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Foreword

The many natural disasters that occurred during 2005 provide a compelling reason why all members of the geospatial community must work together to build effective statewide spatial data infrastructures (SSDI) that serve and protect our citizens.  Over the coming decade, diverse stakeholder groups will have to work closely together if we are to aggregate these SSDIs to complete the National Spatial Data Infrastructure (NSDI).  Just as the federal government relies on individual states to participate in national programs, the states must rely on all levels of government, academia, utilities, the private sector and non-profit organizations to contribute to statewide programs.  

Strategic planning is a critical element for articulating a shared vision, and for building the partnerships that are necessary for disparate organizations to work together on common goals.  The key is to identify geospatial needs that are shared by many stakeholder groups.  For instance, it is easy to envision that statewide orthoimagery acquired on a routine basis would be useful to almost all stakeholder groups.  Effective strategic planning is essential for moving collaborative programs forward and gaining the required support for investments in your SSDI.

This project is part of the Fifty States initiative from the Federal Geographic Data Committee (FGDC).  A core component of this Initiative is establishing more formal statewide geospatial coordination councils that will help to govern and complete the NSDI by enabling all stakeholders.  The principal goals of this project are to: 

· Encourage implementation of statewide spatial data infrastructures through effective strategic and business planning efforts.

· Provide guidance on planning activities. 

· Encourage the formation of partnerships and alliances that will improve planning process.

· Provide a uniform national framework for strategic and business plans, so we can compare and contrast them to reveal national trends.

Effective planning is essential for moving collaborative programs forward and obtaining funding for your SSDI.  Several documents have been created to support the geospatial community in these planning efforts, including: 

· A Strategic Plan Template that provides a process for mapping a clear path from present conditions to a vision for the future.  
· A Strategic Planning Process Map that divides the process of creating the strategic plan into five simple steps or phases that are each characterized by certain activities, tasks, and accomplishments.
· A Business Plan Template that provides a detailed description of how objectives will be achieved, along with the necessary justification for doing them.    

The Strategic and Business Plan templates each include major section headings with key information and a series of questions that should be considered.  The planning team will determine which questions are applicable for their activities and use the answers to these questions to help draft an effective plan.  This structure was developed, because “one size does not fit all” for these plans.  While the organizational structure can, and should be very similar, the specific content of each section will vary for a variety of reasons reflecting the differences in the organizations undertaking the plans. 

Using these templates will help guide you through the entire process of preparing high quality and effective strategic and business plans.  By simply substituting terms such as “countywide” and “citywide” for “statewide,” the templates should work well for most stakeholder groups.
The authors of these templates believe that the “process” of working with people to create these plans, including the partnerships that are formed, may be more valuable than the actual plans.  Please make the process a valuable learning experience that leads to trust and new partnership opportunities.
STRATEGIC PLAN TEMPLATE
A good strategic plan should provide a clear explanation of how one or more strategic goals are to be achieved by an organization or program.  It typically outlines long-term goals and details the specific strategies and programmatic goals that are to be pursued.  Areas of risk are analyzed and specific strategies for overcoming those risks are adopted.  The strategic planning process is iterative and maps a clear path between a present condition and a vision for the future.  Revisiting the Strategic Plan to review accomplishments against documented objectives, establishes a feedback loop that can then influence future planning and decision making.


This template provides a suggested organization and process for creating Strategic Plans.  The plans take shape through an iterative process of facilitated group discussions, research, drafting, and review.  The suggested section headings include a number of questions that a facilitator can utilize to guide the creation of appropriate content for the plan.  Not all questions may be appropriate for your organization’s circumstance, but the topic areas covered are all important when considering whether to establish or expand a statewide spatial data infrastructure (SSDI).  You should define what portion of your SSDI you intend to address by creating this strategic plan (e.g. statewide coordination, standards implementation, data production, common applications development, etc.)  The questions incorporated into the template all pertain (in one form or another) to broad strategic concerns, though some are quite specific.  The broader strategic concerns are:
· Who are we?

· Where are we?

· Where do we want to go (or not go) and why?

· How do we get there?

· How do we know when we get there?

The Strategic Plan template is broken down into the following sections: 

· Executive Summary

· Strategic Planning Methodology

· Current Situation

· Target End-State

· Requirements

· Implementation Program

· Appendices

 
In completing this strategic planning process, an organization will have a consistent framework for articulating its purpose, values, roles, objectives, strengths, and weaknesses.  This effort is intended to provide a roadmap to a geo-enabled future where the needs of the organization and its constituents are better served.  For each section, a list of questions is provided to facilitate the planning process and yield content for the plan itself through the answers and discussion.  As previously mentioned, not all of the questions need to be answered, as the situation may vary from state to state.   A Strategic Planning Process Map has been developed as a separate flow chart and check list for facilitating the planning process.  The purpose of this approach is to establish a consistent framework for strategic planning related to SSDI matters across all states.   
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1 Executive Summary
The Executive Summary should be an executive level presentation of the more detailed Strategic Plan contents.  This section should provide a clear, cogent presentation of how this particular strategic plan aims to support the broader strategic goals of the organization, the benefits to be realized by adopting it, a realistic timeframe for its implementation and the associated costs.  Though this section should be brief, it should include sufficient detail to allow the targeted reader to quickly understand what it is you want to do, what are the benefits, and what resources you need to accomplish the objectives.  If the strategic objectives are broad in scope and impact, then a simplified timeline should be included indicating anticipated milestone achievements during the lifecycle of the current plan.  The stated goals should clearly support the broader organizational mission objectives.  
This template will help you flag the key items that should be succinctly encapsulated into the Executive Summary.  For example, the envisioned “Sub-Projects” for business planning purposes could be listed.  Ideally, the length of this section will be one page or two at the most.  A tight narrative of several paragraphs, followed by a list of key bulleted items, would be appropriate as an executive summary. 

