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April 29, 2002
MEMORANDUM

TO:
Mark Conrad, National Historical Publications and Records Commission

CC:
Sandra Clark, Michigan State Historical Records Advisory Board

FROM:
Jim Kinsella, Records and Forms Management Division 

SUBJECT:
Michigan’s Records Management Application Pilot Project

Grant Number 2000-059
Progress Report:  May 1, 2000 through November 30, 2000

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 2.0, by Provenance Systems, Inc., 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.
Software Selection and Purchase
A multi-disciplinary vendor review team (including three members of the project team) was assembled in October 1999 to select the software that would be tested during the pilot project.  We issued a Request for Information and received proposals from five vendors.  Four of the five products were certified by the Department of Defense to meet their Standard 5015.2.  The team reviewed the proposals and invited three vendors to provide demonstrations of their product.  In order to gather additional information about these products, the team contacted several existing customers of these vendors after the demonstrations.  The team considered several topics to be of special concern, including the product’s ability to operate in our current technology environment, the ease of participant use (especially how long would it take to file a document), and the proliferation of the product in the marketplace.  After we completed our investigation, the vendor review team unanimously selected ForeMost Enterprise 2.0 by Provenance Systems, Inc.  We finalized the contract to purchase ForeMost on June 2, 2000.

Assembling the Project Team
Initially, the project team consisted of Jim Kinsella, the project director; Doug Case, the electronic records analyst; and Caryn Wojcik, the electronic records archivist.  We collaborated on many electronic records projects before the RMA Project; such as a pilot project for scheduling electronic records, developing a guideline for e-mail retention, and rules for imaging systems.  We approached this project with enthusiasm, because we saw it as an opportunity to find a real solution with concrete results.  In addition, we knew that we would not have problems working together, because we are able to contribute in ways that do not overlap.

We began advertising the two project archivist positions in October 1999 through several listservs, web sites, professional newsletters and a visit to the University of Michigan.  Initially we were unable to find many qualified candidates.  At that time we did interview one qualified candidate, who decided to accept another position.  We re-advertised the positions in January 2000.  This advertising was timed to coincide with the spring graduations of many graduate education programs.  In addition to the previous advertising methods, we also called the faculty advisor to every SAA student chapter that offered coursework in electronic records.  This time, we received applications from several qualified candidates.  To conduct interviews, a five-member recruitment team assembled.  Three candidates impressed the recruitment team; however, only one accepted our job offer.  We held additional interviews to fill the second position, and eventually we selected and hired another candidate.  Mimi Dionne, a graduate of the University of Texas at Austin, began working on the project on May 15, 2000, and Deborah Gouin, a graduate of Wayne State University, began working on the project on June 26, 2000.

We believe that the problems we experienced are a reflection of the current job market.  Very few archivists and records managers currently seeking employment have experience with the management and preservation of electronic records.  Those who do have experience, do not have trouble finding employment with Internet companies and other firms that are willing to offer substantial salaries.  In comparison, a temporary position within state government apparently is not as glamorous.  However, Mimi took the position and moved to Michigan because she saw it as an opportunity to gain marketable experience with electronic records.  Deb had been working part-time for the State Archives before accepting this position, and was seeking a full-time professional opportunity.

The primary responsibilities of the two project archivists are to work with the participants to develop file plans, and to train them to use ForeMost.  One of our concerns when we selected employees was to find people who could communicate effectively with the participants, without making them feel defensive.  This is the first full-time professional position that both Mimi and Deb have had, so we were concerned that they did not have adequate experience working in an environment like ours.  However, the participants are responding very positively to both Mimi and Deb.  The participants indicate that both Mimi and Deb provide clear explanations, have positive attitudes, and speak to them at a level they can understand.  This has contributed to the project’s success so far.

Software Installation
When the vendor review team selected ForeMost we were told that Enterprise Version 2 would be released on June 1, 2000.  We believed that this release date would work well with the project since it was scheduled to begin in May.  We wanted to purchase Version 2 because it contains significant technical improvements to Version 1 that make it easier to administer and deploy.  By the time we finalized our contract, the release date for Version 2 was moved to June 29.  We moved forward and scheduled installation and training for July.  On July 10 several people from Provenance Systems, Inc. visited to conduct the official kick-off of the product installation and testing.  During the remainder of that week their staff worked with the Department of Management and Budget (DMB), Information Technology Services Division (ITSD) to install ForeMost.  The base product installation was successful.  However, ForeMost is designed to use activators that integrate the software with other applications used by the participant (such as Microsoft Word or Novell GroupWise).  These activators allow the participant to file documents directly into ForeMost’s repository from the native application.  None of these activators worked correctly, and Provenance promised to fix the problem in time for our mid-August training sessions.

