	


Appendix B

To Develop an EDRMS/DAP Strategy

	


B. To Develop AN EDRMS/DAP STRATEGY

b.1
Develop A Business Case

The business case provides the rationale for the project, providing justification to begin the process. 

· Describe the project in the context of the UNPO’s mission, strategy and objectives

· Identify key initiatives within the UNPOs supported by the project

· Governance and accountability

· Knowledge management

· Describe the benefits of the ERM/EDM/Preservation initiative to the organization. How will it benefit the business unit/the UNPO? 

· Identify the key stakeholders 

· Describe the objectives and deliverables from the project

B.1.1
Consider the Feasibility and Options

Having determined the reason for the project and identified the deliverables it is necessary to look at the costs considerations of the overall project. Based on the project scope consider the options to meet the need:

· Make changes to/adapt current systems

· Develop or buy new systems

B.1.2
Look at the Pros and Cons 

· Will the cost of adapting current systems be too expensive?

· If you develop or buy new systems what happens to the old data/records

· What is the risk associated with migrating or not migrating legacy data and records?

B.1.3
Document the Benefits

Review the costs and the benefits on the basis of the above and document the long-term benefits to:

· UNPO donors, programme recipients,

· Business benefits to the UNPOS/business units

· IRAM benefits

· End user benefits

· ICT benefits

B.1.4
The Project Management and Implementation Costs

The cost of the technology can be incremental depending on how the components are implemented. For example, a UNPO may choose to undertake a pilot and therefore only buy enough licenses to meet the needs of the pilot. Another UNPO may choose to buy licenses to put the software on every desktop as soon as the programme is initiated. The scale of the acquisition will vary. However, buying the technology is only the beginning of the issue. So in developing the strategy, the units should include their overall project management plans:

B.1.5
Develop a Business Analysis and Planning Process

As the software is installed, it may change the way in which business units work. Therefore, the project has to look at existing business processes and interrelationships as part of the implementation. How will that be addressed?

B.1.6
How Will the Project Be Implemented?

There are a variety of options to be considered in the implementation planning process. The approach will vary on technology infrastructure, ICT and IRAM staff resources and ICT implementation processes. Several options may be considered in the planning phase:

· Undertake a pilot at a departmental level based on an assessment of existing policies and procedures, IRAM skills to support the project, technology infrastructure, and willingness of the business unit staff to change. Based on the pilot findings, the software will be implemented in other departments

· The system may be accessible to all departments but the rollout is phased.  

· A modular rollout which deals with specific functions across the UNPO. For example, the finance processes in SAP or PeopleSoft create records of long-term value, the digital archive component may be built to support those systems

· An incremental rollout implements different functions of the software in stages. 
For example, if business units have a need for imaging and the software supports that function, the imaging applications may be undertaken first. If document management is the major priority, all business units would be supported in that process. What is the priority?

Given the complexity of the records and the “producers” it will be necessary to determine where the most benefit will be seen in the implementation phase.

B.1.7
Disaster Contingency/Business Continuity Planning

This part of the strategy will outline what steps will be put in place to ensure that systems are backed up and available in case of a disaster.

B.1.8
Project Management Oversight

The project management component ensures that staff resources are available and committed to support the project. In addition, roles and responsibilities should be clearly defined. The UNPO should look at what staff are needed:

	· Steering/working committee
	· Senior Management

	· Project manager
	· Prepare the Project Cost Proposal

	· IRAM
	· Get approval from senior management/stakeholders

	· ICT
	· Prepare RFI/RFP

	· Consultants
	· Begin 

	· Department Staff
	· 


B.2
Setting up the EDRM/DAP Programme Infrastructure

The programme infrastructure develops the framework within which the software will operate. The steps outlined below detail the activities to support the development of the infrastructure which have to be in place before the software can be implemented

B.2.1
Establish a Corporate Policy

· Define the scope of the policy


· What is an electronic record?

· When does an electronic document become an electronic record?