a. What is the fundamental problem(s) that this plan addresses?
b. What are the primary benefits?
c. How does this Strategic Plan support the bigger picture?
d. What are the key elements of the plan in summary form?
e. What alternatives were explored?

f. What are the costs and benefits of implementing the suggested approach?

g. What action do we hope gets taken after our targeted reader reviews this plan? (What are we asking for?)
2 Strategic Planning Methodology 
This section describes the process undertaken to complete the Strategic Plan document.  Keep the emphasis herein on process, whereas the subsequent sections will deal more specifically with a characterization of the situation you are starting from.  This section is more about getting organized to develop the plan, and what should be done to ensure its successful completion. 
Ultimately, this section should indicate to the reader that the plan and its recommendations are based on a solid and appropriate approach which has included all necessary stakeholders to the extent possible. The reader should clearly understand any constraints or limitations that impacted the results of the planning exercise.  Examples of such constraints could be the time, people, and other resources available to complete the planning process, access to certain information, and external factors (e.g., changes in priorities by higher authorities).  The target audience should also be identified.  
Using storytelling as a means of relating to the people who will develop this plan can be useful, if based on actual experiences in other states.  It might be a story about a failed effort, and the lessons-learned.  It could also be a success story.  Putting a real face on planning experiences can help “connect” you with those embarking on the same path. 
Spending some time thinking about and discussing the approach to the planning process itself can be beneficial.  Each situation is unique and the process itself should be adapted in order to make it as efficient and productive as possible.  Not all of the questions need to be answered.   The Strategic Planning Process Map, provides a structure for approaching the planning exercise.  The process map traverses a set of phases and identifies areas for discussion as well as items that will require decisions.  
The methodology and associated process map are intended to help facilitate your completion of the entire template.  Some of the questions embedded in the methodology section point to topics that are expanded upon in other sections, for example, Strengths and Weaknesses (under Current Situation), Opportunities and Threats (under Target End-State). 

2.1 Getting Started

a. How do we identify and engage the appropriate people who need to participate in the Strategic Plan development effort (e.g., state departments, local government agencies, regional planning agencies, utility companies, private sector) , and how do we define the  level of involvement that each needs to have (committee member, workgroup chair, workgroup member)? 
b. Have the right stakeholder organizations been engaged in the process, particularly those that produce, acquire or maintain data across levels of government?

c. Have the members of the stakeholder organizations bought into the strategic planning process?  If not, how can this be remedied?
d. Are executives of participating organizations knowledgeable, supportive and involved in this effort?  
e. How do we define the roles and responsibilities required to ensure successful completion of the Strategic Plan?  (e.g., strategic planning committee, committee chair, strategic plan review team, etc.)
f. How do we determine who is responsible for the Strategic Planning process?  (e.g., who will manage/facilitate its progress and completion? If it’s not the “statewide GIS coordinator”, who is it?)
g. How do we decide who the plan should be prepared for and how do we tailor the plan to meet their expectations and/or requirements? (e.g., who is the target audience and what are the issues that will gain their attention and support?)
h. How do we identify and enlist the assistance of a political champion?  Generally, you will work with a staff person who works for the political champion and “has their ear.”  
2.2 Preliminary Planning
a. What is going to be our adopted planning approach? (e.g., are we going to complete the exercise internally, or use consultants?  If we want to use consultants, can we identify funding and do we have a contracting mechanism that will work within our timeframe? What brainstorming approaches will we use?)
b. What time constraints exist that directly impact plan completion?  (e.g., Federal Grant opportunities and their associated application requirements and deadlines.)
c. Is there a bigger picture that this plan fits into? (e.g., overall IT strategy, meeting Homeland Security objectives, increased economic development, protection of natural resources)
d. Do we already have a Strategic Plan and is it relevant today?
e. What is a good example of a statewide plan for implementing the SSDI? (See examples in Appendix 1)
f. What resources are available to support the planning process? (e.g., staff, equipment or funding from internal sponsors and external participating entities)
g. Does the planning itself need to be split into phases? (e.g., calendar year, fiscal year, milestone, long or short term)
h. What are the roadblocks and political barriers? (e.g., election year, political party in control, support or lack of support for political issues such as economic development, open space preservation, and system of taxation.)
i. What are the key success factors for us? (e.g., coordination of efforts, improvement of base mapping, meeting mandates, improved efficiency, return on investment)
j. What are the predominant pitfalls for us? (e.g., lack of funding, limited resources, lack of available time)
k. What collaboration tools are available to facilitate that planning process?  (e.g., list-serves, video conferencing, web meeting systems, or Wiki web site)  Are these in place or do they need to be developed?
2.3 Strategizing
a. How do we identify the low hanging fruit (quick wins), and how do we effectively leverage what they might bring to the table?  (Some things are easier to accomplish than other things, based on time and money, and they may have a high profile to quickly win support.  It might help build momentum for the SSDI initiative by quickly establishing a collaborative website to broadcast intent and solicit input from the potential SSDI benefactors.  Or, it might be a quick win to stand-up an image service for statewide orthoimagery.)
b. What limitations do we want to impose on the planning process in terms of time?  (e.g., limiting the planning to realistic goals achievable in the next 3 years, limiting the time spent actually planning to say 3 months.)
c. What are the most realistic goals for our situation? (e.g., review and prioritize the NSGIC Coordination Criteria for the Fifty States Initiative (a copy of these Criteria can be found in section 5.6.2), create all framework layers over the next three years, standup an enterprise infrastructure in the next three months)

