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BUGC GIS STAKEHOLDERS MEETING

FUNDERS TASK FORCE

September 12, 2003

 MINUTES

A specially scheduled meeting of the BUGC GIS Stakeholders Funders Task Force was convened at the Penton Building conference room hosted by MWH and the City of Cleveland at 2:00 P.M. on September 12, 2003.

Attendance:

David Dennis, City of Cleveland; Jeff Duke, Northeast Ohio Regional Sewer District; Dave Goss, Growth Association/BUGC; Soren Hansen, Consultant to the Growth Association; Dan Meaney, Cuyahoga County Planning Commission; Kenneth Pew, Northeast Ohio Regional Sewer District; Joseph Nanni, Cuyahoga County Commissioners’ Office; Tom Snezek, Cuyahoga County Engineer’s Office; Guests (City of Cleveland, Division of Water): Marlene Sundheimer, Deputy Commissioner; Melinda Raiman, Assistant Commissioner; (MWH - The Asset Group (TAG)): Richard Migacz, Manager, Strategic Alliances; James Weaver, Senior Consultant; (Analytical Surveys, Inc. (ASI)): Hamid Akhavan, Senior Vice President; Eugene Gallagher, Senior Project Manager.

I. Introduction

· David Dennis opened the meeting with round table introductions.

· Mr. Dennis explained the objective of the meeting was to learn of the options proposed by the City of Cleveland to the BUGC GIS Stakeholders to expedite Phase II of the GIS Initiative. 

· Dave Dennis reported on the status of the City’s GIS Program and the tasks completed for the City’s Phase I and pending for its Phase II scope of work.

· Mr. Dennis reported that the City of Cleveland had already received 100 resumes from City residents for the 50 openings for new hires to work for MWH as GIS data conversion specialists.   By City ordinance, all GIS data conversion, for all City departments, must be done by City residents. The City’s current plans include starting the conversion effort in January 2004 and completing in early 2006.   The additional cadastral conversion effort being pursued by the BUGC GIS Stakeholders would be performed either in parallel with the City Data Conversion, or before City Data Conversion started, but it would not adversely affect the City’s Data Conversion Schedule.

· Mr. Dennis also reported that negotiations are in progress for downtown office space to house the new staff as a local production facility.

II. MWH’s – The Asset Group (TAG) presentation 

· Rich Migacz reported on MWH’s internal processes for selecting a firm as the Data Conversion Manager  (DCM) and the qualifications sought for the DCM.  MWH has previously been selected as the Program Manager (PM) for the City’s GIS project.  Managing the DCM is only one of many of MWH’s responsibilities.  The City has successfully worked with MWH for many years on many prior projects.
· Hamid Akhavan reported in depth on the capabilities of ASI (Analytical Surveys, Inc.), the selected DCM for the City’s conversion effort.   He introduced Eugene Gallagher as the Senior Project Manager, who would be responsible for the on-site work for the City’s conversion effort. 
· Recent ASI experiences include cadastral work for Lucas County, Mahoning County and Trumbull County but most of ASI’s experiences include public utilities, which was a major criterion in selecting potential candidates for this work.  (Mr. Dennis reported this was the reason that SDS could not be considered as a candidate for the City’s conversion work.  SDS lacked experience in large-scale utility data conversion.)
III. ASI Project Management of Data Conversion 

· Eugene Gallagher discussed in detail the project life cycle of a GIS data conversion project.  He emphasized the importance of program management, communication and quality assurance/quality control (QA/QC).
· ASI uses the integrated XML-based database software TeamWorks and project management software Microsoft Project to oversee Process Design & Control; Status Reporting; Performance Management; Issue Management, and Document Management.  The daily status of the project would be available on the web.
IV. Questions and Answers  

· MWH and ASI are on a Labor & Material contract with a Not-To-Exceed cap.

· ASI recently went through a tough business downturn and has learned the importance of the combined strength of their people and their process.  Many experienced individuals are available for this project.

