - the
prevailing view is that the taxpayers supported cost of data production should be
higher and that only the cost of reproduction and distribution should be borne by end
users.

14. Data Exchange Agreements between data custodians and operators on the land
base establish a cooperative model for provisioning free access to data and keeping
that data up-to-date. They create the right environment for more consistent, reliable,
current, complete and timely data available to all parties
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15. There are some challenges with DEAs however — data quality, updates turnaround,
systems infrastructure to support consumption of updates at source, information and
coverage completeness, and Agreement administration all have room for
improvement to maximize value to all parties.

16. The general benefits to data sharing and a pooling of effort are: lower cost data
overall, more consistent data, more reliable data, more current data, more complete
data, more timely data all in support of more effective analytical capability. These
gualitative and quantitative improvements will result in greater efficiencies and also
better decisions with reduced risk overall.

17. The FIMW group needs to develop a collective vision and plan and show leadership
that builds on the shared view of the benefits in data sharing by identifying and acting
on some concrete actions collectively.

18. There is the perception that Data Exchange Agreements (DEAS) are not helpful for
creating the right environment for free and open data sharing — they require a lot of
effort to establish and are too restrictive. Some of this perception is misinformed,
however, and the confusion needs to be cleared-up. A contrasting perspective is that
data sharing agreements in fact do create the right environment for achieving more
consistent, reliable, current, complete and timely data.

19. While a number of technical challenges need to be resolved to realize data sharing
opportunities, technology is not the limiting factor and in fact can be a facilitating
factor. There are cases where the technology is not being effectively delivered
resulting in roadblocks. The initial focus however should be on articulating the
business value and what aspects of data sharing will most realize these collective
values. Ultimately technology challenges will be very important but at this stage they
muddy the collaborative discussions and impede progress.

20. Efficient data sharing requires that everyone who participates is clear on what their
role is and its specific responsibilities (e.g., custodianship, single authoritative copy,
meaningful metadata, etc.). In a collaborative environment, everyone will depend on
these tasks being adhered to in proper and timely manner following an agreed upon
protocol with supporting standards.

21. Any form of data sharing needs to recognize the specific inputs of each participant
and their value and then ensure that all of the dealings of the collaborative in the end
are equitable.

22. The solution to data sharing is not about re-building from scratch, but leveraging,
improving and integrating the components already in place (e.g. Systems
(operational systems, LRDW, NWDSN, KSDP...); Standards (NR Sector Data
Custodian Guidelines, RISC standards...) and Governance (Natural Resource Sector
Information Council, VIAC, Provincial Base Mapping Advisory Committee), etc.
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23. Regarding this Dialogue, the Organizing Team envisions the following steps to
completing the Key Challenges:

state the scope (base mapping, VRI, Registry and PEM/TEM);

affirm the vision;

leverage a Data Sharing Framework to capture issues and concerns with respect to
data sharing vision

use the Data Sharing Framework to capture suggestions and ideas to address the
issues and concerns with respect to data sharing vision;

in a workshop environment; affirm in final form the vision and leverage the feedback
from the pre-workshop Dialogue to build an Action Plan for Base Mapping, VRI,
Registry info and PEM/TEM that begins to address the issues and concerns raised
and which leverages the suggestions and ideas put forward in the pre-workshop
Dialogue.

The result will be an Action Plan that will be of real value for improving the LRDW
which is based on a review by industry, government and consulting clients. The
whole Dialogue will aim to be an effective way of making what we already have
better as defined by the folks running it and most importantly, using it.

INPUT REQUEST #4: ASSUMPTIONS

Please review the Assumption Statements and provide your responses in writing in the
accompanying Feedback Form. Please refer to the Assumption Statement numbers when
appropriate.

Which assumptions require more clarification for you to understand?

Do you strongly disagree with any of these assumptions?

What assumptions, if any, would you add to the list?

Challenge Dialogue: Developing a Vision, Framework and Actions for Sharing Forest Information Page 11
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7. Initial Ideas and Questions to Stimulate the Dialogue

We now move to the part of the Challenge Paper where we will layout some key questions
and scenarios for your reaction. At this point in the dialogue, any and all creative ideas are
especially encouraged.

Initial Ideas: FIMW Data Sharing — Strategic Framework — A Straw Dog

The following Data Sharing Strategic Framework was developed by the Organizing Team and
is put forward as an initial set of thinking toward the expected outcome number 3 — “A Data
Sharing Framework that helps organize our collective activities”.