d. How do we market our efforts? (e.g., workshops, seminars, conferences, webcasts, podcasts, flyers, etc.)
e. What are the logical marketing opportunities? 
2.4 Authoring
a. Who are the authors of the plan?  (e.g., who is ultimately responsible for crafting the content and populating the template?

b. Who should review draft versions? (e.g., project participants, agencies not involved in the process, academia, etc)
c. Who reviews and approves the final version? (e.g., committee, CIO, Director of Fiscal Services)
d. Should an external party review the strategic plan? (e.g., peer review by agency of similar size/makeup, but not in same jurisdiction)
e. Stylistically, should the plan be detailed and comprehensive or generalized and minimalist (or somewhere in between)?
f. Should the authors be directed NOT to editorialize? Simple and straightforward is sometimes better. Consider how much time do the decision makers have to review and understand the recommendations.
g. Do we have technology for developing the document collaboratively and is it feasible to work this way?  (e.g., a Wiki website, which is a type of website that allows users to easily add and edit content and is especially suited for collaborative writing.)
2.5 Monitoring
a. Who has oversight and review authority for plan content?

b. What measurements of performance will we use?

c. How often will we review progress? ( e.g., monthly, quarterly, biannually, annually)
d. Who is responsible for measuring progress? (e.g., stakeholders, external funding source)
3 Current Situation

Planning starts with an assessment of the current situation.  It begins with a couple of basic questions: 1) Who are we? and 2) Where are we?  In this regard, strengths and weaknesses are important to articulate.  Also, since it may vary from state-to-state, the definition of what “statewide” means in the context of the SSDI needs to be agreed upon. In addition, the existing foundation to be built upon needs to be understood.  Understanding the status quo is a precursor to implementing change.  

In some states, the state government has assumed the overall responsibility for coordinating SDI activities.  However, other stakeholders besides state government may take the lead.  The questions in this section are intended to be broad enough to apply to both situations, and depending on the responses, will give some focus to WHO is coordinating efforts to build a statewide spatial data infrastructure, WHAT has been accomplished in the past, and HOW was it accomplished.  These are key questions for moving forward and the answers will not be the same from state-to-state.

The planning facilitator needs to get the planning participants to start talking (or writing) and the content for characterizing the current situation will begin to emerge.   The process itself is as important as the answers, and some questions are more straightforward than others.  In some ways, this portion of the strategic planning effort is a reality check on what ultimately might be feasible.  For example, a volunteer with no mandate, but a willingness to embark on a coordination effort, will not likely be able to accomplish as much as an official with a mandate to coordinate.  This may not always be the case, but more often than not, it will be relevant to understand how someone can make something happen, including the execution of a planning process, based on whom they are accountable to and what empowers them.

3.1 Who are we?
This section of the Strategic Plan is basic and fundamental.  All plans start with some assessment of who we are. 
According to NSGIC, there are eleven stakeholder groups that should be represented in statewide coordination activities.  That group includes, municipal, county, state, tribal and federal regional government agencies (or their equivalents); regional planning organizations, non-profit organizations, utilities, private business, academia, and the public.  

The group that pursues the completion of the Strategic Plan can be comprised of representatives from a number of these groups and organizations that are forged together by common needs, concerns, and purpose.  The statewide strategic goals are not necessarily being established by state agencies, but potentially by a broader and diverse group of stakeholders that are able to achieve them.  In some states the vision of the SSDI may be more actively pursued by a group of counties (and not necessarily state agencies), regional planning councils, or other organized groups that form partnerships around common objectives.  In each case, the questions of who we are and who we represent need to be answered.   It is this ‘we’ that is further questioned and analyzed in the Strengths and Weaknesses and Opportunities and Threats sections below.  
Appropriate representation may require that the group authoring the strategic plan reach out to the stakeholder community to harvest insight and feedback.  Involving the wider community in the analysis of strengths, weaknesses, opportunities and threats can begin to lay the groundwork for community participation, as well as buy in for the process itself and the final strategic plan.
a. Who are we?  (e.g, from the NSGIC list of stakeholders mentioned above, what is our composition?  Do we have participants that are not on the NSGIC list, and if so, who are they?)
b. Who else should we consider as being a stakeholder? (e.g., private companies, other states if building an emergency response capability.)
c. Which, if any, stakeholders should be included in our strategic planning efforts?
d. Who are the key external stakeholders? (e.g., GIS data consumers such as utility companies)
e. What are the common interests of the stakeholder community we represent and how can we best represent them?
f. What is our relationship to the state? (Perhaps we are the state.)
g. What does statewide mean to us? (e.g., what is our user base, and what are their needs?)  
h. Do our stakeholders work in multi-state areas and if they do, how do the respective state planning efforts affect these stakeholders? 
i. What are our mandated responsibilities? (e.g., charters, policies, laws, codes, regulations, etc.?)
j. What are our informal mandates? (e.g., stakeholder or community expectations?)
k. What are our values?  (e.g., do we strongly value an open source approach?  Do we support inter-operability as a notion? Is vendor lock-in a good thing or a bad thing?)
l. Are we part of a bigger organization? (e.g., a Regional Development Corporation that reports to the state.)
m. How would we operate if we were part of one organization?  
n. What are the goals of the broader organization?  How will our planning efforts dovetail with the broader organizational objectives?  (Ensuring that goals are compatible ensures greater likelihood of success.) 
o. What is the mission statement of the broader organization?
p. How does this Strategic plan support those broader organizational goals?
3.2 Where are we now?
This section of the Strategic Plan provides an assessment of the existing situation.  It should be closely linked to the inventory of existing infrastructure (in the section on Requirements), but it covers a broader set of considerations.   It will help to inform the completion of the Requirements Section.
a. How is statewide GIS Coordination being performed? (e.g., is there a coordinating committee or an unofficial but de-facto GIS Coordinator?)
b. Is there a statewide GIS Coordinator? 

