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Summary

This case study of four SharePoint implementations within a single organization
shows that applying sense-making framework Cynefin can help in good and bad
times during project and may even anticipate surprising user-influenced ulti-
mate solutions. Role of records managers in these implementations is elabo-
rated and suggestions are made on how to improve their role in such projects
and in organizations in general.
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Introduction

In the constant search of the “best practice” a records manager may find him or
herself swimming in the infinite sea of information on the new paradigms and
the frameworks and tools to tame these paradigms. One may find that the “rec-
ords continuum” theory might be exactly the consoling answer to organizational
chaotic electronic records management (ERM) while taking the agile approach
to software development might just solve the impossibly complex arena of
stakeholders wants and realistic budgetary possibilities. One particular article
that has named ERM a “wicked” problem, thus provided comfort to those
struggling and brought people issues into this arena up front (Childs and
McLeod, 2013) has served as inspiration for this case study of four SharePoint
implementations within a same organization. Whether SharePoint may appro-
priately address proper ERM is not the subject of this article but the different
approaches to final solutions that may also evolve as an unplanned and unex-
pected result of same or similar implementations. In addition the role of records
managers in the implementations will be highlighted.

" The views expressed herein are those of the author and do not necessarily reflect the
views of the STL.
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Projects Background

The four SharePoint implementations were all coming from different organiza-
tional offices and were all requested by the users themselves. These were es-
sentially all related to improvement of records management and thus required
organizational records managers involvement and guidance. Detailed descrip-
tion of projects’ nature is described in Table 1. along with information on
whether a project team was assigned or not and finally the projects’ duration.
As records in question did not belong to the primary category of this organiza-
tion’s records directly related to its primary function but belonged to other two
categories (records generated in relation to the primary function or administra-
tive records category) SharePoint as organizational secondary ERM system was
recommended while the long duration of projects can also be explained by the
fact that these projects were not related to organization’s primary functional
priorities. Only in Project A was there determination to successfully close the
project within reasonable time as records originated from one of the most im-
portant organizational offices and records registration depended on the project’s
success.

Table 1.
Project | Nature of Project Project Team Project Duration

A Improvement Qf records management Yes 9 months
and collaboration

B Creation of intranet presence;
Improvement of records management Yes/No 6+ months (on-going)
and collaboration

C Improve':ment of records management No 6+ months (on-going)
and business processes

D Improvement of records management Yes 6+ months (on-going)

Role of Records Managers in Projects

It is worth mentioning that Project A was initiated after records management
short-comings were identified during organization-wide records survey that re-
sulted in Content and Data Management Strategy' recommending (among oth-
ers) targeted use of SharePoint for management of records with limited reten-
tion periods. Although records in Project A had longer or permanent retention
periods the use of organizational primary ERM system for their management
was not possible in due time, thus the SharePoint solution had to be tailored
with export to another system in mind. In-place records management was cho-
sen and due consideration was given to records file naming. In the process or-
ganization-wide content type and taxonomy controls were developed of which
many other SharePoint projects benefited. This undertaking has also added time

' Special Tribunal for Lebanon. Content & Data Management Strategy: Ensuring the
STL Legacy, June 2012
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needed to complete the project. All other projects were requested specifically by
the user offices and were coordinated by a SharePoint working group. Project
Team for Project A consisted of users, information technology representatives
and was led by records managers. During the implementation 65 different issues
were identified. Table 2. shows the breakdown of whom the resolution of these
issues was allocated:

Table 2. Number of allocated project issues by stakeholder in Project A; Records managers (RM)
Information Technology staff (IT) and users.

Stakeholder Number of Issues
RM 24
IT 6
RM and IT 4
RM and user 18
IT and user 1
User 8

As the technological administration of SharePoint content types (that include
metadata definition) and taxonomy controls were assigned to records managers
the number of issues assigned to them was very high. As the user decision was
needed on a number of issues many of them had to be allocated to user and rec-
ords managers as well.

Other projects also required attention of records managers although users were
not always aware of the role they had in what they initially considered a purely
an IT project.

Retrospective application of Cynefin framework

Cynefin framework was developed by Dave Snowden as a sense-making model
as oppose to a usual (matrix) categorization model (CognitiveEdge, 2011). It is
a model that draws from knowledge management and complexity science
(Childs and McLeod, 2013) and helps decision makers to make sense of a range
of business problems and situations (Kurt and Snowden, 2003).

