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1 FOREWORD
A key task of the GeoMAPP partnership has been to develop a Business Planning Guidebook for
Geoarchiving that will assist state and other users to evaluate their current situations and needs,
determine the costs and benefits of a geoarchives program, and to provide the tools and operational
framework for a state to successfully design, create and implement a statewide geoarchiving program.
The identification of significant geospatial data and its preservation for future use is called
‘geoarchiving’.
Strategic and business planning are critical steps for articulating a shared vision, and for building the
partnerships that are necessary for GIS and archival organizations to work together on common goals.
The key is to identify important business needs for current and future geospatial data that are shared by
stakeholder groups and applications and determine how best these can be realized. For instance, it is
easy to envision that a time-series of statewide orthoimagery or land cover analysis acquired on a
routine basis over a period of decades would be useful to stakeholders in many fields for visualizing and
quantifying development trends.
1.1

HOW TO USE THIS GUID EBOOK

The Guidebook provides an organized approach and process for the designated and authorized
Geoarchiving Business Planning Committee/Team for creating a Business Plan for Geoarchiving. It is
supported by additional documentation and tools as schematized in the above graphic, and which are
described more fully in the list of appendices below. The Geoarchiving Business Planning
Committee/Team using this Guidebook will need to determine if all or a subset of the components fit
their situation, including consideration of budget, other resources, and the availability of existing
research and materials.
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The plan should be assembled through an iterative process of outreach facilitated group discussions,
research, drafting, and review including participation or guidance from key stakeholders in the GIS,
archival organization, and IT staff. The Business Plan Guidebook utilize a list of questions to help
facilitate your discussions and to generate content for each section of the document. Not all of the
questions need to be answered, because the situation or approach you have selected will vary from
state to state. The emphasis should be on an inclusive, participatory approach within the group that is
charged with developing the plan. It needs to be clear who is responsible for the plan’s content, as well
as its execution.
The Business Plan Guidebook is broken down into sections with each section representing a chapter or
key concept in the development and writing of the business plan document. This does not make
everything within each section mandatory, but rather, requires that each of the main sections be
addressed in a reasonable fashion. The following table is a summary of “Highly Recommended”
elements within each section:
MAIN SECTION
1. Executive Summary

ESSENCE
What outcome(s) are you proposing to accomplish?
Why do you need to do it?

2. Geoarchives Self-Assessment

What are the current conditions and assets

3. Customers and Stakeholders

Who is this for and who is making the case.
What are the specific ‘Programmatic Goal(s)’ for
this Business Plan?

4. Program Goals
For each goal, what are the ‘Success Factors’ (or
supporting objectives)?
What is the primary reason ‘why’ you need to do
what you are proposing?
5. Benefits and Justification
What benefits and return on investment will accrue
if it is done?
What is your organizational approach?
6. Requirements and Costs

What are the estimated total costs of your
proposal?
Phasing and milestones

7. Implementation Overview
Budget Plan
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MAIN SECTION

ESSENCE

8. Measuring Success and Feedback for
Recalibration

Establish cost and benefit metrics and process for
regular update/review

The Guidebook has several appendices designed to assist users of the Guidebook develop an accurate
and effective plan:
APPENDIX

ESSENCE

C. Geoarchiving Comprehensive
Cost-Benefit Analysis Toolkit

An overall graphic summary of the Geoarchiving
Business Planning process and a checklist to be used
during the planning process
A guide to developing an analysis of project storage
needs, overall project costs and cost benefit
calculations for a Geoarchiving project
An Excel workbook to assist the user to project storage
needs, overall project costs and create cost benefit
calculations for a user-determined period of years

D. Guidance and Templates for
Supporting Business
Documentation

A guide to the development of Geoarchiving business
cases relate to geoarchiving

E. Bibliography

Geoarchiving publications and reference materials

A. Geoarchiving Business Planning
Process Map and Checklist
B. Comprehensive Cost Benefit
Analysis Guidance Document

A core component of the GeoMAPP Geoarchiving Business Planning initiative is to foster the
establishment of more formal statewide coordination between the main actors in geoarchiving, i.e. GIS
data producers, archivists, and current and future business users of the data.
The principal goals of this project are to:
 Encourage implementation of statewide geoarchiving infrastructures through effective
planning efforts
 Provide guidance on planning activities
 Encourage the formation of partnerships and alliances that will enable the geoarchives
planning process to work
GeoMAPP was funded as part of the Library of Congress NDIIPP planning effort to ensure long-term
access to important digital information. In addition to its work with business planning, the GeoMAPP
four-year effort has also looked closely at data inventory, metadata, appraisal, data transfer and GIS
data access.
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The GeoMAPP team of archivists and GIS professionals developed numerous studies, reports and
thought-pieces relating to WHAT geoarchiving is and WHY it is important now and in the future as more
and more GIS data becomes historic. “What and Why” are the principal tasks of a Strategic Plan, which
is distinct from a Business Plan, which focuses more on HOW. The GeoMAPP team has done an
especially thorough job of looking at GIS data from an archival data processing and archiving perspective
to determine geoarchiving needs. The team has documented data management procedures, which are
published on the www.geomapp.net website.
The business planning guidebook for geoarchiving has also been informed by the recent nationwide
geospatial planning efforts supported by the Federal Geographic Data Committee (FGDC) as part of the
Fifty States Initiative in collaboration with the National States Geographic Information Council (NSGIC).
This initiative resulted in a planning approach and grant program that has been used successfully by 48
states plus the District of Columbia and the US Virgin Islands to plan the advancement of statewide GIS
programs. This planning initiative has been funded by the FGDC since 2006, resulting in GIS Strategic
Plans and Business Plans across many states and other jurisdictions. The “Fifty States” approach has
been tailored to fit business planning for geoarchiving as part of the GeoMAPP effort.
Over the past five years, states using the “Fifty States” planning approach discovered that the “process”
of working with people to create these plans, including the partnerships that are formed, has value
beyond the actual plans. With this in mind we recommend that you make the geoarchiving planning
process a valuable learning experience as it will lead to greater trust and new partnerships
opportunities.
1.2

GEOARCHIVING BUSINESS PLAN OVERVI EW

The Business Plan Guidebook for Geoarchiving includes major sections with key information and a series
of questions that should be considered. This follows the FGDC Fifty States basic approach, but is tailored
to geoarchiving. Reflecting the differences in the organizations undertaking the planning process, your
planning team will determine which questions are most applicable for their activities and use the
answers to these questions to help build an effective plan. This approach was developed because “one
size does not fit all” for these plans. For state-to-state consistency, the organizational structure of the
main sections should align with the Guidebook, even though the specific content of each section may
vary for a variety of reasons.

