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People Delphi

AC*erm Output

People Facet — Delphi Study — Overview of Entire Study

Background

Nature of Output

General

The first facet of the investigative phase of the project related to the human
and ‘people’ aspects of managing e-records. It included vision; awareness;
culture; drivers and barriers; and the implication of such factors for the
implementation of recordkeeping systems.

Participants in the Delphi study on the people and human aspects of ERM
responded to five rounds of questions to identify, explore, and clarify the
issues and solutions. We analysed the participants' responses using a
range of different approaches (subject themes, numerical ratings, subjective
explorations) to provide a broad view of the data. The outputs were
produced in textual, numerical, graphical and diagrammatic forms to
support different cognitive styles.

The study was carried out over five rounds, moving from identification and
exploration of the issues through ranking them in order of urgency or
importance to suggesting solutions.

Finally, an online survey was conducted to discover how the wider RM
profession and other stakeholder groups rated the solutions in terms of their
desirability, feasibility, impact, priority and urgency.

A diagram of the structure of the various stages of the Delphi Study is given
on page (ii) overleaf.

All rounds - lists of questions
Round 1 — preliminary thematic analysis of issues (text).

Round 3 —ranking of issues in terms of urgency/importance (graphs and
tables).

Round 4 — solutions to issues: approaches that work and approaches to
avoid (PDF files of mind-maps, including text-only version; word clouds).

Survey — summary of responses to online survey (text and tables).

[Note: separate thematic analyses were not carried on data from Rounds 2
and 5.]
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Structure of People Delphi Study

RounD 1
Participants asked to add
any missing issues to alist

derived from the Systematic
Literature Review.

RounD 2
Issues from the amended list
grouped under anumber of
headings; participants drew on
their personal experience and
knowledge to discuss the issues.
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RounND 3
RounD 4 Issues grouped under eight
Listof 11 groups of issues refined . headings. Participants ranked
from the previous rounds. \ L these eight groupsin order of the #\¢
Participants suggested, from their : . urgency with which they should
own perspective and experience, @ ﬁ be addressed. They also
solutions either to try or to avoid. identified the single most
importantissue.
RoOUND 5
Further exploration, with SURVEY
participants suggesting ways in Rating of solutions by wider
which the selutions could be professional and staleholder
achieved, or reasons why they groups.
had not worked out in practice.
-
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Introduction to Project Output
People Delphi R1 — Issues

AC*erm Output

People Facet — Delphi Study — Round 1 — Identifying the Issues for

Discussion

Background

Nature of Output

In Round 1, the participants were provided with a list of issues that had
emerged from the Systematic Literature Review (SLR), and asked to add
any that they felt were missing. They were encouraged to think freely and
extensively, without restriction.

Participants were also asked to advise to which stakeholder group(s) they
belonged, and what their disciplinary / professional area was.

Thematic analysis of issues (format: text).

This output consists of the original list of issues and an analysis, under
thematic headings, of the list as amended by participant responses.

The analysis was compiled in May 2008.
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People Facet — Delphi Study — Round 1 — List of questions presented to
participants

Round 1: Establishing the people issues

RM=records management; ERM=electronic records management

People issues identified:

Information management is not a high priority for staff

Lack of knowledge about / awareness of importance of record keeping processes by both
employees and managers

Chief executive level vision is needed for ERM in an organisation
ERM needs to be part of the strategic development of information systems
Staff do not understand their responsibilities in managing information

Staff need convincing that record keeping is important ;staff need to be persuaded to apply
recordkeeping principles to e-records

Awareness raising of managing e-records is needed at national, local and organisational levels
IT has brought individualisation to the conduct of business

The PC / Internet revolution has lead to people seeing information / records as theirs, not a
corporate resource

Control conflicts with spontaneity and informality of (for example) e-communications
Many problems facing ERM systems implementation are behavioural not technical

ERM needs commitment, cooperation, collaboration, communication and consultation with all
stakeholders

Managing electronic records is about / requires culture change
Managing electronic records causes change (e.g. in work practices)

Implementing any ERM system requires change management; change takes time and must be in
the business case

There is resistance to organisational & cultural changes caused be ERM
Implementing ERM requires good planning

A disjunction exists between RM theorist and RM practitioner understanding of e-records
management

Records professionals are grappling with ERM research & theory, vision & strategy, changing
roles

Records professionals’ role is threatened by other professionals as ERM emerges

Other professions / stakeholders have different perceptions of ERM than records / information
professionals

Records / information professionals see many challenges with ERM
Business and IT perceive few challenges

New partnerships needed between different information professionals (e.g. IT, records managers,
archivists) to understand how to manage e-records, and design & implement systems

ERM causes change in organisational status and power relations

T ——
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ERM alters relationships between managers and workers

ERM encourages / requires sharing

Awareness and training is needed at all levels within organisations to build capacity / capability
Records managers need to make RM understandable to others

All staff need training in how to manage records in ways that mesh with their working practices
Records / information professionals need advanced IT knowledge & skills

Business, IT and other professions do not fully understand what ERM is

Staff should not be treated as a homogeneous group but differentiated by attitude and IT skills
when implementing ERM systems

Need user friendly systems requiring the minimum of behaviour change
Tensions exist between data protection / privacy and access to information

Ethics and societal importance of recordkeeping and special demands of e-records need more
coverage

_gr— = 3
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People Facet — Delphi Study — Round 1 — Analysis of responses

1. Systems and products

Information and records

... are cheap and simple to create, enabling easy production of information that can be both dangerous and of poor quality
... are generated by and represent the lives and activities of people
... are perceived by staff as an individual rather than a corporate resource
... are costly to manage in terms of money and time if they are of poor quality
. storage requires proactive control by records professionals
Staff are unaware of the value of information

Recordkeeping

... approach of records professionals is bottom-up, without an understanding of the top-down view
... benefits need to be identified for each staff member
... is difficult
... benefits of developing staff in good practice and habits
... staff need to be convinced of its importance, in traditional as well as electronic formats

. is given a low priority by staff

Staff lack understanding, and need to be made aware, of their recordkeeping responsibilities
. tools need to be used appropriately

Records Management and Information Management

... solutions and strategies require partnerships between IT staff, legal staff, records staff [Ag]
... good practice is not seen by staff as bringing individual benefits, but rather as a burdensome overhead
... is not seen as important by staff
... is considered a high priority by staff as well as records professionals, but they do not use the same terminology
. heeds to be part of an organisation’s culture to the same extent as quality assurance
Staff lack awareness of the need to synchronize electronic and paper records
Staff need to be made aware of the importance of RM and IM
... provide a long-term knowledge base, but this is not recognized
. poor quality brings legal implications for staff
The risks brought by poor-quality RM can be reduced by ERM
... systems design and implementation should be, but often is not, integrated with working practices in a non-intrusive way
. tools should be intuitive and simple
Inability to assess the business value of RM results in ERMS with low functionality
... value is absent from the balance sheet
. value is not perceived within organisations
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ERM

.. causes cultural change in organisations
... changes the relationship between managers and staff
.. complexity of people and technical issues are not understood by IT professionals or vendors
.. encourages information sharing, which ultimately results in more effective and efficient systems
.. impacts on all staff
. is implemented inconsistently in organisations
There is a lack of perception about the opportunity for efficiency gains provided by ERM
. is perceived as a management fad
Staff need to understand the risks of poor ERM
.. relevance is not recognized by managers
... heeds to be able to manage multiple record types
.. requires commitment from the CEO and from managers
.. requires the drive and determination of one individual or team
.. requires involvement at all levels in an organisation
... requires integration with other systems and processes
.. requires proactive management in systems development
... requires new methods
.. requires openness to ideas and prior mutual understanding by professional partners
.. requires cross-disciplinary partnerships in research
.. requires new partnerships with auditors and compliance]
.. requires new partnerships with education programmes and research
... requires proactive planning
.. requires proper resourcing
... requires allocation of responsibility
.. requires staff to be already acclimatized to cultural change
... requires training
. requires understanding by all staff
Staff fear that ERM is unreliable
Lack of accuracy in records in ERM systems causes user disenchantment
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ERM systems

. are excessively complex
Control may cause conflict with informality and spontaneity, and requires a balance between control and flexibility
Efficient systems can cause perception of job losses
. provide little payback for staff
Inconvenient access and poor usability causes staff to retain copies of information / records for their own convenience
.. implementation problems are mostly behavioural
... implementation and maintenance significantly neglects training
.. implementation brings technical problems
... implementation requires change management
. implementation requires an emphasis on the benefits provided
. implementation requires partnership working between IT and records professionals to ensure a user-friendly system that works on both
practical and theoretical levels
.. implementation requires project management
.. implementation and maintenance requires training of staff by skilled trainers as well as systems experts
. implementation: the length of the process is perceived as a barrier

ERMS

... generic nature causes failure in corporate deployment across diverse organisations
. implementation: training frequently lacking in quality and scope

Information aspects / products

Information asset registers give rise to a narrow view of information assets by staff

Staff are lacking in awareness of information assets and liabilities

Staff do not share information assets

There is a lack of recognition of the creativity, experience and authoritative knowledge that are embodied in information pro ducts, and of the
potential for such recognition as a motivational factor
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2. Agents

IT professionals

. (mistaken) assumption that they understand RM can be dangerous and costly for organisations. There is a tension between this assumed
understanding and actual lack of understanding of many basic RM principles
... have a project-based focus rather than the ongoing, linear focus of records professionals
. and business professionals’ perception of ERM can cause challenges
Education programmes for IT professionals and systems designers should include knowledge of recordkeeping
... require basic RM knowledge/skills
. and vendors sell ‘silver bullets’

Records professionals

.. have an ongoing, linear focus rather than the project-based focus of IT professionals
... have an introspective focus on their own methods
... professional jealousy limits scope of training offered to staff
... knowledge can enhance other professionals
... lack recognition of end user perspectives
. must avoid a passive approach or victim mentality
Education programmes for records professionals should provide skills in training
... require advanced IT knowledge/skills
. require basic IT knowledge/skills
Good partnership working with IT professionals obviates the need for records professionals to have advanced IT knowledge/skil Is
... require specialisation in IT or legal aspects
... often lack the skills to manage their changing roles
. have insufficient voice to enable delivery of the full potential benefit of their contribution to organisational IM strategy

Staff

... believe ERM to be time-consuming and wasting time more effectively spent elsewhere
... ERM responsibility can enhances quality
... get frustrated with a corporate desktop experience which seems outdated compared with their experience of home computing
... personal investment in information leads to a reluctance to delete information
... engage in recordkeeping without realising it
. have a raised expectation that IM can provide the simple and effortless search and retrieval capabilities of the Internet
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3. Environment and processes

Change

.. causes disruption of the routine that enables people to manage their lives
.. causes alienation where there is a lack of staff involvement
... requires buy-in from and consultation of staff
.. management is difficult
. management needs to be included in the business case

Ecology

Behavioural aspects require management
Perception that there is no need for recordkeeping as information is always right and always available on the internet

Organisations
. culture of fear gives rise to a perception that ERM systems are unreliable and that data will be lost when IT system go down

Training
. requires follow-up and reinforcement
. should be reinforced through a variety of options for self-study
. strategy should require that training is provided to staff when they are first employed and whenever new versions are introdu ced

Data Protection

.. causes a lack of certainty in staff about information release

.. causes staff to be cautious about online storage

.. requires the accommodation of both rights and obligations

.. requires that staff be given specific advice and training in the retention of information/records
. is used as a scapegoat

Risk awareness
. is perceived differently by different professions (records, business, IT, etc)

© CEIS, Northumbria University ﬂ /ﬁ
2008.05.15 FT T (\. Arts & Humanities

——
A Research Council



AC’erm project http://www.northumbria.ac.uk/acerm
Introduction to Project Output
People Delphi R2 — Issues

AC*erm Output

People Facet — Delphi Study — Round 2 — Understanding the Issues

Background

Nature of Output

In Round 2, the participants were provided with a list of groups of issues
that had emerged from the original list of issues from Round 1 plus the
further issues identified in their responses to Round 1.

They were asked to indicate how these issues manifested themselves in
practice, based on their own knowledge and experience and furnishing any
real-life examples where possible.

