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EXECUTIVE SUMMARY

In the fall of 2006, the LOJIC Policy Board began a strategic planning process in
order to evaluate the partnership which had formed the consortium, take stock of
accomplishments and current needs, and chart a course for the future.

A specific intent of the strategic planning process was to improve the organizational
focus among the consortium partners. Critical to the plan was an examination of the
consortium partnership — its role and goals, its future composition, the terms of the
partnership, and under what context to continue.

LOJIC has grown over the years into one of the most mature and sophisticated systems
in the country. It won exemplary system awards in 1997 and 2003, as well as several
excellence awards from ESRI, the parent company of its GIS system software. Its user
base has grown to include over 60 agencies and 400 individual users. In the 1990’s,
LOJIC established a licensee structure, and developed agreements with over 20
government and community entities throughout Jefferson County.

The original 15-year lease/purchase agreements expired in 2003. That prompted the
Policy Board to make some adjustments in its funding structure and begin a
consideration of its future.

In the spring of 2006, LOJIC held a Visioning Workshop where it established consensus
vision, mission and values statements, explored GIS utilization throughout the
consortium, defined priority projects, and identified specific challenges and
recommendations. Those statements are as follows:

Vision
= To be the premier provider of geospatial data and application services
throughout the Louisville Metro Region in a self-sustained, cost-effective
and highly customer-focused manner.
= To provide interoperable access to a broad array of high quality
geospatial information about our community and region to all who may
need it.

Mission
= To build, maintain and proactively support a comprehensive Enterprise
GIS that promotes information sharing and the effective use of
geospatial technology for the benefit of our partners, our customers and
our regional community.

Values

= Partnership, Collaboration, Stewardship, Excellence, Service, and
Professionalism
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As it began its strategic planning work in the fall of 2006, the Policy Board recognized
several challenges facing LOJIC. Among the most significant were the following.

Q The LOJIC cost center is increasing faster than the partner’s capacity to support it.

Q GIS is still not utilized to its fullest within existing user departments, yet GIS is
publicly becoming more commonplace and more accessible because of Internet

mapping.

Q Significant GIS users within the community are not a part of the LOJIC

consortium partnership.

Q The application needs of LOJIC users outpace the core staff's capacity and/or

ability to respond.

O How can the participant base be expanded, service improved, and a sustainable
organization developed as LOJIC moves to the future?

After much discussion, the Policy Board defined five Core Business Functions that

LOJIC must strive to perform. These are:

1. Become a trusted center of knowledge and expertise about the technology and
its uses across the larger Metro region.

2. Provide access to a repository of the highest quality regional geospatial data.
3. Use sound business development practices as the core in expanding the

consortium and user base.

4. Provide high quality customer service in meeting the needs of end users.
5. Ensure that people know and understand how to use the technology to further

their business processes.

These five core business functions provide the basis for the goals of the Strategic Plan.

Through its year-long
planning process, the
Policy Board established
the following goals and
objectives required to
establish the LOJIC
enterprise as the pre-
eminent center of GIS data
and services in the region.

This region was defined as
the Kentucky counties of
Jefferson, Oldham, Shelby,
Trimble, Henry, Spencer,
Bullitt and Hardin; and the
Indiana counties of Clark,
Floyd and Harrison.

Tasks under each
Objective and additional
descriptive text are
included in the full report.

LOJIC Strategic Plan
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Goal 1. LOJIC will be the region’s Geospatial Center of Excellence.

O Objective 1: LOJIC is the trusted leader for geospatial data and services in
the 11 county service region.

a Objective 2: LOJIC is a portal to an expanding regional data warehouse of
the highest quality.

a Objective 3: LOJIC will seek out and sustain innovative partnerships and
collaboration opportunities.

Goal 2. LOJIC will develop a self-sustaining organization and governance
structure.

O Objective 1: During FY08, begin to transition LOJIC to an independent
organizational and operational entity.

O Objective 2:  Grow the consortium by increasing the number of participants.

O Objective 3: Establish a cost model and budget process for LOJIC that is
self-sustaining.

Goal 3. Implement a Service Oriented Architecture and service catalogue that
distributes the technology and spatially enables business processes
and applications.

a Objective 1. Develop a strategic Technology Migration Plan.

Q Objective 2:  Work to embed GIS technology in all spatially-related
business practices.

Goal 4. LOJIC will deliver cost effective services and customer support that
are responsive to user needs and priorities.

O Objective 1:  Prioritize and publish an annual work plan.

Q Objective 2:  Utilize the most cost effective resource model to provide the
highest quality customer service.

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

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

O 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.

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

The LOJIC Policy Board made significant progress in defining these strategic goals and
objectives and the tasks required to accomplish them. 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.
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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 solutions that
integrate spatial data and respond to business needs and solutions. 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 trends and opportunities presented by this technology.

Some issues still remain unresolved.

e The exact formulation of the consortium partnership is the primary topic that
requires additional work.

e 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.

e 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.

e 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.