Geoarchiving Business Planning Guidebook | GeoMAPP | December 2011

7

The Guidebook and associated tools will help you navigate through the entire process of preparing a
high quality and effective geoarchiving business plan. By simply substituting terms such as
“countywide” and “citywide” for “statewide,” the Guidebook can also work well for many other
stakeholder groups.
A companion piece to this Guidebook is the “Geoarchiving Business Planning Process Map and Checklist”
that divides the process of creating the business plan into four steps or phases that are each
characterized by certain activities, tasks, and accomplishments.
This Guidebook provides a detailed approach to describe how objectives will be achieved, along with
how to describe the necessary justification. The purpose of your Geoarchives Business Plan is to support
the successful implementation of a geoarchiving program for your state or other organization. The
Guidebook explains how to assess where you are and where you need to be, in addition to identifying
the pathway that will get you there.
A good Business Plan makes a compelling case to those who must approve it and provide the required
funding or other necessary resources. As such, you need to provide the following content:
Describe who you are
Describe what you want to achieve
Describe the tangible benefits to be realized
Quantify and/or qualify the return on investment (ROI)
Detail the options and the suggested plan of action for attaining the desired end state
Provide evidence that your ‘business case’ has been fully researched and is ‘highly’ viable

The Business Plan provides a clear description of what needs to be done, including when and how to
implement an organization’s geoarchiving goals and responsibilities. It should itemize and describe the
benefits that an organization will realize if the plan is followed, as well as the costs that will be incurred.
The plan should include any requirements for achieving its purpose, and a scorecard to gauge
performance once the plan is accepted and unfolds. It should also be written with a clear focus on the
decision-making audience. Ultimately the Business Plan needs to be approved and funded. Its content
should be relevant and appropriate to the decision making audience. The approach and focus of the
Plan may need to be somewhat customized for different agencies. A state CIO, a budget analyst, an
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archives or GIS director, and a legislator would likely understand and see the value of the project
differently.
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Overall, the Business Plan needs to be:
Relatively short (there is no absolute rule on page count, but if the document gets longer than
20 pages, consider a stand-alone summary that is a shorter, abridged version as a derivative
product.
Easy to read (and approve)
Clear and concise
Present a compelling business case
Action-oriented
Credible
Factually correct
Understandable and free from any extraneous details and technical jargon
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2 EXECUTIVE SUMMARY
The Executive Summary should be a concise presentation of the most important details of the
Geoarchiving Business Plan’s contents. A brief context should be included for where this Business Plan
fits into the overall strategic plans or mission requirements for the state GIS agency and the state’s
archival organization. A well written Executive Summary highlights the key benefits of the plan, a
proposed timeline, and the essential call-to-action for what is required. It should include an
implementation cost estimate over specific time periods, and show cognizance of the state’s budget
cycle.
It should also include summarized financial scenarios from any cost/benefit or ROI analysis where
feasible. A brief risk assessment (including the risk of doing nothing), is also appropriate in this section
and will indicate due diligence. If there are similar programs successfully implemented in other
comparable organizations, these could be briefly noted, along with tangible benefits that were realized.
The approval and/or funding audience should be able to appreciate the tangible benefits that the
executed plan will bring. In other words, the benefits and justification should resonate with the targeted
reader in a positive way. Further reading of the plan document should reveal the full case for plan
approval. A one or two page summary is all that is required. Sometimes, a longer Executive Summary
for stand-alone purposes may be appropriate as a companion piece to the full plan document.
The following questions are intended to aid determining the developing the contents of the Executive

Summary:
a.
b.
c.
d.
e.
f.
g.
h.
i.
j.
k.
l.
m.

Have you clearly stated the purpose of the proposed program?
What outcomes are you proposing to accomplish?
Do the state archives and GIS programs fully support the plan?
Are the benefits presented in a meaningful way and is it clear that they are commensurate
with the associated costs?
Have you clearly stated how the GIS and archives programs will coordinate their efforts?
How do the proposed activities support the strategic plans of participating agencies?
Are the organizational, financial, and technical requirements made explicit)?
Is the call-to-action apparent?
What are the major risks associated with executing (or not executing) the business plan?
What are the key scope items and key milestones?
What are the likely costs?
Have you made a compelling case?
Have you adequately explained the reasons that would motivate the targeted reader to say
“yes” to what you are asking for?
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3 CURRENT SITUATION: GEOARCHIVES SELFASSESSMENT
Planning for the future starts with an assessment of the current situation with regards to current and
potential significant superseded geospatial data. In addition, the existing foundation to be built upon
needs to be characterized by the stakeholders and participants. Understanding the status quo is a
precursor to implementing change in your operating environment. Tools developed by the GeoMAPP
program and the National States Geographic Information Council (NSGIC) are good starting points for
assessing the current situation in regards to the data, staffing, administrative conditions, software,
networking, storage and standards. These tools are described below along with links to locate them on
the GeoMAPP and NSGIC websites.
3.1

GEOMAPP SELF-ASSESSMENT & SYSTEM INVENTORY TOOLS

The GeoMAPP program has developed a self-assessment template to enable both the state GIS and
archives programs to document their current conditions. Importantly, it also probes their administrative
structure and the current (if any) relationship of these two programs. Because state archives have a
great variance in how much they have developed relationships with GIS programs and archived their
data, three customized forms were developed: Basic, Intermediate, and Advanced. The forms can be
used in inventorying the available hardware, storage capacity and networking infrastructure. These
forms can be found at http://www.geomapp.net/publications_categories.htm#assess In addition, the
GeoMAPP team has developed a template to be used in inventorying the available hardware, storage
capacity and networking infrastructure:
http://www.geomapp.net/docs/GeoMAPP_System_Inventory_Template.pdf
3.2

GEOSPATIAL MATURITY ASSESSMENT TOOL

The geospatial community has created tools to measure the maturity of their coordination programs
and GIS systems. Specific to states, the National States Geographic Information Council (NSGIC) has
recently released its 4th generation of a Geospatial Maturity Assessment (GMA). The NSGIC GMA is an
objective assessment for annually monitoring and validating the performance of state GIS coordination
and clearinghouse programs. The GMA is typically completed by the State Geographic Information
Officer (GIO). Without the GMA, decision makers in each state (e.g., state Chief Information Officers
(CIOs), Geographic Information Officers (GIOs), Governors, Legislators, etc.) have little sense of the
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extent and value of geospatial assets and capabilities within their state, or how they compare to other
states.
The NSGIC GMA is a valuable resource for geoarchiving because it provides foundational information
about the maturity of the geospatial community, such as whether the community is using accepted
standards (e.g. metadata) and best data management practices, or on information describing access
policies. Understanding how the statewide geospatial enterprise functions is an important step for
geoarchive planning, budgeting, and implementation. The NSGIC GMA includes a question on whether
or not the agencies routinely archive data and on contact information for the archives. Additionally,
the tool is used to report on key elements on the stewardship and lifecycle planning for framework
data. Information on the NSGIC GMA can be found at www.nsgic.org or contact your State GIO.
As research into the current conditions proceeds, these forms are a good way to aggregate the
information for analysis and reporting.
Additional information that may be helpful to you on this topic are listed below and referenced in the
bibliography in Appendix 10.5 Bibliography:
Geoarchiving Self Assessment (2010), GeoMAPP,
www.geomapp.net/publications_categories.htm#assess
Geospatial Maturity Assessment (2011), National States Geographic Information Council,
www.nsgic.org
Local Agency GIS Capability Maturity Model Draft (2011), Babinski, G., Urban and Regional
Information Systems Association.,www.urisa.org and www.slideshare.net/gbabinski/urisa-giscapability-maturity-model
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4 CUSTOMERS & STAKEHOLDERS
It is essential to identify the stakeholders and customers for geoarchiving.

