[Agency/Organization Name]



RPWG CHARTER


DRAFT
 [5/2/2007]


Exercise and Training Operations Panel (ETOP) Regional Work Group Charter
Template

Version 0.6
April 3, 2006
Regional Program Working Group Charter
Letter of Agreement
This Regional Program 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 group.

By signing this letter of agreement, the Chairperson and other working group members commit to support and implement the mission of the RPWG and carry out their responsibilities set forth in the Charter. 
Individual Signatories and the organizations and agencies they represent are located below.
	Jurisdiction 
	Representation
	Signature/Title
	Date

	State of Maryland
	Christina Crue
	
	

	District of Columbia
	Chris Voss
	
	

	Commonwealth of Virginia
	Don Amos
	
	

	MD Local
	Michael Clemens
	
	

	DC Local
	Ronald Gill
	
	

	VA Local
	Mark Penn
	
	

	R-ESF 5 Chair
	C. Douglas Bass
	
	

	Local LE Rep
	Elliot Grollman
	
	

	COG Liaison
	Dave McMillion
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Section 1.
Background
The United States Department of Homeland Security (DHS), through the Office of Domestic Preparedness (ODP), provides financial assistance to States and Urban Areas through the Homeland Security Grant Program (HSGP). Starting in Fiscal Year 2003, the National Capital Region (NCR), comprising the District of Columbia and surrounding jurisdictions in the states of Maryland and Virginia, has received HGSP funding under the Urban Area Security Initiative (UASI) Grant which is administered through DHS Office of Domestic Preparedness (ODP) and allocated to urban areas that are considered to be at a high risk for a terror attack.

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 an 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.  The SPG was also designed to ensure full integration of NCR activities with statewide efforts in Maryland, Virginia and the District of Columbia.  Its membership was and is comprised of senior officials of the four entities, each with direct reporting to the principals.  The SPG was given the collective mandate to determine priority actions and funding for increasing regional preparedness and response capabilities and reducing vulnerability to terrorist attacks. 
The NCR UASI governance structure includes two policy and decision-making groups:  the Senior Policy Group (SPG) and the Chief Administrative Officers (CAO) Committee. 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 has final budget authority with the concurrence of CAO’s, over the NCR UASI-funded emergency preparedness and homeland security projects for the NCR. The CAOs represent the city and town managers and the county executives of the NCR jurisdictions.  The CAO is comprised of the top officials from the local jurisdictions that encompass the NCR and provide the localities viewpoint on the UASI funded projects.  The CAO works in tandem with the SPG to develop the scope and funding levels for the UASI-based projects within the NCR for each fiscal year.
FY 2006 represents the first full HSGP grant cycle in which the Interim National Preparedness Goal is in place to outline National Priorities and establish a common risk-based and need-based planning framework that allows the Nation to:

· Allocate and apply resources to strengthen national preparedness in the most effective and efficient manner;

· Define target levels of performance; and 

· Measure progress toward achieving them.

One of the National Priorities which is critical for the success of the UASI Program, and is supported by the SAA Program Management Office (PMO) and the RPWG, is "Expanded Regional Collaboration". Building upon this National Priority, the 2005 National Capital Region Homeland Security Strategic Plan defines priorities and objectives for the entire region without regard to any specific jurisdiction, discipline, or funding mechanisms to:  

· Establish coordinated regional goals and priorities for the enhancement of homeland security and first responder capabilities in the NCR.

· Guide, integrate, and ensure the efficient spending of homeland security grant and budget dollars throughout the NCR.

· Provide a means to measure the actual improvements made to NCR preparedness. 

To support this plan, two sets of work groups exist within the NCR to assist in defining, planning and implementing UASI grant programs: The Regional Emergency Support Function (R-ESF) committees and the Regional Program Working Groups (RPWG). The R-ESFs are aligned with the ESFs defined in the National Response Plan. The SPG and CAO recognized that the ESF alignment did not provide planning or program management for programs and capabilities that impacted multiple ESFs and were essential to enhancing emergency preparedness. Therefore, the SPG and CAO authorized the creation of Regional Program Working Groups to address this need.
With a multitude of training programs and exercise opportunities, it was apparent that regional oversight was needed to determine what training and exercises are appropriate, prudent, and efficient.  In 2005 the CAO’s and the SPG jointly appointed the Exercise and Training Operations Panel (ETOP) RPWG.  The ETOP RPWG consists of representatives from the respective NCR state and local jurisdictions.
Section 2. 
Mission and Scope
The ETOP RPWG is the dynamic driving force behind regional collaboration and both short-term & long-range planning for exercise and training initiatives within the NCR.

