Objective 3: Model best practices in expanding system support and development
roles.

Use Service Level Agreements to design and manage projects with end users.
Recommit the LOJIC Technical Committee and formulate an IT SWAT Team.

Utilize inter-agency work groups to develop best practice solutions to meet
business process and application needs.

LOJIC can move closer to a business approach to service delivery by adopting the use
of Service Level Agreements with end users, especially around major project initiatives.

Service Level Agreements set expectations between the customer and the service
provider. They help define the relationship and set commitments between the two
parties. Working out these agreements up-front will help LOJIC allocate resources,
define deliverables, set timelines, and communicate with management and decision
makers.

The use of these agreements is increasingly important as LOJIC operates in a more
competitive, cost effective environment. While initially cumbersome, several templates
for data centers and technology providers have already been developed that should
provide adequate models.

Secondly, LOJIC must invigorate the longstanding Technical Committee, to assist in
planning, anticipating, and responding to data, hardware, software and network
development needs. The core staff and the Policy Board should look to this group for
advice on upcoming requirements, prioritized solutions, and new directions in
developing, serving and modernizing the technology platform.

Serving the system across multiple user platforms is challenging, and when something
goes wrong, it is often difficult to pinpoint the problem(s) involved. Discredit and
defensiveness arise which hinder timely resolution and the development of appropriate
solutions. Therefore, an IT SWAT Team should be developed, with key network staff
from each of the major participants to respond to and work out deployment and service
issues.

Finally, when significant application, migration and policy initiatives are proposed, LOJIC
should utilize inter-agency work groups and task forces to explore best practices and
reach consensus recommendations for implementation. This will significantly enhance
broader partner and participant “buy in” and confirm that LOJIC moves in appropriate
directions with consensus from affected users. It will also broaden the workload of
researching solutions and bring fresh ideas and perspectives to the decision making
table.

Goal 5. LOJIC will promote GIS knowledge, capacity and expertise in users
throughout the region.

LOJIC has always maintained a strong education mission, promoting the use of GIS in
schools; speaking to and working with interested groups throughout the region;
coordinating and providing training among users; initiating GIS Day activities; and
making presentations at state, regional and national conferences.
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The Policy Board was firm in its commitment that this mission be acknowledged and
enhanced, especially given the broadening scope of LOJIC’s user base. They
commented often, that as much as GIS has permeated key business processes
throughout its existing user community, there were still too many managers and decision
makers who did not understand the power of the technology, or how to utilize it within
their work environments.

If it is to succeed, LOJIC must become the hub of GIS activity in the region. This will
require accepting broader responsibilities at a regional level. It necessitates
communicating a shared vision of a valued product. This will not happen without a
proactive approach to outreach, education, and promotion throughout the region.

The following objectives and tasks were identified to address this goal.

Objective 1: Assist managers and executive staff throughout the consortium to
support and promote the use of GIS as an integral part of their
business operation.

m Actively work with individual agency directors and managers to develop ideas
and plans for increased use of GIS technologies.

m Hold targeted management forums, structured to specific application areas, to
broaden awareness of application potentials.

m  Promote business solutions that integrate GIS technologies in spatially oriented
workflows.

Annually, engage management executives among the user community in discussion of
GIS priorities in their departments and organizations. Develop plans for system and
application development, and assist in identifying appropriate solutions so that internal
and external resource needs can be planned.

To improve management understanding of relevant GIS applications, hold forums for
decision makers, informing them of potential uses of GIS and providing input into LOJIC
development priorities. Especially as LOJIC moves into the region, be inclusive in
seeking out participants in these dialogue sessions. This will increase LOJIC exposure,
improve trust among management, and expand awareness of GIS solutions.

Objective 2: Engage GIS constituents in the region in raising awareness,
understanding the power, benefits and availability of LOJIC.

m  Develop a concise value statement that describes LOJIC benefits in
understandable language.

m Utilize various media sources/outlets to increase public knowledge about LOJIC
throughout the region.

m  Continue to provide presentations, workshops and user group meetings in
appropriate forums to increase awareness about GIS applications and LOJIC
benefits.

m Utilize marketing strategies to promote growth and increased use of LOJIC.
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LOJIC routinely holds user group meetings to inform the broad base of LOJIC users
about changes in technology, upcoming projects, and other specific and cross-functional
initiatives among its user base. These types of meetings should be enhanced,
expanded and extended to address a broader array of GIS users throughout the service
region.

