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Letter of Agreement
This Regional Programmatic Working Group (RPWG) Charter defines the mission, scope, governance, activities and deliverables of the group and the specific roles and responsibilities of the members of the Exercise and Training Operations Panel (ETOP).  This Charter will be reviewed and revised (if necessary) at least annually; with revisions requiring approval by the Senior Policy Group and Chief Administrator Officers Homeland Security Executive Committee. 
By signing this letter of agreement, the Chairperson and other working group members commit to support and implement the mission of the ETOP and carry out their responsibilities as set forth in this Charter. 
Individual Signatories and the organizations and agencies they represent are located below.
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Section 1.  Background
The United States Department of Homeland Security (DHS) provides financial assistance to State and local governments to prepare, prevent, respond to, and recover from terrorist attacks and other disasters through the Homeland Security Grant Program (HSGP).  The HSGP is comprised of four grant programs, including the Urban Area Security Initiative (UASI) grant, which provides funds to high threat, high-density urban areas to address unique multi-disciplinary planning, organization, equipment, training, and exercise needs.
Since Fiscal Year (FY) 2003, the National Capital Region (NCR) has received UASI grant funds to enhance the region’s preparedness and response capabilities.  The NCR is defined by the National Capital Planning Act of 1952 (Title 40, U.S.C., Sec. 71) and includes the District of Columbia; Montgomery and Prince George’s Counties in Maryland; Arlington, Fairfax, Loudoun, and Prince William Counties in Virginia; and all cities and other units of government within the geographic boundaries of the aforementioned jurisdictions.
In 2004, the Governors of Maryland and Virginia, the Mayor of the District of Columbia, and the Advisor to the President for Homeland Security established the NCR Senior Policy Group (SPG) to provide continuing policy and executive level focus to the region’s homeland security programs (including the UASI Grant Program) and to ensure full integration of these programs with statewide efforts in Maryland, Virginia, and the District of Columbia.  The SPG is composed of State Homeland Security Advisors and Emergency Management Directors and represents the governors of Maryland and Virginia, the mayor of Washington, D.C. and the Department of Homeland Security.  The SPG determines priority actions and funding allocations for increasing regional preparedness and response capabilities and reducing vulnerability to terrorist attacks.  The SPG has final budget authority, with the concurrence of the Chief Administrative Officers (CAO) Homeland Security Executive Committee (HSEC), over the NCR UASI-funded projects.  The CAO HSEC is comprised of top officials representing the county executives of the local NCR jurisdictions and provides a local viewpoint to UASI funding decisions.  The CAO HSEC works in tandem with the SPG to develop the scope of the regional homeland security program each fiscal year.
In 2005, the NCR developed a Homeland Security Strategic Plan that describes a region-wide strategy for strengthening capabilities across all phases of preparedness (prevention, protection, response, and recovery) to manage homeland security risks.  It provides a strategic regional approach for planning and decision-making in the NCR.  To support the Strategic Plan, two sets of work groups exist within the NCR:  Regional Emergency Support Function (R-ESF) committees and Regional Programmatic Working Groups (RPWG).  The R-ESF concept, as described in the Regional Coordination Plan, aligns with the Emergency Support Functions (ESF) defined in the National Response Framework, and provides mostly the perspective of the local jurisdictions.  The SPG and CAO HSEC also authorized the creation of RPWGs, to not only include local representation, but also the necessary state representation that was missing from the R-ESF Committees.  RPWGs were established specifically to address planning and preparedness capabilities that affected multiple disciplines and to ensure coordination of NCR activities with each state’s homeland security program.  The RESF Committees and RPWGs work collaboratively to help define, plan, and implement strategic initiatives funded by the UASI grant program.
In 2005, the SPG and CAO HSEC jointly approved the creation of the Exercise and Training Operations Panel (ETOP) RPWG to ensure that training and exercises were coordinated across every discipline, jurisdiction, and level of government in the NCR.  This Charter represents ETOP’s vision, with support from the SPG and CAO HSEC, for implementing a coordinated strategy of training and exercises within the NCR.  This living document will serve as a foundation and guiding framework to the members of the working group.  
Section 2.  Mission and Scope
The mission and scope of the ETOP RPWG is to establish a collaborative, regional approach for exercises and training throughout the NCR.  The ETOP RPWG supports Strategic Goal 1 of the NCR Homeland Security Strategic Plan:  ”Planning and Decision-making” and the three objectives under that goal:

1.
Strengthen the regional homeland security planning and decision-making framework and process to include performance and risk-based approaches.

2.
Establish an NCR-wide assessment and requirements generation process to identify and close gaps in preparedness capabilities by effectively utilizing both public and private homeland security resources.

3.
Enhance the oversight of and accountability for the management of investments and capabilities to ensure enduring and sustainable preparedness across the NCR.

The ETOP RPWG serves as a dynamic driving force for short-term and long-range planning for exercise and training initiatives within the NCR.  It also serves as a model of regional collaboration and cooperation. 
The ETOP RPWG serves several roles to accomplish its mission: 
1.
 As an advisory committee to the SPG and CAO HSEC, reviewing project proposals and providing recommendations on prioritizing and allocating UASI funds towards the most critical training and exercise needs of the NCR. 

2.
To ensure that, in conjunction with the NCR State Administrative Agent (SAA) Program Management Office (PMO), training and exercise projects meet regional goals and objectives as defined by the SPG, CAO HSEC, and federal UASI grant rules. 
3.
To develop and implement initiatives to strengthen Regional integration of exercise and training activities to include federal, state and local agencies and partners.
4.
To ensure comprehensive multi-disciplinary coordination of exercises and training with NCR jurisdictions, R-ESFs, and RPWGs. I think the items below replace this one with more specificity. 

5.   Oversee a regional exercise and training budget to provide exercise and training opportunities to partners in the region based on their need. 

6.   Catalogue, track, and maintain After Action Reports and Improvement Plans for each exercise conducted in the region.

7.   Provide four quarterly and one annual update of exercise findings to the SPG and CAOs to enforce and encourage the completion of Improvement Planning items and to prioritize funding to enhance the regions capabilities. 

8.   Coordinate exercise and training programs conducted throughout the region.   
Section 3.  Governance and Operating Principles

Membership

The ETOP will be comprised of both voting and non-voting members. 
Voting membership (8 members):
· Three “state” representatives from the District of Columbia, Maryland, and Virginia, each chosen at the discretion of the SPG.

· Three “local” representatives from the District of Columbia, Maryland, and Virginia, each chosen at the discretion of the CAO HSEC.

· Two Metropolitan Washington Council of Government (MWCOG) R-ESF Committee representatives, one chosen at the discretion of each of the following committees:
· A representative of the MWCOG Emergency Managers Committee (R-ESF #5)

· A representative of the MWCOG Law Enforcement Committee (R-ESF #13)

The ETOP will be lead by a Chairperson.  The Chairperson will rotate on an annual basis among the state voting members.  
Non-Voting membership (No limit):

· A representative of the MWCOG who will serve as a liaison between ETOP, the R-ESF Committees, the MWCOG, and the CAO HSEC.

· A representative of each state’s SPG members who provide liaison between ETOP and their respective state’s SPG members.

· A representative of the SAA PMO who will provide management and administrative support to ETOP (e.g. to track issues and report spending progress)

· All local and state Exercise & Training Officers and NIMS Compliance Officers funded from annual NCR UASI grant funds. 

· A representative of DHS to ensure coordination with federal agencies and training and exercise opportunities. 