Perhaps PlanGraphics, Inc. said it best in its report to the Policy Board which reviewed
organizational and funding alternatives.

“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 a real change in how it does its
business.
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Louisville/Jefferson County Information Consortium (LOJIC)
Strategic Plan
Fall, 2007

SECTION 1. INTRODUCTION
1.1 The Strategic Planning Process

In the fall of 2006, the LOJIC Policy Board began strategic planning to evaluate the
partnership which had formed the consortium, take stock of accomplishments and
current needs, and chart a course for the future. The Board retained the services of
RKX Consulting, Inc for meeting facilitation and defined a process to examine issues
pertaining to organization, finances, technology, and resources.

A specific intent of the strategic planning process was to improve the organizational
focus among the consortium partners. Critical to the plan was an examination of the
consortium partnership — its role and goals, its future composition, the terms of the
partnership, and under what context to continue.

Collaboration was needed among the partners to reach consensus about what they
considered “success”. The plan outcome needed to foster accountability among the
partners and to begin the effort to translate strategies and ideas into projects, programs
and products.

This report summarizes the discussions and conclusions of the Policy Board throughout
a year of meetings and considerations. This document is, at best, a work in progress, as
many important issues still need resolution. But several important conclusions and
commitments were made as a result. This document reflects those decisions, and
establishes guidance for moving forward in response to a changing and challenging
environment.

1.2 LOJIC Organizational History and Accomplishments

Prompted by the 1981 sewer explosion in downtown Louisville, the Louisville/Jefferson
County Information Consortium (LOJIC) was formed in 1988 as a result of a significant
needs assessment conducted by PlanGraphics, Inc. The four original partners of the
consortium were the Metropolitan Sewer District, which took on the role of Project
Management Agency, financing system development and housing dedicated staff; the
City of Louisville; Jefferson County Government, and the Property Valuation
Administrator.

Lease/Purchase agreements were formed based on an estimated $8 million
development cost, with a payback term of 15 years to MSD who funded the system
development. Initial ownership “shares” of the four partners were determined to be:
MSD 55%; City of Louisville 20%; Jefferson County 20% and the PVA 5%. These
lease/purchase agreements were in place until 2003 with the following changes:
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= The Louisville Water Company bought into the consortium in 1996 at a
purchase price of $1.4 million, with a 20% share — reducing MSD’s share to
35%.

= |n 2001, the City of Louisville and Jefferson County Government merged,
combining their shares, and maintaining 40% ownership.

LOJIC has grown over the years into one of the most mature and sophisticated systems
in the country. It won exemplary system awards in 1997 and 2003, as well as several
excellence awards from ESRI, the parent company of its GIS system software. Its user
base has grown to include over 60 agencies and 400 individual users. In the 1990's,
LOJIC established a licensee structure, and developed agreements with over 20
government and community entities throughout Jefferson County.

The original 15-year lease/purchase agreements expired in 2003. That prompted the
Policy Board to make some adjustments in its funding structure and begin a
consideration of its future. The annual financial commitments established at the
beginning of the partnership had never been adjusted to accommodate increases in staff
or operating expenses. In 2004, the Board agreed to adjust its annual funding
commitments to reflect the full cost of the combined capital and operating budget, based
on the percentage ownership defined in the original partnership agreements.

In addition, it began to consider a move toward defining LOJIC as an entity separate
within MSD, assuming more direct decision-making responsibility for staffing and
expenditures, project priorities and policy decisions. It also began to examine other best
practices in comparable municipalities and to engage in a consideration of financing and
funding alternatives.

In the spring of 2006, LOJIC held a Visioning Workshop facilitated by ESRI regional
management staff and attended by Policy Board members and power users from the
major user departments. This workshop accomplished several things, including:

= Defined consensus vision, mission and values statements;

= Educated about primary GIS utilization throughout the consortium
partnership;

= Defined priority projects; and
= |dentified specific challenges and recommendations.

The vision, mission and values statements developed in 2006 were reviewed and
accepted, with minor modification, as a part of the strategic planning process. Those
statements are presented here.

Vision
= To be the premier provider of geospatial data/application services
throughout the Louisville Metro Region in a self-sustained, cost-effective
and highly customer-focused manner.
= To provide interoperable access to a broad array of high quality

geospatial information about our community and region to all who may
need it.
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Mission
= To build, maintain and proactively support a comprehensive Enterprise
GIS that promotes information sharing and the effective use of
geospatial technology for the benefit of our partners, our customers and
our regional community.

Values

= Partnership, Collaboration, Stewardship, Excellence, Service, and
Professionalism

This strategic planning effort was a direct outgrowth of the Visioning Workshop. As it
began work, the Policy Board defined six focus questions to guide its work.

= What is the basis of the consortium as it moves to the future?
= How will the consortium expand and become self-sustaining?
= What is its organization, structure and finance model?

=  What technology platform will best foster future development?
=  What are the project priorities in the near and mid-term future?
= What resourcing model will best support this mission?
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SECTION 2. THE LOJIC STRATEGIC PLAN

The Policy Board recognized several challenges facing LOJIC as it began its strategic
planning process. Among the most significant were the following:

Q The LOJIC cost center is increasing faster than the partner’s capacity to support it.

