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Adoption Strategies: Preparing
Your Organization for GIS

Michael Green




Michael Green

Principal Adoption Strategy Consultant, Esri
MBA. Emphasis in GIS.

e 20+ year track record of business management and strategy planning

* Experienced working with various sized organizations plan, manage, and sustain
change through executive sponsorship, effective communication, coaching, and
enablement.

e Partnered with large organizations, small departments, and many other
organizational sizes in between. Industries include State and Local
Government, Transportation, AEC.

* Brings creativity, forward thinking, business-oriented perspectives that
attracts senior leadership to vocally advocated for geospatial solutions.

* GIS enthusiast

Education and Professional Certifications:
BS Business. Administrative Management — Cal Poly Pomona | MBA, GIS Emphasis — University of Redlands

Prosci Certified Change Practitioner, TRACOM Social Styles Certification, TRACOM Resiliency Certification,
TRACOM Agility Certification



Agenda

-Why is a People oriented Adoption Effort Important?
- Organizational Perspective

- Practical Tips for Successful GIS Implementation and Sustaining Change



Geospatial System Components
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Organizational Change Management
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A structured approach



IRL — In Real Life
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Technology change vs. organizational adoption
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Technology change vs. organizational adoption
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People-focused adoption benefits

Faster Adoption

Individuals have the
willingness and knowledge
needed to quickly adopt
new technology workflows.

nﬂn

Broader Adoption

The number of new
technology users
consistently grows
to meet or exceed adoption
targets.

Higher Proficiency

Users efficiently produce
the expected output and
find new ways to apply
ArcGIS capabilities.

Source: Prosci - https://www.prosci.com/



Impacts of People-Focused Change Management

=
2X More likely to stay on or under budget

5X More likely to stay on or ahead of schedule

6X More likely to meet or exceed project objectives

Source: Prosci 2018 Benchmark Data



Geospatial Program Framework Eﬁ
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Geospatial Strategy Overview

Understand

1. Mission (How to define success)

Guiding Principles

Self-sustained | Cost Effective | Customer Focused | Open | Innovative

To build, maintain, and proactively support a
comprehensive Enterprise Geographic Information
System that promotes information sharing and the
effective use of geospatial technology for the benefit
of our partners, our customers, and our community.

Goals and Outcomes
Establish and maintain a modern Enterprise GIS infrastructure
Encourage and enable innovation
Provide a trusted, authoritative source of geospatial information
Enable collaboration between partner agencies and the public

Provide easy and intuitive access to information

3. Strategy (How to achieve success)

Technology
Implement a redundant enterprise geodatabase
Deploy highly available development, test, and production environments
Transition to WebGIS workflows to deliver geospatial solutions
Leverage new technical capabilities to support business needs

Outcomes
Establish a modern Enterprise GIS infrastructure
Improves access to maps, apps, and analysis
Encourage and enable innovation
Expands analytic and real time capabilities to the Consortium

4. Roadmap (pian of action)
Q4 2019 -Q1 2020

Establish the Foundation
U Deploy high availability infrastructure
[ Migrate from legacy to new system
U Establish new workflows
Provide ongoing training and support
Test new capabilities

Process
Replace traditional custom first approach with COTS first
Democratize the management of authoritative data
Provide access to self service mapping portals, data, and services
Formalize the authoritative content publishing workflows

Outcomes
Maintain a modern Enterprise GIS Infrastructure
Encourage and enable innovation
Provide a trusted, authoritative source of geospatial information
Provide easy and intuitive access to information

Q12020-Q3 2020

Build Capability

U Maintain Enterprise infrastructure (Engage with Premium Support)

U Real Time Workshop and Training
U Geoanalytics Workshop and Training
U Routing support

Dashboards Workshop

Enable self service tools and security

2. Value Proposition (The value delivered to stakeholders)

All - Improves access to maps, apps and analysis to Residents,
Elected Officials, Partners, Managers, Analysts, and End Users;
promotes collaboration.