· Define ownership/custody of records

· Define roles and responsibilities

· Senior management

· Management


· IRAM

· ICT

· Creators/Producers

· End users

· Third party contractors

B.2.2
Establish Communication Plan to Introduce Project to Stakeholders/ Establish Training Programmes/Awareness Raising As Required

Develop proposed schedule and make arrangements to meet with business units to assess current situation in detail

Given that the UNPOs have already participated in the ADA project and the analysis of business functions and activities has already been completed, we are assuming that this classification scheme has been/will be adopted by the UNPOs and therefore there will be not need to redo this work. Having made that assumption, this section looks at the steps required to prepare the business unit for the EDRM rollout. Since a number of the UNPOs have not implemented an ERM strategy, it will be necessary to assess the current situation to determine what work will be involved. The following steps support that assessment. IRAM staff will:

· Undertake an assessment of the current document and records environment

· Inventory paper and electronic records (while you are focusing on the digital records, the majority of the UNPOs are still relying on paper and there will have to be a transition from paper to electronic records management, before getting to digital preservation)

· Review Master Classification Plan as developed through ADA Phase I

· Assess the use of the classification scheme and retention schedules

· Review current departmental file plan

· Will the current file system work in the electronic environment

· How does the current system relate to the master classification plan?

· Determine how to link paper files to electronic files

· if new file plan is established, how will you map old file plan to new one?

· what will you do about situations where the same information is both on paper and in electronic format (duplicate files – which do you keep)

· How will you link old paper/legacy records to new ERM system

· Link new paper records to ERM system: incoming correspondence; plans and drawings, etc

· Prepare an electronic file plan/structure if required

· Look at Naming Conventions/strategies

· Functional/structural/record series/subject

· Will you establish a key-word thesaurus

Define metadata requirements:

· Define what level will be required

· UNPO metadata requirements

· UN recordkeeping metadata requirements

· Preservation metadata requirements

Determine Interoperability requirements:

· Apply Retention/Disposal Schedules

In order to implement the software effectively, it is necessary to have the records retention schedules in place. The following steps provide details about the current departmental retention schedules: 

· Does the business unit have detailed retention schedules?

· If not, they need to be developed

· Can they be applied to electronic records? 

· Do they need updating?

· If so, retention schedules should be updated 

· Update/develop retention schedules

· Review legislative environment

· Consider business needs

· Develop retention schedules

· Review with appropriate parties and get sign off

· Implement with classification scheme/file plan

B.2.3
Develop a Migration Strategy

As departments have begun to create digital records, they may have implemented shared directories and shared folders which can be migrated to the new system. The following steps support the migration planning process:

· Based on inventory, determine which documents and records should be moved to EDRMS application

· Assess which systems are used to create the documents and records and plan for movement from that system to the EDRM application

· Determine how the plan will be implemented to meet ongoing business needs to access e-records throughout the migration process

B.2.4
Develop Interim Set of Procedures to Prepare Users

Establish rules for naming files/applying naming conventions Establish procedures for setting up shared drives/folders Develop procedures to show staff how to set up shared folders Work with ICT to establish procedures from network perspective

B.2.5
Develop Awareness Strategy

· Identify and train project champions and senior management

· Raise staff awareness about the need to manage electronic records

· Provide tools to support implementation

B.2.6
Change Management Strategy

Implementing an electronic document management, records management or preservation programme changes the way in which work is done in the office. Computers were introduced into the workplace without any strict policies and procedures about their use. Users have created their own methods of managing documents and records. As long as they are able to find what they need to do their jobs, they are not concerned about the records are maintained. Many consider the records on their computers to be their personal information. The idea that they are corporate records and as such are subject to corporate policies and procedures has not been instilled in the workplace. With the era of accountability and more reliance of records, there is a greater need to raise the awareness and the corporate culture with regard to the management of e-records. 

Technology does not work on its own. It requires human intervention and EDRMS technology impacts every individual in the organization who creates documents and records and sends/receives e-mail, etc. So every one of those individuals has to buy-in to this new initiative. Change management is a major component of the EDRMS strategy. Without the users’ cooperation, the system will fail.

This section will look at the steps involved in implementing a change management process within the organization.

