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SANDAG Workshop
Project Description
The workshop will explore criteria such as digital imagery standards, scope, stakeholder participants, project staffing, project management, project schedule, data sharing, costs, funding considerations, etc. The purpose of the workshops in five locations will be to have the audience in attendance provide more in depth discussion of the issues encountered during your imagery acquisition project.

Synopsis
February 21, 2008 9:30 AM - 12 PM

SANDAG Offices
San Diego, CA
 

Attendees: Bill Zeman (GeoSpatial Consulting Services), Paul Van Zuyle (WestlakeGIS), George White (CGIA), Sue Carnevale(SANDAG), Matt Brown(San Diego Water), Paul Hardwick(San Diego State), Wendy Flynn(City of Encinitas), Pat Landrum(Caltrans), Barbara Kent(Caltrans), Drew Decker(USGS)
Bill Zeman and Paul Van Zuyle briefly described the workplan of their project to collect information on past aerial imagery collaborative projects and to develop a business plan and best practices report for the California Geographic Information Association. The group gave us a general history of the projects over the last six to seven years. The group has not had a specific business plan, but has had guidelines documented on the SDRGC website.
The group is now in the process of trying to find a lead agency for the next acquisition. It is apparent that the longer the collaboratives have been in existence the more difficult it is to get a lead agency. Seems an agency that has done it in the past is not interested in doing it again.  Some of the key elements discussed were:
Key Elements from 2006 AMBAG Imagery Project: 
1. Hard time getting an agency to take the lead
2. Would definitely have a third party QA/QC consultant the next time
3. About 10-15% of the budget would be allotted to QA/QC, the same amount to a contract manager
4. Need a strong project/contract manager since it is a full time job

5. Total of 10-15 participants

6. Thought it was better to use an incentive clause rather than a damage clause to keep a consultant on schedule

7. Need better QA/QC specifications
8. Public safety is a new business driver for imagery in light of the recent fires

9. Start early to get as many agencies on board as possible

10. Must do an extensive outreach to all entities in the region

11. Good to educate everyone on the value of the imagery

12. Find champion in each of the agencies targeted

13. Define the cost benefit of the imagery acquisition prior to outreach
Key Business Plan Elements discussed: 
· Project Goals and Needs

· General Scope - Geographic Extent & Summary of Key Deliverables

· Technical Scope Requirements  - Specification for Each Deliverable
· Project Management & Risk Mitigation
· Contracting - Scope, Retentions, Penalties, and Incentives
· QA/QC Requirements
· Funding
· Project Cost and Budget Allocation
· Imagery Sharing & Distribution
· Schedule
Summary

SANDAG did not have a business plan but they did have a set of guidelines for developing partnerships for a data acquisition. The San Diego region has had a long history of imagery acquisition going back almost twenty years. Something interesting we noted is that they are now having a difficult time finding a lead agency. Agencies who have stepped up in the past to take the lead are not willing to now. The keys that they left with us were that a collaborative must start early, reach out to potential agencies, educate these potential agencies on the cost benefits of a shared acquisition and finally find a champion to lead the partnership.
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