The intent of the framework is:

e To organize our thinking about the world of data sharing overall (main components
and elements);

e To help stratify a range of issues and opportunities regarding data sharing so we can
understand where they fit, their relative importance and interdependence with one
another;

e To help partition our collective efforts in data sharing so they are most efficient.

Framework Overview

A Strategic Framework for FIMW Data Sharing might be thought of as comprising seven
(7) main components. The first three of these components are overarching in nature:

1. AVision — desired future state

2. Principles — our common beliefs

3. Governance and oversight — leadership and sound management

The “core” of the Framework comprises six elements:

4. Key Data Sharing Elements (6)
a. The Value Proposition (why data sharing is worthwhile to our business)
b. The Risks (identifying the consequences of not sharing our data)
c. Roles and Responsibilities (who will be responsible for what functions)

d. Operating Policy and Protocols (how we intend to engage and work with
one another including how we will manage the Intellectual Property)

e. Data to be Shared (what data do we intend to share)

f. Change Management and Continuous Improvement (monitoring the
policy and protocol and making adjustments to improve its performance
so the individual and aggregate benefits for sharing the data is
continuing to be achieved, if not increased)

The Enabling Support Systems

5. Data Management Systems
6. Client Access Tools
7. Communications and Training

Challenge Dialogue: Developing a Vision, Framework and Actions for Sharing Forest Information Page 12



Draft 3/20/2007

Operating
Responsibilities Policy &
*Ownership Protocols
Custodianship *Rules of

*Stewardship eng_aggment
Authority «Definitions

“IP

1. Vision

What is our strategic intent in sharing our data? What sort of desired future state do we
want to work toward? “If you don’t know where you're going, how are you gonna’ know
when you get there?” — Yogi Berra.

Example Vision: Full and open sharing of forestry-related data with minimum time delay,
at minimum cost realizing maximum individual and collective value to the Forest sector.

2. Principles

Principles are basic generalizations that can be accepted as true and that can be used as
a basis for conduct; they represent ideals accepted by the group and form the basis for
rules or standards for behaviour.

In conjunction with being clear on what business values need to be realized from the data
sharing effort, the FIMW group would benefit from defining and ascribing to a set of
shared principles. With alignment on these, the FIMW group can use them as an
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important foundation component to guide data sharing strategies and actions to ensure
they are congruent with the group’s collective vision.

rationale precept

@ principle 4
L]

rule

@ ™ natural law

anideal accepted by some
individual or group

"he has old-fashioned values" law
-6

value

3. Governance and Oversight

While some governance and oversight will be inherited from the Forest Investment
Council and activities under the Forest Investment Account (and PwC), some level of
governance and oversight will be needed to ensure that the FIMW group remains clear
on its purpose and direction. There will also be a need for linkages to the the Provincial
Base Mapping Advisory Council (PBMAC), recently formed Vegetation Inventory
Advisory Council (VIAC) and strategically with the Natural Resource Sector Information
Council (NRSIC).

The governance and oversight function will also be helpful for clarifying roles and
responsibilities, resources and financial considerations, strategic communications,
management control and accountability of the work undertaken by or on behalf of the
FIMW collaborative.

4. Key Data Sharing Elements

The core of the Framework comprises six Key Data Sharing Elements all of which will
need to be addressed in considerable detail, ultimately, in order for the healthy
functioning of the “FIMW Data Sharing Collaborative.”

a. Value Proposition

This is the first and most important starting element. First and foremost, data
sharing must soon realize value or benefits for all who participate. It will be
important to recognize that these values will be somewhat organization-specific —
each organization will have a relatively unique value proposition therefore. What
may be of paramount value to a forest company may not be as beneficial for a
government organization and vice versa. Also, there will be differences in the
timeframe or urgency with which value is realized. A forest company may need to
see values realized quickly, while a government agency will be looking for
benefits more in aggregate and broader “public good” terms, and over a longer
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time frame. These different value propositions need to be documented so they
can serve as a constant frame of reference for monitoring the flow of benefits
over time.

b. Risks

Tied closely to values are risks. The group should consider this somewhat mirror
image view of the data sharing equation and ask — what are the possible
consequences in not sharing the data? It is possible that some risks may be
higher than initially thought when they are quantified under certain scenarios.

c. Roles and Responsibilities

A common thread throughout the June 2006 workshop discussions was the need
for all parties to be clear on and understand fully what different roles and
responsibilities need to be addressed in order for data sharing to work most
efficiently and effectively. A central aspect of this element is full understanding,
acceptance of and commitment to the data Custodial role and responsibility.

d. Operating Policy and Protocols

This is the element ultimately that addresses all of the inter-organizational
mechanics for sharing the data. It is the means by which the vision, principles
and governance and oversight functions are translated into practical policies and
procedures for engagement.

