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1.0 Introduction

The geoXwalk Phase III project is a Joint Information Services Committee (JISC) funded one year development project aimed at furthering the development and  trialling of  a demonstrator gazetteer service and server for Great Britain. The objective of the project is to provide tools to support enhanced geographic searching within the JISC Information Environment (JISC IE). This third Phase builds on the previous Phase I & Phase II work and has concentrated on a number of key, outstanding issues. The purpose of this report is to outline the experiential findings of one of these key issues – integrating geoXwalk into third party services. Phase III has been conducted by EDINA in partnership with the UK Data Archive (UKDA), University of Essex.

2.0 Background

Existing JISC services require demonstrable evidence of the benefits that can be leveraged by integrating the geoXwalk service within their own service(s). Additionally, they require guarantees over the long-term continuity of the geoXwalk service before committing themselves to be involved and hence one objective of the work has, in part, been to assist in informing the development of JISC’s shared services strategy by providing concrete evidence of how a shared service could function within the context of the JISC IE.

3.0 Aims and Objectives
The aim of this work package is to pre-service trial the gazetteer against existing JISC services. Functional testing and evaluation has been performed by the technical development team, in conjunction with resource custodians and 3rd party deployment teams. The evaluation results of the trials have been used to inform the SWOT analysis below.

4.0 Methodology

The pre-service Phase III geoXwalk project has, in conjunction with third-party services, endeavoured to enhance the capabilities of client services with respect to geographic searching, by integrating geoXwalk capabilities into existing service interfaces. geoXwalk provides a middleware service accessible via a simple protocol (based on the Alexandria Digital Library Gazetteer Query Protocol), to provide enhanced geographic search capabilities for services within the JISC Information Environment. This report provides a SWOT (strength, weakness, opportunity, threat) analysis, taking into account the experiences of the project while undertaking actual integration work.

A SWOT analysis helps find the best match between environmental trends (opportunities and threats) and internal capabilities. It is a subjective assessment of data which is organised by the SWOT format into a logical order that helps understanding, presentation, discussion and decision-making. The four dimensions are defined as:
· A strength is a resource or capacity the organisation can use effectively to achieve its objectives. 

· A weakness is a limitation, fault, or defect in the organisation that will keep it from achieving its objectives. 

· An opportunity is any favourable situation in the organisation's environment. It is usually a trend or change of some kind or an overlooked need that increases demand for a product or service and permits the firm to enhance its position by supplying it. 

· A threat is any unfavourable situation in the organisation's environment that is potentially damaging to its strategy. The threat may be a barrier, a constraint, or anything external that might cause problems, damage or injury. 

In general, an effective strategy is one that takes advantage of the organisation's opportunities by employing its strengths and wards off threats by avoiding them or by correcting or compensating for weaknesses.

4.1 SWOT Methodology

The SWOT analysis template is normally presented as a grid, comprising four sections, one for each of the SWOT headings: Strengths, Weaknesses, Opportunities, and Threats. The summary of the SWOT evaluation conducted is shown in the following table:
5.0  Results

	Strengths:    

What are the strengths?

· Comprehensive GB wide gazetteer
· Proven middleware 

· Open protocols

· Easy hooks

· Support for complex geographic queries

What are the advantages?  

· Reduces need for redundancy in data holdings

· Can act as single, authoritative source

· Simple easy to use protocols

What does it do well?

· Supports geographic querying

What is the good track record?

· Ongoing use in 3rd party services

· Positive feedback from users

What do other people see as its strengths?

· Simplifies ability to use geography

· Facilitates transparency in geography

· Supports geographic indexing of resources

What are the competitive advantages?
· No competitors!

· Unique

What are the unique selling points? 

· The only one of its kind
· Value added gazetteer database

What resources, assets and people does it have? 

· Experienced, skilled support team
· EDINA infrastructure

· Unique database

What experience, knowledge, data does the organisation have? 

· Critical insight into geospatial data issues
· Unique understanding of community use and needs for geospatial data

What are the innovative aspects? 

· Uniquely innovative in scope – nothing else like it exists

What is the price, value and quality? 

· Operational costs for staff/hardware and licensing of data

· Value difficult to assess as enables functionality not previously possible

  
	Weaknesses: 

What can be developed further?

· Licensing agreements

· Business case

· Use cases

What could you improve?

· Clarity of IPR
· Streamlining ease of 3rd party integration

What is working less optimally than you wish?

· Getting 3rd parties to sign on

What is being done badly? 

· Coherent approach to 3rd parties
· IPR and licensing issues

What is the competition doing better?

· n/a

What should you avoid doing? 

· Further technical and development work

What are the disadvantages? 

· Uncertainty for the future

· Data dependencies on 3rd parties

· Reliance on clients being able to scope utility

What are the gaps in capabilities? 

· Selling

· Data ownership
Where does it lack competitive strength? 

· Licensing and IPR

What is the reputation, presence and reach? 

· Reputation is good 

· Audience beyond HE/FE but engagement issues due to HE/HE focus and IPR
What is the financial situation? 

· JISC dependent

What are the known vulnerabilities? 

· Content licensing/IPR
· 3rd party take-up

How reliable is the data? 

· Source dependent 

· No warranty



	Opportunities:


If there were no constraints what would you like to do?

· Commercialise database and offer subscription service

What might be possible?

· Database exploitation (probably in conjunction with OS)

What will happen in the next few years?

· JISC dependent

Who might you want it to work with?

· Public sector agents – libraries, museums
What could be a win – win situation? 

· OS partnering

How may new technologies change your practices?

· Ease ability to provide service

What financial, governmental and legislative changes might benefit you in the near future? 
· Unrestricted access and exploitation of geospatial data and derived products

What are the market developments? 

· Database changes and Web Service consumption

· Impact of OS MasterMap 

Global influences? 

· Global Spatial Data Infrastructures

New markets? 

· Geographical expansion – Europe

Niche target markets? 

· Unidentified


	Threats:

What are the barriers to your development?

· Funding

· Data and IPR

What sort of obstacles do you face? 

· Insecurity and IPR

What are rival organisations doing?

· Nothing similar, yet

Can you fund the short and long term?

· Not without assistance and strategic goals (JISC)

Will new technologies / developments change your roles?

· Unknown

What, political, legislative, and environmental change is coming?

· Growing facility to use and exploit geographically indexed resources

IT developments? 

· Potentially make local facilities to rival functionality available
Competitor intentions? 

· Unclear

Market demand? 

· Unproven due to novelty of service but likely to stimulate further demand after initial seeding period 

New technologies, services, ideas? 

· Growing reliance on web  services and interoperability

Vital contracts and partners? 

· Relationship with OS and direction of same

Sustaining internal capabilities? 

· Key skilled personne;

Obstacles faced? 

· Getting critical mass of use cases

Insurmountable weaknesses? 

· None apparent

Loss of key staff? 

· Potentially very critical

Sustainable financial backing? 

· JISC? and/or private company
· OS ?




Conclusion
The forgoing highlights two critical areas in which geoXwalk requires priority investigation before active service can be contemplated:
1. Licensing and IPR issues over database content

2. Business case and third party buy-in

It is recommended that at least 1. is addressed in the short term as without resolution, further investment in the project may be misguided.
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