O GIS is still not utilized to its fullest within existing user departments, yet GIS is
publicly becoming more commonplace and more accessible with Internet
mapping.

Q Significant GIS users within the community are not a part of the LOJIC
consortium partnership.

Q The application needs of LOJIC users outpace the core staff's capacity and/or
ability to respond.

Q How can the participant base be expanded, service improved, and a sustainable
organization developed as LOJIC moves to the future?

After much discussion, the Policy Board defined five Core Business Functions that
LOJIC must strive to perform. These are:

1. Become a trusted center of knowledge and expertise about the technology and
its uses across the larger Metro region.

2. Provide access to a repository of the highest quality regional geospatial data.

3. Use sound business development practices as the core in expanding the
consortium and user base.

4. Provide high quality customer service in meeting the needs of end users.

5. Ensure that people know and understand how to use the technology to further
their business processes.

These five core business functions provide the basis for the goals of the Strategic Plan.

Goal 1. LOJIC will be the region’s Geospatial Center of Excellence.

Very early in its discussions, the Policy Board determined that Jefferson County, by
itself, was not a sufficient geographical extent for the data needed to develop, run and
manage applications serving the needs of existing users. Nor was it adequate to define
the parameter for a user base for LOJIC services.

LOJIC has already formed relationships with some contiguous counties, and state and
regional agencies. It has moved to expand its data warehouse to include some data
from these adjoining counties. But increasingly, the demand for quality data, and for
service and expertise in providing GIS services, is growing within the region.

The Board determined that LOJIC must rise to this challenge, and provide a leadership
role in the development of systems, applications and users on a regional scale. This
expansion will require innovative solutions to issues related to the cost of both
operations and data development, support requirements for growing organizations, and
how to best serve and support multiple system environments and applications.
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As a result of this view, the LOJIC Policy Board defined an 11 county service area that
includes counties in both Kentucky and Southern Indiana.

These counties are: Jefferson, Oldham, Bullitt, Hardin, Spencer, Shelby, Henry, and
Trimble counties in Kentucky, and Clark, Floyd, and Harrison counties in Indiana.

HARRISON

Figure 2: The LOJIC 11 County Service Region

The following objectives and tasks were defined to facilitate this transition.

Objective 1: LOJIC is the trusted leader for geospatial data and services in the
11 county service region.

m Become a resource for and provide guidance on the latest technology and trends.
Maintain a highly trained and broadly knowledgeable staff.

Develop an environment for ongoing research, development and best practice
that is of service to the proliferation of GIS technology and use in the region.

Over the last several years, LOJIC has been challenged in providing support to a
growing user base. It has been difficult to support the array of application needs within
the user community. A reliance on legacy applications has hampered system and
software upgrades. Some agencies have established entirely separate system
implementations or chosen application platforms that are not directly compatible with the
LOJIC system.
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The response to these challenges has resulted in a perception, and in some cases a
reality, that LOJIC is no longer a leader in technology or in providing solutions for GIS
applications.

LOJIC core staff continue to receive positive evaluations from end users, but
departmental and executive management often do not see the value of LOJIC,
recognize potential applications or support their development. Lengthy and complex
upgrade paths further the perception that LOJIC is no longer at the forefront of GIS
technology.

In order to sustain its mission and grow its user base, LOJIC must assume a more
proactive leadership position, both in promoting appropriate technology solutions, and in
providing guidance in system development and utilization among its users.

The Policy Board sees LOJIC as the hub of GIS in the region — the Center of GIS
Excellence among users in a broader regional user environment. This presents a
challenging transition for LOJIC and its staff.

In order to assume this leadership position, LOJIC must exude knowledge, expertise and
excellence. It must instill confidence in its operation and solution development. It must
take risks and advocate the right strategy for each situation. It must be tolerant of
ambiguity, respectful of organizational requirements and complex operating procedures
that tend to move slowly. It must remain focused on purposeful outcomes and results.
Finally, LOJIC needs to be a master at communication, managing expectations, setting
realistic goals, and keeping everyone moving in a progressive rhythm.

Key to this transition is a proactive and well-trained staff, eager to seek out solutions;
helpful at growing the technology in an ever-expanding context; trusted, at all levels of
decision-making, to provide sound input and guidance. They must be highly motivated,
committed to the shared vision and be able to foster that same enthusiasm in others.

Objective 2: LOJIC is a portal to an expanding regional data warehouse of the
highest quality.

Define and prioritize a core set of regional data that LOJIC will serve.

Develop an Action Plan for data acquisition and development.

Establish standards for high quality data development.

Ensure data interoperability and ease of use.

The Policy Board was consistently in agreement that the key role in LOJIC's future was
as the provider of a high quality regional data set, that users valued and relied upon for
business functions.