On August 2 Provenance informed us that the problems with the activators would not be fixed in time for our training.  They promised to have the problems fixed by August 30, and the project team reorganized our implementation and training calendar to accommodate the new plan.  On August 31 Provenance informed us that testing and development of the activators was not going well, and they could not deliver the product as was promised.  Needless to say, the project team was very disappointed and upset by this additional delay, especially since we felt that Provenance was not communicating with us sufficiently about their progress and problems.  We conveyed our dissatisfaction and lack of faith directly to Provenance’s CEO, and he promised prompt action.  He also stated that our project was the company’s number 1 priority.  Once again we were forced to reorganize our training and implementation calendar.  

On September 8, Provenance informed us that the problems were fixed and that we could resume the project.  On September 25-28 Provenance staff uninstalled and reinstalled Version 2.  However, ITSD soon discovered that the activators were causing problems with our existing software.  As a result, the software could not be installed on participant computers.  Nevertheless, the project team decided to have ForeMost installed in the computer lab and complete our training, because we needed to learn how to use the software.

On October 11-13 the project team attended administrator and end user training.  We learned how to create user accounts, how to input file plans and retention schedules, how to assign access rights; and we learned how to file, search for and retrieve documents.  However, we could not view the full functionality of the software, because the activators were not working.  On October 17-18 the project team attended train-the-trainer training.  Provenance staff taught us tips and techniques for teaching others to use ForeMost.

During this time, ITSD continued working with Provenance to correct the problems with the activators.  By October 24 everyone believed that the problems were fixed.  We installed ForeMost on four computers and began to test its functionality.  At this time, the project team discovered other problems.  Some of these problems were due to the activators, and some of these problems were due to the way ForeMost functions.  We believe these functional problems cause unnecessary burdens to our participants, because they increase the level of difficulty and time to file documents into the repository.  Despite all of our attempts to resolve these problems, once again we were forced to postpone the implementation for our pilot participants that was scheduled for October 31.

Currently, we hope that the problems with the activators can be fixed in time for our implementation date that is scheduled for November 30.  On this date, participants will be trained to use ForeMost.  On December 4, ForeMost will be activated on their computers.  Provenance has informed us that most of the functional problems will be fixed when a service pack is released in January 2001.  

The primary concern of the project team is to provide a quality product to the pilot participants.  We understand that it is common for software companies to find problems with their products and to delay release of a new product or a new version.  However, these delays are extremely frustrating.  We have juggled the calendars of staff and the computer lab.  ITSD has some serious concerns about whether this product will work in our technology environment, especially as enhancements are made to our environment.  In addition, we have had a lot of problems getting information from Provenance, and we have found that their silence is usually a sign that something is wrong.

A Second Pilot???
Recently, we were pleasantly surprised to find out that the Michigan Gaming Control Board (MGCB) had purchased iRims, another RMA software product, to manage its electronic records.  MCGB has asked the project team help them implement iRims in their office, by assisting with file plan development and other administrative activities.  We are very pleased with this situation, because it gives us an opportunity to see how another RMA product works, without having to purchase it ourselves.

File Plans and Retention and Disposal Schedules
RMA software is unique because it is the only software on the market capable of implementing the retention requirements for the records that are stored in its repository.  File plans are the most essential component of a RMA.  Without a file plan, users cannot file their documents into the repository.  The file plan provides a classification scheme for the electronic documents, and the file plan is tied to an approved Retention and Disposal Schedule that in turn implements the retention requirements for the records.  

On a more practical level, if we want our participants to use the RMA on a regular basis, their file plan must be familiar to them.  If participants do not feel a sense of ownership over the file plan, they are not likely to use it.  Instead, they will either refuse to file documents into the RMA entirely, or they will file their documents into the wrong place (which means the wrong retention period may be implemented).  As a result, it was essential that the project team work with the participants to help them develop a file plan they can easily use.  However, we were careful to remind participants that file plans are organic entities that will change over time.  As a result, we built procedures into the project that make it easy for participants to request a change to their file plan.