The questionnaires were sent to the participants in May 2008

No separate analysis was drafted for this round. Instead, the responses fed
into the questions for Round 3 and the Phenomenological Analyses carried
out in Round 5.
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People Facet — Delphi Study — Round 2 — List of questions presented to
participants

The question asked of the participants, in respect of each of the following groups of issues, was “From
your own perspective and experiences, do these issues manifest themselves in practice, and, if they
do, how? Please share any real examples.”

1 The e-environment creates a different culture in which records are created and used, e.g.

the individualisation of record creation and use

the informality and spontaneity of e-communications

e-records being easy to create but difficult to manage

management of e-records requiring new methods

synchronising the management of both paper and e-records

the Internet replacing the need for people to keep their own records

user expectations of information/records management based on their experiences of the
simple search capabilities of search engines

2 Management of e-records is about change:

ERM causes change — in relationships, in working practices
implementation of ERM requires change — in organisational cultural, in working practices

CEO support for ERM is meaningful only if they also buy into a culture of shared access to
corporate knowledge / information

this change needs to be managed — e.g. by applying change management techniques
change is needed even before the implementation of ERM
change involves the whole organisation

changes needs managers’ commitment — e.g. managers must be seen to be changing
themselves

senior management commitment can suffer from the transience of personnel at this level
change needs involvement of staff in the process
staff need continuing support and encouragement after the formal implementation stage

3 The e-environment has altered the roles, relationships, and knowledge & skill requirements of the
professions who deal with information:

the records professionals — records managers, RIM staff, archivists

the information management professionals — librarians, information & communication
managers, knowledge managers

the IT professionals — IT, information systems

specialisation is needed within professions — e.g. record professionals specialising in IT, or
law, or business management; IT staff specialising in record keeping

specialisation may not be necessary if you have good working partnerships with other
professions in the organisation, e.g. records professionals working with IT professionals

g j S 10
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4 Non-records professionals have entirely different views about record keeping. For example, many
people (staff, managers, policy makers, the wider population):

are not aware that records are more than information
are not aware of the need for good recordkeeping

do not realise the risks from poor record keeping
see information as an asset but not as a liability

do not consider recordkeeping important, even if they recognise the need for it, apart from
‘their own’ records

do not see the values/benefits of the ‘knowledge reservoir’ residing in records

are actually ‘managing’ their ‘own’ records, but do not see it as that, nor do it in the ways that
record professionals would want them to

5 Systems for managing records are often poorly designed, e.g.

ERM systems are expected to be more efficient, or to save time, but users may find they
create more pressures and require more effort

Users see the system as a burdensome overhead, not a value-added activity

Users need some payback from using the system; need to clearly see what the benefits to
them are; these will vary from person to person

Users fear that ERM systems are unreliable or will lose data — they lack trust in them
ERM systems may require users to continually check data accuracy and quality

Who are the systems designed for? Are they designed for users?

Making the system work — where does the real responsibility lie?

Users need to be involved in system design and development stages

Is system design any different in the e-environment than it was in the paper environment?

6 Information is all about people, e.g.

Information/records represent someone’s personal ‘story’, their life

Information/records are personal achievements, of creativity, experience and authoritative
opinion: this value is often not recognised, nor exploited

Tensions exist between the corporate and the personal

Tensions exist between ‘your’ records and ‘our’ records — records are needed to show all
sides of the story

Managing records involves respecting everyone's rights as well as understanding everyone’s
obligations

‘Ownership’ of records and their management is not about keeping information to oneself, it is
about taking control of/being in control of the records; ownership is of the responsibility, not
the record

P - 11
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AC*erm Output

People Facet Delphi Study — Round 3 — Ranking of Issues

Background

Nature of Output

In Round 3, the issues identified in the literature and supplemented by the
comments and discussion in the first and second rounds were collated
into 8 groups. Delegates were asked to rank them according to their
urgency for attention if the acceleration of positive change in managing e-
records is to be achieved

They were asked to (a) rank the relative urgency of the groups of issues;
and (b) identify the single most important individual issue to address.

Analysis of the participant rankings (tables and charts).

This output consists of the list of issues given to participants; the weighted
ranking of the issue groups in line with the responses (bar charts and
tables); and the ranking of single issues (table). The analysis includes an
explanation of the weighting method used.

The analysis was compiled in June 2008.
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People Delphi Round 3 - Analysis

Topic Groups provided to participants for ranking from 1 to 8 in order of decreasing urgency

Actors — executives and management: lack understanding of records b  Actors —records professionals: need appropriate knowledge/skills, approaches and
management and their role within that relationships for the e-environment
CEO must have vision and commitment if ERM is to succeed Records professionals perceive ERM in different ways from other professionals and stakeholders
CIlO background is almost invariably IT rather than IM, which is problematic for full Records professionals need to build partnerships with other specialist staff (IT, legal, audit, etc)
understanding of ERM issues Records professionals need to avoid introspective focus on their own methods, and recognize the
Managers need to commit not just to change in the organisation but lead by example perspective of end-users
through changing themselves Records professionals have insufficient 'clout’ within organisations to enable their perspectives to
Managers can fail to recognise the relevance and importance of recordkeeping fully inform corporate IM policies
Management commitment at senior level may be hard to sustain because of Records professionals need to adapt to the changing roles, requirements, knowledge/skills and
transience of staff at this level relationships required by ERM
Actors — other professionals: lack understanding of records management and d Actors — staff, users: lack understanding of records management and their role within that
their role within that
Business professionals can perceive ERM as either less challenging than it actually is Lack understanding of the risks associated with poor-quality ERM
or, conversely, see it as too challenging See RM requirements as a time-consuming burden rather than a benefit
Information professionals must form new partnerships with each other Often do assign a high priority to recordkeeping, but not in the same terms as records professionals
Information professionals find their roles, relations and required skill-sets changing in Are unaware of their IM/RM responsibilities
the e-environment Retain personal copies of records held in RM and IM systems because the systems are frequently
IT professionals lack understanding of the complexities and challenges of ERM and inconvenient to use and access
of the human and technical aspects of implementing ERM systems Perceive the information they create as a personal or individual rather than a corporate resource,
IT professionals (and vendors) sell simplistic ‘silver bullet' technological solutions to and give a higher priority to their personal information needs than to corporate IM/RM needs
IM/RM requirements/problems Fail to share information

Do not trust the accuracy of electronic records and feel the need to constantly check them
Systems - Records Management and Information Management: principles and f Systems — E-environment: has changed the nature of work and workplace relationships
practices need to be a valued and integral part of the organisation
Needs to be part of an organisation’s culture to the same extent as qu ality assurance E-records are cheap and simple to create, enabling easy production of information that can be both
Provides a long-term knowledge base, but this is not recognized dangerous and of poor quality
Value is not perceived within organisations and is absent from the balance sheet E-records are costly to manage in terms of money and time if they are of poor quality

The e-environment changes the relationship between managers and staff

The e-environment requires integration with other systems and processes

The e-environment requires new methods
Systems - ERM systems: need to well designed h  Environment and processes: implementation of ERM and systems requires change and

Systems design and implementation should be, but often is not, integra ted with
working practices in a non-intrusive way

Tools should be intuitive and simple

Inability to assess the business value of RM results in ERMS with low functionality
Users need to be involved in systems design / development

Requires proactive management in systems development

Are perceived as a management fad

change management

Change requires the commitment of managers, and their willingness to change themselves
Change needs the full consultation and buy-in of all staff

Change involves the whole organization

CEIS Northumbria University

|§.i Arts & Humanities
Research Council

\ 13
northumbria
UMIVERSITY



CEIS Northumbria University

2010

Ranking — Average Weighted Score
(by Topic Group)

6.00
5.24 5.24
453
400 3.94
3.06 ' ' '

Ranking — Average Weighted Score

(by score)
6.00
' 524524

429
' ™ W't Score

h

4.53 4.29

4.00 394

3.06
' = W't Score

AC " erm Project http://www.northumbria.ac.uk/acerm

Project Output

People Delphi R3 — Ranking of Issues

Chart Data - by Topic Group

Chart Data - by Score

Topic Avge Topic Avge
Group Score Group Score
a 6.00 a 6.00
b 5.24 b 5.24
c 3.06 e 5.24
d 4.53 d 4.53
e 5.24 h 4.29
f 4.00 f 4.00
g 3.94 o] 3.94
h 4.29 c 3.06
<< <K<K <K<K<K<K<K<LK < TopiCGroupS >>>>>>>>>>>
Rank a b c d e f g h
1 6 2 0 1 4 1 1 2
2 2 3 1 3 3 3 1 1
3 1 4 1 3 2 3 2 1
4 5 2 1 2 2 0] 2 3
5 2 2 3 2 0] 1 5 4
6 0] 2 4 1 3 3 1 3
7 0] 2 3 4 2 2 2 1
8 1 0] 4 1 1 4 3 2
All} 17 17 17 17 17 17 17 17
Weighted Score] 102 89 52 77 89 68 67 73
Avge W't'd Score] 6.00 524 3.06 453 524 400 394 4.29

A weighting from 8 to 1 in order of importance has been assigned to the selections made,

then divided by the number of responses to arrive at the average weighted score.

Example:

6 participants gave a ranking of 1 ('most urgent’) to Topic Group (a), 2 gave a ranking of 2,

and so on.
A weighting of 8 is applied to those ranked 1, 7 to those ranked 2, etc.
Weighted Score = 8x6 + 7x2 + 6x1 + 5x5 + 4x2 + 3x0 + 2x0 + 1x8

Average Weighted Score = Weighted Score
17
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an isolated insular activity that gives the impression of requiring extreme amounts of effort. ECM systems must be designed in
a fashion that is almost transparent in relation to the Business Function Activities. People have adapted electronic systems to
meet their needs basically because they could and due to the lack of direction in the evolving years because they had to.
Records Management should be promoted as a vital element of Information Governance which is in keeping with the context
of Enterprise Content Management.

Peo
Topic ] ] ]
Group Topic - single most important Votes

a Managers need to commit not just to change in the organisation but lead by example through changing themselves. 3

e Records Management... Needs to be part of an organisation’s culture to the same extent as quality assurance 3

a From my perspective the CEO can determine the level of success of ERM within organisations. To see the benefits of ERM the 1
CEO must fully support the necessary policies and resources to change organisational behaviours to succeed.

a Managers can fail to recognise the relevance and importance of recordkeeping. 1

a Maintaining management commitment at senior level. Succession planning for policy, attitudes and behaviours is needed as 1
well as for roles and responsibilities and should be built into 5-year business plans.

b Records professionals need to avoid introspective focus on their own methods, and recognize the perspective of end-users 1

b Records professionals need to adapt to the changing roles, requirements, knowledge/skills and relationships required by ERM. 1

d Perceive the information they create as a personal or individual rather than a corporate resource, and give a higher priority to 1
their personal information needs than to corporate IM/RM needs

e Value is not perceived within organisations and is absent from the balance sheet 1

g ERM systems: need to well designed. RM system design and implementation should be, but often is not, integrated with 1
working practices in a non-intrusive way

h Environment and processes: implementation of ERM and systems requires change and change management. 1

h Change needs the full consultation and buy-in of all staff 1

X The concept of records management needs to be dissolved into normal working practice such as quality and not perceived as 1

2010
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AC"erm project http://www.northumbria.ac.uk/acerm
Introduction to Project Output
People Delphi R4 — Solutions

AC*erm Output

People Facet — Delphi Study — Round 4 — Proposed Solutions

Background In Round 4, the participants were provided with a list of 11 groups of
issues refined from the previous rounds. These issues were selected as
follows:

e Eight groups of issues ranked as ‘most urgent’ in Round 3
e The two single issues ranked as ‘most urgent’ in Round 3

e An additional group of issues identified by the project team as
emerging from the literature and the responses to earlier rounds

Participants were asked to suggest, from their own perspective and
experience, solutions either to try or to avoid, expanding on the contexts in
which the solutions had worked, could have work better, or had not
worked. They were also invited to add solutions to any other relevant
issues that they felt were not covered under the 11 sets presented in the
questionnaire.

Nature of Output Analysis of solutions proposed to the issues identified and prioritized in
Rounds 1-3 (formats: mind maps; word clouds; text).