Core regional data sets were defined as Street Centerlines, Site Addresses and Address
Ranges, Parcels or Property Cadastre, Orthoimagery, Planimetric and Topographic
Base Mapping.

In addition to planning and promoting the development and acquisition of these core
data sets, LOJIC must ensure that the data in its repository is of the highest quality
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standard. Its warehouse cannot be just the repository for whatever user’'s develop and
post. LOJIC must work to guarantee appropriate edit practices are used to create data,
adequate quality control is used to check the data, and update processes are in place to
ensure currency.

Collaboration among GIS users is crucial in this important endeavor. The distributed

nature of GIS has many implications for interoperability between GIS organizations and
systems with respect to data management. The move to develop core regional data will
require compatibility across geo-political boundaries. LOJIC must assume a leadership
role in assisting with development of consistent and industry-sanctioned data standards.

Data must be readily accessible, as well as in a format that can be translated to and
from other GIS formats. LOJIC should work with member organizations to establish
interoperability standards that ensure geospatial data access and use in other systems
and business solutions. This shift will require that LOJIC assume a responsible role in
providing data beyond the confines and controls of its current user base.

Objective 3: LOJIC will seek out and sustain innovative partnerships and
collaboration opportunities.

m  Assess GIS service and system development needs within the 11 county LOJIC
Service Region.

Develop new relationships around projects, capabilities and products.
Establish Business Development expertise within LOJIC.

Over the past several years, LOJIC has served in a support and consulting role with
several surrounding counties, and with KIPDA, the regional planning association, on
system development initiatives. This role must continue, and actually, strengthen for it to
assume a more leadership position in GIS activities in the region. Innovative
partnerships and collaborations are at the heart of this activity.

There was much discussion during this planning process for LOJIC to seek more
opportunities to partner on data and application development projects. LOJIC is
encouraged to step outside the parameters of the consortium organization, as it exists
today -- to become more opportunistic in recruiting collaborations.

LOJIC should systematically develop contacts with and work to determine GIS needs
and development opportunities in its newly defined service region. An outcome of this
activity could be a regional GIS development plan that addresses both system and data
development pathways and opportunities. Forming relationships with key GIS
individuals, agencies and businesses in these counties is essential to capitalizing on this
potential.

Current proposals to Oldham and Bullitt Counties are an excellent beginning to
establishing these partnerships. LOJIC should proceed with caution, though, until
guidelines are more firmly set for partnership and funding arrangements. It should focus
on project and collaborative relationships while the planning process progresses.
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This activity should not be defined solely by a focus on the counties making up the
region, but also on potential collaborators and new users within Metro Louisville.
Several entities are routinely mentioned as participants in the consortium — the Jefferson
County School System, TARC, the Regional Airport Authority, Metro United Way, LG&E
and others. These relationships should be pursued as aggressively as those in the
region as a whole.

Each opportunity, such as discussions with TARC, the Regional Airport Authority and the
Jefferson County School System during the last year, must be evaluated and negotiated
to progressively move the consortium forward in its goals. These relationships must be
approached from a business perspective — recruited, marketed, and brought to fruition
within the larger goals of the consortium partnership.

Establishing, with those communities and organizational entities, consensus plans and
targets for GIS development will help in recognizing and developing appropriate
timelines for implementation. From that, partnerships on various projects, such as
orthoimagery and base map development, business applications, and development of
other core datasets will be facilitated.

The Policy Board repeatedly discussed the lack of Business Development orientation
and expertise within LOJIC staff, and the consortium as a whole, throughout its planning
process. Developing this expertise is essential for LOJIC to successfully transition into
this broader user model.

Goal 2. LOJIC will develop a self-sustaining organization and governance
structure.

A primary focus throughout the Policy Board discussions was how to transform the
LOJIC organizational and governance structure -- and what to transform it into -- that
would best meet future needs and development of the consortium. Faced with both real
and perceived issues, the Board sought to more clearly define roles and responsibilities
within the consortium, establish a platform and structure for growth, and create a model
that will ensure sustainability of the organization and core business functions.

The following objectives and tasks were defined to facilitate this transition.

Objective 1. During FY08, begin to transition LOJIC to an independent
organizational and operational entity.

m For the FYO08 fiscal year, establish a totally separate cost center for LOJIC within
MSD’s budget and organization.

m  Work to develop a more cost effective fiscal agent and overhead cost solution.

m  Assess organizational alternatives, such as a 501(c) designation, and determine
the best solution.

m  During FYO08, develop a Transition Plan to establish LOJIC as a self-sustaining
entity.
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As a first step, the Policy Board requires that for the FYQ08 fiscal year LOJIC become a
separate cost center within the MSD budget, and that they retain management control
over that budget allocation and expenditure. This move will allow the Policy Board to
more directly understand and regulate the flow of revenues and expenditures within the
consortium.

Secondly, the Policy Board has grown increasingly concerned about the high cost of
locating LOJIC at MSD. The Board explored alternatives to reduce these costs during
this planning process, but determined that the disruption of moving the core staff prior to
the FYO08 fiscal year was not appropriate at the time.

