STATE OF MICHIGAN

[image: image1.png]UN Uny *
RIBUS

(V)

\

?

| . . “k
\

U‘.
S




JOHN ENGLER, Governor

DEPARTMENT OF MANAGEMENT & BUDGET

P.O. BOX 30026, LANSING, MICHIGAN 48909

Duane Berger, Director


May 31, 2002

MEMORANDUM

TO:

Mark Conrad, National Historical Publications and Records Commission

CC:

Sandra Clark, Michigan State Historical Records Advisory Board

FROM:
Jim Kinsella, Records Management 

SUBJECT:
Michigan’s Records Management Application Pilot Project

Grant Number 2000-059

Progress Report:  December 1, 2001 through May 31, 2001

The State of Michigan Records Management Application Pilot Project aims to assess the ability of a relatively new type of software program, called a Records Management Application, to classify and manage electronic records created using common desktop applications, and to implement retention requirements.  An interdisciplinary team selected and installed ForeMost Enterprise, by TrueArc, into a Michigan government agency client-server computer environment.  Currently, archivists, records managers, information technology staff and agency personnel are pilot-testing use of the software, and are evaluating its user-friendliness, its practicality, its simplicity, its effectiveness, and its impact upon various participants in the project.  The Pilot Project is also assessing the practicality of employing Records Management Applications for the classification and management of electronic public records (including archival records) throughout Michigan’s government enterprise; and has begun evaluating the potential for enterprise-wide implementation.  The project team includes:  Jim Kinsella, Project Director; Doug Case, Records Analyst; Caryn Wojcik, Electronic Records Archivist; and Deborah Gouin, Project Archivist.
Phase I

Phase I users were notified in January that they had fulfilled their one-year commitment to use the ForeMost software.  They were provided with the option of continuing to use the software or have it removed from their computers.  This offer was extended during a major reorganization of the Department of Management and Budget (DMB).  This reorganization had a significant impact upon the phase I agencies, both in structure and in leadership.  Most of the Phase I users, despite a lack of enthusiasm for the product, did not respond to the offer to have ForeMost removed.  Some of the new agency directors did request additional information about ForeMost, and then agreed to continue using the software within their agency, even though they were not obligated to do so.  The project team continues to provide support to the phase I users, but our emphasis has shifted to the phase II group.

Phase II

All members of the project team participated in developing file plans for the phase II users within the Department of History, Arts and Libraries (HAL).  This included inventories of existing filing systems, discussions about how ForeMost would be used to manage records, reviews of draft file plans, and input of finalized file plans into ForeMost.  This work continued through February.  Overall, the phase II users are very cooperative and supportive of the project, though they continue to have reasonable questions about how the software will affect them.

The project team anticipated, based upon our experiences with phase I, that deployment of the ForeMost software within the phase II environment would be problematic.  We attempted to prevent this from delaying implementation of phase II, but were largely unsuccessful, due to circumstances beyond our control.  The simultaneous formation of HAL and the Department of Information Technology (DIT) put an enormous strain upon the IT staff resources assigned to the project.  At the same time we were trying to deploy ForeMost, the HAL IT staff were working on several other priority projects, including a large network and operating system conversion.  These conversions also impacted upon the ability of the phase II users to access the ForeMost software on the server (which is maintained by DMB’s Information Technology Services Division--ITSD).  As a result, it took several months to resolve these issues and successfully install the software.  Meanwhile, the RMA Team updated all training materials and prepared to train the phase II users once the software was deployed. 

As of this report, 19 phase II users have received the ForeMost software, including the HAL Executive Office, the Michigan Historical Center and the State Archives of Michigan.  Eleven of these users have been trained to use the software, and the rest have been scheduled for training.  The remaining 17 phase II users are expected to receive the software and training in June and July.  We are pleased to report that the Michigan Historical Center staff is making a conscious effort to learn and use ForeMost so they can serve as model users.  Their support of the software is pivotal to the success of the project, because they can influence other phase II users both above and below them within the organization chart.

