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Introduction 

• Clark County GIS is a CONSORTIUM 

– The Clark County Consortium for Geographic Information 
Systems has 5 local government partners. 
• Funding Partners:   

» Clark County Fiscal Court 

» City of Winchester 

» Winchester Municipal Utilities 

• Contributing Partners: 

» Clark County PVA (in kind) 

» Clark County Public Schools (annual subscription fee) 

 



History 

• 1994: City of Winchester begins research of GIS for 
Winchester/Clark County 

 

• 1995: The City of Winchester commissions an Implementation 
Strategy from Local Area Development District 

 

• 1996: City of Winchester invites about 40 interested parties to 
an organizational meeting coordinated by the Bluegrass ADD 
– 3 Agencies remained after several meetings over the next year…WMU, 

City of Winchester and PVA 

 



1996: Implementation Plan 

• 18 page document 

• Identified Potential Stakeholders 

• “Starting from Scratch” Outlined 
process of basemapping 
(features, cost) 

• Staffing and Technology 
requirements  
– 200 MHz with 64mb ram and 4GB 

disk storage (Cost: $8,000) 

 



History 

• 1997: WMU, City of Winchester and PVA sign 
consortium agreement 

• 2001: Clark County Fiscal Court joins as 
“Limited Partner” 

–  (Becomes Full Partner 2010) 

• 2002: Clark County Board of Education joins as 
“Limited Partner” 

– Trying to establish funding for full partnership 



1997: Interlocal Agreement 



Foundational Orders 



The Money 

• 1997-1998: $90,000 for Data Collection 
– Road Centerlines, address points 

 
• Annual Budget 1999-2000 $115,000 
 
• Annual Budget 2000-2001  $132,500 
 
• 2007-2008 Operating Budget $218,887 



The Money 

 

• 2014-2015 Operating Budget $226,124 

– City of Winchester $87,900 

– WMU  $87,900 

– Clark County Fiscal Court  $83,595 (office space) 

– Clark County Board of Education $12,500 

– Clark County PVA – In Kind  

 



Staffing 

 

• GIS Coordinator 

 

• GIS Tech 

 



Why on Earth? 

• Why would  you want to create a GIS 
Consortium? 

– Economy of Scale 

– Knowledge Base 

– Connections and Collaborations 



Why? Economy of Scale 

• Small, Local Government Agencies find it 
difficult to fund a dedicated GIS Department 

– The Consortium allows agencies to share 
operations and capital expenses 

– CCGIS O&M Budget (FY2014-2015): $226,000 

– CCGIS Capital Budget (FY2013-2014):$70,000 



Why? Economy of Scale 

• In Kentucky, a small local government can 
expect to pay ~1.75x for each employee in 
employee related expenses, alone 

• Software and technology are still not cheap 

• Data collection projects (i.e. LiDAR and 
Orthophotography) can run into the 
$100,000’s 

 



Why? Economy of Scale 

• Dividing these costs over multiple agencies 
make the GIS system affordable and easier to 
maintain over the long term 

• CCGIS partners support a $350k budget for 
the cost of only $90K 

 

 



Why? Knowledge Base 

• The GIS Consortium can effectively and 
efficiently share data 

– SEAMLESSLY 

• The GIS Consortium can serve as a data 
clearinghouse for all data sets for partner 
organizations. 



Why? Data Sharing 

• Having the GIS system loaded with this data, 
allows it to be deployed with few, additional 
agreements or negotiations: 

– The utilities get property ownership and addresses 

– Emergency services get fire hydrant data and road 
centerline 

– County Government gets comprehensive 
information on utilities, emergency services, and 
property ownership 



Why? Connections 

• The GIS Consortium can serve as a focal point 
that allows various, exclusive jurisdictions to 
collaborate 

– The meetings and discussions around GIS Systems 
can generate goodwill and serve to keep these 
jurisdictions connected on a regular basis. 



How on Earth? 