c. Where is the GIS Coordinator housed? 
d. To what organization does the GIS Coordinator belong?

e. What is the GIS Coordinator’s responsibility over the Coordinating Council?
f. How might the level of influence and authority of the Coordinating Council be characterized?  (This speaks to its current effectiveness)
g. What is the relationship between state agencies and local government and does this need to be improved? 
h. What is the relationship between different state agencies and does this need to be improved?

i. What standards are being used, by whom, and are they appropriate? (e.g., data standards, metadata standards, etc.  See appendix 5.
j. What is the state of our technology infrastructure? (hardware, software, networking/communications)

k. Specifically, what geospatial content do we have?  (Develop an inventory using the Ramona System.)
l. Have we aggregated data from sources more local than we are? (e.g., has critical infrastructure data captured at the municipal or county level been rolled up to provide statewide data?)
m. What resources are available to support the planning process? 
n. Does a Strategic Plan already exist for us? Are the assumptions and goals still valid?
o. Is anyone else doing the same thing, or competing for the same resources? Are there opportunities to work cooperatively?
p. What political party is in power, and what is their party platform?  (e.g., economic development, homeland security, education, agriculture, smart growth, etc.?)

q. Do we currently participate in any federal geospatial initiatives?  (e.g., FGDC/NSDI, GOS, DHS, NGA-USGS/HSIP)
r. Do existing federal initiatives provide funding support for our SSDI efforts? How much?  
s. What value has resulted from Federal support of our SSDI implementation efforts?  
t. Are any of our mandates outdated?

u. What impacts do mandates have on our organization, including their implication for how we can use our resources?  
v. How do we ensure that top political officials care about the SSDI?

w. How do we ensure that our top political officials support our initiative to build the SSDI?  What’s in it for them and will we have a positive impact on their “hot” issues?  (e.g., economic development, smart growth, preserving open space, tourism, or emergency response)

3.3 Strengths and Weaknesses
Part of understanding “who we are and where we are” is an assessment of strengths and weaknesses.  Primarily, this is from an internal perspective, although there may be some relevant external factors.  Organizational strengths such as technologies, people, and capabilities, may be distributed and separately controlled by different agencies or groups.  Getting the commitment to harness those strengths around a common goal may be a significant challenge; however, it may also be an opportunity waiting to be realized.  Strengths help position an organization to take advantage of opportunities, whereas weaknesses may make the organization vulnerable to threats, or less able to exploit opportunities.  
a. What are our strengths? (e.g., experienced staff, funding, authority, political support, communications infrastructure for collaboration, technical skills, marketing skills, etc.)
b. What are our weaknesses? (e.g., lack of staff, lack of funding, lack of expertise, and lack of any of the other things listed under strengths; also, wildly divergent needs, disagreement on goals and priorities, etc.)

3.4 Opportunities and Threats
The basis for implementing a statewide spatial data infrastructure is the assumption that doing so will open up the stakeholders to opportunities to accomplish meaningful things that are not possible without the SSDI.  For example, an effective SSDI can help minimize duplication of effort in terms of data collection, and will greatly facilitate data sharing.  Likewise there are vulnerabilities associated with not implementing the SSDI, and these may be characterized as threats to be avoided, or to be prepared for.  For example, not having the SSDI will make it harder to establish a Common Operational Picture (COP) in the event of a large-scale emergency.  Every state is subject to catastrophic events, including terrorist activities, hurricanes, tornados, wildfires, drought, winter storms, disease, and flooding.  The questions in this section are intended to expand upon both opportunities and threats, which are either enabled or avoided by implementing the SSDI, or the consequences of not implementing the SSDI.