Users
GIS

Archives
IT

State Geographic Information System (GIS) programs develop, manage and analyze a great variety of
important geographic and mapped data in a digital environment. Numerous departments in most states
both develop and use GIS data as part of their regular analysis and decision making. Most states also
have enterprise GIS operations to coordinate GIS activities within the state.
State Archives and libraries provide a central repository for a state's permanent governmental records
and information as well as other important materials documenting a state’s history.
State Information Technology (IT) organizations may be mandated to plan and implement effective,
efficient, secure and coordinated computer infrastructure for the state, but not always.
Users of current and historic GIS data are a broad and varied constituency composed of numerous
departments, organizations and individual researchers including all levels of government and the private
sector. Research universities play an important role in creating, organizing, and consuming GIS records,
particularly those that describe change over time.
It is clear that the crucial players in state geoarchiving will be the state GIS and archival programs
because they currently manage systems and data that would be involved in a geoarchiving program and
they have the statutory responsibility to do so. They both have mandates to make data accessible to
various constituents, including the public. However, they are typically in different state departments
with different business rules, professional traditions and organizational concepts.
A state’s enterprise information technology (IT) agency is also a key player, especially in the context of
the overall technology infrastructure among agencies from different departments. It is most important
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that the technological underpinnings of the geoarchives program be coordinated with and take
advantage of the overall state IT infrastructure and its governance in order to leverage their existing
expertise and modes of operation.
Outreach is a very important part of the planning process. Other GIS using agencies and groups may also
be valuable participants in the geoarchives planning effort. Stakeholder groups of GIS data developers
and business users are candidates to be represented in statewide geoarchives planning activities.
Generally, these groups will be more likely to support your planning effort if they have the opportunity
to participate.
Appropriate representation may require that the group authoring the geoarchives plan reach out to the
stakeholder community to harvest insight and feedback, particularly quantifiable benefit metrics for the
stakeholder groups. 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 buyin for the process itself and the final business plan.
The participation of each group is certainly not mandatory, but a table showing who did participate is
useful for the plan document. Also, while not mandatory, this is a good place to briefly describe how
input was solicited and received. Details of actual participants (e.g., names and organizations) can be
included in an Appendix.
In order to understand how these diverse organizations map into the geoarchives process establishing a
chart such as the following may help. As specific organizations join in the planning process, more details
of these organizations and their participation can be incorporated in the inventory and a more nuanced
description of their participation and roles can be developed. The matrix below provides a starter list of
institutions that will have a role in the development of a business plan along with specific responsibilities
that will require feedback and input for the business planning process.

INSTITUTIONAL PARTICIPANTS
State GIS programs
State Archives

Data
Creators

Data
Mngt

Data Mngt
&
Distribution

GIS
Data
Storage

Data
Curation

yes

Yes

yes

yes

-

-

Yes

yes

yes

yes

Yes

yes

yes

yes

yes

Enterprise IT
Fed, State, local agencies with GIS

yes
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INSTITUTIONAL PARTICIPANTS
Fed, State, local agencies w/o GIS
Universities
Private Sector companies and nonprofits
Citizens

Data Mngt
&
Distribution

GIS
Data
Storage

Data
Curation

-

-

-

-

yes

some

some

some

some

some

some

some

nonauthorative

-

-

-

Data
Creators

Data
Mngt

The business planning group will need to take a detailed inventory of all the key stakeholders and their
current engagement with geospatial data creation, management and archiving. These questions will
help guide the group as they begin the process of identifying the stakeholders and help them research
and develop a workable plan.
a. Who:
i. are the participating agencies and individuals?
ii. will form the core of the Geoarchiving Business Planning Committee/Team?
iii. will be the principal author the plan?
iv. will facilitate the process?
v. conduct the outreach?
b. What official standing can the Committee/Team be given?
c. Which stakeholders should be included in our business planning efforts?
d. What are our mandated responsibilities? (e.g., charters, policies, records retention policies,
laws, codes, regulations, etc.?)
e. What are our informal mandates? (e.g., stakeholder expectations?)
f. How will our planning efforts dovetail with the broader organizational plans and objectives
of the archives and GIS programs? (Ensuring that goals are compatible ensures greater
likelihood of success.)
g. Are the stakeholders organized or aligned to support geoarchiving? If so how?
h. Who are the key external stakeholders? (e.g., GIS data consumers such as utility companies)
i. What are the data sets of interest to the stakeholder community we represent and how can
we best represent them?
j. What are the existing relationships between the state agencies involved in geoarchiving
planning?
k. What does statewide mean to us? (e.g., what is our user base, and what are their needs?)
l. Do any of our stakeholders work in multi-state areas and if they do, how do the respective
state planning efforts affect these stakeholders?
Additional information that may be helpful to you on this topic are listed below and referenced in the
Appendix 10.5 Bibliography:
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Archives Procedures for Kentucky's Geospatial Data Assets (2008
Commonwealth of Kentucky www.geomapp.net/docs/ky_geoarchives_procedures.pdf
Business Planning: Developing Materials to Get Stakeholder Buy-In Powerpoint (2009),
GeoMAPP, www.geomapp.net/docs/GeoMAPP_Business_Case_NDIIPP20090622_AB.pdf
Geospatial Data Preservation clearningouse web site (2011), Center for International Earth
Science Information Network, Columbia University, www.geopreservation.org
North Carolina Geospatial Data Archiving Project Final Report (2010), Morris, S. P., Nagy, Z., Tuttle,
J., www.lib.ncsu.edu/ncgdap/documents.html
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5 PROGRAM GOALS
Business plans come from goals, and not the other way around. Program goals are linked to an
(external) strategic plan or plans from participating agencies. Business plans represent the best rational
(cost-justified) approach to achieving the programmatic goal(s).The business planning process is focused
on defining and detailing the incremental phases that are necessary to implement a geoarchiving
process for your state. The programmatic goal(s) for which the Business Plan is being developed should
be described in this section.
It is important to articulate why a particular program objective (i.e. programmatic goal) is important to
your success, and how it relates to each participating agencies’ strategic plan or mission requirements.
In an ideal scenario for geoarchiving, the individual strategic plans for the GIS agency and the archival
organization will be complementary with respect to geoarchiving. For example, the Fifty States Strategic
Plan maintained by the GIS agency should include a component for geoarchiving, and vice versa for
Strategic plans maintained by archival organizations.
To support implementation, it is helpful to clearly state the success factors (i.e. supporting objectives)
that relate to this program. The success factors are subordinate to your programmatic goal
andcomprise the set of objectives that support the implementation of your goal. They become the
standard of record against which the results will be measured to assess the plan’s progress and
successful execution; and may need to be modified or expanded if course correction is necessary. In this
section of the document, you should list the programmatic goal that is the subject of your Business Plan
along with its specific success factors, or supporting objectives.
The following is an example of a programmatic goal from the State of Utah which developed a
geoarchiving business plan,, “Archival Preservation of Geospatial Data Resources” (courtesy State of
Utah). This example is only intended to be informative, not normative.
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PROGRAMMATIC
GOAL

Develop a geoarchiving program that ensures significant and valuable superseded digital
geospatial data is archived in a professional and cost effective manner that allows
efficient retrieval for future use

Establish scope and duration of effort.
Objective 1: Success Factors:
a. Finalize plan of action and milestones
b. Establish criteria for completion
Support the State Archivist’s responsibilities to administer the state’s archives
and records management program including digital geospatial data (UCA § 63A12-101).
Success Factors:
Objective 2: a. Create retention schedules for all record groups of digital geospatial data. A
"record group" is a set of records that have some functional relationship.
b. Establish standards, procedures, and techniques for effective management
and care of digital geospatial data.
c. Ensure preservation of historically significant geospatial data and records with
continuing value.
Establish procedure and mechanism for inventory of state and local government
digital geospatial data and projects.
Success Factors:
a. Establish the list of core data elements to capture during the inventory effort.
Objective 3: b. Establish “metadata” management approach for storing and reporting on
inventory findings (e.g. RAMONA).
c. Use GIS to show status of inventory results and to help discover data
resources.
d. Establish database of contacts for inventory effort in conjunction with
“metadata” management approach.
Compliance with, and ease of fulfilling, Government Records Access and
Management Act (UCA 63G-2).
Objective 4:
Success Factors:
a. Ensure public access to archived digital geospatial data.
b. Provide assistance to any government entity to meet GRAMA requirements.
Assist the geospatial technology community to preserve their digital geospatial
data and projects.
Success Factors:
Objective 5: a. Enable preservation at a single point.
b. Ensure against temporary or permanent loss as a result of the distributed
nature of digital geospatial data.
c. Provide preservation of temporal versions of digital geospatial data.
d. Provide assistance to meet requirements for Continuity of Operations.
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PROGRAMMATIC
GOAL

Develop a geoarchiving program that ensures significant and valuable superseded digital
geospatial data is archived in a professional and cost effective manner that allows
efficient retrieval for future use

Increase awareness across sectors and stakeholder groups about the archival
preservation program to expand participation.
Success Factors:
Objective 6: a. Develop training program to assist records officers.
b. Develop training program to assist geospatial technology professionals.
c. Arrange presentations to explain purpose and make appeal for their
participation.
d. During the inventory process, determine need for door-to-door vs. group
training and schedule accordingly.