The ETOP RPWG serves as an advisory committee to the SPG and CAO to provide recommendations, subject matter expertise and overall guidance for the exercise and training projects that are implemented utilizing UASI funding.  In conjunction with the NCR State Administrative Agency Program Management Office (SAA PMO) the ETOP RPWG is responsible for ensuring that the program plan and projects are meeting the regional goals and objectives as defined by the SPG and CAO’s.

The mission and scope of the ETOP RPWG is to establish a collaborative, regional approach for exercising and training response partners throughout the NCR.  The ETOP RPWG is derived from the Strategic Goal 1 of the NCR Homeland Security Strategic Plan: ”Planning and Decision-making” and the three objectives under that goal:

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

· Enhance the oversight of and accountability for the management of investments and capabilities to ensure enduring and sustainable preparedness across the NCR.
As the multitude of resources become available, there is an increasing need for regional integration and collaboration among the jurisdictions within the NCR to coordinate the training and exercise programs available.  The establishment of the ETOP RPWG will address these requirements by the following:

· Formulation of the RPWG and establishing a state or local representative as Chairperson. 

· Providing Exercise and Training related funding recommendations, as proposed/requested by the NCR jurisdictions and R-ESFs.
· Develop and implement initiatives to strengthen Regional integration of Exercise and Training activities to include federal, state and local agencies and partners.
· Provide subject matter expertise to the SPG, the CAO and the SAA PMO. 
· Provide oversight for ETOP budget.
· Provide and support the recommendations for the allocation and prioritization of UASI funds related to Exercise and Training projects within the NCR.

· Support comprehensive multi-disciplinary coordination with NCR jurisdictions and R-ESFs. 

Section 3. Roles and Responsibilities


The primary role of the ETOP RPWG is to support regional Exercise and Training planning and implementation within the NCR UASI Program. Jointly, the PMO and RPWG will be held accountable to the SPG and CAO’s for monitoring Exercise and Training related activities to support the achievement of goals and objectives in the NCR Homeland Security Strategy.

The general responsibilities of each RPWG include:

· Develop and maintain a Gap Analysis or a Vulnerability Assessment for {program/capability}. The analysis/assessment will evaluate current capabilities and identify strengths, weaknesses, risks and needs.
· Assist in the development of a multi-year Enhancement/Improvement Plan to maintain current capabilities and address the gaps/vulnerabilities identified in the Assessment. 
· Develop procedures and protocols to coordinate and facilitate communications among external agencies and entities within the region.

The ETOP specific responsibilities include:

· Development of a training and exercise coordination framework.
· Become a regional structure for exercise and training coordination, consistency, and facilitate regional integration and collaboration between federal state and local agencies and partners. 
· Make recommendations on funding to the Senior Policy Group and Chief Administrative Officers.
· Develop and administer a formalized process for the coordination, approval or rejection of NCR related exercise and training proposals.
· Supervise the region-based training gap analysis and utilize the analysis to support related decision-making and prioritization for a 3-year exercise and training strategy.
· Facilitate utilization of a standardized improvement plan process to support strengthening (or enhancement of) plans, policies and procedures.
· Support and advocate for utilization of applicable federal, state and local exercise-related guidelines.
The Chairperson will be responsible for meeting logistics, including

· Scheduling the time and location of monthly meetings (with consensus of the team).
· Prepare and distribute the Meeting Agenda prior to the meeting.
· Review and approve for distribution the current RAIL Document.
· Quarterly reporting to the SPG and CAO’s and/or at their request.
· Point-of-contact for the SAA PMO for ETOP related activities.
The SAA office will provide support and assistance for the following: 

