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Introduction

Rather than presenting detailed minutes of the Planning Session, this document attempts to summarize the major issues and themes that surfaced throughout the discussion. Working group tasks and memberships are listed at the end of the document.

Morning session

The meeting convened at 9:15 in the National Geographic Society Boardroom. John Francis gave a brief overview of the mission activities of the National Geographic Society, and Allen Carroll summarized the preliminary concepts for the Base Map and Atlas. Each participant then highlighted the activities of the organizations they represented and their interest in the project.

It was clear throughout the day that there was a strong consensus in favor of the general concept of a shared conservation data and knowledge resource. A wide variety of ideas and opinions were expressed concerning the specifics of the project’s scope, the manner in which it would be organized, built, and governed, and its specific components.

Base Map as an information resource

All the participants agreed that the Conservation Base Map should bring data sets from within and outside the conservation community together into a shared resource. Some key items:

· The Base Map should be a portal for conservation, serving diverse audiences and offering a range of products

· Content (data) and infrastructure (how it is built) are equally important

· Need a “wall-to-wall map of the world”



Coherent framework



A Conservation “Whole Earth Catalog”

· Base data of two types



Data unique to the conservation community




Ecoregions, hot spots, species, etc



General geographic data




Watersheds, elevation, boundaries, hydrology, etc.

· One-stop shopping for key conservation data (Ashbindu Singh)

· Resource should be integrated, but much of the data should be distributed, particularly among the conservation organizations responsible for maintaining it

“Raw” information resource vs. providing interpretation, storytelling, and advocacy

Many felt that the Base Map as purely or primarily an information resource was too narrow a vision, and expressed the desire to have the resource take on interpretive or advocacy functions. Examples:

· Don’t try to just present static maps, but strive to be predictive

What did this place look like in the past, what does it look like now; what might it look like in the future?

Use existing modeling tools to do this

· Notion of ecological services (water tank effect, carbon sequestration, etc.) is a vital story to tell



Way to do this might be through use of case studies

· Move people to action

· Focus on change over time

· Connecting local to global

· Overarching goal: bring public to a common view and understanding of conservation issues

· Base map/atlas should offer



Current status; sense of relative urgency (past-present-future)



Value (why does it matter)



Action (what you can do)

Planting the seeds for an organic resource

Jean-Louis Ecochard and others championed the notion that the Base Map should be planned and built in such a way that it would be allowed to grow in unexpected ways.

· Looking to create something organic

Create a framework and a minimum critical mass of data, which together can then take off in ways that aren’t fully predictable

Audiences

There was some disagreement about the extent to which a preoccupation with potential audiences should drive the planning process. But the group agreed to list who might benefit from the Base Map and Atlas, including:

· Conservation professionals



Scientists



Policy specialists

· Conservation funders

· Educators / students / librarians



Upper part of K-12, college

· Policy-makers

· Press

· Finance

· Land managers

· Global analysts

· Public (how to define?)

· Business (big corporations, including resource extractors)

· Environmental “citizens”

· Grass-roots organizations

(Eric Dinerstein: A critical audience to serve: small groups within areas of high biodiversity; provide them with means to connect to larger community, act, etc.)

Governance and process

This was a topic for one of the afternoon breakout sessions, but was also discussed by the larger group. Items:

· General consensus about a natural alignment with the Conservation Commons

· Concern that the current group was too “northern” and U.S.-centric, and that the planning and governing processes needed to be more inclusive

· Key first steps (Larry Sugarbaker):



Articulate the need for the base map / atlas



Determine what we can practically build



Define leadership (who is managing and how)



Itemize potential benefits

· Base Map first, then the World Atlas of Conservation, or build both simultaneously?

Building the sequentially might be more efficient

Building both simultaneously might increase the appeal of the project, especially to funders

Credit and “knowledge bottleneck” questions

This issue was discussed only briefly at the session, but was brought up in phone conversations and emails before and after the meeting. It is included here because the issue is vitally important and potentially sensitive. 

Participating organizations need to be prominently credited, both in a general way (on title pages and “splash pages” of website) and in association with the data they are providing to the Base Map and its spin-off products. Specific ideas include:

· On the Web, featuring a credit (ideally a link) on every page where an organization’s data is displayed

· On the Web, having a list of, and links to, participating organizations. The list would be accessible from the sites’ front pages

· In a printed atlas, listing source organizations on every page where their content is featured

· In a printed atlas, having a back-of-the-book list of participating organizations and their web addresses

· In both print and Web products, including not only a list of organizations but a written summary for each group that highlights its mission, activities, and reach, and includes its Web address

· The overall Base Map and Atlas site, and components and data layers within it, would be linked to from the websites of participating organizations

Afternoon session

Mike Tait, director of ESRI’s Internet business, spoke about ESRI’s role as technical partner in the project. He summarized ESRI’s activities in support of the conservation community, the ongoing partnership between ESRI and National Geographic, ESRI’s preliminary concepts for the project’s structure, and voiced ESRI’s support of the initiative.