The programmatic goals are developed to meet certain responsibilities, many statutory, and the
development of the geoarchiving program needs to support them. The following questions are intended
to facilitate a detailed discussion on program goals and supporting objectives for the program:
a. Are there existing plans (from GIS, archives, IT or elsewhere that list goals that explicitly or
implicitly call for geoarchiving?
b. Is there a time dimension to your goals, such that some are short-term and some long-term?
c. Are retention schedules articulated as goals?
d. What are “quick-wins” that you can achieve in the short-term?
e. Can you find a congruence between geoarchiving goals and other goals that stakeholders
have articulated in their mission requirements?
f. Describe how geoarchiving will support the programmatic goals and mission requirements
of each agency.
g. What is the group’s vision for this program?
h. What is the boundary (project limit) of what we want to achieve?
i. What items are beyond the scope of this current planning cycle?
j. Which stakeholders will benefit from the successful execution of the program(s)?
k. Are our goals measurable?
l. What are the resources required to acquire and analysis the costs and benefits?
m. How does this analysis get integrated into the program management and commitment to
implement?
n. Are our goals clear, concise and attainable?
o. Have our goals been prioritized, and which ones are most critical to the success of this
effort?
p. 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)?
Additional information that may be helpful to you on this topic are listed below and referenced in
Appendix 10.5 Bibliography:
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Geospatial Multistate Archive and Preservation Partnership Interim Report for 2007-2009
(2010), State of North Carolina, www.geomapp.net
Memorandum of Understanding (2009), State of Utah,
www.geomapp.net/docs/2009_AGRC_Archives_MOU.pdf
State Business Plan Guidelines (Revised 2009), Federal Geographic Data Committee,
www.fgdc.gov/policyandplanning/revbpsp
State Strategic Plan Guidelines (Revised 2009), Federal Geographic Data Committee,
www.fgdc.gov/policyandplanning/revbpsp
State Strategic Plan Process Map (Revised 2009), Federal Geographic Data Committee,
www.fgdc.gov/policyandplanning/revbpsp
Utah’s Business Plan for Archival Preservation of Geospatial Data Resources (2008), State of
Utah, http://www.geomapp.net/docs/Utah_Business_Plan_Geospatial_%20Archive_2008.pdf
Utah’s Electronic Records Management Business Case (2008), State of Utah,
http://archives.utah.gov/recordsmanagement/ERM/ERMBusinessCase.pdf
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6 BENEFITS & JUSTIFICATION
Itemizing the tangible benefits and providing the justification for why a program is important are
essential to getting the necessary support. To the extent feasible, program value should be measured
both qualitatively and quantitatively.

A brief tutorial on “Economic justification: Measuring Return on Investment (ROI) and Cost Benefit
Analysis (CBA)” was developed as a supplement to the National States Geographic Information Council
(NSGIC) Strategic and Business Plan Guidelines, and is available for reference on the website
http://www.fgdc.gov In addition, FGDC and the Geospatial Information Technology Society (GITA)
collaborated on an ROI workbook which is also available from http://www.fgdc.gov.

Specific to geoarchiving, guidance for Cost-Benefit Analysis has been developed (See Appendix 10.2
Comprehensive Cost Benefit Analysis Guidance Document and in the Excel workbook referenced in
Appendix 10.3 Geoarchiving Comprehensive Cost-Benefit Analysis Tool). It is important to understand
that a comprehensive CBA required a level of effort commensurate with the Business Plan itself.

A rigorous analytical method should be used to justify your program. It is important to include
quantitative benefits such as the cost savings of a clearly defined and deployed archiving and access
system; cost avoidance if lost historic data would need to be recreated for a critically important legal
case involving historic land ownership boundaries in a changing river bed; and qualitative benefits (e.g.
important historic records of cultural significance, such as the location of burial mounds).

Typically, an analysis of qualitative benefits is one of the more challenging aspects of doing cost-benefit
analysis for public projects, due to the difficulty for quantifying both tangible and intangible benefits,
but the effort must be made to develop realistic metrics-based costs and benefits. It is also important to
think of benefits as more than just a means to obtain funding. They are also measures for on-going
performance appraisal and results-based management that are closely tied to the goals. Ultimately, the
projected benefits will need to be compared to the associated costs for a justifiable case to be made.
Some other benefit-yielding considerations include:
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eDiscovery: The 2006 amendments to the Federal Rules of Civil Procedure have significantly
increased the burden on state and local governments to preserve, collect and produce
electronically stored information that is potentially relevant to litigation.
Legal Mandate: Electronic geospatial records are subject to specific state and local statutes,
including general records laws and electronic records laws.
Maximize investment: Up to 80% of the cost of implementing and using a GIS may be tied to the
collection and creation of geospatial data. Preservation and enhanced access activities help to
maximize the initial investment.
Generate Revenue: Providing access to preserved historic and superseded data can provide new
sources of revenue.
Save Money: GIS applications utilizing historic or superseded data that improve decision making
or increase productivity result in direct cost savings.
Avoid Costs: The ability to reuse preserved or superseded historical data avoids the cost of
recreating the data. This is especially important when providing assistance in continuity of
operations and disaster recovery for state and local agencies.
Document Business Processes for Improved Decision-making: It may be physically impossible
to recapture the business processes and decisions that originally created historic or superseded
geospatial data after the fact. A focus on preservation and enhanced access would capture all
aspects of the decision process, including the data, software, processes, products and
documentation that lead to the original work product.
Improve Information Sharing and Government Access: By sharing data from a variety of
organizations across all branches of government, comparative analyses can be carried out with
exceptional speed. Historic data is extremely important in these types of comparative analyses.
Provide Historical Cultural Heritage Evidence: Preserving digital geospatial data will provide a
record of a given place over time.
Provide Legal Evidence: Emerging state, local, national or international agreements such as the
Kyoto Protocol may have a huge impact on the value of geospatial data as legal evidence, but
the data must be properly preserved to be of value.
Spur Information System Modernization: Demonstrated success in preserving the authenticity
and integrity of electronic geospatial information will embolden organizations to update
business processes currently based on the preservation of paper or film information
representations.
Environmental Change and Impact: Understanding environmental impacts of change over long
time spans
Demographic Trends: Performing demographic analysis
Certain government records are maintained in a state archival organization because they are legally
required to be. Others are retained because they are designated to be of historic value to the state. It is
important to evaluate the legal requirements to preserve or retain candidate GIS data sets as part of the
evaluation process and to factor this into the cost-benefit calculations. It is also important to consider
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use cases that would benefit from geoarchiving. Guidance for this purpose is found in Appendix 10.4
Guidance and Templates for Supporting Business-Documentation.

The following questions are important to consider and answer for during the development of the
Benefits and Justification section of the Geoarchiving Business Plan:
a.
b.
c.
d.
e.
f.
g.
h.
i.
j.
k.
l.
m.
n.
o.
p.
q.

r.