· Regular representation at meetings.
· Updating the RAIL at least monthly and in advance of all meetings or conference calls, submitting it to the Chairperson for review and approval and subsequently disseminating to the group.
· Monthly Exercise and Training program and budgetary updates.
· Meeting minutes from routine monthly meetings to be submitted to the Chairperson for review and approval.
Section 4. 
Governance and Operating Principles
Membership

The RPWG will be comprised of members and a chairperson appointed by the SPG and CAO. Based on several studies in organizational behavior, the optimal team size for this type of group is seven voting members, plus 5-6 Training and Exercise Officers, two state liaisons, an SAA representative, and a COG liaison.  
The membership includes 3 “State” representatives, one from each of the States (VA, MD, and DC) and one representative from each State representing local jurisdiction. Additional members should be chosen from the other NCR jurisdictions not represented by the 3 State and 3 Local representatives. The serving Chairperson of the MWCOG Emergency Managers Committee (ESF-5), and a representative from the Local Law Enforcement will be designated voting members of the ETOP RPWG.  Additionally, a COG liaison should be identified to be a non-voting member of the ETOP RPWG which will contribute to the enhanced communication required between this ETOP RPWG, the R-ESF community and the COG & CAO committees.  The RPWG members should include experts and operational leaders chosen from different public sectors including, but not limited to, law enforcement, fire and emergency medical services, public health, and emergency management. In addition, one member of the PMO will participate (non-voting) and provide management support to the Chairperson (e.g., to track issues and report progress).
Membership is also be extended, where possible and applicable, to a professionally diverse community including experts in Academia and the Research Community and the private sector, including those that own and/or operate critical industries and infrastructure.  However, non-governmental participation is limited to an advisory, non-voting, non-decision making role.
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.

Their will be no term length for members, but membership can be terminated at any time by SPG and CAO approval. Members and support staff who do not attend meetings on a regular basis will be considered for termination. The Chairperson term should be considered for rotation on an annual basis.  The RPWG votes on a Chairperson recommendation, which will be provided to the SPG and CAO’s for approval and appointment.
Members serve without compensation. Members must be prepared to spend at least 16 hours each month on the RPWG, including meeting attendance, production of required deliverables, and other RPWG business. 
With approval of the SPG/CAO, the position of Chairperson may be filled by a FTE or partial FTE and compensated using UASI funds budgeted for administrative support (NOTE: the SPG/CAO may need to fund a RPWG program management budget line item).
Meetings

The RPWG will schedule physical, face-to-face, meetings monthly. However, the use of (tele/video/data)-conferencing at these meetings should be employed, where necessary, to include remote participants. Emergency or ad-hoc meetings and/or conference call may be required to address time-critical issues.
Decision-Making

 All decisions are to be made on the basis of consensus agreement. In cases where this agreement cannot be reached, the issue will be referred to the SPG for resolution. 
Coordination with other groups
The ETOP RPWG will maintain regular contact and coordination with the other NCR RPWG and R-ESF.  Each member of the ETOP RPWG will be designated as a liaison to at least one NCR RPWG or R-ESF.  The ETOP RPWG will have the responsibility of communicating to the NCR RPWG or the R-ESF current ETOP RPWG initiatives.  They are also required to communicate NCR RPWG or R-ESF specific training and exercise needs or initiatives to the ETOP RPWG.  
Contacts with external organizations
The ETOP RPWG will maintain regular contact and coordination with external organizations through monthly Training and Exercise Consortium (TEC) meetings.  The TEC meetings incorporate regional exercise and training initiatives and programs.  Federal, State, local and private representatives are encouraged to participate.   
Appendix 1. 
Activities and Deliverables

ETOP Presentation at SPG on-site Meeting


Semi-Annual (Jan. & July 2006)

ETOP Liaisons attend RPWG/R-ESF Meetings

Monthly

ETOP Briefing to CAO Committee




Quarterly

ETOP Briefing to R-ESF Members @ COG


Quarterly

ETOP RAIL submitted to SAA PMO




Monthly

ETOP RPWG Meeting







Monthly

ETOP RPWG Conference Calls





As Needed

Appendix 2.  Procedure for Requesting UASI Grant Funds to Support Training and Exercise Programs 