Managers — Improves data integrity by empowering staff to edit and
update their own data; enables access to cross dept. information
Analysts - Improves self-service to conduct repeatable or ad hoc
spatial analysis with a deeper level of insight and decision support
End Users- Enables end users throughout the consortium to access
maps, data, field information, and other authoritative content on
desktop or mobile devices in real-time, increasing productivity and
lowering costs.

People
Provide training and support for self-service tools to end users
Provide access to formal and informal training to LOJIC staff and partners
Establish workflows and knowledge transfer that encourages collaboration
Maintain business and technical governance and stakeholder engagement

Outcomes

Maintain a modern Enterprise GIS infrastructure
Enable collaboration between partner agencies and the public
Provide easy and intuitive access to information
Encourage and enable innovation

U High Value Quick Wins

Q3 2020-Q1 2021

Extend Capability

U Begin upgrade planning

U] Prototype geoanalytics solutions

U Prototype real time solutions

U Provide ongoing training and support
Automation and scripting support




Prosci three-phase change management process

Ability to listen, communicate with people in ways they understand, to develop good relationships

Phase 1
Preparing for Change

Define your change
management strategy

Prepare your change
management team

Develop your

Sponsorship model

Phase 2
Managing Change

Develop change
management plans

Phase 3
:> Reinforcing Change

Collect and analyze
feedback

Take action and

implement plans

Diagnose gaps and
manage resistance

Implement corrective
actions and celebrate
successes




Driving ArcGIS adoption through individual adoption. . .
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Source

Reinforcement

: Prosci - https://www.prosci.com/




Success - Outreach

Sponsorship and Communication



Advocacy




Advocacy
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Senders and Audiences

Key Messages

Various Channels of Communication

Communication
Components

Feedback Channels

Alignment of activities and communications

Sharable Communication Tools

Metrics of Success



Success — Percelved Value

Visibility



Visualize Analyze Share

Mapping and Data Design and Analytics Constituent Sharing and
visualization management planning engagement collaboration
[ ® O
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Monitoring Decision Field mobility
Support




Crafting Business Outcome Statements

Amount
Minimize NUDSe
or Time
Increase Liklihood
Frequency

Risk



Assessing
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Coordinating In Progress

Coordinating In Progress
Assessing

Coordinating In Progress
Police

Coordinating In Progress

Fire Department

Coordinating In Progress

Open: 768.5416666666666 days

Blocked/Stalled Complete

Open: 773.5416666666666 days

Blocked/Stalled Complete

Open: 774.5416666666666 days

Blocked/Stalled Complete

v

Completed: 14 days

Blocked/Stalled Complete

Ve

Completed: 11 days

Blocked/Stalled Complete

[ Blocked/Stalled 20%
B complete a0%
- ‘Coordinating 20%

[ In Progress 20%

Dashboard Submit a New Project Edit a Project

data.pa_gov, New Jersey Office of GIS, Esri, TomTom, Garmin, SafeGraph, METI/NASA, USGS, EPA, NFPS, USDA, USFWS
Status by Department

=]
=

Assessing: 4272022-04

Project Details
Project Mame
Service Requested
Project Details

Project Notes

Project path

Status Details
Status
% Complete
Blocked/Stalled Reason
Extention Required?
Analyst Assigned
Estimated Hours
Actual Hours
Hours Difference
Request Date
Start Date
Due Date

Completion Date

Requester Info

Requester Name

Average Actual vs Estimated Hours

Like what you see? Make your own version using these resources: Copy this dashboard (Link) & Download the S123 XLS Form (Link)

427202204

Analysis

Provide graphic depict
neighborhoods by city

Projects/2022/04/4272

Coordinating
1

May 23, 2022

John Smith


https://www.arcgis.com/apps/dashboards/new#id=bcb2fbb2c3d84a0888d218605cea55bb
https://arcgis.com/sharing/rest/content/items/6f5b2cd7485647beb92b662ae5a39767/data

i GIS Program Hub Example

Geospatial Strategy Strategie Theme Status
Initiative Progress Mone Mone
Define Project Tracking Process Initiatives In Progress Completed Inftiatives Completed Initiatives by Strategle Theme
Bulld Capacity
Establish a process for tracking initiative progress. [ Build Capacy 2
____ B Expand Foundation 2
On Hold In Progress Complete D) orive Schtiors 1
Workforce Development B Enabla Usars 1
Bulld Capacity
Establish an erganization knowledge hub to showease and promote
training resources and opportunities. =
0
[ I I R