What are the primary reasons that necessitate geoarchiving?
What are there legal requirements and justifications for geoarchiving?
What are the good use cases for implementing the geoarchives program in your state?
In terms of justification, what are the key reasons for policy makers to say “yes” to what you are
asking for?
What are the distinct qualitative benefits of implementing this program? For customers? For
business partners? For other levels of government?
How can qualitative benefits be presented in a meaningful way?
What are the distinct quantitative benefits of implementing this program? For customers? For
business partners? For other levels of government?
What problems are you going to solve, or what opportunities are you going to enable by going
forward, e.g. avoidance of spending large sums to recreate data in the future if it is preserved?
What are the benefits that users across each stakeholder community will realize?
What improvements to the current way of doing things will be achieved, including new
efficiencies or capabilities?
What are the benefits to society as a whole?
What are the implications and costs of doing nothing and maintaining the status-quo?
How can this program eliminate duplication of effort and unnecessary redundancy?
Does implementing this program provide the opportunity for a better ROI than current
approaches?
Are there synergies between this program and the overall mission and objectives of the local,
state, tribal and federal stakeholders?
How does this current program align with the organizational strategic goals? Will broader
strategic goals be supported by this imitative?
What other states or organizations that can be cited as exemplars of success for similar
programs? (Cite examples that are clearly comparable to your own situation such as states or
projects of a similar size to the one you wish to have approved)
Can you cite narrative or quantitative ROI case studies for other geoarchives or similar
programs?
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Additional information that may be helpful to you on this topic are listed below and referenced in
Appendix 10.5 Bibliography:
Building a Business Case for Shared Geospatial Data and Services (2007), Geospatial Information
Technology Association and the U.S. Federal Geographic Data Committee,
www.fgdc.gov/policyandplanning/50states/roiworkbook.pdf

Economic Justification: Measuring Return on Investment (ROI) and Cost Benefit Analysis in
Support of the NSDI (2008), Federal Geographic Data Committee,
www.fgdc.gov/policyandplanning/newspbp/EconomicJustification_ROI-CBATutorial_v2_052809_FinalVersa.pdf
Guidelines and Discount Rates for Benefit-Cost Analysis of Federal Programs (1992), OMB
Circular A-94 Transmittal Memo No. 64,
www.whitehouse.gov/sites/default/files/omb/assets/a94/a094.pdf
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7 REQUIREMENTS & COSTS
This part of the Geoarchive Business Plan is used to assess the condition of the existing technology
infrastructure as well as the requirements to achieve effective geoarchives program implementation.
There is a causal relationship between requirements and costs.
REQUIREMENTS. The requirements and costs should be categorized in alignment with the geoarchiving
process steps that it must support (See Section 8.1

Geoarchiving Business Planning Guidebook | GeoMAPP | December 2011

26

Implementation Overview). It may include details for one or more of the following:

Data and Services
 Data Inventory
 Data Appraisal and selection
 QC of Data and Metadata
 Data Transfer to Archives
 Archival Processing
 Access Services and Solutions

Technology and Architecture
 Assessment of the broader state level Information Technology (IT) architectural
environment to meet geoarchiving needs
The broader role of IT is to provide the services and infrastructure necessary to support the geoarchives
business requirements. A particularly important factor of geoarchiving is estimating the storage
requirements of the data sets, which will affect the overall cost of the project. This is presented in more
detail in Appendix 10.2 Comprehensive Cost Benefit Analysis Guidance Document and in the Excel
workbook referenced in Appendix 10.3 Geoarchiving Comprehensive Cost-Benefit Analysis Tool.
COSTS. It is important to breakdown the cost factors associated with implementing a program. This
should include an assessment of immediate costs as well as on-going costs over the longer term. Cost
factors are many (and varied) and might include the following items for a functional or applications
driven issue:







System Planning
System Acquisition
Implementation
Staffing
Training
Operations and Maintenance

It is important to fully and adequately present the spectrum of costs both for implementation and
ongoing maintenance. Sometimes programs get up-front one-time funding to get off the ground, and
then fail due to a lack of sustainable funding for ongoing operations and maintenance. One typical
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reason for long-tern failure is that business plan proponents do not adequately tie the geoarchiving
business plan to overall agency strategic plans.
Opportunity costs are often neglected because they can be hard to quantify. These costs relate to
alternatives that cannot be pursued due to choices that are made (or not made), and the associated
forgone benefits. For example, if digital geospatial data preservation is not achieved, how would you
quantify the decreased benefits or increased costs of trying to recreate historic records?
7.1

SUITABILITY ASSESSME NT OF EXISTING INF RASTRUCTURE

Based on what you want to accomplish, you need to look at the existing technology infrastructure to
determine if it is adequate, or not and how the various components can be coordinated to allow the
geoarchives program to be effectively implemented. Because the GIS and archives programs are
typically in different agencies, it may be important to involve the state IT program for information
support and advice.
a. What is the state of our technology infrastructure to support the geoarchives program?
(e.g., hardware, software, networking, communications, storage, backup, retrieval, disaster
recovery, etc.)
b. Is there an existing State IT Enterprise Architecture that is relevant to this program? (i.e., to
facilitate data exchange, storage and distribution)
c. Are standards in place that relate to the subject program? If so, which ones?
d. Are we in compliance with these standards?
e. What is the migration plan to arrive at compliance with these standards?
f. What geospatial content do we have that relates to the subject program? (And, what is its
quality in terms of accuracy, currency, and completeness?)
g. Is there a current user community with expectations? If so, what are the expectations, e.g.
what are their expectations regarding access; immediate on-line or via request?
h. What existing business processes and applications need to be supported that relate to the
subject program?

7.2

IDENTIFYING GIS DATA FOR PRESERVATION

Candidate data needs to be identified by the GIS professionals and other contributing stakeholders. The
following table shows the Framework Themes considered the most important for the National Spatial
Data Infrastructure (NSDI) as defined by the FGDC and adopted by NSGIC. Superseded versions of these
data should be included in the inventory, plus other themes of significance to statewide GIS and
potentially geoarchives, such as Structures and Land Use, for example.
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Framework Themes

Authoritative
Source

Data Standard

Current Status

Geodetic Control
Cadastral
Orthoimagery
Elevation
Hydrography
Administration Units
Transportation
Add other themes of
Significance, e.g.:
Structures
Land Use

NSGIC has also developed a much more detailed GIS data category system called RAMONA (Random
Access Metadata for Online Nationwide Assessments). It contains over 400 individual data categories
that aggregate to the framework themes listed above. Complete information about RAMONA can be
found at http://www.gisinventory.net/.
Once the preservation candidates are identified it is important to inventory them and determine the
formats, size and frequency of updates and submission for the data sets proposed for transfer to the
archives. The GeoMAPP project team developed an inventory form in a simple spreadsheet that can be
seen in this document: http://www.geomapp.net/docs/InfoPartner_Appraisal_presentation_final_20110728.pdf
If you are identifying data in the enterprise that is at risk of being discarded, a more extensive
investigation might be needed to identify the available data and to assess their quality and applicability
for the purposes that they need to support. In addition, a workplan for selecting and archiving the
individual data sets should be developed based on the geoarchiving process steps as discussed in
Section 8.1 Implementation: The GeoArchiving Process.
The following questions were created to assist in the collection and compilation of the information
needed to identify this geoarchival-worthy data and to assess and document its current condition:
a. Does your state or institution have a GIS Clearinghouse? If so what data is it an authoritative
source for?
b. Who are the data stewards for other data sets of interest?
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c. What geospatial content do we need to preserve?
d. What levels of accuracy, completeness, and currency do the data have?
e. Are there confidential datasets that need to be treated differently than publicly available
datasets? (e.g., critical infrastructure or privacy concerns)
f. Are basic metadata records completed and suitable to submit for geoarchiving?
g. Are there data warehousing schemes with Extraction, Transformation, and Loading (ETL)
procedures that support the distribution and “hand-off” of subject data?
h. Is one data schema available to implement that serves all needs?
i. If multiple schemas are needed, what applications do they need to be tailored to?
j. Has data been aggregated from multi-jurisdictional sources?
k. Are data sharing agreements and MOUs in place?
l. Are there data sharing agreements with private sector stakeholders, such as utility
companies, if they are relevant to this program?
m. Are there standards being used for data development and exchange?
n. Are authoritative data sources for geospatial data identified and respected?
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7.3