BACKGROUND 
The District of Columbia, Office of the Deputy Mayor for Public Safety and Justice (ODMPSJ) is the designated State Administrative Agency (SAA) for the National Capital Region (NCR) Urban Area Security Initiative (UASI) Grant Program, hereinafter called “Program”. The homeland security function within the ODMPSJ is responsible for the grant application process and the administration and management of funds allocated under the Program. The SAA is responsible for obligating 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 Senior Policy Group (SPG), which comprises representatives from Maryland, Virginia, and the District. The SAA actions as noted in this document are performed by the Administrator, District of Columbia Office of Homeland Security on behalf of the SAA. 

To strengthen NCR Exercise and Training activities, the NCR SPG and CAOs established the Exercise and Training Oversight Panel (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 agency or organization within a jurisdiction to the ETOP then to the NCR/SAA. 

REQUEST PROCESS 
The process to request funds is made up of three phases. The first phase, referred to as the Pre-Application Process, is used to request a non-binding opinion from the ETOP on whether a particular conceptual proposal may be an appropriate project for funding. 

PHASE 1: PRE-APPLICATION PROCESS 
The new, expedited three-step process is: 

1. Pre-application proposals are submitted to the MWCOG staff person that supports the respective R-ESF (see Table 1 at the end of this document). The MWCOG staff person will send the proposal to the Administrator of the Office of Homeland Security and coordinate with the R-ESF Chair and R-ESF members, and come up with an R-ESF recommendation to approve or reject. The MWCOG staff person will forward the R-ESF recommendation to the ETOP (within two weeks). 

2. The ETOP will review the proposal and the R-ESF recommendation, score it (against a set of evaluation criteria), and make a recommendation to approve or reject, and forward that recommendation to the NCR SAA (within one week). 

3. The NCR SAA will review the proposal and recommendations and, if both the R-ESF and ETOP recommend approval and the request is consistent with the DHS/ODP Grant Program Guidelines, the Administrator will inform the originator of the proposal, the MWCOG staff person, and the ETOP Chairperson, that the concept was approved and can move forward to Phase 2. (one week) 

The pre-application proposal must be submitted in the form of Cover Letter from the requesting organization and a Concept Paper. The Concept Paper template and instructions are attached at the end of this document and can be found online at http://www.mwcog.org/security/NCR/. 

The NCR SAA will review the request and respective ETOP recommendations, screen it (e.g., against DHS/ODP guidelines and applicant eligibility), and either approve or reject the concept. If the concept is rejected, the notification is made to the originator with comments as to the reason(s) for the rejection, and suggestions to make it acceptable. If the concept (which must include an estimate of the requested funding) is approved, the originator is notified and the originator will then be required to complete a formal UASI Grantee Request for Funds for submission to the NCR/SAA. A representative from the ETOP and the NCR/SAA PMO will be assigned to assist you in the development of this Request. 

PHASE 2: UASI GRANT APPLICATION PROCESS 
To obtain UASI funds for your training or exercise program, an “Application Profile”, “Sub Grantee Request for Funds” and “Project Expenditure Report” must be completed and submitted along with the Concept Paper to the Director for Homeland Security Grants for the NCR/SAA. This request will be reviewed by the NCR/SAA against the guidelines established for the HSGP:UASI grant program. If approved, a “Sub Grant Award” will be issued which authorizes the agency to request re-imbursement of funds for the program. 

PHASE-3: PROJECT INITIATION PROCESS 
After the grant is approved, the requesting agency must also complete formal Project Plan incorporating details of the project scope, budget and timelines. If outside services must be competitively procured, a Statement of Work (SOW) must also be developed. 

TRAINING REQUIREMENTS 
Requests for training must meet guidelines established by DHS/ODP for the HSGP:UASI Grant Program. These guidelines can be found online at: 

http://198.104.156.52/ODP_Webforms/Index.asp 
If you have any questions about these guidelines, speak to your ETOP representative. 

EXERCISE REQUIREMENTS 
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. 
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