Child and McLeod (2013) as first in the field of records management use
Cynefin to map people issues from their comprehensive AC+ erm project’. In
doing this they find that “[the framework] provides a different lens through
which to view, makes sense of and re-perceive the ERM challenge and offers a
strategic approach to accelerating change”. As Cynefin may be applied to ana-
lyse various situations it is used to retrospectively map all SharePoint imple-
mentation projects in Figure 1.

2 http://www.northumbria.ac.uk/acerm (Access date: 30.08.2013)
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Figure 1.
COMPLEX COMPLICATED
Project B
Project C
Emergent \ Good Practice
Disorder '
\
Project A
- | Project D
CHAOTIC SIMPLE
Novel Best Practice

Project A as it was initiated as a simple records management improvement pro-
cess may be placed in the simple domain as the solution was expected to be
based on best practice as usually record management projects are. However
when faced with the specific SharePoint environment the project issues resolu-
tions had to be based on good practice where solution was good enough to work
but far from perfect, for example enforcing column mandatory values through
coding or even on emergent practice example of which is deriving a complex
workflow for automatic filenaming. Finally close to the end of the project
adoption issues emerged due to lack of time on most users' side which brought
the project in chaotic domain. The situation was resolved by office administra-
tor taking over all ERM responsibilities and performing records registration on
behalf of all users. Such solution was never envisaged or planned, it was result
of purely people factor — one’s attitude and self-initiative. The project has ended
successfully with all stakeholders pleased with the final results and benefits.
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Project B initially revolved around the creation of intranet presence however as
the Intranet (SharePoint) working group was approving and overseeing the
project records managers who are group’s members guided the users on how to
improve overall records management using the benefits of organizational
metadata and taxonomy controls acquired during Project A. Thus it was ex-
pected that Project B will be either complicated or complex considering the
large project scope and lessons learned during Project A. Project super-users
were appropriately trained by both IT and RM staff and were given site owner
permissions to manage their site independently.

Project C also started off as improvement of intranet presence however user
recognized opportunity to improve both business processes and records man-
agement. As user possessed certain knowledge of programming he was able to
run the project by himself requiring only limited IT and RM guidance and no
direct assistance.

Finally Project D is placed in simple domain as its scope is limited to a fraction
of office’s records within single SharePoint library with no additional collabo-
ration or any other requirements. It is assumed that this project will remain in
simple domain as best practice acquired during Project A should cover the lim-
ited scope of Project D.

Conclusion

The main purpose of this brief case study was to show that using the Cynefin
framework was possible in four different scenarios. Using such frameworks in
projects may be very useful as they may provide direction even in most grave
situations during an ERM system implementation. Furthermore it was demon-
strated that people factor may be crucial for ultimate project solutions. Finally
the underlying message is that records managers are in position to lead any
ERM implementation, needless to say that it is their duty to greatly influence all
ERM projects. Too often is their role undermined or non-existent while they
may be in a perfect position to bridge the gap between users and IT in such
projects by bringing in a strategic overview of information management needs
and by gently relieving the overwhelming pressure on IT and ever so gently
bringing user expectations to a reasonable level that would prevent unnecessary
draining of organizational resources. Gaining project management skills or even
software development skills (at least gaining insight into methodologies like
Agile), applying frameworks and standards from other disciplines such as ITIL
or perhaps rebranding themselves as recordkeeping informaticians (Upward et
al, 2013) could surely strengthen the records managers role in organizations and
ERM adoptions in particular.

73



INFuture2013: “Information Governance”

References

Childs, Sue; McLeod, Julie. A strategic approach to making sense of the “wicked” problem of
ERM. // Records Management Journal. volume 23 (2013), 2; pages 104-135

CognitiveEdge. The Cynefin Framework. 11.07.2011.
http://www.youtube.com/watch?v=N70z366X0-8 (Access date: 30.08.2013)

Kurtz, C.F.; Snowden, D.J. The new dynamics of strategy: sense-making in complex and compli-
cated world. // IBM Systems Journal. Volume 42 (2003), 3; pages 462-483

Upward, Frank; Reed, Barbara; Oliver, Gillian; Evans, Joanne. Recordkeeping informatics: re-
figuring a discipline in crisis with a single minded approach. // Records Management Journal.
volume 23 (2013), 1; pages 37-50

74




<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.7
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize false
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