Software Issues
Resolving the version control problem occupied a significant amount of staff and vendor time.  Initially, TrueArc could not replicate or determine the cause of the problem.  We attempted to re-install the search server, and we ran several tests.  Finally, we determined that the macros that control the document naming functionality had been corrupted.  We never determined what caused the corruption of the macro, and TrueArc never supplied a patch to repair the macro, but on February 22 the version control feature started working again.  Documents filed during the ten-month period when the feature was not working are still corrupt (meaning that version control must be applied using different steps), but all newly-filed documents are fine.  Fortunately, none of the phase II users filed documents before February 22, so they are not affected by this problem. 

On January 23 ITSD installed ForeMost Enterprise 2.5.  This version of the software includes several features that our project team suggested TrueArc improve.  We are pleased with these improvements, because they make the software more user-friendly, however we are still hoping that other suggestions we have submitted will be included in future releases.  

On January 28 ITSD upgraded the ForeMost server, and this caused the search function to stop working.  We spent a very frustrating week trying to fix the problem so our users could access their documents stored in the repository.  ITSD re-installed the software on February 5 and this finally fixed the problem.  The project team had no control over this situation, which caused several phase I users to lose faith in the software, however, we are trying to better prevent and remedy these problems in the future.  Unfortunately, a similar problem occurred when the computers switched to daylight savings time, but the problem was fixed within a few hours.

Business Process and Cultural Change Analyses
In January the project team worked with our consultant, Tora Bikson, to develop our final survey of the phase I participants.  The anonymous survey was distributed, and 26 of the 70 users responded to the survey.  In February, the survey data was input into a database and sent to Tora Bikson for analysis, but we have not received her report yet.  The response rate to the survey was disappointingly low, and an informal observation of the responses showed more negative comments than positive.  However, the negative respondents also admitted that they never even tried to use the software.  Hopefully, Ms. Bikson’s report will identify the reasons why these people never used the software.

Creating a Digital Archive

Caryn Wojcik and Deborah Gouin developed a plan for testing archival accessioning of documents in the ForeMost repository.  We have created a sample file plan and we have filed some transitory documents into it.  We gave the files a 1-day retention period with authorization to transfer the documents to the State Archives.  We have asked TrueArc to help us run a disposition/migration on the documents in June.  We will attempt to formally transfer and accession the documents to an “Electronic Records Repository.”  Among the issues the plan will attempt to address are: how the disposition/migration works, how to formally document the accessioning process, if we can maintain the documents in the repository so they are organized in a file plan that mirrors the active system, if we can establish an electronic finding aid to assist researchers with identifying the documents they want, and if we can establish security and access controls for the researchers.  

In July Caryn Wojcik and Jim Kinsella will begin working with the researchers at the San Diego Supercomputer Center, and the project team for our second NHPRC grant project, to further investigate preservation functionality.  We recognize that the archival accessioning procedures we will be testing in June  may be further modified by the lessons learned during the second project.

Outreach

The project team continues to actively share information about the project with our colleagues.  We continue to post monthly reports on the project web page, which received an average of 33 unique visitors each month.

On December 14 the project team met with our colleagues from Allegan County, Michigan to compare the progress of our RMA projects and to discuss the ForeMost software.  On December 18 the project team updated the Michigan Government Electronic Records Committee about the progress of our project.  On April 29 Deborah Gouin demonstrated ForeMost for a professor from Lansing Community College.

Conclusion
Despite challenges beyond our control, such as reorganizations and technology problems, the project team has remained diligent.  We are pleased with the phase II user response to ForeMost, as well as their patience with the technology.  However, we will need time to observe and assist the phase II users to know if the implementation has been successful.

We are slowly resolving technical problems within our own IT environment and with the ForeMost software.  The project team is continuing to monitor the RMA product market, and we attended two demonstrations of the Microsoft SharePoint/ForeMost integrated document management software in May.

The project team still believes that RMA software is the only tool currently available to manage the retention of electronic records created by desktop applications, especially e-mail.  However, we are increasingly concerned that the software has not matured yet to a point where it is friendly enough (invisible) for practical daily use across an entire enterprise.  We are looking forward to the remaining six months of the project when we will test our capacity to accession archival records, and as we monitor the progress of the phase II implementation so we can build a business case of increased RMA use within Michigan government.
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