SUCCESSFUL EDRMS:
from little things big things grow

What makes for a successful EDRMS (Electronic Document and Records Management System)
project implementation? In the first of a series of interviews with effective EDRMS project
and information managers, MICHELLE LINTON from Linked Training and KEVIN DWYER

from Change Factory, put CHRISTINE MACQUEEN under the spotlight.
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¢ Good recordkeeping processes and systems lie beyond
compliance — there must be a commitment to a solid
evidence base.

¢ Take a long-term strategic approach to improved records
management and TRIM use — large projects can be
implemented in chunks. 4

e Seek to understand the business, work with and educate
the business.

DRMS projects are reported! to take on average four or

more years to achieve adoption rates of above 75 per cent.
Many stories also abound about totally failed projects or scary
stories about seemingly successful projects where the effective
uptake at the organisational level was high but adoption at the
personal level was poor. Poor adoption at the personal level
has led to embarrassment, reputation damage, multi-million
dollar financial loss and fatalities.

So how has one EDRMS project and information manager
in particular implemented a highly successful EDRMS project
engaging thousands of users?

Christine Macqueen has recently completed a five-year
contract as Corporate Records & EDRM Project Manager of
the NSW agency, Ageing, Disability and Home Care (ADHC).
Christine ran a one-person EDRMS department servicing
13,500 people. At first — and second — glance, it would appear
an impossible position. From such a small base how could it
be possible to successfully grow recordkeeping with the aim
of engaging over 7,000 end users? We sought to glean the
key success factors of her successful recordkeeping initiatives
(with apologies to Paul Kelly for the title).

CREATING THE BURNING PLATFORM

Since 2006 Ageing, Disability and Home Care — now an agency
of the NSW Department of Family and Community Services
— has championed the Government’s agendas for improved
disability service delivery in the Stronger Together program.
The program is monitored through the agency’s information
management systems. Christine sees good records
management as being critical to delivering on the promise
through the provision of a solid and contestable evidence base.

“To comply with legislation, such as the State and National
Disability Standards and the State Records Act, is important.
The systems of government reporting and audits by
external regulators also mean that we must have a strong
evidence base.”

“However, the rationale for good recordkeeping processes
and systems lies beyond compliance. If we are going to live
up to our service delivery goals and obligations, we must
sustain a commitment to a solid evidence base which means
ongoing improvements to the collection and use of our
information resources.”

As Christine succinctly describes, “The burning platform
for our recordkeeping business cases is inevitably couched in
compliance language that suitably translates to improvements
in frontline service delivery outcomes”.

CREATING THE BUSINESS CASE

Christine passionately believes, “Records management is an
enabler of accountable frontline service delivery”. Working within
an agency with a focus on service delivery means that operating
budgets are focused where service delivery improvement
is needed most. Christine therefore oversaw a records
management strategy that was implemented in an opportunistic
manner as funds for system improvements become available.

She says, “We have to be ready with our business processes
understood, and re-engineered if necessary, and our business
cases complete and marketed internally, to take immediate
action when and where funds become available for the required
training to facilitate uptake.”

To understand and re-engineer the business processes,
Christine assembles arepresentative group of her internal clients
and goes through a method of intelligent facilitation to arrive at
an agreed understanding of the problem and the options for
a solution.

She has a few rules for engagement with the business
ON Processes:

e Don’t assume that the same practices are being used for the
same process across the agency given its size.

e Ask how it can be changed to help them get time back and
improve outcomes.

e Never take away their ability to make the decisions.

As part of the consultation each business group isempowered
to improve and then test their own business process and its
efficiency. TRIM is the facilitation tool to support the change,
not the driver of the change.
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MICHELLE LINTON, Managing
Director, Linked Training
Michelle is a Learning &
Development professional with
24 years’ experience in the planning,
design and delivery of training
programs. Michelle has developed and delivered innovative,
outcome focused EDRMS training for over 30 government
and private organisations since 2005. Michelle’s pragmatic
approach to learning strategies leading to application adoption
has been enthusiastically welcomed by the industry, and she
is a regular speaker at RIM events and contributor to industry
magazines. Linked Training is the training partner in the
REX project which was awarded the J.Eddis Linton Award
for Excellence — Most outstanding group in 2010.
e She can be contacted at Michelle@LinkedTraining.com.au

GETTING BUY-IN
Christine’s experience with change is that some people may
want to ask, “Why do we have to do this?”