• How do you create a GIS consortium? 
– Identify Stakeholders 

– Meetings, LOTS OF MEETINGS 

– Review of Legal Framework 

– Review of Practical Framework 

– Review of Fiscal Framework 

– MORE Meeting and Presentations 

– Needs Assessment 

– Adoption of resolutions, ordinances, and orders by 
legislative bodies to enter into agreements 



How on Earth? 

Wendell: It's a mess, ain't it, sheriff?  

 

Ed Tom Bell: If it ain't, it'll do till the mess gets here.  

 

- “No Country for Old Men” 



How? Stakeholders 
 

• Identify Stakeholders 

– Ideally, all local government agencies and 
jurisdictions would be involved 

– Varying Degrees 

– Existing Capabilities 

– Some offices/agencies may already have GIS staff 
or GIS systems in place 

• Tread carefully here! 
 



How? Stakeholders 

• Identify offices in the area, city, county, region 
that already use GIS systems or would benefit 
from GIS systems 
– City government (and agencies) 

– County government (and agencies) 

– Public – Private Utilities  

– Road Departments 

– State Agencies working in the region 

– Tax Assessor 

– School Districts 



How do you create a GIS 
consortium? 

• Did I say Meetings? 

– Find Champions who really want this to happen 

– Organize meetings with legislative boards and 
commissions 

 

 



How do you create a GIS 
consortium? 

• Needs Assessment 

– Critical to examining the state of existing GIS 
capabilities 

• Q: How will all of this fit together? 

• Q: What are startup costs? 

– Helps define and identify roles of stakeholders 

– Draws a Road Map to GIS Program: Visions, 
Missions, and Strategic Plans. 



How? Stakeholders 

• Once potential partners have been identified, hold 
meetings with executive office at each agency to 
gauge interest and establish “formation” meeting 
dates 

• Determine a lead agency to keep the process on 
track 

• Meet Regularly to keep stakeholders informed on the 
formation process 



How? Legal Framework 

• The lead agency needs to research the Legal 
Framework of the Consortium VERY EARLY in 
the process, to answer questions like: 

– Can separate local agencies enter into funding 
agreements?  

– Can local agencies enter into agreements with 
non-governmental (profit and non-profit) orgs? 

 



How? Legal Framework 

• Lead Agency 

– The lead agency will need to provide the legal 
research and communicate to potential 
stakeholders 

 

 

 



How? Legal Framework 

• Legal Questions  

– What legal steps are required for formation of 
new consortium? 

– What alternatives are available to agencies if a 
new organization cannot be formed? 

• Multiple, separate data sharing agreements 

• Single agency hosts with others participating by 
subscription 

 

 



Politics 

• Are there any political considerations when 
establishing a GIS Consortium? 

– Of course! 

• “IT’S MINE! YOU’RE GONNA PAY TO USE IT!” 

• “I’m a DEM and she’s a REP. It’s a GOP TRAP!” 

• Operating below and above “The Fray” 

• Mutually Beneficial Relationships  
– “Kumbaya” Moments  



ROI 

• What is the ROI? 

• Is this measurable? 

• What is the ROI, again? 

• Policies can set ROI as a tangible figure 



What’s a GIS worth? 

• What is the ROI? 

– The return on investment of a GIS Program can be 
determined in multiple ways 

 

• THE “EFF” WORDS: 
– Time and Cost Savings (Efficiency) 

– Effective Governance 



What’s a GIS worth? 

• What is the ROI? 

Q: DO THE DECISION MAKERS UNDERSTAND? 

A:  YES, IF YOU MEASURE IT 

• Create metrics that are measurable and 
comparable 

– Establish Price Policies (cost for service) 

– Track Requests and Contributions to projects 

• Measure these in $$$’s 



What’s a GIS worth? 

• What is the ROI? 

Communication of ROI is important to the Political 
and therefore, Fiscal health of the GIS 
Organization 

– Communicate ROI monthly: via Memos 

– Communicate ROI quarterly: via reports 

– Communicate ROI annual: via presentations 



What’s a GIS worth? 