This output consists of the questions put to the participants and the
analysis, under thematic headings, of their responses.

The analysis is primarily presented using mind maps created using the
MindGenius software application, which are provided here in the form of
snapshots of the individual mind-map ‘branches’ along with a textual
version that preserves the hierarchies of the visual maps.

Two word clouds generated using the free web-based application Wordle
are also presented, whereby the font size of the word or phrase as it
appears in the ‘cloud’ graphic is proportional to the frequency of a topic’s
appearance.

An additional mind map that illustrates some primary relationships
between actors, systems and environment in the context of ERM.

The analyses were compiled in June 2008.

g, < 16
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AC"erm project http://www.northumbria.ac.uk/acerm
Project Output
People Delphi R4 — Solutions

People Facet — Delphi Study — Round 4 — List of questions presented to
participants

For each of the 12 groups of issues below, participants were asked to respond to these two
questions:

e From your own perspective and experiences, what solutions are worth trying? Say why, how,
who, when and where they work or could work better.

e From your own perspective and experiences, what solutions should be avoided? Say why, how,
who, when and where they have not worked.

Groups of Issues

1 Executives and management lack understanding of records management and their role within that
{ranked 1* by urgency in Round 3}

2 Records professionals need appropriate knowledge/skills, approaches and relationships for the e-
environment {ranked joint 2 by urgency}

3 Records Management and Information Management: principles and practices need to be a valued
and integral part of the organisation {ranked joint 2" by urgency}

4 Staff, users: lack understanding of records management and their role within that {ranked 4" by
urgency}

5 Implementation of ERM and systems requires change and change management {ranked 5" by
urgency}

6 E-environment: has changed the nature of work and workplace relationships {ranked 6" by
urgency}

7 ERM systems: need to well designed {ranked 7" by urgency}

8 Other professionals: lack understanding of records management and their role within that {ranked
8th by urgency}

Single Issues

9  Managers need to commit not just to change in the organisation but lead by example through
changing themselves {single issue ranked joint 1* by urgency}

10 Records/information management needs to be part of an organisation’s culture to the same
extent as quality assurance {single issue ranked joint 1* by urgency}

Additional Issues

11 Integration/interoperability of ERM systems with other systems/processes is needed {additional
issue identified from further analysis of the results from rounds 1 to 3}

12 Any other solution(s) that you think should be tried, or avoided, that does not fit in with the above
issues but should be included at this stage

© CEIS, Northumbria Uni it ) /j‘ "
. Northumbria University / . . Arts & Humanities
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ERM People Issues - Outline of
solutions proposed in Round 4 of
Delphi Study

18
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1. Executives and management lack understanding of

records management and their role within that

2. Records professionals need appropriate
Hknowledge/skills, approaches and relationships for the
e-environment

3. Records Management and Information Management:
Fprinciples and practices need to be a valued and
integral part of the organisation

4. Staff, users: lack understanding of records management

ond their role within that

5. Implementation of ERM and systems requires change
and change management

E-environment: has changed the nature of work and

6.
EEwu:rlvq:ul:am::‘ta relationships

7. ERM systems: need to well designed ]

8. Other professionals: lack understanding of records

managemeant and their role within that

9. Managers need to commit not just to change in the
Horganisation but lead by example through changing
themselves

10. Records/information management needs to be part of
Han organisation's culture to the same extent as quality
assurance

11. Integration/interoperability of ERM systems with

E'::lthar systems/processes is needed

12. Any other solution(s) that should be tried, or
HHavoided, that does not fit in with the above issues but

should be included at this stage
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1. Executives and management lack understanding of records management and their role
within that: Solutions that work

Wake sanior managers respansible for missing records

=Build ‘virtual team’ of kay influancars and spaciaists

~Engage personally with exacutives and senior managers elationshi
=Irvalve in ERM systemns development from the outsel R nehips
=Make execulive spansorship a key personal mission
=Link solutions 1o dealing with raal problems
Benafits —Promotefeducate aboul RMERMS using individual
benefits as examples
ERM systams requires organisation and planning from start Planning 3
S
--Demonsirate problems of poor RM using real case
examples
—~Esialish BM under legal corporate funchicn o =Education/devalopment (non-records ;E;:E;:me value/benefits of RMERMS using real case
—Establish single, board-leval management rale with [M as Organisational = prafessionals) ~Pramateleducale about RMIERMS using indiidual
singls oorporae funciion busingss processes and requirements as examples
Less not more
Prasent halistc approach to IM rather than focus nartowly

Design ERM system that is easier to usa
on RM

20
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1. Executives and management lack understanding of records management and their role
within that: Solutions to avoid

--ERM implementation as a personal project of senior

manager (5)
--Go it alone as an organization's records manager

--Proceed with solufion without executive backing
--Submil wordy reports

Relationships B

=Compliance - accapt risk of lack of or poor recordkeeping
—Use inaccurale "scare stores’ or poorly-understood
legislation to support casa

Working from the bottom up

Focus more on professional records concems than on
stakeholders' aims and expectalions

Slintrospection

Organisational &

Situating RM under the IT corporate function

ERM systems for senicr managers that cover activities
previously underiaking by secretaries

Less not more

—-Bombard senior managers with information and ideas
--Use ganeric, corparata RM selling points

21
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2. Records professionals need appropriate knowledge/skills, approaches and relationships for
the e-environment: Solutions that work

Invest in records professionals involvemnent in business

Racards professionals supported by rationally produced lysis process analysis, roat cause analysis, working with
Slandards, Speciiications, Advices, Tookils, progressive parners
avaluations of EDRM Systams and iraining
. . Collaborztive training. building relationships and
E;g:m;amment {non-recards unrderstanding batwean siakeholder groups
~-Build RM tzam wilh experts in priofty aress, induding &1
lamst one ‘ambassader’ wilh advancad retationship
management skills
~ERM requires proaclive approach by reconds
professionals
~ERM solutions requires partnerships betwaen |T staff !
lagal staff { records staff cperations and records
professionals
~Invialve recards staff in business projects
~Records professionals require communication with athar
SISEDDHH profsssionals require discussion wih oer ~G¢! records professionals using new media
recards profisssionals who have gone thvouigh process crl;:;; madrga‘l;:n?;]? reconds profiessionals skills for
~Provwida fraining, acosss to paar confarences, encourage
membership of relevant assodations for records
professionals
~Racards professionals require education/iraining in broad
Education/develapment {records range of business activilies
prafessionals) ~Racords professionals suppartad by nationally producad

Standards, Specifications, Advices, Toolkits, prograssive
avaluations of EDRM Systems and Iraining

~Recruit records professionals with ferfiary qualiications
~Redeploy and train records professionals as internal
information consultants

~AM requires recognised qualification

-Qutsouroe RM systems (paper, storage)
~Outsourced soluions

Organisational =

22
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2. Records professionals need appropriate knowledge/skills, approaches and relationships for
the e-environment: Solutions to avoid

T N "\r"—“‘v"_'\f’_“\’ﬁ_—"‘\/‘_‘\r—h\\'_\\'_\
—
—Education by vendors
— —Emphasise project management training
,-—v—ﬂ.-"”_'“f'_‘\f/_ —ﬁ\f’”_“‘\f"'_'“\r'—“w——-» /L —Expect universal expertise in records professionals
=Expecting change to accur fram within the existing
records staff
=Fail to elicit at the interview stage whether candidates
have the full range of competencies and qualities requirad

T\\ ~Hire on the basis of qualifications only
\-\-“‘-\"'\-\_\_ _,).\_)_/
'ﬂ“—”\__ N _J\\.____/JL_

Isolated records professionals, going it alone Relationships sl————=1%) ————FEducation/development (records

N P N S G professionals)

/—f
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3. Records Management and Information Management: principles and practices need to be a
valued and integral part of the organisation: Solutions that work

Include quality of BM in criteria for assessing performance
of top managers

Educale staff to appreciate thal the adhering lo corporate
RM policies avoids risk and cost fo the organisation

Educate staff to appreciate that the records they creale are
an asset lhat adds value

~Build community of expers in records to further
understanding of principles and praciice
~Communicale and co-operate with other depariments
~Get people on board early

~Interdisciplinary understanding betwean RM, IM,
business analysis, and IT staff

~Combine adherence 1o RM principles and practice with
dalivering clear banefils to siaff

~Manage relationships and change behaviour by
demonsirating benefits on an individual level

Integrate RIM into overall quality cidture

~Highlight advantages of compliance and disadvantages
of non-compliance
~Highlight legal requirements that impact in recordkeeping

Appoint CIOs with RM skills  Position RM in aperational ~May be accomplished when driven by financial mofive

nigational =
risk framework Orga ald

--Align desktop tools with infarmation policies and
bussiness neads

--Design deskiop tools ko be intuitive and to aid staff in
creating and managing records appropriately

RM should be pervasive but in the background Minimize RM E}

24
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3. Records Management and Information Management: principles and practices need to be a
valued and integral part of the organisation: Solutions to avoid

'Quick fix' solutions Shortcuts B

Expect too much of organizational units in developing RM

ElBenefits lools
Go it alone as an organization's records manager Relationships &
= "_xJ SICulture Fail to understand the skills needed to change behaviour
-Desktop tools that add to staff burden
--Desktop lools that interfere with efficiency of siaff in their Less not more 5
'real task
~lmpose exira work on staff
- Isolate RM as yet another arcane function ‘essential' to the
ElHolistic

organisation

--Expect staff to value RM in and of itself

--Have a purist RM focusTry to make staff actively like RM Introspection El

© CEIS, Northumbria University E.F Arts & Humanities / 25
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4. Staff, users: lack understanding of records management and their role within that: Solutions

that work

—Availability of advice and help - staff are willing 10 listen to
those whio can help with their recordkeeping problems.
—Have a single point of contact for BM queries

Acoauntability

Gel prior executive-level commitment” Invelve staff in

design of RM palicy Relationships =

Bengfils

Conduct awareness campaign prior 1o implementation of
RM policy

professionals)

Prasent in a holistic rather than an R-focused perspective

© CEIS, Northumbria University @ Arts 8 Humanities f
2010 .‘ Research Council uﬁ?ﬂ':",—fﬂ?ria

=IEducation/development {non-records

Incude RM i siaff performance omteria

-Demonsirate that BM has idenifisble business benefils
for mdividual staff
—Make good RM & worthwhile activity for staff

-Pravide hands-on, interactive educalion in RM.
- se fluid, flexitle and graphic ways to impart knowledge
-Incorporate RM considerations inta training in clher areas
=Increase gwareness on IM and reconds

--Link message 1o ndividual experience of stafl

--Ongoing informal as well as formal training and
discussion

26



4. Staff, users: lack understanding of records management and their role within that: Solutions

ZIBenefits Make RM visible as an overhead
Assurme that any problems will be sorted when the system Sharteuts
goes live

General fraining with standardized content IRestrict RM
'_T,I BEducation/development {non-records examples o workplace scenarios IUse passive modes of
professionals) communication

--|solate RM as a separate process
--Plan a systemn that requires every member of staff fo Less not more 5
understand RM

=lintrospection Try to make staff appreciate RM principles

© CEIS, Northumbria University E.W JE— / 27
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5. Implementation of ERM and systems requires change and change management: Solutions
that work

SAccountability

Encourage and rewasd required behaviours

Different messages for different organisational
levels | Focus change managament an key stakeholders
only whille providing fully Integrated systems to facilitate

implementation | Identify ‘change champions’ who will lead Relationships B
adopticn and recormmeand it 1o others Involve staff in
analysis of curent systems and emironment ~ Involve top
lewvel from the outset
Systems/business analysis
S:ﬁg::;:ﬁ;::gﬂ?:;?;mﬂt tha changes are seen as Planning B Markst individually, showing each staff member how the
change will address their particular neads
.
~Active campsaign to market RM i — _ .
—Present change as change for the better Marketing Largest sbemant of change is cultural rather than directly

retated to ERM systems

Cencentrate cn processes and methods Less nat mare =

RM staff need o acquire knowledge of change and skills in

HEducation/development {records facilltation

professionals)

28
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5. Implementation of ERM and systems requires change and change management: Solutions to
avoid