Constituent groups could include school children, community and neighborhood groups,
commercial businesses, public agencies and non-profit organizations.

A “standard” presentation could be created which focuses on the application of GIS tools
in business practices, and articulates a concise value statement describing the benefits
of participating in and utilizing LOJIC data and services.

This past year, LOJIC worked with Metro TV to produce a ten-minute segment of the
uses of LOJIC in Metro Government. This should become an annual practice,
highlighting significant projects or GIS applications, or discussing the importance of
addressing standards, for example.

Utilizing various media outlets and targeting articles, projects, partnerships and issues

will increase the public’s understanding of LOJIC as a resource in the community, and
help broaden the basis for support and funding among executive decision makers.
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SECTION 3. CONCLUSION

The LOJIC Policy Board made significant progress defining strategic goals and
objectives for its future. It has successfully envisioned a re-creation of itself into a
Regional GIS Center of Excellence and geodata portal appropriate for the new
millennium, taking this powerful technology to new heights among a broader array of
users.

It has responded to challenges of cost effectiveness with ideas for new funding
alternatives, growing its user base with new participants, and serving them from a
technology platform that will support diverse and heterogeneous demands.

LOJIC will employ sound management practices as it moves forward, stressing
accountability and transparency of operation. It will enhance the skills of its core staff,
and find ways to leverage and extend its capacity through resource sharing
opportunities. It will explore and adopt best practices as it responds to increasing
requirements from its user community.

Finally, LOJIC will uphold its strong history as an educator and advocate of GIS
technology, assisting decision makers in defining and implementing progressive
solutions that integrate spatial solutions and respond to business needs. It will continue
to be a leader in advocating the advantages of GIS use by engaging a local and national
audience in dialogue about the future of the technology.

3.1 Unresolved Issues

Some issues remain unresolved at this point. The exact formulation of the consortium
partnership is probably the biggest topic that requires additional work. Much of the
organizational structure is still to be worked out. What the tiers of participation are, the
funding expectations which accompany those responsibilities and benefits, and how the
management structure operates are critical elements of that issue yet to be determined.

To what degree LOJIC moves to become an independent, self-sustaining entity, and
along what timeframe is likely the second most critical issue to reconcile. LOJIC has
achieved a stability that many GIS organizations throughout the country could only hope
for. Yet, inaccurate perceptions about MSD’s control of the group continue to linger and
subvert opportunities for growth. The definition and successful resolution to this issue
will likely determine LOJIC's future.

The staff development plan that LOJIC develops will determine the array and quality of
services it will ultimately be able to provide in its new regional mission. Existing staff are
highly respected by the end user community, but currently there is a skill set gap as
LOJIC looks to the future. Gaining business development expertise as well as becoming
more versatile with the utilization of newer technologies are critical elements that must
be addressed.

Finally, migrating the technology platform, including the network, hardware and
software to one that seamlessly supports a heterogeneous user environment and utilizes
simple-to-use web services will be critical to success. Developing and publishing this
migration plan so that all partners and participants can anticipate and plan for these
changes is essential.
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3.2 Next Steps
Perhaps PlanGraphics, Inc. said it best in its report.

“LOJIC is at a tipping point where it can test transitioning from “build it
and they will come” to “we are here and others will see the value
proposition” of our data, product and service.

The issue confronting LOJIC is transitioning the financing model from one
focused on developmental activities to one that provides for additional
growth, resilience, and equity while achieving the goals of the ... Strategic
Plan.”

The strategic work of the LOJIC Policy Board is not complete. It must continue its
focused, hard work throughout the next year in order to fully address the unresolved
issues. It must follow its own guidance, and commit to an ultimate change in how it does
its business.

It must challenge staff to complete the system migration, work more efficiently and
embrace an entrepreneurial spirit in moving the organization forward. Staff must
become more open, more transparent, and more accountable in their work performance.
They must build trust where it is not strong. They must respond to challenges with a
positive and solution-oriented energy.

The past success of the LOJIC Consortium has laid a strong foundation for moving

forward. The Consortium must honor that past by creating a viable and sustainable
organization for the future.
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