TECHNOLOGY & STORAGE REQUIREMENTS

Based on your assessment of existing infrastructure, gaps may be identified in terms of supporting the
needs of your program. In this case, you should specify what is necessary and appropriate for building
the Geoarchive. This may be as simple as identifying additional storage requirements for separate
archival preservation and access servers, or as complicated as proposing a new enterprise architecture
for managing geospatial data and services.
A Storage Estimate Excel Spreadsheet has been developed to assist in the estimation of near and
longer-term storage requirements for geoarchive data storage copies and access copies. This tool is
presented and described in Appendix 10.2 Comprehensive Cost Benefit Analysis Guidance Document.
The following questions are designed to solicit the information needed to
a. What requirements do we have in terms of storage, processing, exchange, such as
distribution formats and media?)
b. What system architectures are needed? (e.g., servers, desktop clients, web browser clients,
networks, etc.)
c. What applications need to be supported?
d. What interoperability specifications need to be followed, if any?
e. How will the proposed technology fit into the state enterprise IT architecture?
f. How does the proposed technology dovetail with an existing IT strategic plan?
g. What are the security and privacy requirements and how are these safeguarded
technologically?
h. What overarching enterprise architecture plans need to be followed (and at what level of
compliance)?
i. Do we have legacy systems that need to be integrated?

7.4

RESOURCE REQUIREM ENT S

In this context, resource requirements include people and facilities to support your program. There is a
separate section for costs.
a. What people expertise is needed?
b. Are the required skills already available within the organization or will staff require training?
c. Do we have the personnel necessary to develop this system? Will they have the staff time
available to develop and manage the system?
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d.
e.
f.
g.
h.
i.
7.5

Will staff need to be reassigned in order to support the subject program?
Will new staff need to be hired?
Are consultants needed?
Are voluntary resources available, with the right skill sets and availability?
Are there relevant resources available at local or state universities?
Are there facilities to accommodate the subject program?

STANDARDS

These are some of the questions that need to be addressed in order to adopt or develop standards and
best practices for the geoarchiving program.
a. What are the relevant national standards that relate to the subject program? (See:
http://www.fgdc.gov/standards)
b. What are the relevant standards and best practices that relate to geoarchiving in general?
j. Do you have any standards dictated by your organization?
k. Are there relevant Enterprise Architecture standards based on a dominant product
manufacturer? If so, are they congruent with statewide needs?
c. What determines the appropriateness of various standards for us?
d. Are we in compliance with these standards?
e. If we don’t adopt appropriate national standards, are we decreasing our ability to partner or
obtain grants and cost-share funds?
7.6

COSTS

This section provides the detail about how much funding is needed, whereas the “Budget Plan” (under
Implementation) determines how funds will be secured and spent. See Appendix 10.2 Comprehensive
Cost Benefit Analysis Guidance Document.
a. What are the projected costs for all requirements (e.g., data, technology, standards,
training, and staff)?
b. Have we considered the full spectrum of costs (e.g., planning, acquisition, implementation,
operations, maintenance, and the timing of costs -- annual costs, cost of project phases, cost
of total project, fixed costs, variable costs, etc.)?
c. If required, how will new staff positions be funded?
d. What methods will be used to project our needs for funding?
e. How are we funded (e.g., dedicated funds, mission-driven funds, general funds, special
funds, service fees, assessment on agencies, permit/license fees, federal grants, central and
capital funds, cost recovery)?
f. How can we redirect existing funding to achieve our goals?
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g. What non-traditional sources of money/funding can be utilized for this initiative (e.g.,
Federal grants, agency assessments, incentives, matched contributions from other sources,
etc.)?
h. How do we insulate ourselves against future budget cuts and shortfalls?
A Comprehensive Cost Excel Spreadsheet has been developed to assist in the estimation of overall costs
of a geoarchives project including itemizations for staffing, data processing, storage, hardware and
software, IT and long-term data migration. This is found in Section 10.3 Geoarchiving Comprehensive
Cost-Benefit Analysis Tool.
7.7

RISKS

Assessment of risk is an important aspect of planning. A thorough and realistic assessment of risk, as
well as an analysis of possible mitigation steps, will demonstrate that all aspects of the initiative have
been examined, and that due diligence was performed.
A major risk for the success of geoarchives is planning and implementing the systematic handoff process
for the transfer of data from the GIS program to the Archives (See Steps 3, 4, and 5 of the Geoarchives
Process Phases in Section 8.1 Implementation: The GeoArchiving Process.
Sometimes there are risks associated with taking no action. For example, if the GIS data sets are not
carefully prepared and the metadata completed to project standards, the data may not be able to be
efficiently retrieved and used properly in the future when it is needed.
If risks are very low, this should also be reported to make it explicit that the risk assessment was
performed.
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 don’t appropriately anticipate obstacles?
e. How do we assess program vulnerabilities (e.g., public access to sensitive data, system
back-ups, viruses, etc.)?
f. What is the cost to public health if historic data concerning early landfills or toxic
chemical waste lagoons cannot be accurately located because the data was lost.
g. What is the monetary cost to re-research and remap that same data in order to protect
public health.
h. can legal challenges and/or legal fees be avoided by geoarchiving important data
i. How do we reduce our risk factors?
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7.7.1 Data Risks (Identified by the GeoMAPP Team)
An understanding of the condition, characteristic, and variability of content is a significant consideration
for risk assessment. The extent that data sources use recognized standards, formats, and approaches
will reflect directly on the efficiencies and soundness of the geoarchive process steps. Some key risk
considerations for data are listed:
 Geospatial data formats are unique to the GIS world and there are a wide variety of them
both raster (imagery in a pixel format) and vector (point, line and polygon shapes). These
data coming from the GIS programs must be standardized. There currently is no generally
supported content packaging design for complex geospatial data in the archive.
 Geographic data can be large: Just one square mile of 4-band 3” pixel imagery can consume
a gigabyte of storage in its uncompressed form.
 Metadata unavailability or incompleteness creates uncertainty of the accuracy and
completeness of the data and its cartographic representation.
 Does your geospatial community actively participate in maintaining an inventory of data, in
systems such as RAMONA?
 What about the approaches to dataset and attribute naming, and attribute classification
schemes? Are they standardized? Do they follow best practices?
 What is a reasonable frequency needed for an archival snapshot of highly transactional
records?
 Are there specific software packages and user applications that need to be preserved to
ensure the analysis and viewing of the data can be replicated? Are there any proprietary,
copyright, or license considerations?
 Is there more than one official source for the record? For example, a parcel dataset may
originate from a county as the official source, but the state uses an aggregation of all county
parcel datasets in statewide analysis.
 Are detailed procedures to transfer and ingest well thought-out and tested to ensure data
are handled in the most optimum way and integrity is not lost in the hand off process?
 Issues related to time-versioned content and consistency.
 Are there opportunities to mitigate inefficiencies by involving archive staff in the planning
and detailing of best practices in the next stage of the data maintenance lifecycle? Is
geoarchiving considered to be part of the data management lifecycle?
 Are official record retention schedules in-place and up-to-date for data stewards and do
they complement and support desired implementation plans?
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 How big is the backlog of data and the potential geoarchive? Many GIS professionals have
been storing superseded content for many years anticipating a permanent solution.
7.7.2 Political & Funding Risks
As with any government agency, the capability to sustain mission and meet specific program goals such
as geoarchiving is subject to the fluctuations in political climate and budget appropriations from year to
year. It is important to garner and sustain the support of key officials that are internal and external to
operations, as well as to build a community base that relies and indentifies on the vital role of
geoarchiving. It is key that a business plan be maintained and marketed so the importance of
geoarchiving is relevant and understood by the Governor, members of the legislature, Chief Information
Officer, members of the Cabinet, and the key high ranking departmental official that will make the
funding case year after year (ex: Cabinet Secretary).
 Is geoarchiving specifically acknowledged in the priorities of the State Archives or State