~Cverseling the system
~Think that an EDRMS wil solve an organization’s

problems

«-fiss0ciabe ERM implamentations with cutural change
--Assume thal communication is enough to change

hehaviaur
--Failing 1o change culture before embarking on ERM

projects

=ICulture

ITed ERM projects Organisational B

Train ‘supsr-users' without empowering them to frain other
siaff

aE)

= ducafion/development {mon-records

~-Focus on the benedil to the organization when marketing rofessionals)
system 1o staff Marketing £ ’
--Marked inifiatives as new technology or tool

; Present a less than thoneugh case on the assumpticn that
Hlintrospection staff wil care about RM as such

—Implement a systern requiring significant operational

changes
—Implement sysiems with inadequate funclionality

~Imposing levels of RM input from staff which do net add
value to the records in question

Less not more &

29
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6. E-environment: has changed the nature of work and workplace relationships: Solutions that

work
N Close working with HR to develop and manitor desired
SAccountability behaviours
proaclive records professionals Relationships =J
) reguilar staff mesfings o stimulate
ZEducativrdevelopment (non-records conversalionfcommunication (lechnology dehumanises
gescnlt;?r;zd infarmation risk unit, induding key informetion Organ isational = professionals) communication, staff distrust management'colleagues)
=
Hulistic a ch essantid = identify positive implications of wider infarmation availability
pprnca Halistic ZIBengfits for working praciices
simpie galutions Flexibility &
o records professionals using new media outside work,
Education/development (records transferring learning inlo work
professionals)

30
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6. E-environment: has changed the nature of work and workplace relationships: Solutions to

silo approach

W’_“v““wf_vﬁ“v—w’—‘v—xf—v_“\_
failing to capture records from new communication forms

"JM.___/'&__J-—FM__J\ Y N _,/’“'/

© CEIS, Northumbria University
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avoid

Organisational 2

/EIEJ ——— TCulture

Holistic B~

f_j,r—-\(’d__ﬁ"\f‘” YT v -—-\,—\/\

-
contralling information availability - “genie is oult of th
bottle™ lidentify behavioural changes requirad

S T R . S 7 -
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7. ERM systems: need to well designed: Solutions that work

capiure all requirements in advance _regular review &
enhancement programme

like online retail systems - reliable Example
ulture support with sufficient/sustained change management
pragramme
standards to guide design Standards
2]
SlEducation/development {non-records use 'use cases'
have built-in {not balt-on} compliance Shortcuts B professionals)
Holistic support with all embracing policy regime

--Corporate project notification scheme, accessible to all

--make close links with IT dept Relationships ]

--user invaitvement from cutset; focus an users' processes,
challenges, opportunities

minimise (system) burden on staff

Less not more

32
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7. ERM systems: need to well designed: Solutions to avoid

assuming IT have same ERM knowledge/understanding Relationships ElAnalysis not understanding ERMS are different types of system
as records professionals
T i big bang solutions - don't work, have short lives and are
_ ) _ ) ) i = MER ElBig Bang expensive
showing users all the functionality - they will want it Marketing =
holfing on' to office tools Shortcuts (=] ElCulture blaming preductitechnology for failures

. . . 33
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8. Other professionals: lack understanding of records management and their role within that:
Solutions that work

Education/development (non-records education & information itraining using real examples

professionals)

--Build RM team with experts in priorily areas, including at
least one "ambassador’ with advanced relabionship
management skills

—-dafine specific limitad role for RM professionals
--pariner with IT professionalsiget IT professionals onside
-parinership working {records & olher professionals)
-Records professionals should negotiate place on other
professional forums

Relationships [l——— 1~

use {targeted imarkeling campaigns before ERM systems

EMarketing implemantation

© CEIS, Northumbria University E.‘ﬁ e & Humanitie: / 34
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8. Other professionals: lack understanding of records management and their role within that:
Solutions to avoid

e~ YT Y

T e ~ . . I
. / -farmal instruction - learm through experience )
overselling RM benefits, can't deliver - Shortcuts =l Hix)] — —[EEducation/development (non-records |,\_ —-neglecting problem of lack of understanding 3
- rofessionals --training - death by Powerpoint
kN __-J“-—-—AH__,J&___,-/'\«-__FJ”_ P ) o Y Y,

— A

— A A A _,,.M_Jx,___./h
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9. Managers need to commit not just to change in the organisation but lead by example
through changing themselves: Solutions that work

rewarding managers against role expecialions via

Accountability performance evaluations
--Build virtual team' of key influencers and specialists
~Engage perscnally with managers .
--igentify RM implementation opporiunities for CEQ Relationships =
~reguler meatings with managers
o pricrtiesidrivers for RM (e.q. litigation, duty of carg,
=IBig stick acoountabilily, financial RO, KM, intelleciusl property)
» £
Presant halistic approach to IM rather than focus namowly hetic: 3
on RM Holistic
=1 ulture managers using new systems flead by example)
Hire records managers capable of enthusing and building Educationidevelopment (records =

relations with managers

professionals)

--cammitment to management development

HEducation'development (non-records -
~time, space & rescurces

professionals)
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9. Managers need to commit not just to change in the organisation but lead by example
through changing themselves: Solutions to avoid

mangagers’ performance evaluations that are window
dressing exercises, nathing will improve

suggesting managers can be late adopters of new

solubions Shortcuts B

—expecting managers who don’t manage records to start
managing
~change management as an RM success criterion

53

high time commitment from managers Relationships B

using ROI with managers in public sector Marketing
HEducation/development (records

professionals)

(archivists) thinking they don't need new knowledge
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10. Records/information management needs to be part of an organisation's culture to the
same extent as quality assurance: Solutions that work

seamlessly include RM in business praciice

organisational recognition of importance of information

—lAsset

--integrata standards (IS0 9000, 15489)
--RM certification system

Manage relationships and change behaviour by
demanstrating benefits on an individual level

=Build community of exparts in records fo further
understanding of principles and practice
—involve all key stakeholders

universal applicability of RM, culture independent

=ICulture

—combine RM with guality management functions

=lOrganisational —Position RM in operational risk framewark

--combing RM with quality management functions
-integrate information governance with total quality
management

38
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10. Records/information management needs to be part of an organisation's culture to the
same extent as quality assurance: Solutions to avoid

—*w‘—“v—w——nx_\\

C/ﬂn;;.:—ng risk of poor RM S Risk El\

T A A =

| ECulture

-~ g

QRM as a box ticking exercise /D Quality B——————— \/EU_T,] _,\

M AT / \
[\
Marketing EI/

“~—EHolistic

WWW'V—-
/f trying to get staff excited about RMAM
e

TN A A AN
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\\xA work
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/_/_ izolating BM as 'black magic' skills package J}J
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11. Integration/interoperability of ERM systems with other systems/processes is needed:
Solutions that work

Corporate project notification scheme, accessible to all Relationships =

—-Complete pilot project without any procurement activity to
define desired state, intfroduce cultural change, and

= i
SAnalysis measure changes in behaviour
--investigate cument work practices widely
usar interface Less not more =
=l
SBenefits maximise business benefits

--build open IT systems
--build openness into IM practices, training, policies
=fully integrate with other systems & processes
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11. Integration/interoperability of ERM systems with other systems/processes is needed:
Solutions to avoid

—national, central public IT systems - over reach
themselves, subject to political interference

only records professionals specifying integration, will be
Idealised

—invest in large content managemant solutions [SN-]
Relationships =

attampting staff behaviour change with solutions built on
sociological models

--bottom-up approach

--not integrating ERMS, risk not realising benefits

--perception that integrationfinteroperability is oo difficult Planning =

--specifying systems integration, it's costly & market

dictated

—overamphasising EFM at expensa of other issues

--overemphasising integration at expense of other issues

© CEIS, Northumbria University E.ﬁ T — /—\
2010 J Research Council ug?ﬂlguﬁﬁl\?ria

41



12. Any other solution(s) that should be tried, or avoided, that does not fit in with the above
issues: Solutions that work

take proactive approach (eg appraisal based on business
values)

correct mix of essential skills Relationships =

—IBenefits

--Continuity of project leadership
=Tried and tested project management methods

. =1+
Praoject & ElExample m
Organisational =1 ElLess not more

simple, affordable, reliable, scalable solutions
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12. Any other solution(s) that should be tried, or avoided, that does not fit in with the above
issues: Solutions to avoid

=IBenefits seeing ERM as a burden
—huying technology for technology's sake Technophilia =l
--replacing failed technology with other technology
SLEN
--'all singing all dancing’ systems
--grandiose schemes
--IT driven systems, mostly fail EBig Bang --Mational, centralised systems in the public sector

Planning = --projects that promise the earth, cost the earth and don't

work

--RM driven systems, mostly fail

© CEIS, Northumbria University m Arts & Humanities / 43
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AC"erm project http://www.northumbria.ac.uk/acerm
Project Output
People Delphi R4 — Solutions

People Facet — Delphi Study — Round 4 — Outline of proposed solutions

1. Executives and management lack understanding of records management and their role within that

| 1.1 Approaches that lead to success in ERM—try these!

1.1.1 Category: Accountability
1.1.1.1 Make senior managers responsible for missing records

1.1.2 Category: Benefits
1.1.2.1 Link solutions to dealing with real problems
1.1.2.2 Promote/educate about RM/ERMS using individual benefits as examples

1.1.3 Category: Education/development (non-records professionals)
1.1.3.1 Demonstrate problems of poor RM using real case examples
1.1.3.2 Demonstrate value/benefits of RM/ERMS using real case examples
1.1.3.3 Promote/educate about RM/ERMS using individual business processes and requirements as examples

1.1.4 Category: Holistic
1.1.4.1 Present holistic approach to IM rather than focus narrowly on RM

1.1.5 Category: Less not more
1.1.5.1 Design ERM system that is easier to use

1.1.6 Category: Organisational
1.1.6.1 Establish RM under legal corporate function
1.1.6.2 Establish single, board-level management role with IM as single corporate function

1.1.7 Category: Planning
1.1.7.1 ERM systems requires organisation and planning from start

1.1.8 Category: Relationships
1.1.8.1 Build 'virtual team' of key influencers and specialists
1.1.8.2 Engage personally with executives and senior managers
1.1.8.3 Involve in ERM systems development from the outset
1.1.8.4 Make executive sponsorship a key personal mission

o 44
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AC"erm project http://www.northumbria.ac.uk/acerm
Project Output
People Delphi R4 — Solutions

1. Executives and management lack understanding of records management and their role within that

| 1.2 Approaches that impede progress in ERM—avoid these!

1.2.1 Category: Big stick
1.2.1.1 Compliance as a driver — senior managers may accept risk of poor recordkeeping
1.2.1.2 Use inaccurate 'scare stories' or poorly-understood legislation to support case

1.2.2 Category: Introspection
1.2.2.1 Focus more on professional records concerns than on stakeholders' aims and expectations

1.2.3 Category: Less not more
1.2.3.1 ERM systems for senior managers that cover activities previously undertaking by secretaries

1.2.4 Category: Marketing
1.2.4.1 Bombard senior managers with information and ideas
1.2.4.2 Use generic, corporate RM selling points

1.2.5 Category: Organisational
1.2.5.1 Situating RM under the IT corporate function

1.2.6 Category: Planning
1.2.6.1 Working from the bottom up

1.2.7 Category: Relationships
1.2.7.1 ERM implementation as a personal project of senior manager(s)
1.2.7.2 Go it alone as an organization's records manager
1.2.7.3 Proceed with solution without executive backing
1.2.7.4 Submit wordy reports
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2. Records professionals need appropriate knowledge/skills, approaches and relationships for the e-environment

| 2.1 Approaches that lead to success in ERM—try these!