The analysis did show that LOJIC could reduce overhead expenses by approximately
40% -- 50% by moving the cost center within Metro Government, or negotiating a “pay
for service” fee schedule with MSD to provide LOJIC with legal, personnel, and
accounting services in addition to space. These alternatives must be further explored
during FY08, so as to gain overhead cost reduction before the next fiscal year.

The Policy Board examined alternatives for establishing LOJIC as a wholly separate
entity, and have concluded that ultimately, it will be in the best interest of the consortium
to establish LOJIC as such. Transition to this mode of operation will take some time —
probably five years to self-sufficiency. Therefore additional planning is required.

A 501(c)-type organization was the preferred model evaluated. Three key issues must
be addressed: sustainability, autonomy and clarity of mission. One initial step in this
transition is to begin to conduct LOJIC as if it were a 501(c) organization. This will
identify where the difficult issues are, and provide guidance to resolution.

Coupled with establishing the separate cost center and more open budget management,
LOJIC must identify all costs of doing business, and begin to understand and operate
with a keener focus on making effective management decisions. It will be a challenge to
meld the public mission with a private entrepreneurial practice.

Objective 2: Grow the consortium by increasing the number of participants.
m  Within 5 years, 50% of the annual budget will come from new LOJIC participants.
m  More clearly define roles, responsibilities and benefits of various levels of
participation and operational support.
Explore modifications to the board structure as the organization evolves.

Develop a Return on Investment statement that defines the benefits of being a
part of the LOJIC Consortium.

In response to the Partner’'s concern about meeting the growing projected operational
costs of LOJIC, several alternatives to achieve long-term sustainability were considered.
The Board is in agreement that participation in and funding of LOJIC must expand, both
by recruiting additional partner-level participants and in developing new Licensees and
Purchasers/Subscribers.

The LOJIC Consortium is made up of more than the four core partners, and now

includes an array of licensees and data purchasers. All of these particular constituent
groups must grow for LOJIC to operate in a sustainable fashion. These distinct groups
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need further definition and refinement, and the roles, obligations and benefits among the
categories of users must be clarified.

The following chart summarizes the target level of financial support that would need to
be generated from new participants as well as data and service revenue increases, as
the LOJIC cost center increases.

Table 1. Target Revenues for LOJIC Sustainability
FY2009 FY2012 FY2015
Target LOJIC O&M $15M $2.2M $2.8 M
New Participant Share 20% 40% 60%
Revenue Generated $300,000 $900,000 $1.7M

The Board conceptualized the

MSD

consortium in the following graphic:

METRO LWC PVA

Others can be added per agreement

LOJIC Customer LOJIC Data
Data Purchasers Service Warehouse Adjacent
and Subscribers ® Apps ® Quality Assurance Counties

Basic fee for o e Data Distributi and
Service aps ata bistribution Other
® Support ® Create/Maintain Regional
® Consulting Base Map & Shareholders
Imagery
LICENSEES

® Non-partner government
entities

® Consultants
® Businesses

® Non-Profits

Figure 3: LOJIC Participants

The Board agreed on the following distinctions among the constituent groups.

Table 2. Participant Level Benefits and Responsibilities

Consortium Members

Partners Licensees Purchasers, Subscribers

= Are committed to LOJIC’s = Pay an access fee for = Acquire maps, data or

broad community vision service based on a defined services on a case-hy-case
fee structure basis

® Share in all core system = Pay for LOJIC staff support | ® Pay for said services based
and data development based on Service Level on standard fees for access,
activities Agreements staff time and materials

= Are a public or quasi- = Can share in ELA licensing
public entity for an additional fee

= Are a core data contributor
(funding or data
development)

= Made up of non-partner
government entities,
businesses, consultants,

and non-profits
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In addition, Partners must show distinct internal commitment to supporting GIS within
their enterprise, by ensuring funding support, maintaining a core GIS service center, or
developing the internal expertise to function as a “power user.” Partners would maintain
an active seat on the Policy Board.

In order to consider these organizational and funding alternatives in a more extensive
context, the Policy Board asked PlanGraphics, Inc. to review alternative approaches and
best practices among GIS entities. Their review of funding best practices states:

“Many organizations that have reached out to other jurisdictions for support of
joint GIS initiatives have established various levels of “membership” based, in
part, on the party’s willingness to assume risk or underwrite the development and
deployment of the GIS. Furthermore, and more importantly, many organizations
stratify the cost of later stage membership by the nature of the organization
(commercial vs private), the relative size of both classes (with an inference in
capacity to pay), and, in many instances, tie levels of usage of the system, data
and services to the membership fee.”

They recommend thoroughly restructuring the various participation fees (membership,
subscriber, ad hoc user, data and product licensing, as well as hourly service rates) as
well as thoroughly re-thinking the basis upon which membership is determined. Their
report contains extensive examination of organization and funding alternatives, as
should be utilized as the Policy Board moves forward in determining a revised
organizational and governance model.