Library?
 Is geoarchiving acknowledged in the State IT enterprise plan, and GIS strategic plan?
 Is there a representative from the archive community that participates on the State GIS

Council? Does the GIO participate in archive planning initiatives?
 Do key implementers agree on the plan? (i.e. GIO, CIO, Archivist, Library Director)
 Is there a legislative champion or a champion legislative committee that is informed and

working to support GIS and geoarchiving budgets and policies?
 Is the Governor’s office and State Budget aware of the value and legal mandates to preserve

borne-digital geospatial content that is at-risk of being lost forever.
 Does the geoarchiving community provide data to support the Administration and
Legislature with on-going and routine analysis of statewide conditions and trends (i.e. high
level reports used for long term planning, describing current challenges and issues, and that
support budget and policy decisions)?
 Is there a plan to update the business plan with new issue oriented user cases, and is the
geoarchiving community documenting and marketing the instances where geoarchving
brings value to the public? Is there a power user, such as a heavy weight Utility that can be
cited and leveraged to market the importance of geoarchiving?
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Additional information that may be helpful to you on this topic are listed below and referenced in
Section 10.5 Bibliography:
Appraisal of Geospatial Data PowerPoint presentation (2011), GeoMAPP,
www.geomapp.net/docs/InfoPartner_Appraisal_presentation_final_20110728.pdf
Business Planning: Developing Materials to Get Stakeholder Buy-In PowerPoint presentation
(2009), GeoMAPP, www.geomapp.net/docs/GeoMAPP_Business_Case_NDIIPP20090622_AB.pdf
FGDC and Dublin Core Metadata Comparison (2009), GeoMAPP,
www.geomapp.net/docs/MetadataComparison_200903.pdf
Memorandum of Understanding (2009), State of Utah,
www.geomapp.net/docs/2009_AGRC_Archives_MOU.pdf
Utilizing Geospatial Metadata to Support Data Preservation Practices (2011), GeoMAPP,
www.geomapp.net/docs/GeoMetadata_Items_for_Preservation_2011_0110.pdf
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8 IMPLEMENTATION OVERVIEW
This section of the Business Plan should briefly explore all viable options and then thoroughly document
the recommended set of specific process steps, schedules, budgets, and activities required to
accomplish the goals of the program. This is where a phased approach might be delineated, with targets
for where the statewide spatial data infrastructure should be along a timeline with appropriate
milestones. Showing early success and incremental progress is desirable. This section is aimed at the
programmatic goals prioritized for business planning and implementation.
A frequent assessment of progress is necessary in order to ensure that plan objectives are achieved in a
timely manner. Course corrections may be required as new information becomes available or new
opportunities or threats develop. See the Utah “Success Factors Checklist ” in Section 9 - Measuring
Success & Feedback For Recalibration.
This section includes a summary of the recommended overall implementation details, elaborating on
requirements from the previous section. For example, this is where you would name the
implementation team that fulfills the required qualifications, and which needs to be available to work on
the program. It may also include a “reality check” on what is feasible in your operating environment, so
that your plan is achievable. For example, this is where you might explain that you are taking a phased,
incremental approach, with the planned “Phasing and Milestones” and “Budget Plan” to be described in
subsequent sections.
a. Have we geared our implementation objectives to what is practical and useful to
stakeholders?
b. Have we set realistic expectations based on what is achievable?
c. Do we have a contingency plan?
d. Who is responsible for administering the program?
e. How will their performance be measured?
f. Are our proposed steps appropriately prioritized?
g. Have we considered training requirements and who should receive this training?
h. How much of this effort should be taken on by in-house resources and how much could be
met with consultant help?
i. Are their procurement considerations, in terms of both procedures and timing?
j. Is partial success acceptable? If so, how is this to be determined?
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k. What would constitute failure?

8.1

IMPLEMENTATION: THE GEOARCHIVING P ROCESS

The following table shows an example of the sequential (workflow) implementation project phases
required for a geoarchives program and the potential level of effort by the key participants at each of
these steps. These process steps are based on the work of the GeoMAPP participants. The state
performing a geoarchives business plan should create their own matrix of specific participants and
assignments to perform the geoarchiving process. The GeoMAPP partnership has developed a number
of very useful and technical documents to aid all phases of the geoarchiving process. These may be
found at: http://www.geomapp.net/publications_categories.htm

Geoarchives Workflow Project Phases

Establish
Relationships
Project
Planning

Data
Inventory

Appraise
geospatial data,
evaluate, select

Data Prep
/
Metadata

Data
Transfer
Planning

Data
Transfer
to
Archives

Ingest
into
Archives

Archival
Processing

Access
(can be
various,
e.g. files,
online
viewers)

Note: The archives may be ingesting data from a variety of sources, especially in a state without a strong central GIS
clearinghouse, so the data workflow may have different players, different metadata quality, etc. for specific data sets. For
example a data set not managed by the state clearinghouse may be acquired directly from the data producer.

8.2

ORGANIZATIONAL APPRO ACH

A good organizational approach is necessary to accomplish your digital geospatial preservation. Identify
the organizations that need to cooperate for the implementation effort to be successful. An overriding
initial issue in most states will be the need for the authorized GIS agency in the state to form an effective
working relationship with the state archival organization responsible for records management for the
state.
Other considerations include:





Qualifications and experience of the key people
Required skill sets
Gaps in existing skill sets
Availability of staff and their alignment
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 Executive support
Relevant questions to help develop your organizational approach include the following:
a.
b.
c.
d.
e.
f.
g.
h.

Who is behind this effort?
Who are the individuals responsible for implementing the Geoarchiving Business Plan?
What is their organizational affiliation?
What is their track-record for leading successful program efforts?
What level of organizational support and commitment is evident?
How is the Business Plan implementation team chartered?
Who will manage the geoarchiving program to ensure success, and why?
Who are the customers, consumers, or constituents for the program?

Example Phase
Responsibilities

State IT
Organization

Other
partners,
incl library
expertise

Users

Participant

Participant

Participant

Participant

Participant

-

Participant

Participant

Participant

-

Observer

Observer

Participant

Participant

Observer?

Observer

Participant

Lead

Participant

Participant

Observer

Lead

Lead

Participant

Participant

Observer

7. Ingest into Archives

Observer

Lead

Observer?