The challenge in crafting this element will be to create instruments that capture
the spirit of data sharing intent, and that are straight forward and flexible and not
confounded by pages of legal jargon and conditions. Similarly, these instruments
must deal with intellectual property issues in innovative yet equitable ways such
that they do not stand in the way of everyone getting on with their work quickly.
There are numerous examples of data sharing policies and protocols that could
help to expedite the design of this component.

e. Data to be Shared

This element would make clear what specific data subject areas and data
elements are to be shared, in what form, frequency and so forth. This element
would need to work hand-in-hand with the operating policy and protocols element
as well as the roles and responsibilities element.

f. Change Management and Continuous Improvement

All aspects of this data sharing “system” or framework will at least initially be
formative in nature and therefore will need to be monitored and adjusted over
time. It will be important to identify and monitor a few key indicators which
provide a good read of the situation in terms of inputs, processes, outputs and
outcomes (values realized). Ultimately, the most important measures will be the
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value outcomes. Management control and accountability functions (features of
the Governance and Oversight component) will need these measures to guide
the necessary adjustments. The system will need to be responsive.

5. Data Management Systems

Data management systems are a critical enabling support component for efficient data
sharing to occur. For the most part these systems are already in place providing the
FIMW with the structure, standards, metadata, etc. to ensure data quality and currency.
Another common thread in the June 2006 workshop discussions was the possible need
for less stringent standards and for more meaningful metadata. These discussions should
be guided strongly by the Principles and Value Proposition components. If a standard is
incongruent with one or more principles or is contrary to realization of a business benefit
then its purpose, in principle, should be questioned.

6. Client Access Tools

Easy, streamlined access to and handling of the shared data is critical for achieving the
increased efficiencies that will realize value. A number of these tools are already in place
with others soon to be brought on stream. The FIMW strategy will help to influence
priorities for improving, completing and expanding these facilities.

7. Communications and Training

Regular communications among the participants in the FIMW Collaborative will be
important so everyone is aware of what stage everything is at and of developments that
are planned or underway. There are a number of ways that these communications can be
supported so they meet the needs of the group in an appropriate manner. Training is
likely to be another aspect that will need to be addressed so that everyone involved is
fully aware of what is available and how to do it.

Key Questions to Stimulate the Dialogue (Please use separate Feedback

Form)

1. What are some of the features of the Vision statement that you would like to see?

2. What are some of the core Guiding Principles that you think this group should be considering
to help us operate?

3. What are some existing Governance and Oversight Groups have that potentially could work
together to provide the Governance and Oversight Role (e.g. PBMAC — Provincial Base

Mapping Advisory Committee; VIAC - the Vegetation Inventory Advisory Council; NRSIC
Natural Resources Sector Information Council)? Do you have any other thoughts that might
be helpful at fleshing out the governance and oversight component?
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4. Do you have any concerns or comments you would like to make about the intent of the
Strategic Framework?

5. There seven components to the Framework with the Data Sharing Component comprising six
elements. Are any major components missing or are there any that are not relevant and
should be removed?

6. Do you feel that the names of the Framework components are clear and connotative; do they
reflect their content?

7. Is the detailed description of each component complete — what should be added or removed?

8. Focusing on the six (6) more detailed elements of the Data Sharing component, are there any
elements missing or any that are not relevant and should be removed?

9. With reference to the table on the next page — for each of the six (6) elements of the Data
Sharing component, please list (a) any Issues, Barriers, Challenges; (b) Opportunities; and
(c) other comments. Note — this table is provided in the Feedback Form to help organize your
responses.