The pilot agency, the Office of Support Services (OSS) consists of five offices:  Administration/ Business Services, Records and Forms Management Division, Consolidated Print Center, Mail and Delivery/Materials Management, and Print and Graphics Services.  Each of these offices needs a file plan.  Participants who collaborate with other participants may have access to files within multiple file plans.  All of these offices already have a Retention and Disposal Schedule for their paper records.  These schedules needed to be modified to manage the electronic records that will be stored in the RMA.  The project team decided that we would work with each of these offices separately to develop their file plans and update their schedules.  The participants in each office will have their ForeMost account activated as these products are finished for their office.  The first group of participants that will be activated includes Administration/Business Services, Records and Forms Management Division, and Consolidated Print Center.  The others will follow approximately one month apart.

Several activities have been involved in the development of file plans.  First, all participants attended a new class called “Organizing Electronic Files.”  Organizing Electronic Files is a class that was jointly developed by the Records and Forms Management Division and the State Archives of Michigan.  The class targets all state employees who use a computer to create records.  It teaches basic principles of naming conventions for documents and files, establishing hierarchical filing systems, and filing and retrieval techniques.  The two-hour class includes a lecture and a hands-on exercise.  By taking this class, the participants were introduced to the basic concepts of filing.

Next, the participants attended a short presentation that explained what a file plan is, and what is involved in its development.  After the presentation, interviews were scheduled with each participant to analyze their existing filing systems and discuss their needs for the file plan.  Once everyone in an office was interviewed, a draft file plan was developed for their review and approval, along with a revised Retention and Disposal Schedule.  The approved file plans and retention schedules were entered into ForeMost for Administration/Business Services, Records and Forms Management Division, and Consolidated Print Center.

Training and Guidelines
The project team decided to give participants the user manual that Provenance developed for ForeMost.  We are supplementing this manual with Information Sheets that contain business rules and tips for using the software.  

DMB has a computer lab that we are using for training.  It holds ten people.  We believe that introductory training will last about 90 minutes.  The “Introduction to ForeMost” class is designed to familiarize participants with three basic functions of the software:  filing, searching and retrieving documents.  After students take the class their ForeMost account is activated.  The project team then conducts on-site visits to configure their computers and help the participants get started.  A “ForeMost Tips and Tricks” class will be offered periodically for participants who are interested in learning more advanced features of the software.  

The project team is using every available method to help participants learn to use ForeMost and appreciate its features.  We established a helpline that is connected to a pager that the participants can call if they have questions or problems.  We also created a listserv that participants can use to communicate with each other and the project team.  We began sending messages to the listserv in July to keep the participants informed about our progress.  So far, the participants indicate that they appreciate receiving short updates about specific project-related issues via the listserv.  In addition, we created a Microsoft Access database that we will use to track all of the questions that we receive, so we can evaluate the types of problems the participants are having.  The database will contain data about questions that are received via the helpline, listserv and on-site visits.  

The project team also developed several informational tools for the participants and others who are interested in learning more about the pilot project.  We developed a contact card with project team member information (attached), a brochure (attached) and a web page (http://www.state.mi.us/dmb/mgmtserv/oss/rfmd/rma/index.htm).  The project team received a lot of interest and positive feedback from archivists and records managers throughout the country via the web page.  We are posting monthly progress reports on the web page, as well as other materials that we believe our colleagues may be interested in.

Testing RMA Features and Creating an Electronic Records Archive
Due to the software installation problems mentioned above, the project team did not have an opportunity to test the RMA features we hoped to use by now.  However, we do have a much better understanding about how a RMA implements retention requirements, and how it manages records and security.

In addition, since none of the participants are using ForeMost yet, no archival records were entered into the repository.  However, Caryn Wojcik, Electronic Records Archivist, joined the archival advisory board of the San Diego Supercomputer Center’s NHPRC-funded project.  We unofficially agreed to supply the San Diego Supercomputer Center with electronic records from our RMA repository so they can encapsulate the records using XML.  We are very excited about this collaboration, because we believe that RMAs are needed to identify collections of electronic records that are candidates for archival preservation.

Business Process and Cultural Change Analyses
The project team hired Tora Bikson of RAND to be our consultant for this project.  Tora visited with the project team in June to develop a plan for our business process and cultural change analyses.  All of the project participants who work for OSS will be evaluated during the cultural change analysis.  In addition, two business processes within OSS were selected for the business process analysis.  The first is the budget and rate development process.  The second is the collaborative work of the Forms and Publications Team, which is re-engineering the way that forms and publications are produced and stored.