The role of the board, and its composition, need to be further developed in light of these
new requirements. An Advisory Group totally focused on the organizational transition is
recommended.

In addition, it was clear that LOJIC needs to develop a concise and convincing Return on
Investment (ROI) statement, both for its existing partners, and to encourage new
participants, spelling out the benefits of participation and support. This statement could
be used for multiple purposes, but initially would help in annual budget justifications, and
in developing a shared understanding of the benefits of shared system development.

Objective 3: Establish a cost model and budget process for LOJIC that is self-
sustaining.
m  Develop a mature cost model that will accommodate varying partnerships on
projects/initiatives.
m Partners may seek other revenue generating mechanisms to offset their annual
LOJIC support contribution (spatial data fees, usage fees, etc).

m  Consortium participants will utilize consistent product and pricing policies.

The Policy Board evaluated several cost models for long term sustainable funding.
While no modifications were made to the current funding model, several of the options
presented hold promise for LOJIC’s future. Certainly, cost containment by improved
management practices, better utilization of staffing alternatives (the largest component
of operational costs), and more aggressive pursuit of resource sharing offsets is
expected.
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The PlanGraphics, Inc. report states, “Sustainability is best achieved through a mix of
funding sources that add resiliency in times of cyclical downturns. Development of an
approach that provides a reserve or contingency fund contributes to sustainability and
resilience.”

Their analysis suggests that LOJIC:

= Redefine system and data license and user fees, especially transaction fees
where there is internet access to products and services,

= Explore the use of grants and other one-time revenues for system enhancement;
and

= |ower ongoing costs by making greater use of resource sharing and other types
of cost offsets.

Their report goes on to state, “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 [...this strategic] plan.”

“Just as the LOJIC Policy Board is considering transitioning organizational constructs, it,
and the operating entity, have the opportunity to benefit from transitioning the manner in
which LOJIC sustains itself financially.”

Each of the current Partners has the capability to raise funding internally to offset their
LOJIC contribution. At present, few of these alternatives have been explored or
implemented. These include, among others:

= Special transaction fees, i.e. a “spatial data fee added on to permitting,
development, recording functions, or other utility fees.

= Subscription fees for internet services or other periodic system access, such as
floodplain determination or other GIS-based services.

= Mapping offset fees as part of capital infrastructure development initiatives
impacting utilities, highways and other development-related commerce.

Goal 3. Implement an appropriate system architecture and service catalogue that
distributes the technology and spatially enables business processes and
applications.

LOJIC faces significant technology challenges in the near future. It has been slow to
upgrade software and support technology due to a reliance on legacy data structures
and application technology for some major user applications. Thus, LOJIC has faced
complex migration projects on several different technological fronts.

Implementing what many currently refer to as a service oriented architecture (SOA)
model “provides opportunities for saving costs for long-term application development
and system integration. It also establishes a framework for heterogeneous (underlying)
system and application environments that are useful to a broader set of users... Web-
based access also provides the opportunity to lessen hardware costs for users and to
lower overall costs for software licenses,” states the PlanGraphics, Inc. report.
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In addition to these technology challenges, existing staff do not have adequate
knowledge and experience in critical functional areas necessary to aggressively
implement these new platforms and technologies.

The following objectives and tasks are articulated to respond to these challenges.

Objective 1: Develop a strategic Technology Migration Plan.
m Implement an Enterprise License Agreement in FY08.
m Migrate the technology platform to a web-based, server-centric environment.

m Present the LOJIC Policy Board with short and long-term technology migration
plans.

During the strategic planning process, the Policy Board entertained a proposal from
ESRI to formulate an Enterprise License Agreement to provide a more robust software
platform for consortium users, and to ultimately reduce costs and expand capabilities.
The Board agreed to move forward with the Enterprise License during FY08.

This platform will enable several added benefits in addition to accessing to the full set of
application software for an unlimited number of consortium users. These benefits
include technical advisors who are specifically focused on the LOJIC account and an
annual GIS strategic overview of the system. These two benefits alone will help LOJIC
improve its technology, data and deployment environments.

LOJIC must develop and publish a strategic Technology Migration Plan that articulates a
path and timeline, both in the short-term and longer range, for migrating LOJIC from its
present platform and data model to one that places it among the forefront of systems to
meet user demands.

This plan must address network requirements, system architecture, interoperable
geodata models and metadata standards for the core databases, and the software
platform for deploying web service applications and architecture. This plan must also
address staff capabilities required to administer and support the system, especially
addressing skill gaps which may exist in the short term.

Its goals, objectives and timelines must be understood and accepted by its partner’s
technology departments and its user base.

This new infrastructure will extend the services LOJIC provides to include ArcGIS Server
infrastructure combined with ArcSDE and Oracle, which will provide users and
application developers with access to the wide range of development tools that have, for
the most part, been previously unavailable outside the core LOJIC staff. This represents
a strategic move that will enable LOJIC to support not only the deployment of enterprise
GIS applications to its users but also provide a more robust data and technology
platform on which to develop much needed business-driven applications.