· Tom Snezek expressed a concern about accuracy in surveying processes. To help ensure that adequate knowledge of surveying is included in the conversion production team, all resumes can be shared with BUGC GIS Stakeholders.  If required, a search for a Professional Surveyor can be initiated to add to the conversion team.  ASI will conduct formal staff training in the specific cadastral processes needed to meet the County Engineer’s requirements.  Some deed research will be required.  ASI will issue “Problem Action Requests” as part of their “Issue Management” process to the County Engineer’s Office to document potential problems not previously defined.  (These problems may require potential additional costs to fix for the County Engineer but they will not impact the “not-to-exceed” contract with ASI.)

· Mr. Snezek has been tracking the QA/QC efforts for the 8000 parcels for the SDS Pilot and will provide MWH/ASI with information on the level of effort in “staff days/parcel” actually needed for the County’s parcels.  This effort is currently approximately 35% complete.  MWH/ASI promises “100% quality check of every item” as well as small statistical samplings to verify the actual quality.

· Twenty percent of ASI’s efforts are directed to initial pre-scrub activities to minimize delays and confusion in subsequent conversion process.

· The City’s SBE/MBE requirements are taken care of by other parts of the GIS project and will not impact this option.

· The City’s funding for this project is already encumbered from the Division of Water funds and not the City’s General Fund.

· ASI pays their on-site staff incentive bonuses to help ensure that staff members stay until the project is complete.  This effectively reduces staff turnover during the project period.

· The designated “50 City Residents” must be City residents on the first day of work for ASI and MWH.

· MWH/ASI has been given access to SDS’s geodatabase design, which is considered pretty standard and without surprises.  Spatial data will be stored in Oracle 9i with GIS graphic data entry through ESRI ArcGIS products.  Jim Weaver suggested the County Engineer could consider moving away from Bentley MicroStation to the ESRI environment and Mr. Snezek stated that it is under consideration.

· MWH/ASI will use all the source data available to them to assure correct data conversion.  They will complete the geodatabase construction from “ground zero.”

· The same conversion scope of work and details will apply to the areas flown outside the County to benefit the City of Cleveland’s Water Department and NEORSD.  This will include parcel data from other counties.

V. Funding Discussion

· As the MWH/ASI representatives left the meeting, Mr. Goss requested a discussion on the two options of using the City’s conversion process versus having the County go out for independent bids.

· Mr. Dennis stated that the City wants to comply with the needs of the County and inquired as to what those needs were.  Joe Nanni responded that nothing else was needed in order to select between the two options.

· In response to a question by Ken Pew, Mr. Dennis stated that the City could cap the cost of the cadastral conversion for the County and for the Northeast Ohio Regional Sewer District.  Mr. Dennis suggested the following:

· $1.2 million to be paid by the County (if desired, over a 10 year period.)

· $1.2 million to be paid by the Northeast Ohio Regional Sewer District.

· The City will pay the remaining cost, whatever it may be.

· Local labor will be City residents.

· The City’s conversion process should start with the cadastral conversion because that is the most efficient and effective way to do this conversion.  This point was settled because of a concern expressed by Mr. Snezek that the cadastral conversion effort could be left for last and would therefore not be available for many years.  The cadastral conversion effort of Phase II can be available to everyone within eighteen months from today if a Memorandum of Understanding (MOU) can be developed and agreed upon.

· Mr. Pew expressed two other concerns:

1. That we will have to have another round of discussions in to cover “extra” costs associated with the anticipated roles of the County in the Phase II process.  Could we all agree to identify these extra costs now and agree to pay more now rather than have to go through this process again?

2. A formal County commitment to house and maintain the spatial data in a usable shared format, after the delivery of the converted parcel data, has yet to be made.  This commitment is critical to the future success of the GIS initiative.  The actual details and expense of subsequent phases can be developed over the next eighteen months while the Phase II conversion work is underway. 

· Mr. Nanni will conduct a series of meetings with County agencies to develop a County GIS strategy to present to the County Commissioners for their formal approval.

The meeting adjourned at 4:15 P.M. 

Respectfully submitted:

Soren Hansen, Consultant
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