Draft Strategy for Tribal Participation in the 

Environmental Information Exchange Network
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The Environmental Information Exchange Network (Exchange Network) is an Internet-based approach to exchanging environmental, health, geographic, and other types of data among partners (e.g., the Environmental Protection Agency (EPA), states, tribes and territories).  The Exchange Network enables participants to control and manage their own data, while making it available to partners over a secure Internet connection.  The Exchange Network represents a fundamental transformation in the way that information is shared.

The technologies featured on the Exchange Network allow EPA and its partners to save time and resources on environmental reporting and the exchange of data.  The Exchange Network has fostered new information exchanges among its partners, driven by business needs and available infrastructure.  In addition to more information being available, the information is higher quality and facilitates better decisions on the environment and health issues.
The Exchange Network has a robust Web site to make available the technical and policy documents that assist EPA and its partners in remaining compatible with Network protocols and specifications.  Comprehensive information on the Network, including the format for all data exchanges, is available at: <www.exchangenetwork.net>.
EPA’s Exchange Network Grant Program has awarded approximately $10.5 million from FY 2002 – FY 2006, to states, territories and tribes.  This includes 76 grants to 49 tribes.  For more information on the Exchange Network Grant Program visit: <http://www.epa.gov/exchangenetwork/grants/index.html>.  Currently, two tribes have nodes and exchange data over the Network.  Several other tribes are making considerable progress in developing the infrastructure needed to participate in the Exchange Network.  
In 2005, the Exchange Network governance structure was redesigned to facilitate Network growth into the future.  Tribal participation in the new governance structure has provided much needed input into Exchange Network activities and articulates the needs of the tribes with regard to information exchange.  The following strategy outlines the goals, objectives, and strategies for improving communication about, and participation in, the Exchange Network by Indian tribes.

In 2006, the National Congress of American Indians (NCAI) reviewed the past draft tribal strategy and concluded it needed to be revised and updated.  In November, NCAI convened a meeting with representatives from the tribes. A group of 15 tribal leaders from around the nation attended.  The group discussed, revised and updated the strategy, noting that many of the previous activities had already been accomplished.  This Exchange Network Tribal strategy is the draft resulting from that meeting.  
Overarching goal:  To promote tribal awareness of, and participation in, the Exchange Network.
Sub-goals:
By the end of 2007, the following sub-goals would be accomplished to support the stated goal:
· Active participation of tribal representatives in the governance structure for the Exchange Network (this would include, at a minimum, the Exchange Network Leadership Council, Network Operations Board, and the Network Partnership and Resources Group).
· Five individual tribal nodes are operational and flowing data.
· Establish mechanisms for better communications with tribal representatives on Exchange Network issues and policies.
· Expand the number of tribes that have received grants, as well as the amount of grants awarded to tribes for the Exchange Network.
· Facilitate the development of a conceptual framework that demonstrates/clarifies the relationship between the Tribal Information Management Systems (TIMS) and the Exchange Network.
By the end of 2008, the following sub-goals would be accomplished to support the stated goal:

· Ten tribal nodes are operational and flowing data.
· Four different data flows have been demonstrated.
· Five tribal champions have been identified who can promote and facilitate tribal success, and act as mentors for new tribal partners on the Exchange Network.
· Develop approaches that address Network participation by the tribes, whether able to build a node or not.

· Develop a baseline assessment of tribal capacity and approaches for supporting tribal participation on the Exchange Network.
· A technical solution is developed to ensure tribes can track tribal data (tribal identifiers) from their submissions in state and federal databases.
· A panel of technical and policy experts should be convened to outline, discuss and address privacy and data sharing concerns related to the Exchange Network.
Objectives:

· Support participation of tribes in the Exchange Network governance structure so that their input can be considered in future development of the Network.
· Promote/publicize the Exchange Network and the grant program, and highlight tribal success stories.
· Provide technical assistance to tribes as needs are identified and funds are available to deploy additional nodes or find other options for participation.
· Add specific data flows or other attributes of interest to tribes to the Exchange Network grant program, to the extent that the change is consistent with policies and law.
· Connect the technical and contractor community to the tribes more closely.
· Conduct research to develop long-term strategies for tribal environmental priorities, effective communication methods, and tribal data exchanges with other tribes and Federal agencies.
Strategies:

Below are examples of the strategies that may be used to meet the stated objectives.  A project plan will be developed in conjunction with tribes to outline the actual activities included in the strategy.
Support Participation in Governance 

· Ensure that tribes have the opportunity to participate in the Exchange Network governance structure (e.g., within the Exchange Network Leadership Council, Network Operations Board, and the Network Partnership and Resources Group, at a minimum)
· Establish mechanisms to assist designated tribal representatives in attending meetings and providing input to the governance structure
· Develop a tribal contact email list

Publicize and Promote the Exchange Network

· Cultivate tribal “champions” to lead tribal success

· Coordinate with inter-tribal organizations, including the National Congress of American Indians and the National Tribal Environmental Council to identify promotional opportunities and target individuals/groups in tribes
· Provide Exchange Network information and materials

· Present Exchange Network successes at national tribal meetings

· Seek connections to motivated, capable partners in tribes
· Develop and distribute Network and grant materials specifically related to tribes, e.g., fact sheets, brochures, lessons learned, etc.
· Identify venues for information distribution, e.g., other national tribal meetings, tribal associations, newsletters, websites
· Provide briefings to the EPA Tribal Operations Committee and other internal EPA groups on our Network efforts with the tribes
· Connect with and discuss Exchange Network benefits with Tribal Science Council

· Brief appropriate personnel at the Bureau of Indian Affairs (BIA), as well as other Federal Agencies that address tribal concerns, about our efforts with the tribes
· Develop a dedicated mailing list of tribal Network participants

· Add a Exchange Network section to the National Congress of American Indians Web site and link to EPA Exchange Network and Exchange Network Web sites
· Add list of contractor resources with contact information
· Address proactively issues related to the sensitivity of tribes to sharing data

· Keep Exchangenetwork.net and Exchangenetwork.gov tribal information up-to-date.
· Discuss Exchange Network at EPA Regional tribal meetings

· Promote alignment of Exchange Network and with other grant programs to promote synergy, e.g., EPA’s American Indian Environmental Office (AIEO)

· Hold a panel discussion or tribal track at National Environmental Symposium and the annual Exchange Network Users’ Meeting

· Develop comprehensive tribal communications strategy that incorporates and organizes the above activities and others into a coherent program

· Invite tribal speakers at EPA National meetings and other Exchange Network meetings (e.g. regional Exchange Network meetings, node mentoring meetings, etc.)

Provide Technical Assistance and Capacity Building
· Use tribal baseline assessment to discuss and implement approaches for tribal building capacity 
· Hold a Webex session for tribes on the technical aspects of the Exchange Network and building a node: CDX/Exchange Network 101, (and Node 2.0)
· Identify willing state mentors and connect to interested tribal personnel
· Hold a technical workshop at annual Exchange Network Tribal Users’ meeting
· Align the Small Partners Environmental Information Exchange Project with the tribal strategy
· Establish tribal workgroup to work on tribal identifiers for tribal data to be used in all schema.

· Promote tribal use of the CDX help desk
Exchange Network Grants
· Incorporate more potential data exchanges and topics that might be of interest to tribes
· Cultivate the establishment of a tribe mentoring group for the development of nodes
· Hold tribal discussions on the Exchange Network Grants Solicitation Notice
Connect the Contracting Community to Tribes
· Hold Webex session for tribes to introduce them to the node contractor community 

· Hold a Webex workshop for the contracting and vendor community to explain to them how to work with tribes, what their issues are, sensitivities, and how best to approach them
· Develop a resource list for tribes and post on Exchange Network section on NCAI Web site

· Develop model RFP and establish place for posting RFP for maximum exposure to multiple contractors

Research for Long-term Efforts
· Engage tribes in dialogue/research to learn more about the top environmental priorities of tribes and how to communicate with them on Network issues and concerns
· Research data exchanges between tribes and other Federal agencies as possible Network flows
· Develop and implement an approach for addressing the differing tribal capacities to participate on the Exchange Network.  Examples of differing tribal capacities include: node deployers, consortia, data accessors.
Exchange Network Objectives:





Improve the timeliness and accuracy of environmental data;


Reduce the burden and costs associated with reporting data;


Enhance data access for environmental professionals; and


Support better decisions on environmental and health issues.
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