To evaluate their satisfaction with our work, Tora helped us develop a survey that we are distributing to participants after we create their file plans.  In addition, Tora visited in September to conduct baseline data collection interviews with 10 of the participants who work on the two business processes.  In October, we distributed baseline data collection surveys that Tora helped us develop to all 65 participants.  The surveys were completed anonymously, and 48 surveys were returned (73.8% response rate).  The information from the surveys was entered into a Microsoft Access database that Tora will help us analyze.  Follow-up surveys will be sent to the participants in approximately 6 and 12 months.

Reports and Presentations
The project team is very proactive about sharing information about our pilot project with others inside and outside of Michigan government.  We published monthly reports on our web page.  We provided progress reports to the Electronic Records Committee and departmental Records Management Officers at their quarterly meetings.  In addition, we conducted two demonstrations of ForeMost; one for the Electronic Records Committee and another for Chief Information Officers.

During the vendor selection process we discovered that a county government in Michigan, Allegan County, is already using ForeMost to manage electronic records and images.  We are very impressed by their management support for the product, and their success using it.  Since the State Archives is responsible for helping local governments manage and preserve their records, we are working with Allegan County to inform other local governments about the benefits of using RMAs to manage electronic records.  As a result, we plan to give several presentations about the pilot project in collaboration with Allegan County.

So far, we gave presentations about the pilot project to the Michigan Information Systems Association (MISA) and the Mid-Michigan ARMA chapter.  We are scheduled to give presentations during the next year to the Detroit ARMA chapter, at NAGARA’s annual meeting, at the annual meeting of the Michigan Archival Association, and the semi-annual meeting of the Midwest Archives Conference.  We have applied to give presentations at the annual ARMA meeting, the ARMA Government ISG meeting, SAA’s annual meeting, the annual Managing Electronic Records conference, and the annual meetings of several professional organizations for local governments in Michigan.

The Midwest Archives Conference Newsletter published an article by Caryn Wojcik, titled “Technology Solutions for Technology Problems” in the July 2000 issue that discusses why RMAs can help manage electronic records (attached).

Enterprise-Wide Implementation
In the past, when we spoke to information technology professionals and Chief Information Officers (CIOs) about records management they have not shown any interest.  When we talk to these people now about the RMA project, they are very curious about it.  For example, e-commerce is a very hot topic in Michigan.  Governor John Engler created an e-Michigan office to lead this initiative in our state.  The e-Michigan office is observing how ForeMost can help them manage e-commerce transactions.  In fact, one of our pilot offices is already conducting e-commerce transactions (internet auctions of surplus property) that will be managed by ForeMost.  

In addition, e-mail storage and retention recently became a topic of concern for Governor Engler.  He asked George Boersma, Michigan’s CIO, to develop a policy to deal with the problem.  We met with George Boersma, and the other departmental CIOs at their monthly meeting, and we convinced them that a RMA is the only viable solution to the problem.  As a result, the project team was asked to evaluate what resources are needed to implement RMAs enterprise-wide, as well as how quickly this can be accomplished.  Fortunately, the CIOs recognize that we are still at the beginning of our pilot, and a lot needs to happen before we are ready to implement the software enterprise-wide.  We warned them that while this is a technology solution to a technology problem; it is not possible to throw this technology on a desktop and expect it to work without significant human involvement in activities like file plan development and retention and disposition management.

On November 17 we held a “ribbon cutting” ceremony to officially file the first documents into ForeMost.  Janet Phipps, DMB Director, and her two deputies (including George Boersma) attended the ceremony.  Their response to seeing and using ForeMost first-hand was very positive.  They felt the software was easy and fun to use, and could see how a trained user could quickly become comfortable using and benefiting from it.

Conclusion
The general rule about projects like ours tends to be that people cause problems, not the software.  We found the opposite to be the case.  Our pilot participants are very curious and receptive to the project, and some are actually eager to use ForeMost.  Most of them found the file plan development process to be very educational and beneficial, even though they do not have ForeMost yet.  Interest about the project from both inside and outside Michigan government is greater than we expected.  Furthermore, we are pleasantly surprised to see the State CIO and many departmental CIOs understand and appreciate that every employee needs a RMA to manage their electronic records in accordance with legal retention requirements.

While we are frustrated and disappointed by the problems we are experiencing with the software, and the fact that our participants are not using it yet; we do not feel that this time was wasted.  The project team was very productive with developing file plans, education and marketing plans, project plans and learning how to use the software ourselves.  In many ways this first quarter exceeded our expectations.
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