2.1.1 Category: Analysis
2.1.1.1 Investin records professionals involvement in business process analysis, root cause analysis, working with partners

2.1.2 Category: Education/development (non-records professionals)
2.1.2.1 Collaborative training, building relationships and understanding between stakeholder groups

2.1.3 Category: Education/development (records professionals)
2.1.3.1 Getrecords professionals using new media
2.1.3.2 Investin developing records professionals skills for change management
2.1.3.3 Provide training, access to peer conferences, encourage membership of relevant associations for records professionals
2.1.3.4 Records professionals require education/training in broad range of business activities

2.1.3.5 Records professionals supported by nationally produced Standards, Specifications, Advices, Toolkits, progressive evaluations of EDRM
Systems and training

2.1.3.6 Recruit records professionals with tertiary qualifications
2.1.3.7 Redeploy and train records professionals as internal information consultants
2.1.3.8 RM requires recognised qualification

2.1.4 Category: Organisational
2.1.4.1 Outsource RM systems (paper, storage)
2.1.4.2 Outsourced solutions

2.1.5 Category: Relationships
2.1.5.1 Build RM team with experts in priority areas, including at least one ‘ambassador' with advanced relationship management skills
2.1.5.2 ERM requires proactive approach by records professionals
2.1.5.3 ERM solutions requires partnerships between IT staff / legal staff / records staff operations and records professionals
2.1.5.4 Involve records staff in business projects
2.1.5.5 Records professionals require communication with other staff
2.1.5.6 Records professionals require discussion with other records professionals who have gone through process

2.1.6 Category: Support

2.1.6.1 Records professionals supported by nationally produced Standards, Specifications, Advices, Toolkits, progressive evaluations of EDRM
Systems and training
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2. Records professionals need appropriate knowledge/skills, approaches and relationships for the e-environment

| 2.2 Approaches that impede progress in ERM—avoid these!

2.2.1 Category: Education/development (records professionals)

221.1
2.2.1.2
2.2.1.3
2214
2.2.1.5
2.2.1.6

Education by vendors

Emphasise project management training

Expect universal expertise in records professionals

Expecting change to occur from within the existing records staff

Fail to elicit at the interview stage whether candidates have the full range of competencies and qualities required

Hire on the basis of qualifications only

2.2.2 Category: Relationships

2221

Isolated records professionals, going it alone
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3. Records Management and Information Management: principles and practices need to be a valued and integral part of
the organisation

| 3.1 Approaches that lead to success in ERM—try these!

3.1.1 Category: Accountability
3.1.1.1 Include quality of RM in criteria for assessing performance of top managers

3.1.2 Category: Asset
3.1.2.1 Educate Educate staff to appreciate that the records they create are an asset that adds value

3.1.3 Category: Benefits
3.1.3.1 Combine adherence to RM principles and practice with delivering clear benefits to staff
3.1.3.2 Manage relationships and change behaviour by demonstrating benefits on an individual level
3.1.4 Category: Big stick
3.1.4.1 Highlight advantages of compliance and disadvantages of non-compliance
3.1.4.2 Highlight legal requirements that impact in recordkeeping
3.1.4.3 May be accomplished when driven by financial motive
3.1.5 Category: Less not more
3.1.5.1 Align desktop tools with information policies and business needs
3.1.5.2 Design desktop tools to be intuitive and to aid staff in creating and managing records appropriately
3.1.6 Category: Minimize RM
3.1.6.1 RM should be pervasive but in the background
3.1.7 Category: Organisational
3.1.7.1 Appoint ClOs with RM skills
3.1.7.2 Position RM in operational risk framework
3.1.8 Category: Quality
3.1.8.1 Integrate RIM into overall quality culture
3.1.9 Category: Relationships
3.1.9.1 Build community of experts in records to further understanding of principles and practice
3.1.9.2 Communicate and co-operate with other departments
3.1.9.3 Get people on board early
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3.1.9.4 Interdisciplinary understanding between RM, IM, business analysis, and IT staff

3.1.10 Category: Risk
3.1.10.1 Educate staff to appreciate that the adhering to corporate RM policies avoids risk and cost to the organisation

3. Records Management and Information Management: principles and practices need to be a valued and integral part of
the organisation

| 3.2 Approaches that impede progress in ERM—avoid these! |

3.2.1 Category: Benefits
3.2.1.1 Expect too much of organizational units in developing RM tools

3.2.2 Category: Culture
3.2.2.1 Fail to understand the skills needed to change behaviour

3.2.3 Category: Holistic
3.2.3.1 Isolate RM as yet another arcane function 'essential' to the organisation

3.2.4 Category: Introspection
3.2.4.1 Expect staff to value RM in and of itself
3.2.4.2 Have a purist RM focus
3.2.4.3 Tryto make staff actively like RM

3.2.5 Category: Less not more
3.2.5.1 Desktop tools that add to staff burden
3.2.5.2 Desktop tools that interfere with efficiency of staff in their 'real task
3.2.5.3 Impose extra work on staff
3.2.6 Category: Relationships
3.2.6.1 Go it alone as an organization's records manager
3.2.7 Category: Shortcuts
3.2.7.1 'Quick fix' solutions
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4. Staff, users: lack understanding of records management and their role within that

| 4.1 Approaches that lead to success in ERM—try these!

4.1.1 Category: Accountability
4.1.1.1 Include RM in staff performance criteria

4.1.2 Category: Benefits
4.1.2.1 Demonstrate that RM has identifiable business benefits for individual staff
4.1.2.2 Make good RM a worthwhile activity for staff

4.1.3 Category: Education/development (non-records professionals)
4.1.3.1 Provide hands-on, interactive education in RM.
4.1.3.2 Use fluid, flexible and graphic ways to impart knowledge
4.1.3.3 Incorporate RM considerations into training in other areas
4.1.3.4 Increase awareness on IM and records
4.1.3.5 Link message to individual experience of staff
4.1.3.6 Ongoing informal as well as formal training and discussion

4.1.4 Category: Holistic
4.1.4.1 Presentin a holistic rather than an RM-focused perspective
4.1.5 Category: Marketing
4.1.5.1 Conduct awareness campaign prior to implementation of RM policy

4.1.6 Category: Relationships
4.1.6.1 Get prior executive-level commitment
4.1.6.2 Involve staff in design of RM policy

4.1.7 Category: Support

4.1.7.1 Availability of advice and help - staff are willing to listen to those who can help with their recordkeeping problems.

4.1.7.2 Have a single point of contact for RM queries
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4. Staff, users: lack understanding of records management and their role within that

| 4.2 Approaches that impede progress in ERM—avoid these!

4.2.1 Category: Benefits
4.2.1.1 Make RM visible as an overhead

4.2.2 Category: Education/development (non-records professionals)
4.2.2.1 General training with standardized content
4.2.2.2 Restrict RM examples to workplace scenarios
4.2.2.3 Use passive modes of communication
4.2.3 Category: Introspection
4.2.3.1 Tryto make staff appreciate RM principles
4.2.4 Category: Less not more
4.2.4.1 Isolate RM as a separate process
4.2.4.2 Plan a system that requires every member of staff to understand RM
4.2.5 Category: Shortcuts
4.2.5.1 Assume that any problems will be sorted when the system goes live
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5. Implementation of ERM and systems requires change and change management

| 5.1 Approaches that lead to success in ERM—try these!

5.1.1 Category: Accountability
5.1.1.1 Encourage and reward required behaviours

5.1.2 Category: Analysis
5.1.2.1 Systems/business analysis

5.1.3 Category: Benefits
5.1.3.1 Market individually, showing each staff member how the change will address their particular needs

5.1.4 Category: Culture
5.1.4.1 Largest element of change is cultural rather than directly related to ERM systems

5.1.5 Category: Education/development (records professionals)
5.1.5.1 RM staff need to acquire knowledge of change and skills in facilitation

5.1.6 6cat Less not more
5.1.6.1 Concentrate on processes and methods

5.1.7 Category: Marketing
5.1.7.1 Active campaign to market RM
5.1.7.2 Present change as change for the better

5.1.8 Category: Planning
5.1.8.1 Excellent planning to ensure that that changes are seen as concrete rather than abstract

5.1.9 Category: Relationships
5.1.9.1 Different messages for different organisational levels
5.1.9.2 Focus change management on key stakeholders only while providing fully integrated systems to facilitate implementation
5.1.9.3 Identify 'change champions' who will lead adoption and recommend it to others
5.1.9.4 Involve staff in analysis of current systems and environment
5.1.9.5 Involve top level from the outset
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5. Implementation of ERM and systems requires change and change management

| 5.2 Approaches that impede progress in ERM—avoid these!

5.2.1 Category: Culture
5.2.1.1 Associate ERM implementations with cultural change
5.2.1.2 Assume that communication is enough to change behaviour
5.2.1.3 Failing to change culture before embarking on ERM projects
5.2.2 Category: Education/development (non-records professionals)
5.2.2.1 Train 'super-users' without empowering them to train other staff

5.2.3 Category: Introspection

5.2.3.1 Present a less than thorough case on the assumption that staff will care about RM as such

5.2.4 Category: Less not more
5.2.4.1 Implement a system requiring significant operational changes
5.2.4.2 Implement systems with inadequate functionality

5.2.4.3 Imposing levels of RM input from staff which do not add value to the records in question

5.2.5 Category: Marketing
5.2.5.1 Focus on the benefit to the organization when marketing system to staff
5.2.5.2 Market initiatives as new technology or tool

5.2.6 Category: Organisational
5.2.6.1 |IT-led ERM projects

5.2.7 Category: Shortcuts
5.2.7.1 Overselling the system
5.2.7.2 Think that an EDRMS will solve an organization's problems
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6. E-environment: has changed the nature of work and workplace relationship

| 6.1 Approaches that lead to success in ERM—try these!

6.1.1 Category: Accountability
6.1.1.1 Close working with HR to develop and monitor desired behaviours

6.1.2 Category: Education/development (non-records professionals)

6.1.2.1 Regular staff meetings to stimulate conversation/communication (technology dehumanises communication, staff distrust
management/colleagues)

6.1.3 Category: Benefits

6.1.3.1 Identify positive implications of wider information availability for working practices
6.1.4 Category: Education/development (records professionals)

6.1.4.1 Records professionals using new media outside work, transferring learning into work
6.1.5 Category: Flexibility

6.1.5.1 Simple solutions
6.1.6 Category: Holistic

6.1.6.1 Holistic approach essential
6.1.7 Category: Organisational

6.1.7.1 Centralised information risk unit, including key information disciplines

6.1.8 Category: Relationships
6.1.8.1 Proactive records professionals

6.2 Approaches that impede progress in ERM—avoid these!

6.2.1 Category: Culture

6.2.1.1 Controlling information availability - “genie is out of the bottle”
6.2.2 Category: Holistic

6.2.2.1 Failing to capture records from new communication forms

6.2.3 Category: Organisational
6.2.3.1 Silo approach
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7. ERM systems: need to well designed

| 7.1 Approaches that lead to success in ERM—try these!

7.1.1 Category: Analysis
7.1.1.1 Capture all requirements in advance
7.1.1.2 Regular review & enhancement programme

7.1.2 Category: Culture
7.1.2.1 Support with sufficient/sustained change management programme
7.1.3 Category: Education/development (non-records professionals)
7.1.3.1 Use 'use cases'
7.1.4 Category: Holistic
7.1.4.1 Support with all embracing policy regime
7.1.5 Category: Less not more
7.1.5.1 Minimise (system) burden on staff
7.1.6 Category: Relationships
7.1.6.1 Corporate project notification scheme, accessible to all
7.1.6.2 Make close links with IT dept
7.1.6.3 Involvement from outset; focus on users' processes, challenges, opportunities
7.1.7 Category: Shortcuts
7.1.7.1 Have built-in (not bolt-on) compliance
7.1.8 Category: Standards
7.1.8.1 Standards to guide design
7.1.9 Category: Example
7.1.9.1 Like online retail systems - reliable
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7. ERM systems: need to well designed

| 7.2 Approaches that impede progress in ERM—avoid these!

7.2.1 Category: Analysis
7.2.1.1 Failing to understand that ERMS are different types of system

7.2.2 Category: Big Bang
7.2.2.1 Big bang solutions - don't work, have short lives and are expensive

7.2.3 Category: Culture
7.2.3.1 Blaming product/technology for failures

7.2.4 Category: Shortcuts
7.2.4.1 'Bolting on' to office tools

7.2.5 Category: Marketing
7.2.5.1 Showing users all the functionality - they will want it

7.2.6 Category: Relationships

7.2.6.1 assuming IT have same ERM knowledge/understanding as records professionals
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8. Other professionals: lack understanding of records management and their role within that

| 8.1 Approaches that lead to success in ERM—try these!