“Sometimes we have to have a reality check. In our case
improved service outcomes is part of our government mandate
and program goals. However, it is wise if you are going to
be directive and maybe even ‘thump the table’ based on
compliance requirements that you build bridges quickly by
giving some ground on things that are important aspects of the
regular work practices of end users.

“As records managers we can’t be the owners of a process,
only the business can do that. We can’t take people to a place
they do not want to go, we have to encourage and provide
the compliance and process knowledge that enhances their
behaviour and practices.

“We have to build solidarity between the business and our
role as records managers so that when budgets become
available to improve processes we are ready to go and the
business is too. Solidarity is built by gradually increasing
mutual understanding.”

KEVIN DWYER, Director,

Change Factory

Kevin is a Change Management

professional with more than

30 years’ experience in the

planning, design and delivery

of change management

programs. Since 2001,

and the establishment of
Change Factory, he has been involved in many Change
Management projects ranging from re-engineering of
customs processes to reduce risk to creating and revising
performance management systems to improve customer
service outcomes at five-star resorts. His first EDRMS
project was as the change management partner for the
REX project which was awarded the J.Eddis Linton Award
for Excellence — Most outstanding group in 2010.
¢ He can be contacted at Kevin.Dwyer@changefactory.

com.au

Christine acknowledges that sometimes a records manager
may spot a weakness in a process that the business cannot
see and that the process of getting a business case across the
line is not a simple linear one. “In those situations | know what
| want to achieve. | identify the burning platform and wait for
the opportunity to put it forward. | may have several business
cases in my drawer at any one time waiting for the opportunity.”

Christine takes a long-term strategic approach to improved
records management and TRIM use. “If need be, business
cases may be deconstructed to get chunks committed to.
Over time, provided you have a clear view of the outcomes you
want and are persistent, large projects can be implemented
in chunks.

“We are finding that taking this approach the energy level
around recordkeeping is growing not diminishing. Regions
control their own Learning and Development spending and
TRIM training is just one of many programs to choose from.
Having put the training programs in place, delivery of TRIM
training has increased by 200 per cent year on year for the past
two years.”

Continued on Page 52

i that your items are stored

— No sub-contractors

Offsite Document Storage. (Without the headache.)

v_ User friendly, in-house developed, web based, document tracking software
v No call centres - Speak to our friendly staff based in the same facility

v 2 hour guaranteed urgent carton/file retrieval times in metro areas — 24/7
v Full-time delivery drivers in company owned, unbranded, GPS tracked vehicles

‘At Archive Security, we listen, therefore we perform.

1800 464 360

sales@archivesecurity.com.au
www.archivesecurity.com.au

v" Secure facilities in every Australian state and territory
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Continued from page 38

SUCCESSFUL EDRMS:
from little things big things grow

HOW TO SURVIVE AS A ‘ONE MAN BAND’
Many records management departments are small with a few dedicated staff serving
thousands of people in the business.

Christine believes in the need to give up ownership and be prepared to work with
the business on continuous improvement. “Although the hardest part is not having
control we have to give the business room to make mistakes, to give them skills to
survive and grow in the recordkeeping world. However, we may have to be direct
with those who do not have the same skills or knowledge of the compliance and
process requirements.” A pathway for induction level training in the recordkeeping
requirements of the agency has been put in place for all new staff, and a development
pathway is actively promoted.

“Content knowledge is critical to success. Small teams must find a way of getting
across the business content. As the IT people talk more about virtual storage and the
Cloud, and organisations rely more and more on corporate decision systems, the role
of records managers becomes even more important. The fundamental role of records
people in the management of classification systems for the creation of all categories
of records and disposal schedules for their long-term management affects the whole
environment of information management.”

In Christine’s experience this can be achieved by
developing a fundamental understanding of the content,
working with the subject matter experts for detail, the
technical experts for structure and architecture and
developing the facilitation skills to draw out the required
information from each business group to manage the
overall lifecycles of the records.

Records managers take many forms. Often they are
seen as subject matter experts called upon to create
solutions when issues arising from poor recordkeeping
practices endanger the reputation, financial position
or safety of people in the organisation. In other
organisations they are seen principally as the archivists
of the organisation’s records having little influence
on organisational processes that create the records.
Christine demonstrates in stark clarity that a proactive,
facilitative records manager that seeks to understand the
business, work with and educate the business can make
recordkeeping a welcome and valued part of business
as usual. iQ
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