Issues, Barriers &

Opportunities Other Comments
Challenges

The Value Proposition — general comments for
this element (please see definition in next section)

Forest Industry

Government

Other Industry

Other? (e.g. Other levels of government, NGOs)

The Risks — general comments for this element

Consequences of not sharing

Implications

Other factors?
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Issues, Barriers &

Opportunities Other Comments
Challenges

Roles and Responsibilities — general comments
for this element

Ownership

Custodianship

Stewardship

Authority

Other factors?

Operating Policy and Protocols — general
comments for this element

Rules of engagement

Definitions

Intellectual property

Other factors?

Data to be Shared — general comments for this
element

VRI

TEM/ PEM

Base map

Registry information

Other (see Assumption 4)?
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Issues, Barriers &

Opportunities Other Comments
Challenges

Change Management and Continuous
Improvement — general comments for this
element

Forest Industry

Monitor

Adjust

Other factors?

10. While developing the Framework, the Organizing Team discussed the benefits of undertaking
a Business Mapping process. While it was recognized that this could not be accomplished in
advance of the workshop the Organizing Team is interested in your perspectives. In an
attempt to streamline our business processes through improved alignment with respect to
sharing information, would you consider participating in a pilot project with other stakeholders
to identify your collective business needs with respect to sharing information, and to map the
current business processes you're using and to identify target processes?

INPUT REQUEST #5: INITIAL IDEAS AND QUESTIONS TO STIMULATE THE DIALOGUE

Please review the Framework and provide your responses in the accompanying Feedback Form
to the 10 questions on page 17 and 18.
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8. Some Working Definitions

For the purpose of the development of the Vision and Framework for sharing forest
information, the Organizing Team proposes that the following definitions be used for terms
and phrases associated with the content of the dialogue. . Note the definitions are technical
in nature.

Custodian: A branch director or equivalent, who is responsible and accountable on behalf of
the ministry/company for an information resource or an application. A custodian provides
leadership and treats their scope of responsibility corporately (provincial government as a
whole, forest company across divisions/regions, etc) and, not only their own immediate
organizational area. Every data holding should have one and only one Data Custodian —
usually someone at the Director level. This Director protects and promotes the use of data
holdings under his or her care, sets policies and standards, and is accountable for defining
the appropriate use of the data. S/he is the provider of the authoritative version of the data.
The custodian is where the buck stops for issues related to definition, collection,
management and authorised use of the data.

Application Custodian: An Application Custodian's responsibilities pertain to the
building of automated applications for the purpose of processing routine transactions,
and enabling information retrieval and the resultant decision-making by others.
Applications often access information from many different subject areas, and at a
programming level access data from databases. It is essential for Application
Custodians to work with any Data Custodians who control information in databases
to which their application requires access.

Data Custodian: responsibilities pertain to the creation and use of data for the
purpose of enabling decision-making and providing information. At a detailed level
the Data Custodian is accountable for information structures called entities and
databases (see Definitions). These structures usually require some maintenance,
improvements or enhancements, and updates over time.

Data: Characteristics or information, usually numerical, that are collected through
observation.

(raw) Data: are numbers, characters, images or other outputs from devices to convert
physical quantities into symbols, in a very broad sense. Such data are typically further
processed by a human or input into a computer, stored and processed there, or transmitted
(output) to another human or computer.

Data collection: is the sampling of the real world to generate data that can be manipulated
often by a computer.
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Data architecture: describes how data is processed, stored, and utilized in a given system.
It provides criteria for data processing operations that make it possible to design data flows
and also control the flow of data in the system.

Database: A place where information is stored within a computer system. A database's
contents are determined by its corresponding entity definitions (see Entity). For example, the
Client database would contain the name of each client known to the ministry, along with all
other information pertaining to Clients. A database is made up of many database views; each
database view is built from a single entity definition.

Data consistency: summarizes the validity, accuracy, usability and integrity of related data
between applications and across the IT enterprise. This ensures that each user observes a
consistent view of the data, including visible changes made by the user's own transactions
and transactions of other users or processes.

Data exchange: the process of sending and receiving data in such a manner that the
information content or meaning assigned to the data is not altered during the transmission.

Multilateral exchange: The exchange of statistics and / or metadata between a sending
and several receiving organisations for a specific data flow where all parties agree on all
aspects of the exchange (including the mechanism for exchange, the formats, the
frequency or schedule, mode used for communications and the actual content of the
exchange). This exchange process is also known as gateway exchange.