a. What opportunities are made available by implementing the SSDI? (e.g., cost savings from eliminating duplication of effort, improved decision support, access to grant money and cost-sharing programs, data sharing as a function of standards, common interfaces and interoperability for users to better understand and achieve enhanced productivity)
b. Does implementing the SSDI provide for a better Return On Investment (ROI) than current approaches? (e.g.,  NASA and Ohio studies – see Appendix 2)
c. What opportunities are there to participate in federal geospatial initiatives that position us for additional funding to meet our objectives?  
d. What opportunities exist for coordinating resources across multiple agencies or organizations?  (e.g., are there benefits to establishing a GIS Service Division to replace similar type activities that currently occur in multiple agencies?  Can parcel data updates be managed by a Regional group that serves multiple counties?)
e. If we do not implement the SSDI, what are the threats?  (e.g., in an emergency, we’re less prepared to respond; can’t share data; ineligible for grants.  We are not able to share data across state boundaries.)
f. Are there previous initiatives that failed due to the lack of congruence with other statewide strategic plans?  (If so, there is a potential threat that this effort could also fail if not effectively coordinated with other statewide efforts.)
g. If we do not coordinate and implement the SSDI, and continue to do things the same way, will our “reason-for-being” be diminished or undermined?  Will the coordination and leadership role be assumed by someone else with a narrower long term vision?

4 Vision and Goals
The overarching strategic goal is to support the development of plans “to implement a statewide spatial data infrastructure consistent with appropriate national standards.”  The planning process at this stage is not about making new strategic goals.  It is about defining the steps that are necessary to implement strategic goals with success.  And yet, it is important to make sure participants in the process understand and agree that the goals are important and relevant.  Part of building this support is effectively identifying problems that will occur if you do not move towards achieving the SSDI and the benefits if you do.  

The emphasis in this section is on articulating the programmatic goals that support the overarching strategic goal(s).  The emphasis herein is not on capturing all of the costs associated with achieving the desired end-state, but there should be some boundaries set with regard to what is realistic.  It is good for the goals to be challenging rather than trivial, but often planning falters when there is a substantial gap between expectations and what is feasible.  The programmatic goals should be delineated in terms of short-term and long-term time horizons, and driven by realistic resource availability. 
This section is for the purpose of reviewing and understanding strategic goals which the plan is intended to support.  Setting strategic goals is separate from the planning process, but articulating programmatic goals to achieve the strategic goals is an important part of the process.   The questions in this section should be useful in articulating and refining the shared understanding of the target goals to be implemented, both strategic and programmatic.  
· What are we trying to accomplish?
· What is the boundary (project limit) of what we want to achieve? 
· Are our goals measurable?  How do we know when we have achieved them?
· Are our goals clear, concise and attainable? 
· Have our goals been prioritized, and which ones are most critical to the success of this effort?  
· Where do we want to be in the near-term (i.e., one year from now), in terms of accomplishments?  Where do we want to be in the long-term (i.e., five years from now)? 
· What should our mission statement be, given our strategic goals? 
4.1 Strategic Goal

NSGIC has articulated the overarching strategic goal as:  To implement a statewide spatial data infrastructure consistent with appropriate national standards.   This is the overarching objective that ultimately supports the notion of a National Spatial Data Infrastructure or NSDI.  In discussing and understanding the strategic objective, a set of supportive goals are developed.  These become the programmatic goals.  
a. What does the NSGIC stated strategic goal mean to the Strategic Planning Committee and the stakeholders that the group represents?  
b. How does the Statewide Spatial Data Infrastructure (SSDI) dovetail with the National Spatial Data Infrastructure (NSDI) objectives?  
(See Appendix 3.)
c. Do we understand and agree with the stated NSGIC goal?  
d. Do we have other strategic goals that are relevant to implementing the SSDI?  Are they similar to the NSGIC goal?  How are they alike or dissimilar?
4.2 Programmatic Goals

Given the strategic goals, the next step is to articulate the programmatic goals that are intended to help drive the SSDI implementation program.  For the planning process to succeed, it is important that the programmatic goals be achievable and compatible with one another.  Examples of programmatic goals include:
· Establish authority for the statewide coordination of geospatial initiatives

· Establish a statewide Geospatial Coordinator position 

· Develop standards in support of data exchange across all levels of government and between private industry and academia
· Develop a state-wide parcel data layer product with ongoing maintenance and support

· Establish a three year leaf-off orthoimagery program

· Establish a State Clearinghouse for geospatial data 

· Continue to raise the level of awareness within state government about the importance of long-term program support for GIT activities within the state

a. Have we reviewed the NSGIC Coordination Criteria and identified actionable goals from the nine criteria? 
b. Do we have our own programmatic goals that support the implementation of SSDI for our situation?  (e.g., development of a statewide critical infrastructure data layer.)
5 Requirements
To implement a statewide spatial data infrastructure it is essential to assess the condition of the existing infrastructure as well as the requirements to implement the SSDI.  The purpose of the section is to explore how these elements are sufficient or deficient in their ability to enable the SSDI.
5.1 Inventory of Existing Infrastructure and Suitability Assessment
Going beyond what was addressed in the section on Current Situation (on “Who we are?”), this section presumes a more detailed and technical assessment of existing infrastructure.  An assessment of existing infrastructure will inform the requirements analysis on what is needed.
a. What is the state of our technology infrastructure? (I.e., hardware, software, networking/communications, etc.)
b. Is there an existing State IT Enterprise Architecture?  Does it include a geospatial profile?  
c. Are standards in place, and if so, which ones? (e.g., FGDC and other standards - see http://www.fgdc.gov/standards)
d. Are we in compliance with standards?  If not, are they appropriate for us? 
e. What geospatial content do we have?
f. Is what we have sufficient to support the SSDI?