The group split into break-out sessions on three issues:

Infrastructure

Kevin Allen, Frank Biasi, Ryan Valdez, Mike Tait

Data and storytelling

Melina Laverty, Paul Davis, John N, Larry S, Woody Turner, John Francis, Janet Nackoney

Governance and funding

Allen Carroll, Ashbindu Sing, Bill Warren, Bruce Stein, Silvio Olivieri, Tom Hammond, Judy Braus, Erik Meyers

Infrastructure breakout group

These are my rough notes. I’d be grateful if the infrastructure group could flesh out

Portal schematic:

1) Base data, conservation data

2) Portal proper, with conservation base maps

3) Users/consumers: boxes with branching sub-boxes

Sponsors in boxes w/arrows to portal: TeleAtlas, ES, NASA

Stewards in boxes w/ two-headed arrows to portal: C1, C2, C3, etc.

Phase 0: proof of concept


Use existing, off-the-shelf material


Take to funder to underwrite creation of content, portal

Phase 1: Initial Core / Base /  Portal development

Funding categories


Development funding: sponsor with rights to the application (?)


Maintenance funding (subscription revenues?)

Development Funding


Corporate sponsors

Maintenance funding


Corporate subscriptions

Publishers: Content is distributed; linked to system for publishing

Stewards: Conservation organizations

Would help establish what gets published

Sponsors: Base map contributors

Provide content


Not necessarily involved in publishing


TeleAtlas, governments

User applications


MapMachine spin-off


Hard copy product


Analysis capability and other functions

Discussion: Fee vs. free issues

Concern was expressed about the possibility of charging for services provided within the Base Map portal 

Allen’s notion that Base Map services might be free to scientific, educational, and conservation communities and for-fee to commercial users might not work because it’s difficult to draw clear distinctions between these categories

Seemed to be agreement that certain value-added products and services could provide opportunities for revenues, but that the basic resource should be free

Data and storytelling breakout group

I made no attempt to copy the long list of potential data categories. A list will be supplied by the data working group.

Governance breakout group

General principles:

· Membership



Needs to be agile yet inclusive



Too northern and U.S.-centric now (Silvio)

· Governance process will evolve over time

· Planning and building early phases: Small core group in contact with a larger community



Including small NGOs, indigenous communities

· Start small, simple, and manageable; grow later

· Members of group can serve as semiautonomous ambassadors

If there’s consensus on principles, then individuals can proselytize, gather ideas and then hook up with larger group later

· Founding members each make a modest commitment (~$10,000) to fund early efforts

· Operate under an initial MOU (or not, perhaps keeping things simple until later)

· Go to CEO working group, but only after concepts are better defined and when there’s real action for the group to take

What needs to be done?

· Flesh out concept into a brief, compelling statement

· Agree on a formal commitment to act

· Ask Conservation Commons participants to sign on

· Identify, as we go, where the data gaps are and work to fill them

· Define specific principles (in addition to those of the Commons) for participants to embrace as part of the effort

· Small financial stake from key participants

· Make a business case to sell to participants and future funders

· Go for a planning grant

· Create a budget

Who should govern in initial planning stages?

· National Geographic (secretariat)

· WWF

· CI

· NatureServe

· IUCN

· TNC

Conservation Commons Steering Committee to advise an Ad Hoc Base Map governing group

Planning session wrap-up and next steps

· Create working groups and have them submit draft reports two weeks after meeting notes are distributed

· Make a preliminary inventory of participating organizations’ data sets: assess priority and cost of incorporating these data sets into a Base Map resource

· Present concepts at Society for Conservation Biology meeting in Brasilia, July 2005

· Create a “Phase 0” web product to present at meetings and to funders

Might be a small but live website, or it might be a PowerPoint mock-up

· Mock up a cover, contents page, and sample spreads of a printed World Atlas of Conservation

· Produce a plan that will ensure real results

· Put “low-hanging fruit” together into a resource that would be compelling and useful

WORKING GROUPS/TASKS

Four working groups will carry forward the tasks and issues outlined at the planning session. Three of these groups will distribute summary documents in draft form by March 18, 2005. The fourth working group, on fundraising, will convene after the concept statement is completed.

Concept Statement Group

Task: Draft a brief, compelling statement outlining the concept. Include a statement of purpose, business plan, and a preliminary outline of phases and products

Members: Judy Braus, Allen Carroll, Tom Hammond, Silvio Olivieri, Larry Sugarbaker, Ryan Valdez

Data Priorities Group

Task: Compile a list of data sets for the Conservation Base Map in two categories: general geographic data; and conservation-related data to be provided by the conservation community. Prioritize the data list by need, cost, and feasibility

Members: Frank Biasi, Paul Davis, Melina Laverty,  Janet Nackoney, John Waugh

Prototype Group

Task: Describe the proposed technical infrastructure for the Base Map

Members: Kevin Allen, Frank Biasi, Onkar Chandel, Mike Tait, 

Fundraising (to become active after concept statement has been created)

Task: Outline a fundraising strategy for the Base Map and Conservation Atlas project, consistent with the concepts and phases outlined in the concept statement

Members: Allen Carroll, Jean-Louis Ecochard, Peter Hage, John Waugh, Bill Warren