Secondly, this plan must be developed in conjunction with end users who are currently
dependent on business process applications that utilize legacy technology and database
structures. Most significantly, this impacts MIDAS users at Metro Government and
MSD, but will also involve other critical data editing functions that are the custodial
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responsibility of other agencies. LOJIC must develop ways to integrate older and newer
technologies, keeping its staff and application base fresh and up-to-date, while
accommodating the, at times, slower migration paths of critical users. These are very
challenging circumstances.

Objective 2: Work to embed GIS technology in all spatially-related business
practices.

m  Seek solutions, within and outside of the ESRI development environment, to
spatially enable business processes.

Use web services to deploy an expanded array of GIS toolsets and capabilities.
Promote a seamless architecture and ease of use in solutions.

LOJIC’s enterprise of users have application needs that span multiple departments,
geographies, business units and heterogeneous hardware and software platforms. A
flexible and responsive network and system architecture is needed to respond to the
business processes of LOJIC patrticipants.

If a department or user’s needs revolve primarily around basic map viewing, simpler
solutions using ArcReader, web services or other internet mapping technology may be
the more appropriate solution for them. But once an agency’s needs move into planning
and resource allocation, the powerful capabilities of the LOJIC system are more
beneficial. For more demanding uses, including engineering, modeling, operations and
management functions, LOJIC data and application sophistication are indispensable.

While many business processes have a GIS component, currently GIS technologies are
rarely directly embedded in analytical or reporting applications and processes. In order
to be successful in the long term, LOJIC must work harder to help users blend GIS
technology into these workflows and processes.

Development of web services such as geocoding, mapping, editing and other business
functions is imperative and necessary in the shortest timeframe possible. Application
deployment platforms, such as Sharepoint, which enable end users to access, see and
share data from multiple sources are now commonplace on most user networks. LOJIC
must become versatile in utilizing and embracing these solutions.

Secondly, LOJIC must expand its knowledge base and its orientation to encompass and
embrace technologies outside of the standard ESRI toolset. This is not to say that staff
need to support or deploy Sharepoint, Intergraph, or even Google Earth applications, but
they need to understand the relevance and appropriate use of these other system
platforms. More importantly, they need to configure and deploy their system and data so
that other systems can easily integrate and utilize these resources using open
architecture and data standards.

Finally, LOJIC must assume a more aggressive user support role in promoting the use
and integration of GIS technologies and tools into business applications. More
emphasis needs to be placed on LOJIC staff efforts to proactively work with its growing
user community to ensure that management and decision makers realize and
understand the value of developing these tools and integrating them into their business
processes.
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Goal 4. LOJIC will deliver cost effective services and customer support that are
responsive to user needs and priorities.

LOJIC is continually challenged to provide an appropriate level of user support to its
growing user base. Complicating matters, the skills of users, their needs and the GIS
applications used by them vary widely. When the challenge of proactively recruiting new
users from a broader, regional, more diverse user base is added to the load, the
challenge in daunting.

LOJIC must respond by becoming much more efficient and business-like in its approach,
while incorporating the best practices and philosophies of the most successful customer
service organizations. While it sounds simple, this will be a profound shift for existing
LOJIC staff. It's not that they don’t do a good job. They do, as repeatedly identified in
their user survey.

The LOJIC Service Center must become focused on cost-effectiveness and
accountability. It must be openly driven by user priorities -- solution and satisfaction
oriented. The Policy Board must step up with management leadership, and require
appropriate reporting and accountability measures, as well as making and adhering to
consistent policies and practices.

The following objectives and tasks were identified to facilitate this transition.

Objective 1: Prioritize and publish an annual work plan.
m Incorporate input from the user community in establishing work priorities.
m Integrate annual work planning into the budget process.
m Develop and execute appropriate reporting and project tracking mechanisms.

Having an annual work plan does not mean that a staff is not reactive to impromptu calls
for service. It does mean that it operates with sound business practices, with an
objective and consensus-driven foundation. It also provides a structure from which to
manage and make decisions, at both a management and logistical level, about resource
allocation.

LOJIC has already experienced significant challenges in meeting user needs with its
current staffing levels. At a time when no significant staff increases are expected in the
foreseeable future, but with acknowledged growing needs, the LOJIC staff and Policy
Board must remain on the same page as it moves forward in changing its profile and
base of operations.

LOJIC must engage in an annual, anticipatory, work planning process with end users,
both significant power users, and its growing user community. This input should be used
to drive the annual work plan. The development of the work plan should take place in
the fall and be aligned with the budget development process.

Because there will be growing obligations and a wider variety of user needs and staff

utilization, LOJIC staff should develop routine reporting, and possibly more importantly,
accounting formats to convey its workflow, productivity, and cost effectiveness on
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projects and tasks. These report products should be distributed quarterly at a minimum,
meet the decision making needs of the Policy Board, and keep the user community
informed on response to project priorities.

Objective 2: Utilize the most cost effective resource model to provide the highest
guality customer service.

Infuse core staff with up-to-date knowledge and experience.