Observer

8. Archival Processing

Observer

Lead

-

-

Observer

-

Lead

Lead
Participant

Participant

Participant

Fill in during research and
planning of a particular
project
1. Establish Relationships,
Project Planning
2. Data Inventory
3. Appraise geospatial data,
evaluate, select
4. Data Prep in "GIS
ClearingHouse"
5. Data Transfer Planning
6. Data Transfer to Archives

9. Access (can be various,
e.g. files, online viewers)

State GIS
Program /
Clearinghouse

State
Archive/
Library

Lead

Lead

Lead

Participant

Lead

Lead

Lead

GIS Data
Creator /
Dept Level

Participant

Note: Use cases for each process step can be developed by the implementation team. An example use
case for Appraisal in included in Appendix 10.4.
A memorandum of understanding between the GIS and archival agencies (and perhaps the state IT
group) is an excellent way to formalize a relationship and itemize tasks. The Utah MOU between the
Archives and the GIS program (AGRC) is a good example. It can be seen and downloaded from the
GeoMAPP website: http://www.geomapp.net/docs/2009_AGRC_Archives_MOU.pdf
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One of the main tenets of the GeoMAPP effort was to plan how to move geospatial content (1) between
GIS creators and the State Archives within each state and (2) between states via the
State archival organization. http://www.geomapp.net/publications_categories.htm has links to several
reports generated by the GeoMAPP project that are relevant to this. Also included on the website are
several documents pertaining to data transfer standards and methodologies for states planning to
implement intrastate data transfer.
8.3

PHASING & MILESTONES

A timeline or chart should be included in this section, showing the phases and milestones for
implementing the project. This not only helps to guide action, but it serves as a baseline for monitoring
progress:
GeoMAPP Task and Schedule
to be filled in during state
program research and
planning

Timeline
Year 1

Year 2

Year 3

Year 4

Year 5

Year 6

1. Establish Relationships,
Project Planning
2. Data Inventory
3. Appraise geospatial data,
evaluate, select
4. Data Prep / Metadata
5. Data Transfer Planning
6. Data Transfer to Archives
7. Ingest into Archives
8. Archival Processing
9. Access (can be various, e.g.
files, online viewers)

Questions to consider:
a.
b.
c.
d.

Based on available time and resources, what is realistically achievable?
Should we look at a phased implementation?
What are the target dates for the completion of each phase?
Are incremental deliveries desirable? If so, are they feasible?

e. Are we cognizant of specific program dependencies, such as the existence of a working
relationship between GIS and Archives?
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8.4

BUDGET PLAN

In this section, the costs described under “Requirements & Costs” are factored into a budget plan. This
is done in consideration of your Fiscal Year and budget cycle, as well as the Phasing and Milestones
described above.
a.
b.
c.
d.
e.
f.
g.
h.
i.

j.

8.5

Based on the implementation plan, what are the budgetary needs?
Have we documented how to redirect existing funds as our first choice?
Have we documented the savings due to cost avoidance?
Have we documented the savings due to reducing duplication of effort?
Who is the financial authority for administering the budget?
Tasks can be allocated per time period of the implementation program?
How does the available budget affect the deliverables and project timeline?
Are there cost-sharing alternatives?
What opportunities exist to redirect and concentrate existing resources towards
accomplishing the geoarchives program? (i.e. is there an opportunity to build archiving costs
into the initial budget for individual data sets?)
What opportunities are there to participate in federal, tribal, state, and local geospatial
archiving initiatives that will position us for additional funding to meet our objectives for this
program?

MARKETING OUTREACH

Effective marketing will increase visibility for your program, and improve the awareness for what you
are trying to accomplish. There are a number of available tools and techniques for promoting your
program and garnering support. The NSGIC website has support materials for this purpose
www.nsgic.org but not specifically for geoarchiving at this time.
Questions to consider:
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 marketing?
c. Is the target audience the same as our customers and constituents for the program
deliverables?
d. What events should we attend?
e. What are the logistics of maintaining a sufficient level of communication between the
strategic group and the stakeholder community?
f. Are we leveraging existing GIS and archives communities (e.g., User Groups, Roundtables,
List Server members)?
g. Do we have a group identity for our geoarchiving community?
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9 MEASURING SUCCESS & FEEDBACK FOR
RECALIBRATION
Regular progress reviews are an important aspect of monitoring a program. In busy, complex
organizations, it is sometimes easy to lose sight of broader goals. Revisiting goals on a periodic basis,
and determining what level of progress has been achieved in meeting those goals, offers an opportunity
to make appropriate adjustments in strategy or approach.
Success can be measured in many ways, including measurable cost savings, direct and positive feedback
from the stakeholder community, additional funding or a growing level executive support. Developing a
set of quantitative performance benchmarks for each goal or supporting objective provides a way of
establishing a clearly understood scorecard that is quantifiable. It also allows you to look at progress
over time. If possible, each task should have an associated completion date, so an assessment of
progress will include the time dimension. Assessing progress against targets obviously provides a ready
means to determine the current success level. If that level is low then appropriate action needs to be
taken.
The following chart is the scorecard developed as part of the “Utah Business Plan for the Archival
Preservation of Geospatial Data Resources”:

Objective 1:
Establish scope and
duration of effort.

Objective 2: Support the
State Archivist’s
responsibilities to administer
the state’s archives and
records management
program including digital
geospatial data (UCA § 63A12-101) .

Current
Score

OBJECTIVES

Total
Points

Programmatic Goal: Implement a process to archive digital geospatial data resources within Utah across all state and local
agency partners.

CHECKLIST OF SUCCESS FACTORS




Finalize plan of action and milestones
Establish criteria for completion



Create retention schedules for all record groups of digital
geospatial data.
Establish standards, procedures, and techniques for effective
management and care of digital geospatial data.
Ensure preservation of historically significant geospatial data
and records with continuing value.

10


15
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Objective 3: Establish
procedure and mechanism
for inventory of state and
local government digital
geospatial data and
projects.

Current
Score

OBJECTIVES

Total
Points

Programmatic Goal: Implement a process to archive digital geospatial data resources within Utah across all state and local
agency partners.

CHECKLIST OF SUCCESS FACTORS



10




Objective 4: Compliance
with, and ease of fulfilling,
Government Records
Access and Management
Act (UCA 63G-2)

Objective 5: Assist the
geospatial technology
community to preserve their
digital geospatial data and
projects.




Ensure public access to archived digital geospatial data.
Provide assistance to any government entity to meet GRAMA
requirements.




Enable preservation at a single point.
Ensure against temporary or permanent loss as a result of
the distributed nature of digital geospatial data.
Provide preservation of temporal versions of digital
geospatial data.
Assist to meet requirements for continuity of operations.

15



20



Objective 6: Increase
awareness across sectors
and stakeholder groups
during inventory process
about the AGRC program to
expand participation

TOTAL POINTS





10



80

Establish the list of core data elements to capture during the
inventory effort.
Establish “metadata” management approach for storing and
reporting on inventory findings (e.g. RAMONA).
Use GIS to show status of inventory results and to help
discover data resources.
Establish database of contacts for inventory effort in
conjunction with “metadata” management approach.

Develop training program to assist records officers.
Develop training program to assist geospatial technology
professionals.
Arrange presentations to explain purpose and make appeal
for their participation.
Determine need for door-to-door vs. group training in
Inventory application and schedule accordingly.

0
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Overall progress will be recorded in the quarterly reporting summary table below. Partial progress on a
particular checklist item will receive partial points. When an objective subtask is completed, full points
will be awarded. The quantitative measures will be accompanied by a narrative report.

Progress Matrix

Total
Points

June 08

Sept.
08

Dec. 08

March
09

June 09

Sept.
09

Dec. 09

March
10

Programmatic
Goal: Implement a

process to archive
digital geospatial
data resources
within Utah across
all state and local
agency partners.
Running Totals

80

0

The following questions should be considered when developing a success measurement scorecard.
a. What are our criteria for performance measurement?
b. What are the critical success factors that would indicate to our stakeholders that we are
on the path to success?
c. Do collections policies identify geospatial information as an area of collection for your
institution?
d. How will we capture feedback from all appropriate stakeholder groups?
e. What performance metrics should we use?
f. Have we developed achievable goals with benchmark measurements of success?
g. Will performance metrics support measuring progress over time?
h. How do we capture cost-benefit data and determine ROI, both quantitatively and
qualitatively?
i. How often should we assess progress and recalibrate?
j. To whom do we report our successes to? (e.g., stakeholders, executives, general public,
others)
k. How do we report our successes? (e.g., website, conference presentation)
l. With growing success, are there new opportunities or sources for additional funding?
m. Who is going to be involved in completing the score card?
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