g. If not, in what ways is it deficient?
h. What existing business processes and applications are supported? (e.g., permitting, licensing, taxing, etc.) 
5.2 Data Requirements
This section should achieve agreement on the set of data layers needed to support the SSDI and the applications and business processes that it must support.  Also, standard definitions for each data layer are needed.  The FGDC and other organizations have spent years developing such standards (see http://www.fgdc.gov/standards).  In all cases, data layers should be well documented with metadata to help determine their fitness for use, and to facilitate data exchange between different schemas.  FGDC provides definitive guidance on digital spatial metadata. For data to be aggregated across different levels of government and other stakeholders, a good understanding of available content and associated metadata is essential. 
a. What geospatial content do we need?  
b. What level of accuracy, completeness, and currency does the data need to have?  This will vary by application and use.  When attempting to meet the needs of a larger number of stakeholders, data specifications could become much stringent with a resulting increase in the cost of data development and maintenance.
c. Do we have a metadata clearinghouse?
d. Are there data warehousing schemes with Extraction, Transformation, and Loading (ETL) procedures that support the distribution of GIS data?

e. Is there a community or collaborative approach to developing schemas?
f. Who are the data custodians?  
g. Is one data schema available for implementation that serves all needs? 

h. If multiple schemas are needed, what applications do they need to be tailored to?
i. Have we aggregated data from sources more local than we are?
j. Are data sharing agreements and Memos of Understanding in place? These types of agreements are common. The NSGIC community may be able to provide a template version for your modification and use.
k. Are there data sharing agreements with private sector stakeholders, such as utility companies? 
l. Are there standards being used for data exchange?

m. Is authoritative data identified and respected? 
5.3 Technology Requirements 
This section of the Strategic Plan aims to define the technological architecture required for the SSDI.  This should not be looked at in a vacuum.  It is essential to determine how it fits within the broader architectural environment of Information Technology (IT) within your state. The broader role of IT is to provide guidance, services, and infrastructure to support a full range of business requirements.  The SSDI should be no different in this regard and should bring geospatial data into play with a variety of business processes which may or may not be traditional GIS applications.   
NOTE: See the Geospatial Profile of the Federal Enterprise Architecture to consider for the SSDI (http://colab.cim3.net/cgi-bin/wiki.pl?GeoSpatialCommunityofPractice).
a. How is the SSDI different (or the same) from IT infrastructure?
b. What is needed to support exchange, storage, and processing of geospatial data?
c. What system architectures are needed?  (e.g., servers, desktop clients, web browser clients, networks, etc.)

d. What applications need to be supported?

e. What interoperability specifications need to be followed, if any?

f. What overarching enterprise architecture plans need to be followed (and at what level of compliance)?  (e.g., is there a service-oriented architecture?)
g. Do we have legacy systems that need to be integrated?
5.4 Resource Requirements
This section of the Strategic Plan aims to itemize in detail the human and other resources that are needed to implement the SSDI.    
a. What people expertise is needed?  (e.g., GIS managers, GIS technicians, GIS analysts, supervisors, executive level.)
b. Are the skills required already available within the organization or organizational group defined by this Strategic Plan?

c. Will staff need to be reassigned in order to support the SSDI?  (How realistic is this requirement?)
d. Will new staff need to be hired?

e. Are consultants needed?
f. Are voluntary resources available?

g. How much of their time is available?
h. Are there facilities to accommodate a GIS data repository?
i. Can a business case be supported for developing a central data and applications repository as a back-up in the event of large-scale emergencies such as Hurricane Katrina?

j. Do we have a permanent or shared facility available where staff can come together in times of need? (e.g., a “GeoLab” or other such facility.)

k. Do we need resources to support mobile capabilities in the field? (e.g., transportation vehicles, trailers, and other such equipment.)
5.5 Standards
Standards that relate to the SSDI are a combination of geospatial-centric specifications and a much broader set of general IT specifications.  This section of the Strategic Plan aims to establish awareness of both sets and help with incorporating them into the implementation program, as appropriate for the situation.
a. What are the relevant national standards that relate to the SSDI? (See http://www.fgdc.gov/standards) 
b. What are the relevant standards that relate to IT in general?

c. Do you have any standards dictated by your organization? 
d. What determines the appropriateness of various standards for us?
e. Are we in compliance with these standards?

f. If we don’t adopt appropriate national standards, are we decreasing our ability to partner or obtain grants and cost-share funds?

5.6 Organizational Needs
This section of the Strategic Plan aims to identify any organizational transformation that might be needed to implement the SSDI.  For example, are there resources spread out across many departments that could be consolidated or more tightly aligned?  Although it is a resource issue, the people availability and alignment to support the SSDI goal is an important consideration from an organizational standpoint.  Likewise, what are the budgetary requirements and where will the funding come from?  What opportunities exist for cost sharing?
a. Is the need for organizational change recognized?
b. Is it feasible to reorganize around the objective of statewide GIS coordination or a statewide spatial data infrastructure? 
c. How would reorganization be perceived by management, staff, and other stakeholders?

d. What organizations have resources devoted to GIS projects and technology? Are these resources deployed in the most productive manner?
e. How would we operate if we were part of one organization?  This might simply be a hypothetical exercise in thinking outside the box, or it might reveal insights into new ways of aligning the objectives of different organizations.