8.1.1 Category: Education/development (non-records professionals)
8.1.1.1 Education & information; training using real examples

8.1.2 Category: Marketing
8.1.2.1 Use (targeted) marketing campaigns before ERM systems implementation

8.1.3 Category: Relationships
8.1.3.1 Build RM team with experts in priority areas, including at least one 'ambassador’ with advanced relationship management skills
8.1.3.2 Define specific limited role for RM professionals
8.1.3.3 Partner with IT professionals/get IT professionals onside
8.1.3.4 Partnership working (records & other professionals)
8.1.3.5 Records professionals should negotiate place on other professional forums

8.2 Approaches that impede progress in ERM—avoid these!

8.2.1 Category: Education/development (non-records professionals)
8.2.1.1 Formal instruction rather than learning through experience
8.2.1.2 Neglecting problem of lack of understanding
8.2.1.3 Training — ‘death by Powerpoint’

8.2.2 Category: Shortcuts
8.2.2.1 Overselling RM benefits, can't deliver
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9. Managers need to commit not just to change in the organisation but lead by example through changing themselves

| 9.1 Approaches that lead to success in ERM—try these!

9.1.1 Category: Accountability
9.1.1.1 Rewarding managers against role expectations via performance evaluations

9.1.2 Category: Big stick
9.1.2.1 Priorities/drivers for RM (e.qg. litigation, duty of care, accountability, financial ROI, KM, intellectual property)

9.1.3 Category: Culture
9.1.3.1 Managers using new systems (lead by example)

9.1.4 Category: Education/development (non-records professionals)
9.1.4.1 Commitment to management development: time, space & resources

9.1.5 Category: Education/development (records professionals)
9.1.5.1 Hire records managers capable of enthusing and building relations with managers

9.1.6 Category: Holistic
9.1.6.1 Present holistic approach to IM rather than focus narrowly on RM

9.1.7 Category: Relationships
9.1.7.1 Build 'virtual team' of key influencers and specialists
9.1.7.2 Engage personally with managers
9.1.7.3 Identify RM implementation opportunities for CEO
9.1.7.4 Regular meetings with managers
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9. Managers need to commit not just to change in the organisation but lead by example through changing themselves

| 9.2 Approaches that impede progress in ERM—avoid these!

9.2.1 Category: Accountability
9.2.1.1 Managers' performance evaluations that are window-dressing exercises; nothing will improve
9.2.2 Category: Culture
9.2.2.1 Expecting managers who don't manage records to start managing
9.2.2.2 Change management as an RM success criterion
9.2.3 Category: Education/development (records professionals)
9.2.3.1 Records professionals (archivists) thinking they don't need new knowledge
9.2.4 Category: Marketing
9.2.4.1 Marketing in terms of ROl with managers in public sector

9.2.5 Category: Relationships
9.2.5.1 High time commitment from managers
9.2.6 Category: Shortcuts
9.2.6.1 Suggesting managers can be late adopters of new solutions
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10. Records/information management needs to be part of an organisation’s culture to the same extent as quality
assurance

| 10.1 Approaches that lead to success in ERM—try these!

10.1.1 Category: Asset
10.1.1.1 Organisational recognition of importance of information
10.1.2 Category: Benefits
10.1.2.1 Manage relationships and change behaviour by demonstrating benefits on an individual level
10.1.3 Category: Culture
10.1.3.1 Universal applicability of RM, culture-independent
10.1.4 Category: Organisational
10.1.4.1 Combine RM with quality management functions
10.1.4.2 Position RM in operational risk framework
10.1.5 Category: Quality
10.1.5.1 combine RM with quality management functions
10.1.5.2 integrate information governance with total quality management
10.1.6 Category: Relationships
10.1.6.1 Build community of experts in records to further understanding of principles and practice
10.1.6.2 involve all key stakeholders
10.1.7 Category: Standards
10.1.7.1 Integrate standards (SO 9000, 15489)
10.1.7.2 RM certification system
10.1.8 Category: Holistic
10.1.8.1 Seamlessly include RM in business practice
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10. Records/information management needs to be part of an organisation’s culture to the same extent as quality
assurance

| 10.2 Approaches that impede progress in ERM—avoid these!

10.2.1 Category: Culture
10.2.1.1 Try to make RM part of workplace culture/philosophy through procedures and methods
10.2.2 Category: Holistic
10.2.2.1 Isolating RM as 'black magic' skills package
10.2.3 Category: Marketing
10.2.3.1 Trying to get staff excited about RM/IM
10.2.4 Category: Quality
10.2.4.1 RM as a box-ticking exercise
10.2.5 Category: Risk
10.2.5.1 Neglecting risk of poor RM
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11. Integration/interoperability of ERM systems with other systems/processes is needed

| 11.1 Approaches that lead to success in ERM—try these!

11.1.1 Category: Analysis

11.1.1.1 Complete pilot project without any procurement activity to define desired state, introduce cultural change, and measure changes in
behaviour

11.1.1.2 Investigate current work practices widely
11.1.2 Category: Benefits
11.1.2.1 Maximise business benefits
11.1.3 Category: Flexibility
11.1.3.1 Build open IT systems
11.1.3.2 Build openness into IM practices, training, policies
11.1.3.3 Fully integrate with other systems & processes
11.1.4 Category: Less not more
11.1.4.1 User interface
11.1.5 Category: Relationships
11.1.5.1 Corporate project notification scheme, accessible to all
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11. Integration/interoperability of ERM systems with other systems/processes is needed

| 11.2 Approaches that impede progress in ERM—avoid these!

11.2.1 Category: Big Bang
11.2.1.1 national, central public IT systems - over reach themselves, subject to political interference
11.2.1.2 investment in large content management solutions
11.2.2 Category: Culture
11.2.2.1 Attempting staff behaviour change with solutions built on sociological models
11.2.3 Category: Holistic
11.2.3.1 Overemphasising BPM at expense of other issues
11.2.3.2 Overemphasising integration at expense of other issues
11.2.4 Category: Planning
11.2.4.1 Bottom-up approach
11.2.4.2 Not integrating ERMS: risk not realising benefits
11.2.4.3 Perception that integration/interoperability is too difficult
11.2.4.4 Specifying systems integration: it is costly & market-dictated
11.2.5 Category: Relationships
11.2.5.1 Only records professionals specifying integration: will be idealised
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12. Any other solution(s) that you think should be tried, or avoided, that does not fit in with the above issues

| 12.1 Approaches that lead to success in ERM—try these!

12.1.1 Category: Benefits
12.1.1.1 Take proactive approach (eg appraisal based on business values)

12.1.2 Category: Example
12.1.2.1 GP systems

12.1.3 Category: Less not more

12.1.3.1 Simple, affordable, reliable, scalable solutions
12.1.4 Category: Organisational

12.1.4.1 outsource ERMS
12.1.5 Category: Project

12.1.5.1 Continuity of project leadership

12.1.5.2 Tried and tested project management methods

12.1.6 Category: Relationships
12.1.6.1 Correct mix of essential skills
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12. Any other solution(s) that you think should be tried, or avoided, that does not fit in with the above issues

| 12.2 Approaches that impede progress in ERM—avoid these!

12.2.1 Category: Benefits
12.2.1.1 Seeing ERM as a burden

12.2.2 Category: Big Bang

12.2.2.1 'All singing all dancing' systems

12.2.2.2 Grandiose schemes

12.2.2.3 National, centralised systems in the public sector

12.2.2.4 Projects that promise the earth, cost the earth and don’t work
12.2.3 Category: Planning

12.2.3.1 IT-driven systems: mostly fail

12.2.3.2 RM-driven systems: mostly fail

12.2.4 Category: Technophilia

12.2.4.1 Buying technology for technology's sake
12.2.4.1 Replacing failed technology with other technology
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What does this Word Cloud represent?

(,T_he responses provided by the e-Delphi padticipants were in a rich, discursive form — a single sentence often presented complex situations or \
ideas. In orderto 'unpack’ the responses and break them down to units more amenable to analysis and the identification of themes, we created a
controlled vocabulary of standardised terms and adapted a form of facet classfication to present these terms in the context they appeared.

The classification facets available under the system we used are:
Thing [Th], Kind [ki], Part [Fa], Property [Pty], Process [Pr], Operation [Op], System operated on [S00], Praduct [Pd], By-product [BP], Agent [Ag],
Space [Sp], Time [Ti], Form [Fo].

To this, we added an extra facet Example [Ex]to showwhere there was an empirical basis forthe statement, based on a case study or example, or

\on personal experience. /
G)w themes are created \

Original text

"The [Australian State Agency] had largely confined its RM focus to the record s of the Administrative service and neglected the functional records of
the [Agency]. When we contacted thern and asked about their problems and needs, they came to us with photos of storage problems and tales of
recordkeeping woe and confessed their confusion. In other words, they were so grateful that someone had shown an interest in their problerms and
looked to us foradvice and away forward! . The important point is that people who were not good recordkeepers and didn't know how to go about it
were aware of the problem and keen to get help. They were ready to listen when someone asked about their problems.”

Faceted theme
awareness [Th] lack of knowledgedskills (RM) [KI] causes [Pr] receptiveness [Op] support (Rh) [SO0] staff [Ag] central government (Australia) [Sp)
case example [Ex]

To create the word cloud, each word or phrase was listed as many times as it appeared in the
thermes abstracted frormthe entire set of responses. .i,m

The size of the font inthe word cloud is proportional to the frequency with which the iad:flfa shils:RM _E
word/phrase appears. If for example, the above theme is added to another proposed as part of £ S

the solutions to ERM problems < staff [ Th] requires [Pr] awareness [Oo] IM [S00] information g . awa enessrﬁ
(subset, records) (SO0 the word cloud generated forthese two themes looks like the g E
example onthe right. 2

The fullwaord cloud was generated from the entire list of themed solutions.
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What does this Word Cloud represent?

(I'he responses provided by the e-Delphi participants were in a rich, discursive form — a single sentence often presented complex situations or _\
ideas. In orderto 'unpack’ the responses and break thern down to units more amenable to analysis and the identification of themes, we created a
controlled vocabulary of standardised terms and adapted a form of facet classification to present these terms in the context they appeared.

The classification facets available under the systemwe used are:

Thing [Th], Kind [Ki], Part [Fa], Property [Pty], Frocess [Pr], Operation [Op], Systerm operated on [S00], Praduct [Pd], By-product [BF], Agent [Ag],
Space [Sp], Time [Ti], Form [Fo].

To this, we added an extra facet Example [Ex] to show where there was an empinical basis forthe statement, based on a case study orexample, or

\on personal experience. _/
(How themes are created \

Original text

"[An Australian Records Office], underfunded and under-resourced, has been obliged to concentrate on other aspects of compliance with its
legislation. It has so farmanaged to put out very brief standards, but no support, advice ortraining for records professionals in government agencies.
The result is impatience, frustration and very limited progress in agencies in dealing with their e records.”

Faceted theme
lack of training (R} [Th] causes [Pr]frustration [Pd] RM services (povernment) [Ag] central government (Australia) [Sp]case example [Ex]

\ J

ﬁo create the word cloud, eachward ar phrase was listed as many times as it appeared in the \ E
themes abstracted from the entire set of responses. ’E§
The size of the font in the word cloud is proportional to the frequency with which the “;g
ward/phrase appears. If, for example, the above theme is added to another proposed as part of ﬁ;@ﬁ.ﬁ : corporate
things and approaches to avoid inrelation to ERM < policies/procedwres (corporate) [Th] case example 'é
avoidance [Pr] fack of facilitation [Op] staff [SOO0] work processes (easier) [Fdf control [Fd] “central government : Australia 26
case example [Ex]= theword cloud generated forthese two themes looks like the example on ] m\gﬂmmﬂﬂ 4 §
the right. E:
The full word cloud was generated from the entire list of themed things and approaches to 2 E

Q\n‘ﬂid. /

67

© CEIS, Northumbria University m B e /—\
2010 Research Council unun'.:t:t-!".—!ﬂv i




Impleme

System Interaction

Change Ma nagemnt

ERM
People Issues:
Elements & Relationships

Managers

i

*

RM professionals

Other professionals

© 2010 Northumbria University

68



AC"erm project http://www.northumbria.ac.uk/acerm
Project Output
People Delphi R5 — Solutions

AC*erm Output

People Facet Delphi Study — Round 5 — Exploration of Solutions

Background In Round 5, participants were asked to engage in further exploration of a
selection of the solutions offered in Round 4.