Pending On Held InProgress  Complete

3
Establish and Support Geospatial Community of
Al Copacty 6 I
Panding Camplatad In Prograss On Hold

Empower the warkforce to build and expand GIS knowledge through a
community of practice. Aind GIS power users and leaders within the
organization to lead it Inttiatives by Strateqle Theme

__T_ "
L eSS

Qualify Automation Opportunities
Build Capacity

Sttt et it | | - - I N
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Like what you see? Make your own version using these resources: Copy this dashboard (Link) & Download the S123 XLS Form (Llnk) \\



https://www.arcgis.com/apps/dashboards/new#id=6942cb538a89464d8b6dfcfafd3c63ac
https://arcgis.com/sharing/rest/content/items/f3cbb38a276c4eaebb4cc190a629f270/data

GIS Service Desk

Departments Supported

S

Pending Requests | In Progress Requests | Completed Requests

S 2 1
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Helicopter Landing Zones
Public Safety

Technical Support: Access Issue

Data
Public Safety

Technical Support: Account Creation

ArcGlS Enterprise
Custamer Care

Service Request: Training

Capability Presentation
Feld Operations

Technical Support: Software lssue

ArcGlS Imsights
Human Resources

Product Request: Map

AR

| Helicopter Landing Zones

https://qis-service-desk-prof-services.hub.arcgis.com/ \ \



https://gis-service-desk-prof-services.hub.arcgis.com/

Success — Sustaining Change

Maintain Momentum



We're HUMAN!

Habits rule our behaviors!



Maintain Momentum

-Reinforcement - Success Stories, Feedback/Analysis/Actions, IS...DOES...MEANS
-Metrics - Scorecard of activities, Visible accomplishments, You Get what you Measure

-Ownership by Leaders - Feed them communication content, Provide Apps for
Leaders!

-Proactive Resistance Management - identify one or two key influencers and
work hard to earn their trust



AWARENESS DESIRE KNOWLEDGE ABILITY

e What e WIFM e How to change e Action in the right
* Why * Personal Choice * Training direction

e Risk of not changing e WIFU e Learning * Demonstrated
capability

Five Elements of Successful Change

REINFORCEMENT

e Sustainable action
e Resources

e Recognition and
rewards

* ADKAR is a research-based, individual change model that is part of the Prosci change management methodology



Resource Links

Success Stories Adoption Strategies Information
o Organizational Support is Key to Initiative's . Informational Web page
Success - Brochure

e Proactive, Unified Approach to
Modernizing GIS

Workshops

« Communicating & Collaborating for ArcGIS Success
o Building Organizational Agility and Enabling Change in a Geospatial World
o Creating Organizational and Geospatial Resiliency



https://www.esri.com/about/newsroom/arcuser/organizational-support-is-key-to-initiatives-success/
https://www.esri.com/about/newsroom/arcuser/organizational-support-is-key-to-initiatives-success/
https://www.esri.com/about/newsroom/arcuser/proactive-unified-approach-to-modernizing-gis/
https://www.esri.com/about/newsroom/arcuser/proactive-unified-approach-to-modernizing-gis/
https://www.esri.com/en-us/arcgis/services/organization/adoption-strategy
https://www.esri.com/training/assets/downloads/esri-adoption-strategy-brochure.pdf
https://www.esri.com/training/catalog/613944601e2c3a6ada8cca73/communicating-and-collaborating-for-arcgis-success/
https://www.esri.com/training/catalog/620295f7e22f325f5c52409a/building-organizational-agility-and-enabling-change-in-a-geospatial-world/
https://www.esri.com/training/catalog/62432fd386645545c98fefff/creating-organizational-and-geospatial-resiliency/
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