To encourage region-wide collaboration and participation in training and exercise, additional non-voting membership may be added by the ETOP voting members or the SPG and CAO HSEC.  Non-voting membership may include both public and private experts; however, all non-governmental participation is limited to an advisory, non-voting, non-decision making role.  
The ETOP Web site provides an up-to-date membership roster:

http://ncrportal.mwcog.org/sites/rpwg_etop/default.aspx
There will be no term length for members; however, the SPG and CAO HSEC may terminate membership at any time.  Voting members and support staff who do not attend meetings on a regular basis may be considered for termination.  
Each member has a responsibility to participate actively in discussions and decision-making.  Each member will share responsibility for the group’s decisions and deliverables and support/assist in their implementation.  Members serve without compensation.  Members should be prepared to spend at least 16 hours each month including meeting attendance, production of required deliverables, and other ETOP business. 

Meetings

ETOP conducts at least one monthly physical, face-to-face meeting.  The location is determined by consensus.  Although teleconferencing is available at these meetings, attendance is strongly encouraged.  ETOP also conducts monthly conference calls as needed.  

Decision-Making

ETOP will make all decisions on a majority basis of the voting membership.  A minimum of five (5) voting members (or their proxy) must attend at a meeting where a decision is required.  Votes may also be taken by phone or by e-mail.
Coordination with other groups

ETOP will maintain contact and coordination with other NCR RPWGs and R-ESF Committees.  Members of ETOP will be designated as a liaison to at least one NCR RPWG, R-ESF Committee, or military committee.  ETOP representatives serve as a two-way conduit of information: 

The representative will communicate current ETOP initiatives to their assigned NCR RPWG or R-ESF Committee.
The representative will communicate specific training and exercise needs or initiatives from their assigned NCR RPWG or R-ESF Committee to ETOP.  
Contacts with external organizations

The ETOP RPWG will maintain contact and coordination with external organizations, including, but not limited to, the monthly Training and Exercise Consortium (TEC) meetings.  The TEC meetings provide an opportunity for Federal, State, local and private representatives to provide information and updates on upcoming regional exercise and training initiatives and programs.  The TEC Meetings provide the means for developing a regional calendar of training and exercises that ETOP shares with all regional partners.  

Section 4.  Roles and Responsibilities


The primary role of ETOP is to coordinate and support regional training and exercise planning and execution within the NCR.  Jointly, the SAA PMO and ETOP are accountable to the SPG and CAO HSEC for 1) monitoring exercise and training activities related to the goals and objectives in the NCR Homeland Security Strategy; 2) ensuring compliance with grant guidance for exercise and training activities funded by NCR UASI grants; and 3) tracking after action reports and improvement plans developed from exercises.
The general responsibilities of the ETOP RPWG include:

· Developing and maintaining a Gap Analysis or Vulnerability Assessment for training and exercising.  The analysis/assessment will evaluate current capabilities and identify strengths, weaknesses, risks and needs.
· Developing a multi-year Enhancement/Improvement Plan to maintain current capabilities and address the gaps/vulnerabilities in the Assessment.

· Developing procedures and protocols to coordinate and facilitate communications among external agencies and entities within the region. 

· Developing and maintaining a Regional three year training and exercise plan based upon existing and future training and exercise needs. 
· Developing and institutionalizing a standardized after action report/improvement plan process to support strengthening (or enhancement of) plans, policies and procedures.
· Developing and administering a formalized sub-grant process for NCR regional training and exercises that includes established guidelines for providing funding to project proposals submitted throughout the grant cycle. (See Appendix 2 for procedures).