As well as responding to individual questions for each of the selected
solutions, they were also invited to consider some general questions:

e What are the key characteristics of a system that makes it work or fail
to work?

e How could this solution be achieved?

e Why is this solution not used in practice?

Nature of Output This output consists of the questions put to the participants. The
responses to Round 5 were subjected to phenomenological rather than
thematic analysis, which is provided in a separate publication.

The questionnaires were sent to the participants in June 2008.

N = 69
© CEIS, Northumbria University A)rth:‘lmbria @ Arts & Humanities
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People Facet Delphi Study — Round 5 — List of questions presented to
participants]

10

11

RM doesn’t require the understanding or involvement of senior managers. RM should be seen as
basic organisational infrastructure, like water or computers.

e But why is it that RM departments are often undervalued, poorly resourced or even non-
existent, whereas no one would dispute the importance and resourcing of Estates or IT
departments?

ERM needs to be pervasive in the organisation, hidden in the background, by use of systems
transparent to the user.
e If RMis too much in the background how are staff to be made aware of their recordkeeping
role and responsibilities?
Developing an RM culture within an organisation requires the involvement of all key stakeholders.

e Who are these key stakeholders?
e How do you involve them?

The importance and value of information needs to be recognised by staff before they will value
RM practices. The focus needs to be on their own individual activities and the benefits of
information/RM to them.

e How could this individual focus be achieved across all the different staff groups?
e Would other methods also work?

RM/IM need to be respected as essential functions but you don’t need to make them likable.
e Discuss

RM should be integrated into the organisations’ quality processes, become part of the Total

Quality Management Concept. Good RM is essential for quality.

e How could this be achieved?

ISO 9000 (the quality standard) should be integrated with ISO 15489 (the RM standard).

e How could this be achieved?

ERM needs to be seen as essential for the survival and success of an organisation.

e How could this be achieved?

ERM should be seen as a competitive advantage not a burden.

e How could you sell its competitive advantage?

The risk of poor quality RM needs to be recognised.

e How could this be achieved?

Make RM a performance area in the performance contracts of senior management.

e How could this be achieved?
e Should this be applied to other staff levels?

© CEIS, Northumbria University
2010
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12 RMis not an element in the culture of an organisation but an essential tool. It must be applicable
across all types of organisational cultures. You cannot change cultural conditions to an optimum
to suite RM. Others disagree — citing the problem of failing to bring about prior cultural change.

e What aspects of an organisation’s culture needs to be present to enable effective RM?

e ERM is a new activity so some degree of change must occur: what level or degree of change
is required? what aspects of an organisation or of staff working behaviour would have to
change?

13 RM can't require a whole management class to change.

o |If the value of RM is not recognised and the risks of poor RM not realised who is responsible
for changing this perception?

e Ordoesn't it matter? Organisations can survive without good RM.

14 ERM systems implementation requires the application of change management techniques.

e Why are such techniques so rarely used?

15 Avoid solutions to staff behavioural change that are based on sociological models.

e Why don’t these work?
e What else could work?

16 Before introducing systems the organisation and its business requirements needs to be analysed.
The system needs to maximise the business benefits.
e Why is system/business analysis before system design, procurement or implementation, so
rarely undertaken?
17 ERM systems design requires staff involvement from the outset.

e How do you get such involvement?
e How do you find out from staff what their needs really are?

18 ERM systems are not like other systems; records are special forms of information.

e Do we need separate ERM systems?

e Couldn’t RM requirements simply be built into the other systems, e.g. finance, HR.

e Do staff need to know the distinction between information and records to use systems?
e Does it help to say that RM is special/different?

19 There was disagreement about the level at which the implementation of ERM systems should
start, e.g. don't start with the senior managers or managers must be early adopters of new
solutions.

e What are the strategies/approaches to use?
e |s there any best way or is it always context specific?

20 These systems were listed as systems that work: online financial services, online retail services,
clinical recordkeeping systems, GP systems, electronic versions of paper patient records.
e What are the key characteristics that make them work?
21 These approaches were listed as ones that do not work: big bang solutions, records driven

solutions, technology driven solutions, all singing all dancing systems, single source solutions,
whole organisation solutions.

e What are the key characteristics that make them unsuccessful?

T —— 71
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22

23

24

The essential skills for ERM are (in order from most to least important): project management,
change management, business process analysis, technology, records management.

e Do you agree with the need for these skills?
e Do you agree with their order of importance?

The traditional RM principles and theories from the paper world are not fully applicable in the
electronic environment.

e Which principles and theories are not applicable?
e Which are applicable?
e And why?

The e-environment requires a proactive approach by records professionals.

e What would such an approach entail?

2010
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AC*erm Output

People Facet Delphi Study — Survey to evaluate solutions proposed
by Delphi Study participants

Background

Nature of Output

To supplement the solutions proposed by the Delphi Study expert
participants, an online survey was conducted to evaluate the solutions.
Respondents were asked to consider whether the solutions to the issues
were highly desirable, definitely feasible, would have a high impact, or
would need immediate action.

The list of solutions for each issue was prefaced | each case with the
following text:
“In an ideal world — disregarding all constraints and from your
perspective — please rank all of the solutions against each
aspect on a scale of ‘Strongly agree’ to ‘Strongly disagree’ as
per the drop down menus.”

The survey was advertised on the Project blog and to a number of
professional discussion lists: the archives and records management lists
in the UK, USA and Australia, and the LIS-LINK Library and Information
Sciences list in the UK.

The survey was launched in September 2008 and a total of 42 responses
were received.

This output consists of the collated results of the survey.
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People Facet Delphi Study — Survey — Evaluation of Solutions

Issue 1

Executives and management lack understanding of records management and their role within it.

Neither
Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Make senior managers responsible for Highly Desirable 22 13 1 2 0
lack of/poor recordkeeping Definitely Feasible 8 16 5 7 0
High Impact 12 18 4 2 0
High Priority 13 16 5 1 1
Needs Immediate Action 15 17 3 2 1
Use real case examples to demonstrate Highly Desirable 24 14 2 0 0
problems/benefits Definitely Feasible 17 16 2 1 0
High Impact 12 16 5 3 0
High Priority 6 18 7 5 0
Needs Immediate Action 7 17 8 4 0
Target education & solutions to Highly Desirable 24 9 3 2 0
individuals and real problems Definitely Feasible 13 19 2 3 0
High Impact 14 14 4 4 0
High Priority 10 17 6 3 0
Needs Immediate Action 8 18 8 2 1
Present a holistic approach to IM not a Highly Desirable 26 7 2 3 0
narrow RM focus Definitely Feasible 13 14 1 8 0
High Impact 15 9 8 4 0
High Priority 14 12 6 5 0
Needs Immediate Action 13 13 5 5 1
Establish IM/RM as a single, corporate Highly Desirable 19 12 4 3 0
board-level function Definitely Feasible 9 20 3 3 1
High Impact 15 12 7 2 0
High Priority 11 13 5 7 0
Needs Immediate Action 11 16 3 7 1
Incorporate RM under a corporate Highly Desirable 4 10 5 13 6
function (e.g. legal, IT) Definitely Feasible 4 17 10 4 1
High Impact 2 10 11 10 4
High Priority 3 6 16 5 7
Needs Immediate Action 2 5 16 6 7
Work from the top down Highly Desirable 17 9 8 4 0
Definitely Feasible 11 10 9 6 0
High Impact 15 9 8 4 0
High Priority 9 11 10 6 0
Needs Immediate Action 10 9 12 6 0

f\\ ~ 74
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Issue 2

environment.

Records professionals need appropriate knowledge, skills, approaches and relationships for the e-

Solution

Involve records professionals in
business projects, business process
analysis

Use collaborative training

Get records professionals using new
tools (Facebook, wikis, blogs etc)

Invest in developing records
professionals’ skills

Build RM team with experts in priority

areas

Take a proactive approach to ERM

Take a partnerships approach to ERM

Outsource RM systems

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Strongly

Agree Agree
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Issue 3

Records Management and Information Management: principles and practices need to be a valued and
integral part of the organisation.

Neither
Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Include quality of RM in senior Highly Desirable 21 13 0 3 0
managers’ performance criteria Definitely Feasible 10 16 5) 5 1
High Impact 12 17 5 1 1
High Priority 9 13 9 6 0
Needs Immediate Action 8 19 7 3 1
Appoint CIOs with RM skills Highly Desirable 14 15 6 3 0
Definitely Feasible 6 7 9 12 2
High Impact 11 16 8 2 0
High Priority 4 15 13 5 0
Needs Immediate Action 6 13 11 7 0
Position RM within key activities of the Highly Desirable 25 6 3 3 0
organisation e.g. risk, quality Definitely Feasible 10 18 6 2 1
High Impact 12 14 5 5 0
High Priority 10 16 7 5 0
Needs Immediate Action 9 12 8 7 0
Highlight drivers for recordkeeping Highly Desirable 20 12 3 1 0
Definitely Feasible 8 23 4 2 0
High Impact 7 17 7 4 0
High Priority 6 15 11 4 0
Needs Immediate Action 5 15 10 4 1
Educate staff to appreciate the Highly Desirable 21 14 3 0 0
organisational value of records Definitely Feasible 9 20 3 4 0
High Impact 10 19 6 1 0
High Priority 8 18 10 2 0
Needs Immediate Action 8 16 6 5 1
Demonstrate benefits of good Highly Desirable 23 14 2 0 0
recordkeeping for the individual Definitely Feasible 12 21 2 1 0
High Impact 12 16 6 2 0
High Priority 12 17 7 1 0
Needs Immediate Action 11 16 6 2 1
Align desktop tools with information Highly Desirable 26 10 0 1 0
policies and business needs Definitely Feasible 14 13 3 6 0
High Impact 17 13 7 1 0
High Priority 14 11 8 3 0
Needs Immediate Action 15 12 8 2 0
Make RM pervasive but in the Highly Desirable 20 12 1 3 1
background Definitely Feasible 11 14 6 5 1
High Impact 14 14 6 2 1
High Priority 13 13 9 0 1
Needs Immediate Action 13 14 8 0 2
Develop communication and co- Highly Desirable 24 11 2 0 0
operation between RM and other Definitely Feasible 16 15 4 2 0
departments High Impact 17 14 4 2 0
High Priority 16 13 5 2 0
Needs Immediate Action 17 14 4 2 0
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Issue 4

Staff, users lack understanding of records management and their role within it.

Solution

Include RM in staff performance
criteria

Demonstrate benefits of good
recordkeeping for the individual

Provide ongoing informal & formal
RM training and advice, using
interesting methods

Incorporate RM considerations into
training in other areas

Present RM within a holistic IM
perspective

Involve staff in design of RM policy

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Strongly
Agree

20
8
9
9
8

18
14
11
14
12

24
16
15
16
15

19
12
10
11

9

22
15
13
14
13

14
11
13
12
11

Agree

10
19
16
16
16
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17
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15
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14
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Neither

Agree/ Strongly
Disagree Disagree Disagree
2 3 1
5 2 2
6 3 1
7 1 4
6 4 2
2 0 0
3 0 0
5 0 0
4 1 0
7 0 0
1 0 0
5 0 0
6 0 0
4 2 0
5 0 1
1 0 0
3 2 0
6 3 0
10 3 0
9 2 2
4 3 0
4 3 0
5 2 1
6 3 1
8 3 1
1 2 0
6 3 0
8 4 0
6 3 0
10 2 0
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Issue 5

Implementation of ERM and systems requires change and change management.

Solution

Present change as for the better,
encourage & reward required
behaviours

Use systems / business analysis

Actively market RM, targeting
individuals and their needs / benefits

Plan well to ensure changes are seen
as concrete rather than abstract

Focus change management on key
stakeholders only

Actively involve staff from the outset

Use tried and tested project
management methods

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Strongly

Agree Agree
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.../[lIssue 5 — ctd.

