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Background

This intent of this document is to facilitate bridging the expectations of the ODOT GIS Strategic and Implementation plans with its project workflows and routine business requirements. 
· Identifies needs of GIS users and availability of spatial data and technologies is undergoing rapid change within ODOT

· Organizes GIS Unit workflows to follow a consistent project delivery model

· Clarifies responsibilities and process for both GIS leadership and team membership

Strategic Direction

The Oregon Department of Transportation 2008 Geographic Information Systems (GIS) Strategic Plan provides the Agency with an operable spatial technology framework with specific a vision, mission, and perceived technology needs and identifies specific goals and objectives for GIS within ODOT.

· Vision – GIS is a unifying and shared platform used in all areas of ODOT by integrating business lines, providing efficient distribution of information and effectively supporting decision making.
For ODOT GIS project delivery this vision serves as a key guide in providing direction on Agency spatial technology investments and helps ODOT GIS Steering committee test potential value and fit of any newly received GIS project proposals.
· Mission – GIS technology at ODOT provides reliable access to cost effective, documented and sustainable; spatial information, tools to conduct spatial data analysis and the communication tools ti convey that information, to assist the department with:
· Managing the State’s transportation system

· Evaluating relationships between state, regional, and local transportation systems

· Evaluating the interactions between the man-made and natural environments

· Making transportation investment decisions

· Technology 
· Goals 
· Objectives 
Implementation

The Oregon Department of Transportation 2009 Geographic Information Systems (GIS) Implementation Plan contains the specific objectives and strategies that help establish programmatic benchmarks and gives leading guidance toward an efficient method of project delivery and routine business processes for ODOT GIS.

· Goal 1: Identify and Prioritize
· Objective 1.1 Define What GIS Mean to ODOT
· Objective 1.2 Identify Organizational Responsibilities

· Objective 1.3 Coordinate with Agency Business Needs

· Goal 2: Integrate Programs

· Objective 2.1 Make geographic tools available
· Objective 2.2 Provide training in GIS technology

· Objective 2.3 Make geographic data readily available

· Objective 2.4 Invest Wisely in GIS System Improvements

· Goal 3: Support Business Requirements

· Objective 3.1 Prioritize Spatial Data Needs

· Objective 3.2 Develop Spatial Data Standards

· Objective 3.3 Achieve agreements or Changes to the Law to assure Data Sharing

The GIS Implementation Plan focuses ODOT GIS development using the guideline direction provided in the GIS Strategic Plan. ODOT GIS projects are developed to implement these plan objectives. The Project Delivery Concept of Operation connects these higher level documents to the daily tactical practices that are routinely performed to fulfill that mission.

Project Delivery Model

Lifecycle Table

	Project Delivery
	Project Management
	Project Resourcing

	Pre-approval – Project Intent

· GIS staff receive initial contact on project intent

· Customer submits written project request if GIS effort 

      > 40 hrs.


	Initiation
	Sponsor

PM

Team

Interaction
High

Low

Low



	Tentative Approval

· Concept approval and prioritization by GIS Steering committee review
	
	Sponsor

PM

Team

Interaction
Medium

Medium

Low



	Scope Verification

· GIS project lead refines scope assessment through dialog with sponsor(s)

· Detailed scope review by GIS Steering Committee prior to ‘Notice To Proceed’
	Planning
	Sponsor

PM

Team

Interaction
Low

High

Medium



	Project Underway

· Environmental GIS Program Manager provides monthly GIS resourcing estimates to GIS to GIS project leadership team and Steering committee

· Work start approval by GIS Steering committee review

· GIS project lead submits monthly resource request to GIS project leadership team

· GIS Program Manager and GIS project leadership adjust allocations as needed using ODOT GIS project priority filtering
	Executing
	Sponsor

PM

Team

Interaction
Low

Medium

High



	Project Follow-up

· Project maintenance

· Customer support


	Closing


	Sponsor

PM

Team

Interaction
Medium

Medium
Medium



Project Delivery - Prioritization
ODOT GIS steps cautiously into project work. We do the right project, at the right time, for the right reasons. Project leadership checks for conflicting priorities and seeks clarification from sponsors to help recognize and manage competing project urgencies.
	Top Step:

Is this project an urgent executive request?
	
	
	
	

	
	Step 2:

Is this project for Governor’s office or legislative session?
	
	
	

	
	
	Step  3:

How does it comply with ODOT Goals and Values?

ODOT Goals:

· Improve Safety

· Move people and goods efficiently

· Improve Oregon’s livability and economic prosperity

ODOT Values:

· Safety

· Customer Focus

· Efficiency

· Accountability

· Problem Solving

· Positive Workplace

· Environment
	
	

	 
	
	
	Step 4:

How does it support ODOT GIS Mission and Goals?

· Supports managing the State’s transportation system

· Supports evaluating relationships between state, regional, and local transportation systems

· Supports evaluating the interactions between the man-made and natural environments

· Supports Making transportation investment decisions
	

	
	
	
	
	Ground step:

Which request came first?
All other priorities being equal; than requests are taken in order or receipt.

	
	
	
	
	


Project Delivery - Response Time

· Level of expectation – Adaptation Management and Impacts
· Emergency Mapping Team

· Executive  Requests

· Large Projects (40%) – Steering Committee Process

· Small Projects (20%) – Less than 40 hours effort

· OEM (40%) – Ongoing programmatic with mix of hard and soft requirement dates

Project Delivery - Workflow

· Scalable Workflow and approval process 
· Receive work request (Person, phone, email, letter)
· Immediate size up for scale of request
· If more than 40 hrs required then complete project request for steering committee
· If less than 40 hrs AND time available then complete request, else contact Program Manager for work prioritization or additional resourcing request.

· If small project and resource available or large project with steering committee granting tentative approval then Project Manager assigned.

· Detail scope assessment with project sponsor
· If small project still within 40 hours then proceed with task

· If large project then review with committee following scope assessment

· Approved large project assigned to work team and scheduled

· Handbook of Operations (Previous “GIS How-To’s” into SQL)
· Cartography Workflows
· Data/metadata development Workflows
· Field/Desktop/Web application/reports development Workflows
· GIS user support Workflows
· GIS user training Workflows
· HR / Building / Div-Section-Unit Workflows

Communication Management

· Executive direction
· Sponsors/Customer/Stakeholders

· GIS Project Teams/Leaders

· Existing bi-weekly meetings may experience shift in current attendance and outcomes

· GIS & IS/Internal Agency collaboration/partnerships
· Changing our mindset from associating tasks with a solitary staff resource to teams of two or more. Where possible this change may include GIS data administration, DBA, network analysts, developers, field GPS support and cartography. Diagram pending.
· External Agency partnerships
· User Group

· Training
Resource Management

The current project tracker provides a place for GIS staff to record hours and details on assigned projects. This application is used calculate essential performance metrics. An expanded module of this application will better incorporate Excel - Project status reports and Excel project resource matrices. The revised project tracker will integrate three reporting areas.

· Resource Allocation Matrices
· GIS Projects status report
· Project Tracker
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Reference Documentation
· Oregon Department of Transportation 2008 Geographic Information Systems (GIS) Strategic Plan
· Oregon Department of Transportation 2009 Geographic Information Systems (GIS) Implementation Plan
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