ETOP will also have responsibility for:
· Maintaining the ETOP website to serve as a portal of information on ETOP activities and to create a record of past activities, decisions, and policies.
· Ensuring that the Training and Exercise Consortium (TEC) meets on a monthly basis to provide a regional structure for providing exercise and training information, coordination, consistency, and regional integration between federal, state, and local agencies.   
· Reviewing after action reports/improvement plans and providing a quarterly and yearly summary / analysis to the SPG and CAO HSEC.  
· Making recommendations on funding for NCR training and exercises to the SPG and CAO HSEC during the yearly NCR UASI grant application process.  The above-mentioned report should form the basis for the recommendations and ultimate approval by the SPG and CAO HSEC.
· Distributing funds for NCR training and exercises based on a budget provided to ETOP annually from the SPG and CAO HSEC.  Funds should be prioritized and allocated to training and exercises that aim to fill gaps noted in after-action reports and improvement plans.
· Ensuring that all NCR UASI grant funded exercises are compliant with the Homeland Security Exercise Evaluation Program (HSEEP) guidelines.
· Reviewing and updating the Three Year Exercise Plan on a yearly basis.  The Three Year Exercise Plan must be approved by the SPG and CAO HSEC (Refer to Appendix 4).
The Chairperson will:

· Coordinate the time and location of monthly meetings and conference calls.
· Coordinate an agenda prior to each meeting.
· Review and approve the current Rolling Action Item List (RAIL) document.
· Review meeting minutes. 

· Provide a briefing to the SPG and CAO HSEC on a quarterly basis or as requested.
· Serve as a point-of-contact for the SAA PMO for ETOP-related activities.
The SAA office will: 

· Attend monthly meetings and conference calls.
· Disseminate the agenda at least three working days prior to the meeting or conference call. 

· Update the RAIL on a monthly basis and submit to the Chairperson for review and approval.  Disseminate to ETOP with the meeting agenda.
· Provide monthly exercise and training program and budgetary updates.
· Serve as secretary for ETOP to include drafting detailed minutes for meetings and conference calls; minutes will be submitted to the Chairperson for review and approval within three working days, disseminated to ETOP, and posted to the ETOP Website.  Minutes will be formally approved at the following meeting or conference call.
· Provide financial spending updates on training and exercises funded from UASI grant funds.
ETOP voting members will:
· Attend monthly meetings and conference calls.

· Serve as liaisons to R-ESFs, RPWGs and the military.

· Design and develop Regional exercises following ETOP guidelines.

· Serve as gatekeepers to the DHS CAP and NEXS programs.

· Vote upon proposals requesting ETOP funds for training and exercises. 

· Serve as liaisons and subject matter experts to Regional exercises. 

· Support and participate in Local, Regional and Federal exercises.
ETOP Non-voting members will: 

· Attend monthly meetings and conference calls.

· Serve as liaisons to R-ESF Committees and other RPWGs.

· Design and develop Regional exercises following ETOP guidelines and the HSEEP.

· Serve as gatekeepers to the DHS CAP and NEXS programs.

· Provide input on proposals requesting ETOP funds for training and exercises.

· Serve as liaisons and subject matter experts to Regional exercises. 

· Support and participate in Local, Regional, and Federal exercises.

Appendix 1.  Activities and Deliverables

ETOP briefing to SPG 
Quarterly or as requested 

ETOP liaisons attend RPWG/R-ESF Committee meetings
Monthly or as needed
ETOP briefing to CAO HSEC
Semi-Annual
ETOP briefing to RPWGs and R-ESF Committee members @ MWCOG
Semi-Annual
ETOP RAIL submitted to Chairperson by the SAA PMO
Monthly

In-Person Meetings
Monthly

Conference calls
Monthly or as needed
Participate in UASI grant application process
Yearly
Design, develop and execute exercise and training
As needed

Draft and maintain training and exercise plan
Yearly
Schedule exercises in NEXS 
Yearly and as needed

Use CAP for improvement planning process
Following exercises

Serve as liaisons and subject matter experts to Regional exercises
As needed
Make funding recommendations to SPG and CAO HSEC………………………Yearly and as requested

Distribute funds to regional training and exercises from ETOP budget………Throughout grant cycle

Provide summary / analysis of After Action Reports to SPG and CAO HSEC…Quarterly
Appendix 2.  Procedure for Requesting UASI Grant Funds 

Background
The District of Columbia, Homeland Security & Emergency Management Agency (HSEMA) is the designated State Administrative Agent (SAA) for the NCR UASI Grant Program, hereinafter called “Program”.  The SAA function is responsible for applying for the grant funds and administering and managing the funds allocated under the Program.  The SAA must obligate these funds to local units of government within the NCR and other designated recipients.  These functions are done under the leadership and direction of the NCR SPG and CAO HSEC.  The SAA actions as noted in this document are performed by the Grants Division Chief of HSEMA on behalf of the SAA. 