Neither
Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Change culture before embarking on Highly Desirable 7 3 8 12 3
ERM projects Definitely Feasible 2 9 9 13 4
High Impact 6 8 14 7 2
High Priority 6 5 11 10 3
Needs Immediate Action 6 5 12 8 4
Be realistic about what an ERM system Highly Desirable 21 13 1 0 0
will achieve Definitely Feasible 14 16 4 1 0
High Impact 16 16 3 1 0
High Priority 14 13 7 1 0
Needs Immediate Action 14 15 6 0 1
Associate ERM implementations with Highly Desirable 17 11 6 3 0
cultural change Definitely Feasible 9 15 8 3 0
High Impact 9 17 9 1 0
High Priority 8 15 11 1 0
Needs Immediate Action 9 14 10 3 0
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Issue 6

The e-environment has changed the nature of work and workplace relationships.

Neither
Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Identify positive implications of wider Highly Desirable 19 17 0 0 0
information availability for working Definitely Feasible 9 20 5 2 0
practices High Impact 11 19 6 0 0
High Priority 9 14 11 1 1
Needs Immediate Action 6 14 11 4 0
Capture records from new Highly Desirable 20 14 0 2 0
communication forms Definitely Feasible 9 19 2 6 1
High Impact 10 12 11 2 0
High Priority 13 10 10 3 0
Needs Immediate Action 11 11 9 3 1
Have a centralised information risk unit Highly Desirable 8 12 14 3 0
Definitely Feasible 5 18 10 2 0
High Impact 4 9 19 2 1
High Priority 5 8 15 8 1
Needs Immediate Action 5 5 18 5 2
Employ proactive records professionals Highly Desirable 26 9 1 0 0
Definitely Feasible 14 13 4 4 1
High Impact 19 12 3 1 0
High Priority 20 12 4 1 0
Needs Immediate Action 18 10 5 3 0
Records professionals work closely with Highly Desirable 7 16 6 6 1
HR to develop desired staff behaviours Definitely Feasible 3 15 9 7 2
High Impact 5 16 8 5 2
High Priority 5 13 8 9 1
Needs Immediate Action 3 14 8 9 2
Get records professionals using new Highly Desirable 8 11 15 3 0
tools outside work & transfer learning Definitely Feasible 3 13 16 3 0
into work High Impact 3 10 19 2 1
High Priority 3 5 21 6 1
Needs Immediate Action 4 4 22 5 2
Hold regular staff meetings to stimulate Highly Desirable 13 11 10 3 0
communication Definitely Feasible 11 15 6 4 0
High Impact 7 16 8 5 0
High Priority 8 10 12 5 0
Needs Immediate Action 6 11 12 6 0
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Issue 7

ERM systems need to well designed.

Neither

Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Support ERM with an all-embracing Highly Desirable 24 10 4 0 0
policy regime Definitely Feasible 13 13 4 5 0
High Impact 15 9 8 3 0
High Priority 11 15 8 2 0
Needs Immediate Action 10 13 9 2 1
Organise and plan ERM systems from Highly Desirable 25 12 0 0 0
the start Definitely Feasible 17 14 2 3 0
High Impact 18 13 4 0 0
High Priority 18 12 3 2 0
Needs Immediate Action 14 15 5 2 0
Recognise that IT, RM & human factors Highly Desirable 15 13 4 2 2
are of equal importance Definitely Feasible 9 14 7 5 2
High Impact 11 14 8 1 2
High Priority 14 11 9 1 1
Needs Immediate Action 13 10 11 1 1
Involve all stakeholders Highly Desirable 17 15 0 2 1
Definitely Feasible 7 18 4 5 3
High Impact 9 20 3 2 1
High Priority 11 16 7 2 1
Needs Immediate Action 7 18 7 1 2
Capture all requirements in advance, Highly Desirable 20 12 3 3 0
using standards to guide design Definitely Feasible 9 14 7 5 0
High Impact 13 15 5 2 0
High Priority 11 14 6 3 1
Needs Immediate Action 13 13 7 2 1
Have built-in (not bolt-on) compliance Highly Desirable 22 8 5 0 0
Definitely Feasible 11 11 7 5 0
High Impact 13 14 6 0 0
High Priority 12 9 10 2 0
Needs Immediate Action 11 11 10 1 1
Involve users from outset, focusing on Highly Desirable 25 9 1 1 0
their requirements Definitely Feasible 12 19 3 2 0
High Impact 19 12 3 1 0
High Priority 18 13 5 1 0
Needs Immediate Action 15 14 4 1 0
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Solution

Have a regular review & enhancement
programme

Support staff with sufficient/sustained
change management programme

Use 'use cases' with staff

Design desktop tools to be intuitive,
with embedded RM

Design ERM systems that are easier to
use

Use simple, affordable, reliable,
scalable system solutions

Outsource ERM systems

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Highly Desirable
Definitely Feasible

High Impact

High Priority

Needs Immediate Action

Strongly
Agree

15
13
12

7
10

19
13
13
10
11

g b~ O O N

28
15
20
16
15

29
16
23
21
22

21
10
13
12
14

O O wnmN o

Agree

18
18
16
15
14

14
17
18
17
14

14
19
11
12
10

7
10
12
10
12

6
12
9
9
6

11
12
13
15
11

P O Ww O K

Neither
Agree /

1 0
4 1
5 1
13 0
8 3
1 0
2 3
3 0
8 0
9 1
9 1
9 0
13 1
11 5
10 6
0 0
4 7
2 0
7 1
6 2
1 0
4 2
2 0
3 1
7 0
3 1
8 4
7 1
6 1
9 1
14 11
12 5
16 6
15 11
13 9
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Issue 8

Other professionals lack understanding of records management and their role within it.

Neither
Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Records professionals must recognise Highly Desirable 17 18 0 0 0
this lack of understanding Definitely Feasible 9 23 3 0 0
High Impact 8 21 4 2 0
High Priority 9 17 8 1 0
Needs Immediate Action 9 15 8 2 0
Educate staff using real examples and Highly Desirable 20 14 0 0 0
innovative methods Definitely Feasible 12 22 2 0 0
High Impact 18 11 5 0 0
High Priority 15 14 6 1 0
Needs Immediate Action 12 14 7 1 0
Develop partnership working, e.g. Highly Desirable 27 8 0 0 0
records & IT professionals Definitely Feasible 16 13 6 1 0
High Impact 17 14 4 0 0
High Priority 17 12 5 1 0
Needs Immediate Action 14 12 6 2 0
Define specific, limited role for RM Highly Desirable 3 4 9 12 9
professionals Definitely Feasible 1 8 11 9 6
High Impact 5 3 11 11 5
High Priority 1 4 11 8 10
Needs Immediate Action 2 4 10 8 10
Records professionals should negotiate Highly Desirable 11 18 5 0 0
place on other professional forums Definitely Feasible 7 16 7 4 0
High Impact 8 15 9 1 0
High Priority 8 12 12 2 0
Needs Immediate Action 8 9 13 4 0
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Issue 9

Managers need to commit not just to change in the organisation but lead by example through
changing themselves.

Neither
Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Managers should use new systems, Highly Desirable 21 14 0 0 0
leading by example Definitely Feasible 9 13 5 7 0
High Impact 14 17 4 0 0
High Priority 11 14 9 0 0
Needs Immediate Action 13 13 9 1 0
Highlight drivers for RM Highly Desirable 15 16 1 1 0
Definitely Feasible 8 19 4 3 0
High Impact 9 20 2 3 0
High Priority 8 15 8 2 0
Needs Immediate Action 9 15 8 3 0
Build 'virtual team' of key influencers Highly Desirable 15 13 4 1 1
and specialists Definitely Feasible 6 21 5 2 1
High Impact 8 17 7 1 0
High Priority 6 19 6 2 1
Needs Immediate Action 6 15 11 1 1
Hire records managers capable of Highly Desirable 26 8 1 0 1
enthusing & building relations with Definitely Feasible 11 12 5 5 1
managers High Impact 18 13 2 0 1
High Priority 15 16 5 0 0
Needs Immediate Action 14 10 11 0 0
Records professionals engage Highly Desirable 19 13 1 1 0
personally with managers Definitely Feasible 10 18 2 3 1
High Impact 14 15 4 1 1
High Priority 8 22 4 0 1
Needs Immediate Action 11 16 8 1 0
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Issue 10

Records / information management needs to be part of an organisation’s culture to the same extent as
quality assurance.

Neither
Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Recognise organisational importance of Highly Desirable 28 7 0 0 0
information Definitely Feasible 14 12 6 2 0
High Impact 19 14 3 0 0
High Priority 15 13 6 0 0
Needs Immediate Action 16 15 4 0 0
Demonstrate benefits of good Highly Desirable 19 15 0 0 0
recordkeeping for the individual Definitely Feasible 11 23 1 1 0
High Impact 14 15 6 0 0
High Priority 11 17 6 0 0
Needs Immediate Action 11 18 5 1 0
Demonstrate risk of poor recordkeeping Highly Desirable 23 9 1 1 1
Definitely Feasible 14 18 1 1 1
High Impact 13 15 5 2 1
High Priority 9 15 9 1 1
Needs Immediate Action 10 15 7 2 1
Position RM within key activities of the Highly Desirable 15 12 2 5 0
organisation, e.g. risk, quality Definitely Feasible 8 17 6 3 1
High Impact 9 17 4 5 0
High Priority 8 14 6 8 0
Needs Immediate Action 7 17 4 8 0
Seamlessly include RM in business Highly Desirable 26 9 0 0 0
practice Definitely Feasible 14 10 2 8 0
High Impact 18 16 2 0 0
High Priority 15 19 3 0 0
Needs Immediate Action 12 16 6 1 0
Integrate IM/RM standards Highly Desirable 13 16 3 2 1
Definitely Feasible 11 13 5 3 2
High Impact 12 13 7 1 2
High Priority 12 11 10 1 1
Needs Immediate Action 11 9 13 0 1
Use RM certification system Highly Desirable 9 10 13 4 0
Definitely Feasible 6 12 9 6 0
High Impact 6 11 15 3 0
High Priority 3 10 17 3 0
Needs Immediate Action 4 9 17 3 0
Build a community of records experts Highly Desirable 16 15 4 0 0
Definitely Feasible 11 16 6 1 0
High Impact 11 13 9 1 0
High Priority 9 16 10 1 0
Needs Immediate Action 7 18 11 0 0
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Issue 11

Integration / interoperability of ERM systems with other systems and processes is needed.

Neither
Strongly Agree / Strongly
Solution Agree Agree Disagree Disagree Disagree
Complete a pilot project prior to Highly Desirable 14 16 6 0 0
procurement Definitely Feasible 10 15 5 5 0
High Impact 13 11 9 2 0
High Priority 10 12 8 4 0
Needs Immediate Action 7 10 12 5 0
Use systems / business analysis Highly Desirable 17 15 3 0 0
Definitely Feasible 12 17 4 0 0
High Impact 12 15 6 0 0
High Priority 7 16 10 0 0
Needs Immediate Action 7 14 10 3 0
Fully integrate ERM / RM with other Highly Desirable 21 15 0 0 0
systems & processes Definitely Feasible 10 13 8 4 1
High Impact 20 13 2 0 0
High Priority 17 15 2 1 0
Needs Immediate Action 15 15 4 1 1
Build openness into IM practices, Highly Desirable 17 14 2 0 0
training, policies Definitely Feasible 8 18 7 0 0
High Impact 8 16 8 0 0
High Priority 7 16 8 1 0
Needs Immediate Action 9 13 11 0 0
Build open IT systems Highly Desirable 9 15 9 0 0
Definitely Feasible 6 11 15 2 0
High Impact 7 13 11 2 0
High Priority 6 9 16 3 0
Needs Immediate Action 7 6 18 4 0
Design simple user interfaces Highly Desirable 26 7 1 0 0
Definitely Feasible 12 15 6 2 0
High Impact 21 12 1 0 0
High Priority 18 13 3 1 0
Needs Immediate Action 16 14 5 0 0
Involve all stakeholders in systems Highly Desirable 15 11 4 3 1
design/selection Definitely Feasible 6 13 7 8 2
High Impact 13 13 8 2 0
High Priority 8 13 12 2 1
Needs Immediate Action 7 12 12 3 1
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