• What is the ROI, again? 

ROI = BENEFITS – COSTS 

 

– Return on Investment of a well-managed GIS 
Consortium will always be a positive 

 

• REMEMBER: set policies and procedures that 
allow measurement of costs and benefits 



Price Policy and Licensing 

 



Configurations 

• GIS Consortium as independent office 

• GIS Consortium as department of member 

• GIS Consortium HYBRID 



Management of Consortium 

• Need staff that have a broad range of basic 
knowledge about operations of members 

• Establishment of Teams 

• Budgeting and staying on top of the money 

• Keep relationships fresh and beneficial 



Management of Consortium 

• Need staff that have a broad range of basic 
knowledge about operations of members 

– GIS staff in a consortium will be dealing with a wide range 
of subject matter: dead animals to wine-tasting tours 

– GIS staff must be willing and able to learn basics of 
supported agency operations 

–  Hiring GIS staff will depend, not only on technical 
prowess, but lucid, and flexible work ethic 



Management of Consortium 

• Establishment of Teams 

– To supplement the smaller staff size of a consortium, 
TEAMS BECOME IMPORTANT 

– The consortium must remain in constant communication 
with the management at member organizations 
• This will allow GIS Consortium to call upon knowledge and 

experience of staff at member orgs to strategically plan, tackle 
projects, and meet the needs of the partners 

– PARTNERS ARE THE STAKEHOLDERS 

• THE GIS CONSORTIUM IS THE WORKHORSE 



Management of Consortium 

• Budgeting and staying on top of the money 
– If the consortium has its own revenues and budget 

• THEN, the GIS manager needs to have the tools and resources available to 
track expenses 

• GIS manager needs to know or quickly learn the jargon of the accounting 
of governmental agencies 

– GASB, Funded Depreciation, O&M vs Capital Expenses 

• GIS manager needs to carefully measure needs versus benefit and 
costs to member organizations 

– What the GIS thinks is COOL, may not be a great fit for partners 



Management of Consortium 

• Keep relationships fresh and beneficial 

– There is no substitute for COMMUNICATION 
• CCGIS has monthly Board Meetings 

– If no Board, then a local ad-hoc Technical Committee 
should be formed to communicate the actions and 
direction of the GIS Consortium 

– Stay aware of partner projects and be prepared to step in 
to help with GIS technologies 
• If allowed, attend committee meetings for partner orgs and 

identify programs and projects that could be improved by GIS 

 



Change Management 

• Consolidation of Resources 

• THE ELECTION! 

• The education never stops… 

• Proof of concept projects for all 



What could possible change? 

• The biggest challenge to forming a new GIS 
Consortium 

– CONSOLIDATION OF RESOURCES 

• Sharing = Surrender : staff and resources 

• Sharing = Surrender : command and control 

 

KEEP THE BENEFITS IN MIND 



What could possible change? 

• If the Stakeholders are local government 
organizations, then there is that little thing 
called THE ELECTION 

– The GIS consortium must work hard to remain 
loyal to the administrations that support it:  

CURRENTLY and IN THE FUTURE 

– ONE WORD: NEUTRALITY 



What could possible change? 

• What if the current administration is a cheerleader 
for GIS consortium and gets voted out? 

• THEN, you must work hard to gain the trust and 
admiration of any new faces in the Executive and 
Legislative chairs. 

– From day one, offer your support and follow through on 
projects that are important to the new officeholders. 



This technology stuff… 

• Is Complicated 

• Changes so fast 

– Make sure to prepare your organization for 
changes in technologies and industry standards 

– Continuing education is VITAL 

 



What if we did this or that? 

• GIS can do proof concept projects to show the 
utility of GIS technology and workflows 

• These new projects can help drive change at 
the member organizations 

– DISRUPTIVE 

– BENEFICIAL 

– RIGHT! 
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