To strengthen NCR Exercise and Training activities, the NCR SPG and CAO HSEC established ETOP and designated this team to serve as a point-of-contact for agencies and organizations in the NCR with exercise and training requirements and to provide recommendations on requests for UASI grant funds. 

The Request for UASI Grant Funds for training and exercise programs should flow from the originating government agency within a jurisdiction to the ETOP and finally to the NCR/SAA. 

Request Process
The process to request funds is made up of the following phases.  
1.
To obtain UASI funds for a training or exercise program, the applicant must fill out a “Project Management Plan (PMP)” and submit it to the ETOP liaison that supports the respective RPWG or R-ESF Committee.  The Project Management Plan template and instructions can be found online at: 

http://www.mwcog.org/security/NCR/. 
If outside services must be competitively procured, the applicant must also develop a Statement of Work (SOW). 
2.
The liaison will review the PMP to determine if it meets ETOP requirements.  If supported, the liaison will submit the proposal to the MWCOG staff person that supports the respective R-ESF Committee or the SAA staff person that supports the relevant RPWG.  The MWCOG staff person or SAA staff person will send the proposal to the RPWG / R-ESF Chair and/or RPWG / R-ESF Committee members, and either recommend to approve or reject.  The MWCOG or SAA staff person will forward the RPWG / R-ESF Committee recommendation to ETOP through the SAA staff person assigned to ETOP (within two weeks).  If the ETOP liaison does not support the proposal, the liaison will discuss the proposal at the next scheduled ETOP meeting prior to submitting the proposal to the MWCOG or SAA staff person.  All project recommendations and PMPs should be forwarded to the SAA staff person assigned to ETOP for a preliminary review of grant eligibility and to ensure that the project proposal will be added for discussion on the next ETOP agenda.
3.
ETOP will review the proposal and the RPWG / R-ESF Committee recommendation, and either decide to approve, reject, or request a modification to the proposal or the amount of funding requested.  ETOP will forward all funding decisions, along with a justification statement, to the NCR SAA Grants Division Chief for final approval of the project against the guidelines established by the UASI grant program requirements.  If approved, a “Subgrant Award” will be issued which authorizes the agency to request re-imbursement of funds for the program.  Reimbursement of funds is always dependent upon grant eligibility as determined by DHS. 

Training Requirements
· Requests for training must meet guidelines established by DHS Office of Grants and Training for the HSGP: UASI Grant Program.  These guidelines can be found online at:

http://www.ojp.usdoj.gov/odp/grants_programs.htm. 
If you have any questions about these guidelines, speak to your ETOP representative. 

Exercise Requirements
· Requests for exercises must meet guidelines established by DHS Office of Grants and Training for the HSGP: UASI Grant Program.  These guidelines can be found online at:

http://ojp.usdoj.gov/odp/grants_prorams.htm
· Exercises conducted with HSGP support/funds must be managed and executed in accordance with Homeland Security Exercise and Evaluation Program (HSEEP).  The HSEEP Volumes can be found online at: 

http://www.ojp.usdoj.gov/odp/exercises.htm
· The process and mechanism for completing an After Action Report (AAR) and an AAR Improvement Plan Process must be included in the UASI GRANT application.  Approval and release of funds (final payment) will be contingent upon submission of the required AAR/IP Report. 