Data integrity: In computer science and telecommunications, the term data integrity has the
following meanings: (1) ensuring that the data is "whole" or complete; (2) the condition in
which data is identically maintained during any operation, such as transfer, storage, and
retrieval; (3) the preservation of data for their intended use; (4) the a priori expectation of
data quality, relative to specified operations. Another aspect of data integrity is the
assurance that data can only be accessed and altered by those authorized to do so.

Data management: comprises all the disciplines related to managing data as a valuable
resource. The official definition provided by DAMA is that "Data Resource Management is
the development and execution of architectures, policies, practices and procedures that
properly manage the full data lifecycle needs of an enterprise." This definition is fairly broad
and encompasses a number of professions which may not have direct technical contact with
lower-level aspects of data management, such as relational database management.

Data provider: An organization which produces data or metadata.

Data Quality: refers to the quality of data. Data are of high quality "if they are fit for their
intended uses in operations, decision making and planning" (J.M. Juran). Alternatively, the
data are deemed of high quality if they correctly represent the real-world construct to which
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they refer. These two views can often be in disagreement, even about the same set of data
used for the same purpose.

Data reconciliation: Frequently used as a synonym for data confrontation. In the more
active sense, the term implies the process of adjusting data derived from two different
sources to remove or at least reduce the impact of differences identified in the process of
data confrontation.

Data Sharing: The ability to share the same data resource with multiple applications or
users. It implies that the data are stored in one or more servers in the network and that there
is some software locking mechanism that prevents the same set of data from being changed
by two people at the same time. Data sharing is a primary feature of a database
management system.

Data sharing exchange: Exchange of data and/or metadata in a situation involving the use
of open, freely available data formats and where process patterns are known and standard.

Entity: A person, place, thing, or concept in which the ministry has a business interest, and
for which the ministry must record information, including spatial information (e.g., information
in terms of geographic location and features). For example, Clients and Tenure Agreements
are entities. An entity is defined only once within the context of the ministry's business. The
definitions of entities are the fundamental building blocks for determining the ministry's
information needs. Each entity is defined with a specific description and common attributes.
For example, the attributes for Client would include the client's name, address, and phone
number. This information is physically stored in a database to provide automated access.
Each entity is governed by a single Data Custodian.

Forest Information: (scope): For purposes of this Challenge Dialogue, the following types of
forest information will be considered:
e Vegetation Resource Inventory (VRI)

e Terrestrial Ecosystem Mapping (TEM) and Predictive Ecosystem Mapping (PEM)

e Underlying Base map information (TRIM mapsheets, orthophotos, GPS survey
control) required to support forest inventory, planning, operations and reporting

* Registry information (legal interests on Crown land - tenures, regulated uses, land
and resource use restrictions, and reservations; Crown land parcels, private land
parcels (where available), and administrative boundaries)

Guidelines: Directions or principles used in the development, maintenance and application
of rules.

Information: is the result of processing, manipulating and organizing data in a way that
adds to the knowledge of the person receiving it. In other words, it is the context in which
data is taken.
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Intellectual property rights: refers to the general term for the assignment of property rights
through patents, copyrights and trademarks. These property rights allow the holder to
exercise a monopoly on the use of the item for a specified period.

Interoperability: coordinating disparate data resources without the need for individual
database-to-database negotiation to link types of data and descriptors.

The IEEE defines interoperability as: the ability of two or more systems or components to
exchange information and to use the information that has been exchanged.

To be interoperable, one should actively be engaged in the ongoing process of ensuring
that the systems, procedures and culture of an organization are managed in such a way as
to maximize opportunities for exchange and re-use of information, whether internally or
externally.

Knowledge: is what is known. Like the related concepts truth, belief, and wisdom, there is
no single definition of knowledge on which scholars agree, but rather numerous theories and
continued debate about the nature of knowledge.

Metadata Data about data. Metadata describes how and when and by whom a particular set
of data was collected, and how the data is formatted. Metadata is essential for understanding
information stored in data warehouses.

Metadata plays a fundamental role in successful data management. Standardized data
documentation (metadata) protects organizations’ data investments and, where
appropriate, facilitates data reuse and data discovery. An important purpose of metadata is
to help users determine which data will be most useful to their needs, and to help ensure
data is used correctly.

Formal metadata are formally-structured documentation of digital data products. They
describe the "who, what, where, when, why, and how" of every aspect of the data. Formal
metadata (1) help organize and maintain an organization's internal investment in data, (2)
provide information to data catalogs and clearinghouses, and (3) provide information to aid
data transfers.

