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Presentation Notes
Conceptually the Shared Systems Suite for RM Systems was meant to be able to deal with ………………



A variety of information sources in a variety of formats - paper, electronic, multi-media

Managed in unstructured and non-integrated environments on hard-drives and shared drives

Printed out and put on file, 

Needing to be managed as part of the official record.



To go from this to this [next slide]
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The most significant development in moving standards based activity into systems development at the Federal level was…………………..



The Shared Systems Suite was a Federal Government initiative designed to evaluate and select a range of information management solutions against a pre-determined set of requirements. The program was run out of the Office of Government On-line (OGO). The process has looked at Financial Systems, Human Resource Systems and Records Management Systems in that order. It began in 1995 with a Cabinet decision endorsing the strategy outlined in a policy paper entitled Clients First.



The rationale behind the initiative was to ensure that systems development and implementation occurred at the whole-of-Government rather than individual agency level to overcome the ‘Tower of Babel’ syndrome; to ensure that Government achieved value for money and consistency in its approach to systems procurement; to ensure its systems kept pace with the evolving technological environment, particularly with Internet and e-commerce developments; and to better enable Government to meet its clients expectations information about Govt and its services online.



The Records Management solution portion of this process was completed in late 1997.



The significance of the process from a record keeping standards point of view is that it also enabled systems to be evaluated against a predetermined set of criteria across the whole of government. I was on the Committee which developed the specifications for the RM Systems and I can tell you it made life significantly easier having the RM Standard AS 4390 as a benchmark (as it did I might add to have the pioneering work done in Canada developing systems requirements in the early 1990s).
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Dealing with the Cultural Change issues was probably the most critical and difficult part of the whole project.. 



It really becomes a sales job and user acceptance of any system can make or break it.



Fear of the unknown can work against you so some thought and effort needs to be made to ensure that the customers are in the main satisfied. The staff in the Records Management Unit for example were very fearful of change and took much gentle coaxing to adjust to the new environment.



Workshops, Meetings, Newsletters and social occasions are all good places to pass on information about your project.



One word of warning though. Be careful what is said and be sure that the project will be able to deliver. 



If there is a bigger danger than poor communication it is in raising expectations. Bad news should always be avoided. The Spin Doctor should always be on 24 hour call!



Don’t be a zealot. Work arounds will occur. We had built a system to be fully workflowed but many managers found working with electronic in-trays to difficult and so they had their personal assistants manage the workflow on their behalf after they had approved document changes.



Also we attempted to get scanning done at the Ministerial Office end as that is where the correspondence arrives but they were all too busy so it had to be done in the Department. 



After our analysis of business requirements we were absolutely sure that we were delivering a solution that the clients wanted. While the solution met the overall busines requirements individuals at the sharp end of the workflow found it hard to adjust particularly as the system experienced various teething problems in production, particulalry screen freezes and slower than acceptable response times.



There is a big difference shifting from manual workflow to electronic workflow





One tip is to avoid technical or complicated software demos. Try and stage manage the presentation of information to suit the audience. Ensure that if you do show software that sales people do it rather than technical people. Don’t under any circumstances demo the software yourself until you are very familiar and comfortable with its operation. 

At the end of the day user acceptance can make or break a systems development process. That means investing particular effort in ensuring that the potential users are thoroughly involved in the whole process from start to finish. 

My mantra for this is people, business, technology in that order. Once you have sorted out the people and business level requirements then look for a technological solution. Make the solution fit the people and business not the other way around.
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Building recordkeeping processes into the systems workflow design proved to be amongst the more straight forward tasks in the whole project. 



Sitting down with business analysts and mapping the workflow through the organisation and determining where the records capture points were and what the final record might contain was a relatively simple process. In the case of the Ministerial workflow the beauty of the solution was that we were able to ensure records capture and retention were automatic processes.



Now on the reverse side of the coin dealing with the Archival compliance regime proved to be somewhat more problematic. 



At the time the project the National Archives had still not released the final DIRKS methodology nor were there in place new procedures for the approval of Records Disposal Authorities. I had in mind that one of the related outcomes I wanted from the Project budget was a new Thesaurus and new Disposal Authority for the Department which complied with the new NAA regime.



However their timeframes didn’t match with mine as I had to have the project completed by the end of 1999 and they didn’t have their new procedures in place when the project commenced and as it turned out not until early 2000. So we went ahead using the draft DIRKS methodology and met the key objective which was to have a functional thesaurus in place in TRIM by the time the pilot commenced in late October.



There is a very long story about what happened once their procedures were in place but time doesn’t permit me going into the details. Suffice to say their business imperatives  and response times didn’t quite match ours (and that of many other Government Departments as I discovered!)



Capturing metadata.. Well that depended on the extent to which it was automatic. Most elements of the Ministerial workflow involved automatic capture. The only metadata users were required to enter was a title in free text. Very early on we decided to keep thesaurus control out of the ministerial workflow as it proved to be too cumbersome for technical manipulation and too complex for users to master. The RM unit however took to Thesaurus titling with coaching and that proved to be a bonus in terms of access and retrieval over the old system which had no control language at all.



Data Migration from the legacy systems proved to be more difficult and costly than expected. For a start we had to go out and re-hire the Universe database expert the Department had let go some months before. There followed a lengthy data cleansing exercise using Access database before we could move the data into TRIM  
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The technology wild west. Constantly changing software and hardware platforms which under pin the client applications, business applications and the networks which tie all these together. Nothing is ever stable. Beware of the software patch implemented at one layer which impacts on all the software above which is not fully tested. Making sure all the layers of software from the operating system up are in sync is an art in itself .



Oh and make sure you know the bandwith on your network especially to remote offices. It can kill the whole operation if it is too small.



While I’ve said that technical IT support should be kept at arms length from the business side they are nonetheless the people who will ultimately assist you to acquire and plug in the technological basis for the system you are developing. The main thing is to be persistent.



The main thing to remember is that if they try to snow you in techno speak don’t be afraid to ask if you don’t understand something.



By asking the dumb questions I learnt that Raid isn’t something the police do, that Mirror isn’t something you look into, that Ghosting isn’t poor TV reception and that Fat Client and Thin Clients aren’t your physically challenged customers!



If you are in the unlucky position of attempting to conduct your project in an outsourced environment as I was you can’t do things with the technology that you once took for granted without involving representatives from the outsourcing company in the project. 



Ideally, the appointment of a Project Manager from the outsourcing company will ensure smoother communication and improve chances of priority work getting their time and intention in accordance with your time-frames. And don’t forget all this extra activity will cost you more money and, of course add extra layers of complication.



In my experience these people are usually interested in maximising the companies return rather than being of any real assistance.
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