5.6.1 Executive Support
Executive support is essential for the successful implementation of any plan.  Trying to operate ‘below the radar’ without executive support risks the cancellation of the program; and, it will clearly eliminate funding opportunities.  To engage executives and win their support make sure they are part of the process.
a. How do you ensure that top political officials will care about a spatial infrastructure, i.e., what’s in it for them?  (e.g., Economic Development, Smart Growth, Preserving Open Space, Tourism, Emergency Response, etc.)
b. What specific support do you need from executive management and do they understand this need?

c. How will you brief top officials on your progress, and on issues that you encounter that they might help resolve? 
5.6.2 Coordination and Oversight Procedures
In the socio-political environment that the SSDI is part of, coordination amongst stakeholders and external authorities is essential.   As mentioned in an earlier section, according to NSGIC, there are eleven stakeholder groups that should be represented in statewide coordination activities.  That group includes, municipal, county, state, tribal and federal regional government agencies (or their equivalents); regional planning organizations, non-profit organizations, utilities, private business, academia, and the public. 

NSGIC’s believes that the following Coordination Criteria are essential to fully enable statewide geospatial coordination activities: 

1. A full-time, paid coordinator position is designated and has the authority to implement the state’s business and strategic plans. 
Explanation: Many states have created one or more full time positions to oversee coordination of geospatial technologies. These individuals are responsible for implementing the state’s business plan and are typically assigned to the Governor’s Office, Chief Information Officer, Budget Department, or the Technology Office. In some states, these duties fall on a volunteer and in others, no one is willing to assume this role. Having a full-time paid individual is advantageous and a significant portion of their energy is channeled into on-going statewide coordination council activities.
2. A clearly defined authority exists for statewide coordination of geospatial information technologies and data production.

Explanation: A responsible individual or group has been designated in many states through executive orders, budget authorizations, or legislation. These individuals, or groups, are usually better able to deal with difficult coordination issues since they are empowered to perform this function. In some cases, “all volunteer” efforts are very effective at coordinating statewide activities through consensus building. These groups are often recognized as a “clearly defined authority” although they have no specific powers.

3. The statewide coordination office has a formal relationship with the state’s Chief Information Officer (or similar office).

Explanation: Geospatial technologies are clearly a component of any state’s information technology architecture, but they are not always viewed as such by “old school” IT leaders. A close relationship with the state CIO is essential to move major geospatial technology initiatives forward.

4. A champion (politician or executive decision maker) is aware and involved in the process of coordination.

Explanation: A visionary political champion who understands geospatial technologies is a valuable ally that can help obtain recognition and funding to support new initiatives. Without a strong political champion, new initiatives often fail.

5. Responsibilities for developing the National Spatial Data Infrastructure and a State Clearinghouse are assigned.

Explanation: The responsibility for the component pieces of the NSDI should be assigned to appropriate staff and agencies to ensure that stewards are identified, and to prevent duplication of effort. Assignment of responsibilities should happen in advance of actual need, to ensure that the appropriate activities are planned for and incorporated into the state’s business plan.

6. The ability exists to work and coordinate with local governments, academia, and the private sector.

Explanation: Each state must have the capability to routinely meet and coordinate with all other sectors. Safeguards should be developed to ensure that the needs of other sectors can be incorporated through consensus building activities.

7. Sustainable funding sources exist to meet projected needs.

Explanation: Sustainable funding is the foundation of effective partnerships. Data production tends to be the highest component cost for implementation of geospatial technologies and most users have requirements for continuous updating of data layers that need reliable fund sources. Effective consortia can only be established when each of the players brings something to the partnership. Non-lapsing funds also help to stabilize partnerships.

8. Coordinators have the authority to enter into contracts and become capable of receiving and expending funds.

Explanation: To be effective, individual state GIS coordinators or the agencies identified as the stewards for the component pieces of the NSDI must be able to readily contract for software, systems integration, training, and data production costs. Often partnerships can be “brokered” to capture end-of-year funds when contracting mechanisms are already in place.

9. The Federal government works through the statewide coordinating authority.
Explanation: It is essential that Federal agencies use statewide GIS Coordination offices and councils as a type of  “clearinghouse” to make sure that grant opportunities are being used wisely to implement the business plans of the states. Going through the coordination offices and councils will also help to minimize duplications of effort.

a. What is the charter for the GIS Coordinating Council?
b. How do we assign responsibilities for implementing the SSDI based on our needs? 
c. Is there a higher authority for arbitrating disputes?
d. What is our relationship to the state’s CIO?
e. What is our relationship to the Governor’s office and the current Administration?  Are any known changes pending?
f. Have we identified a political champion(s)?

g. What is our “track record” on working between the various levels of government?
h. How do we improve on our current status with regard to the above criteria?
5.6.3 Policy 
a. How do our existing mandates assist, limit or modify what we wish to achieve?
b. Do we need to address any of these mandates and act to modify them to bring them into line with our current goals and objectives?
5.6.4 Staffing
a. How do we justify a full-time, paid support staff? (e.g., GIS coordinator, Database Administrator, GIS Analysts, etc.)
b. What qualifications should such staff have?
c. What support personnel are needed to implement the SSDI?
d. Are volunteers useful to our efforts, and are they available?

e. Are professional credentials and certifications an issue for us?

f. Do we have job descriptions for the roles that needed to be fulfilled?
5.6.5 Budget Requirements
a. What is our funding requirement? (e.g., annual costs, cost of project phases, cost of total project)
b. How are we funded? (e.g., dedicated funds, special funds, mission-driven funds, general funds, service fees, assessment on agencies, permit/license fees, federal grants, central and capital funds, cost recovery?)
c. How can we redirect existing funding to achieve our goals?

d. Are there mechanisms for cost sharing or cooperative funding?
e. How do we get more money/funding? (e.g., Federal grants and incentives, etc.)

f. How do we insulate ourselves against future budget cuts and shortfalls?
g. If a GIS Coordinator is needed, how can this position be allocated and funded?
h. How can any other required staff positions be allocated and funded?