Open Data: is a philosophy and practice requiring that certain data are freely available to
everyone, without restrictions from copyright, patents or other mechanisms of control.

Recommended uses of data: The recommended use(s) of data refers to text that is
intended to provide users with explicit information on the appropriate use(s) of the statistics
within the limitations imposed by the definition of main concepts, scope and coverage,
collection methodology, etc.
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Value Proposition: The unigue value a business (e.qg., the “business” of sharing data) offers
to its customers (the FIMW Collaborative). It's why your (the Collaborative’s) customers will
want to do business with you (i.e., be member of the data sharing Collaborative).

In defining and communicating your value proposition, you must focus on several issues.

1. First, the customer must have a need or a business problem they need to solve.
This seems obvious, but too often, we see sales people pursuing opportunities in
which the customer has no need to buy.

2. Value is simply the difference between the perceived benefits and consequences
of selecting a solution. In thinking about this, you must develop a very broad
view of defining the benefits and consequences. Focusing only on your product
features and benefits is a certain way of losing.

3. To win, the customer must perceive that your value proposition must be superior
to every alternative being considered. This includes competitors, or the
possibility of the customer doing nothing. It is your responsibility to differentiate
your solution, producing a superior value proposition.

4. Many organizations make the mistake of trying to develop “THE value
proposition.” There is no such thing as THE value proposition. Value is in the
eye of the beholder. Each customer has different needs and business problems.
Effective value propositions are customized to the specific needs of each
customer.

INPUT REQUEST #6: WORKING DEFINITIONS
Please review Section 7, the Working Definitions and provide your responses in writing in
the accompanying Feedback Form. Please refer to the word or phrase when appropriate.

Are there definitions that you are not in alignment with? If so, please state the word or phrase an
present an alternative definition.

What additional definitions need to be added to this working list in order to add clarity to the
Dialogue? Please include a working definition for your additions.
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9. Next Steps

The above material establishes a starting point for our Dialogue. Consider all of this
information very much as a work in progress at this stage. Your reaction and feedback on this
information is now very important. The following information outlines the next steps in the
Dialogue. Please note carefully the deadlines for receiving your feedback as we are anxious
to stick to our schedule that will lead us to action.

1. Please think about what has been presented here and contribute your reaction and input
using the separate Feedback Form sent along with this Challenge Paper and Challenge
Paper Appendices documents. Your input is very important and will strongly
influence the success of the face-to-face workshop outcomes and the quality of
the resulting Vision, Framework and Actions.

2. Please send your feedback to Dwight Scott Wolfe by email — Dwight.Wolfe@tesera.com
— by the end-of-day, March 30, 2007 (Friday).

3. The reactions and input from the participants will be organized and delivered to you
electronically by April 6, 2007 as a Quick Response Compilation document.

4. We will use the Quick Response Compilation and any further feedback received to
design the May 7th Face to Face Dialogue Agenda and flow of activities over the
course of this one-day session.

5. Workshop participants will receive a Workshop Workbook electronically on May 4. The
Workbook will provide the “Rules for the Road” for the workshop and will include a
synthesis of the Dialogue to this point, a draft Vision and Framework and other key
information and resource materials. We will highlight in particular which areas the
Dialogue participants: (1) are aligned, (2) are not well aligned, and (3) where there is
confusion that will needs attention. The feedback will also be used to start identifying
what areas are a priority for the Vision, Framework and Actions.

6. The Face-to-Face Workshop is planned for May 7th. Please note, due to practical
constraints, we regret that only a representative subset of the Challenge Paper
participants will be able to attend this workshop. Due to the potentially large number of
participants in this Challenge Dialogue (approximately 120), the number of participants in
the Face to Face Dialogue will be limited to only those who respond to the Challenge
Paper. This underscores the importance for people to provide their perspectives via their
response to this Challenge Paper. These views will be brought forward in the ongoing
Dialogue and workshop sessions.

7. The workshop findings will provide the basis for the preparation of a draft Strategic
Action Plan Report by mid-November.

8. Finally, if you need any further information or documents that may have been referred or
alluded to, please contact Dwight Scott Wolfe at Dwight.Wolfe@tesera.com.
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Appendix 1: The Challenge Dialogue System™
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