Morning Architecture Review

June 23, 2026

Executive Summary

Today's discussion was not really about Realign, Chapters, REIntel, or Al
It was about discovering the architecture that connects all of them.

The realization is that I am gradually building a County Intelligence Platform rather than a collection of
websites.

Major Discovery #1

Optimization Is Not Al

The territory balancing discussion led to an important architectural principle:
Optimization should be deterministic math.

Al should be optional.

Core Engine

Examples:

« Territory balancing

+ Chapter realignment

* Resource allocation

+ County clustering

* Risk scoring

» Coverage optimization

These are mathematical problems.
They can run:

* In browser

« Offline

» Without APIs
* Without GPUs



* Without cloud costs

AI Layer

Al should:

* Explain results

* Generate narratives

« Convert natural language into settings
* Answer questions

The optimization itself should remain independent.

Why This Matters

This dramatically reduces:

* Cost

+ Complexity

* Security concerns
* Vendor lock-in

and increases:

* Speed
* Reliability
+ Explainability

Major Discovery #2

Browser GIS Is Far More Powerful Than Expected

The browser is no longer just a map viewer.
The browser can become a decision engine.
Capabilities include:

* Pull ArcGIS layers

* Pull GeoJSON

* Pull CSVs

* Apply filters

* Apply scoring

* Run optimization

* Create dashboards



* Generate scorecards

Many future GIS applications may not require:

* ArcGIS Pro
* Python notebooks
* Backend servers

The browser itself can perform the analytics.

Strategic Impact

This opens the door to creating sophisticated geospatial tools that are inexpensive, portable, and easy to
deploy.

Major Discovery #3

Need for a Canonical Data Layer

Current Pattern

Each application owns its own copy of data.
Example:

Realign has county data.

Chapters has county data.

REIntel has county data.

This creates duplication.

Future Pattern

One canonical database.
All applications consume it.
Principle

One County

One Record



Infinite Attributes
Example:
County State FIPS

Population Volunteers Donors Home Fires LTR Dollars Facilities Shelters Real Estate Risk Scores Training
Vehicles

and hundreds of additional fields.

Applications become views into this data.

Major Discovery #4

data.jbf.com May Be The Most Important Project

Initially I viewed applications as the primary asset.
Today suggests the opposite.
Applications come and go.

The data platform remains.

Future Architecture

data.jbf.com
contains:

* County Master

* Chapter Master

* Real Estate Master
* Facility Master

* Volunteer Metrics
» Donor Metrics

* Risk Metrics

Every future application connects to it.
Examples:

realign.jbf.com



chapters.jbf.com
reintel.jbf.com

future donor tools
future volunteer tools

future executive dashboards

Major Discovery #5

Chapter Explorer Is Bigger Than Originally Thought

The Chapter application is not merely a directory.
It becomes a reporting engine.
Because every county is linked to:

* Chapter

* Region

* Division

the same dataset can automatically generate:

County Reports

Single county analysis

Chapter Reports

All counties within chapter

State Reports

All counties within state

Region Reports

All chapters within region



Division Reports

All regions within division

National Reports

Entire organization
No additional report building required.

Aggregation handles it automatically.

Major Discovery #6

Building A County Intelligence Platform

The common thread connecting:
* Chapters
* Realign
* REIntel
* Volunteer Explorer
* Donor Explorer

+ Disaster Planning
* BioMed concepts

is county-level intelligence.

The actual asset being created is:

A national county knowledge graph.
Potential scale:

3,000+ counties

Hundreds of attributes

Millions of relationships

Used by:

* Red Cross
* Real estate



« Economic development

* Philanthropy

* Emergency management
* BioMed planning

Immediate Follow-Up Items

Priority 1
Design canonical county schema.

Identify every field that should exist on a county record.

Priority 2
Create Master White Paper Directory.

Store architecture papers, design decisions, and lessons learned.

Priority 3
Design data.jbf.com architecture.
Determine:

+ Database

* API

+ Authentication

+ Update process

* Data governance
Priority 4
Refactor current applications mentally.
Instead of asking:

"What data does this application need?"

Ask:



"What county attributes should exist in the canonical database?"

Priority 5
Build county enrichment pipeline.
Transform existing flat files into reusable county attributes.

Every transformation performed today should become a permanent field tomorrow.

Long-Term Vision

The long-term opportunity is not another website.

The long-term opportunity is a national intelligence platform where counties become the organizing unit
for understanding risk, volunteers, donors, disasters, operations, facilities, investments, and opportunities.

Every new application becomes a new lens looking at the same underlying intelligence layer.

That is a far more valuable asset than any individual tool.



	Morning Architecture Review
	June 23, 2026
	Executive Summary


	Major Discovery #1
	Optimization Is Not AI
	Core Engine
	AI Layer
	Why This Matters


	Major Discovery #2
	Browser GIS Is Far More Powerful Than Expected
	Strategic Impact


	Major Discovery #3
	Need for a Canonical Data Layer
	Future Pattern
	Principle


	Major Discovery #4
	data.jbf.com May Be The Most Important Project
	Future Architecture


	Major Discovery #5
	Chapter Explorer Is Bigger Than Originally Thought
	County Reports
	Chapter Reports
	State Reports
	Region Reports
	Division Reports
	National Reports


	Major Discovery #6
	Building A County Intelligence Platform

	Immediate Follow-Up Items
	Long-Term Vision