5.6.6 Outreach and Community Development
a. What are the logistics of maintaining a sufficient level of communication between the strategic group and the stakeholder community? 
b. Are we leveraging existing GIS communities?  (e.g., User Groups, Roundtables, List Server members)
c. Do we have a group identity for our GIS coordination community?    
5.6.7 Assessing Risk 
a. What are the major external challenges that could possibly affect our efforts in a negative way?
b. What operational issues do we have and how can we overcome these?
c. How do we recognize and overcome obstacles?

d. What might happen if we do not anticipate obstacles?

e. How do we assess SSDI vulnerabilities?  (e.g., public access to sensitive data, system back-ups, viruses and such, etc.)
6 Implementation Program
This section of the Strategic Plan aims to ‘divide and conquer’ the breadth of elements that comprise the SSDI.  The purpose of this is to make implementation more manageable and achievable. This section of the Strategic Plan should document a set of specific steps, phases, and activities required to get to the end-state.  This is the strategy for moving forward.  Different states will have different priorities in this regard and therefore different strategies.  The sections below are intended to help define the overall framework for implementation.  As a follow-on activity individual business plans are necessary to articulate implementation details.    
This is where a phased approach might be delineated, with targets for where the statewide spatial data infrastructure should be along a timeline with milestones. Showing incremental progress can be a good thing. 

Funding is critical for being able to act on the agreed-upon strategic direction. Each particular group or organization may have various funding opportunities, sources or requirements.  Certain initiatives may be funded fully and directly, while others could be funded from more then one source.  For example, counties may embrace the idea of cooperative cost-sharing in order to complete a joint orthophtography project on a three year cycle or to develop a data clearinghouse.   
NOTE:  Within the Strategic Plan, implementation details should be kept relatively sparse.  Implementation details comprise the primary content of a Business Plan (see the separate Business Plan template).
6.1 Lessons-learned
a. Are there some good “use cases for implementing the SSDI?”
b. Where do we get lessons-learned?  
6.2 Implementation of Sub-Projects
a. How will you “divide and conquer” by defining sub-projects that can be the focus of individual Business Plans.  To organize implementation efforts around specific objectives is a much more realistic proposition? (e.g., data layers such as imagery, cadastral, and transportation; or functional themes such as public safety, public health, and environmental management; or applications/business processes such as permitting, asset management, and land acquisition)
b. Are there rational sets of sub-projects that should be logically grouped? 
c. Who is responsible for delivering on each sub-project?
6.3 Phasing and Milestones
a. Based on available time, and in consideration of resources, what is realistically achievable?
b. Are we looking at a phased implementation?
c. What are the target dates for the completion of each phase?

6.4 Budget Plan
a. Based on the implementation sub-projects and phases, what are the budgetary needs?

b. What are the options for cost-sharing across multiple organizations?  (e.g. counties working together could fund an orthoimagery project)
c. What are the specifics of the financial business process?  (e.g., Are Federal grants moneys available directly from the Federal Government or through “sister” state organizations?)
d. Who should be the financial authority for administering the budget?

e. What funds can be allocated for time period of the implementation program?

f. How does the available budget affect the deliverables and project timeline?

6.5 Marketing the Program

a. How do we get the word out? (e.g., press releases, articles, whitepapers, workshops, seminars, conferences, webcasts, podcasts, etc.)
b. Who is our target audience for messaging?
c. What events should we attend?
6.6 Measuring Success and Recalibration
A frequent assessment of progress is necessary in order to ensure that plan objectives are achieved in a timely manner.  Course correction(s) may be required as new information becomes available or new opportunities or threats develop. 
a. What are the key critical success factors that would indicate to our stakeholders that we are on the path to success?
b. What performance metrics should we use?  For each programmatic goal there should be one or more objectives along with a performance benchmark.  These would be detailed in the Business Plan.
c. What cost avoidance can be expected and how can this be ascertained?  (e.g., greater coordination may result in less duplication of effort for data development activities.  Both a Public Works agency or department and a transportation agency or department may have similar needs for road centerline data and may be duplicating data development and maintenance activities.) 
d. How do we capture cost-benefit data and determine return on investment (ROI), both quantitatively and qualitatively? (See Appendix 2)
e. How often should we assess progress to determine if recalibration is needed?
7 Appendices
The Strategic Plan Template appendices are available on the NSGIC website: 

www.nsgic.org
Appendix 1: Sample SSDI Strategic Plans 
Appendix 2: Return on Investment Studies 
Appendix 3: National Spatial Data Infrastructure (NSDI)