Share staff and knowledge expertise between LOJIC and Partners.
Become more flexible in the use of external resources.

Develop succession planning to accommodate planned retirements.

The Policy Board acknowledged a skill set gap between existing staff and the path they
were defining as the strategic planning process was evolving. Two issues were
repeated throughout.

1) The challenge of building a research and development function to infuse staff
with up-to-date knowledge and experience to perform as leaders in developing
technology solutions; and

2) Building a stronger business development orientation within core staff operations.

In their report, PlanGraphics, Inc. states, “ [LOJIC could develop...] mechanisms for staff
cost reduction by sharing staff with other agencies or using non-traditional staffing
approaches (temps, seasonal, university interns, volunteers).”

Staff sharing with other partners and GIS users in the regional community could be a
way to bring new knowledge and expertise to bear on project requirements, gain
expertise without adding costs, and develop closer ties with some users who have
forged ahead in the implementation of specific technology solutions.

LOJIC has made good use of interns from both the University of Louisville and Jefferson
County Public Schools, but this practice has been sporadic. A more focused approach
utilizing these resources with these and other educational institutions, such as the
University of Kentucky, Western Kentucky University, and even out of state institutions
could strengthen resource development potential for the growing GIS community.

LOJIC core staff have developed an increasing insular approach to application solutions,
preferring to develop in-house applications rather than pursue and implement solutions
developed by ESRI business partners or other external resources. Staff need to
become more comfortable and flexible in supporting users in their pursuit of these
solutions.

Finally, several of the current core staff are nearing retirement. LOJIC management

must engage in strategic succession planning, as it moves to adjust the composition and
skill sets required to provide leadership services in this new service delivery arena.
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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.

LOJIC Strategic Plan Page 24



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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	Values
	 SECTION 2.  THE LOJIC STRATEGIC PLAN


	 The LOJIC cost center is increasing faster than the partner’s capacity to support it. 
	 GIS is still not utilized to its fullest within existing user departments, yet GIS is publicly becoming more commonplace and more accessible with Internet mapping.
	 Significant GIS users within the community are not a part of the LOJIC consortium partnership.
	 The application needs of LOJIC users outpace the core staff’s capacity and/or ability to respond.

	Goal 1.  LOJIC will be the region’s Geospatial Center of Excellence.
	Objective 1:   LOJIC is the trusted leader for geospatial data and services in the  11 county service region.  
	 Become a resource for and provide guidance on the latest technology and trends.
	 Maintain a highly trained and broadly knowledgeable staff.
	 Develop an environment for ongoing research, development and best practice that is of service to the proliferation of GIS technology and use in the region.

	Objective 2: LOJIC is a portal to an expanding regional data warehouse of the highest quality. 
	 Establish standards for high quality data development.
	 Ensure data interoperability and ease of use.

	Objective 3: LOJIC will seek out and sustain innovative partnerships and collaboration opportunities. 
	 Develop new relationships around projects, capabilities and products.
	 Establish Business Development expertise within LOJIC. 


	Goal 2.  LOJIC will develop a self-sustaining organization and governance structure.
	Objective 1: During FY08, begin to transition LOJIC to an independent organizational and operational entity.
	 For the FY08 fiscal year, establish a totally separate cost center for LOJIC within MSD’s budget and organization.
	 Work to develop a more cost effective fiscal agent and overhead cost solution.
	 Assess organizational alternatives, such as a 501(c) designation, and determine the best solution.
	 During FY08, develop a Transition Plan to establish LOJIC as a self-sustaining entity.

	Objective 2:  Grow the consortium by increasing the number of participants. 
	 Within 5 years, 50% of the annual budget will come from new LOJIC participants.
	 More clearly define roles, responsibilities and benefits of various levels of participation and operational support.
	 Explore modifications to the board structure as the organization evolves.
	 Develop a Return on Investment statement that defines the benefits of being a part of the LOJIC Consortium.

	Objective 3: Establish a cost model and budget process for LOJIC that is self-sustaining. 
	 Develop a mature cost model that will accommodate varying partnerships on projects/initiatives.
	 Partners may seek other revenue generating mechanisms to offset their annual LOJIC support contribution (spatial data fees, usage fees, etc).
	 Consortium participants will utilize consistent product and pricing policies.


	Goal 3.  Implement an appropriate system architecture and service catalogue that distributes the technology and spatially enables business processes and applications.
	Objective 1: Develop a strategic Technology Migration Plan. 
	 Implement an Enterprise License Agreement in FY08.
	 Migrate the technology platform to a web-based, server-centric environment.

	Objective 2: Work to embed GIS technology in all spatially-related business practices.
	 Seek solutions, within and outside of the ESRI development environment, to spatially enable business processes.
	 Use web services to deploy an expanded array of GIS toolsets and capabilities.
	 Promote a seamless architecture and ease of use in solutions.


	Goal 4.  LOJIC will deliver cost effective services and customer support that are responsive to user needs and priorities.
	Objective 1: Prioritize and publish an annual work plan. 

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