B.2.7
Developing a Communication Strategy

One of the most important components of change management is the communication strategy. If people are uncomfortable about an initiative and begin to speculate about its impact, it is difficult to undo negative ideas. The communication plan provides details about the project, how departments will be affected, what roles staff might play throughout the project, the approximate schedule, etc. During the project, the project team should provide regular updates on progress and successes, through internal newsletters, staff meetings, etc.

B.2.8
Identifying the Champion and Pilot Department

In most organizations, there is an individual or a department who is supportive of the e-records programme. They may already have some software and are comfortable with it, are using components of it and see the benefit of it. They are willing to be the “pilot department”; they are willing to champion the concept in their department, etc. The change management strategy has to determine how it will be rolled out.

· The UNPOs may wish to identify a champion

· Select a particular office with whom they are already working and who is willing to participate actively in the project

· Depending on the size of the business unit, the decision may be to make everyone aware of the change at the same time

B.2.9
Communication the Benefits: Pre-Empting the Sabotage
A key element of change management is to respond to the question: “what’s in it for me” Of interest to senior management is “how will it help the business unit/UNPO?”

A few of the benefits will include 

· better access to documents and records because they will be consistently described

· Time savings in search and retrieval of files

· Reductions in storage requirements on the computer systems and in the long term cost reductions in ICT budgets will less migration required

· Better response time to “clients” who are looking for information

· More efficient back-up processes and secure records

B.2.10
Who Manages the File Structure and Does the Filing?

Regardless of who does the filing, it will be necessary for an individual to be the “overseer” of the electronic filing system. The person will add new folders/record series and monitor the application of the retention schedules where business units use shared folders.

In the paper world, UNPOs have had central registries for files. As computers have been introduced into the offices, the registries have become more and more decentralized and the filing is done by the individuals, with files remaining in the offices. Unless there has been a structure set up in the business unit, each individual has been able to save his or her electronic records the way they want to. While there have been filing standards for paper files, those same filing practices have not been carried over into the electronic environment. 

In the EDRMS environment, these same individuals will be expected to “file” their e-records according to the classification scheme. The typical response from users is “it’s not my job to classify records”. If the file plan and relating filing methods are cumbersome, users will not use the system.

Each UNPO will have to determine how it wants to have e-records filed and communicate its practices to the users. 

· Is it the responsibility of the record creators to save and classify the documents and records into the shared folders or into the software? 

· Does the UNPO set up a central indexing group to classify the records on behalf of all the business units? 

Both methods are being used in organizations today. The first option places the responsibility on the business units and their staff, the second places the onus on the IRAM groups and is likely to require additional resources.

B.2.11
Training To Support Change Management

Training will be required for all staff in the organization. However, different levels and types of training will be required. The project team will have to assess each UNPO and develop a training strategy to support the implementation of the project. Ideally, all staff should be familiar with the classification scheme and retention schedules, as well as the related policies and procedures. However, if senior management has staff who manage e-mails, files, etc. their training may be an overview of the system and how it works. Training would include such topics as

· The role of the ERM/DAP programme in the organization, in the business units?

· What do the policies and procedures say about roles and responsibilities for e-records?

· What impact with the software have on day to day activities?

· How will the implementation be measured. 

· If the audience is not familiar with the classification scheme, they might also be shown how to apply it and the retention schedule.

Change management is being recognized as a major factor in the successful implementation of ICT and IRAM projects. Recognizing the importance of change management, the Office of Information and Communications Technology, Government of New South Wales, developed guidelines to support ministries in the implementation of new projects as these ministries implemented the e-government initiative. The guidelines can be found at http://www.gcio.nsw.gov.au/pdf/4.4.19.Change_Mgt.pdf
Change management is a complex issue which cannot be fully addressed within the scope of this report. We assume that the UNPOs have change management champions and recommend that they partner with these groups to manage change as the ERM processes are implemented. For those UNPOs which do not have change management groups and wish to learn more about change management, we suggest they review the change management toolkit, at http://www.change-management.com/ to get an overview of the change management process. 
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