ETOP Project Requirements
· Exercise requirements:
· Compliance with the Homeland Security Exercise and Evaluation Program (HSEEP) - http://www.ojp.usdoj.gov/odp/exercises.htm
· Contractor support to include documentation, exercise conduct, and after action reports
· Training requirements:
· Instructors for training

· Reproduction of course materials

· Course development

· Overtime and backfill will be reviewed during project approval and eligibility determined by the SAA.  See Appendix 3. 
ETOP Review and Approval
· Projects will only be considered for review by the ETOP RPWG if they meet the above conditions and the following:

· Appropriate documentation must be submitted to the ETOP chair at least one (1) week before the ETOP meeting or conference call is held

· Only projects listed on the meeting agenda will be discussed and reviewed

· ETOP will review the proposal and the R-ESF Committee or RPWG recommendation and make a decision to approve, reject, or modify.  ETOP will forward all decisions to approve projects to the SAA office for final approval.  If ETOP requests modification of the PMP, the applicant can make the requested changes and resubmit to ETOP for consideration. 
· ETOP funding decisions are non-binding and do not guarantee funding.  All projects must receive final approval from the SAA / DHS for grant eligibility.
SAA

Subgrant application process

· A completed project management plan submitted for review and approval to the SAA by a local or state government agency within the NCR, the template will be provided by the SAA

· A Gantt chart for projects $100,000 or greater, to include the following:

· Tasks

· Procurement activities

· Reimbursement requests submitted to the SAA

· Deliverables 

· A completed grant application (spending plan) on NCR|GMS (http://www.ncrgms.com) for review and approval

· Upon review and approval of the project management plan and the online grant application, the SAA will release the initial GAN (subgrant award) on NCR|GMS 

· The recipient must return signed copies of the GAN, terms and conditions, and the project management plan to the SAA

· Project status reports shall be submitted to the SAA on a monthly basis, the template to be provided by the SAA

Project spending and procurement

· Subgrantee must follow all of its own local jurisdiction’s laws regarding procurement and contract management

· Subgrantee must follow all relevant federal guidelines for use of federal grant funds

Reimbursement process

· Approved project management plan and approved grant application on NCR|GMS must be in place with the respective SAA project manager before reimbursement requests can be entered and processed on NCR|GMS
· Subgrantee will be paid by cost-reimbursement, upon completion of required programmatic and financial reports, and in keeping with the spending plan

· Reimbursement requests require the subgrantee to submit all the necessary backup documentation that validates all expenditures within the reimbursement request, to include the following:

· Vendor invoices

· Proof of payment:

· Credit card receipt

· Canceled check (both front and back)

· Payroll registers

· Listing of personnel funded in whole or in part under this subgrant identified by name and title except for those whose cost is reflected only under the indirect costs category and nowhere else in the approved budget

· State and local jurisdiction finance system documentation

· All reimbursement requests will have to be submitted to the SAA utilizing NCR|GMS; paper reimbursement requests will not be accepted by the SAA office

· Any change in the spending plan must be entered into NCR|GMS for review and approval by the SAA

· All funds must be expended within thirty (30) days of the end of the subgrant period of performance 

Appendix 3.  Overtime and Backfill
Background

· UASI grant guidelines published by DHS allow overtime and backfill under certain conditions.

· Some training and exercise activities may require delivery methods that require the use of overtime and backfill in order to meet the objectives of the training or exercises.

· Some disciplines have mandatory staffing levels that prohibit participation in training or exercises without the provision of overtime and backfill.

· Overtime and backfill costs must be described and detailed in the project management plan when the exercise or training is reviewed for approval.  If the project is approved for funding, the SAA will reimburse overtime and backfill costs for training and exercises included in the project management plan when the applicant meets all requirements of the relevant fiscal year’s grant guidance and provides all required documentation.

Appendix 4.  APPENDIX 4 
NCR Three Year Training & Exercise Plan
The Three Year Training and Exercise Plan will be added after the NCR Training and Exercise Planning Workshop (T&EPW). is completed and the Plan is approved by the SPG and CAO HSEC..
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