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Background
I am frequently in discussions with companies and organizations of different sizes about
document management or enterprise content management (ECM) systems. I’ve seen
those organizations take many different approaches to seeking out an ECM system,
and would like to share some of the lessons learned from those experiences, both the
good and the bad! These lessons can be applied to the selection and implementation of
almost any new enterprise technology.

Involve the IT Department Early
The IT department in some organizations are seen as a necessary evil. In other
organizations they are viewed as key partners to the business. Regardless, the
deployment of any enterprise system is going to need IT participation. Bringing them in
early will help address issues such as: whether the system can be cloud based or must
be on premise, who is going to support the system, who will do software installation,
compatibility with other applications, and much more. To put it simply, getting IT
involved early will make the whole technology selection and implementation process
more effective. And if you start treating them like key business partners, they will
probably start being key business partners - if they aren’t already!

Focus on Needs
Before going too far down the path of choosing a technology, first determine what you
need. What are the business problems you are facing? Who in your business has
these problems and how big are they? If those problems are addressed what would be
the monetary impact to the business? Imagine if you went shopping for a new vehicle
without thinking about what you needed. How would you determine if you should buy a
new 4 x 4 pickup or a used VW Beetle? Before you start car shopping you would
normally have a good idea of what you need and your budget. By spending some time
on the problems you have and the economic impact of solving them, you will start to
build a business case for investing in a solution. When you start looking at different
technologies, you will be able to quickly rule out some choices that do not meet your
needs, or your budget. There are dozens of technology choices out there and they are
not all alike. Anything that helps you narrow down your choices will make your life a lot
easier.

Educate Yourself
There are a few ways you can educate yourself. A number of technology research firms
monitor various technology spaces and publish their research, usually for a fee. This
will help with narrowing down technology, but should not be treated as your only source
of information. It will not fully address issues of local support, costs, or other items
which would be very specific to your business. One pretty good way to get an
education is to meet with a few vendors who appear to meet your needs. Good
salespeople are actually consultants. They want to understand your needs and
determine if they have the correct solution for you. Granted, their agenda is focused on
their products and services, but they are still a good source of information. Another
way, if you have the budget for it, is to pay a consultant with experience in the field.
They can help with a needs assessment and determine the key requirements for a
solution.

Change Management
When it comes time to deploy the new system I occasionally see members of the
organization not understanding why this needs to be done, why they have to change,
and even worried about their job security. It’s important to be putting in place change
management within the organization early on so that people know what is going to
change and why. Doing it on the day users get their training on the new system is too
late and may result in strong resistance, and ultimately even project failure. In its
simplest form this can be accomplished by frequent two way communication.

Nominate a Champion
Identifying a business area or individual that is excited to adopt the new change will
greatly help ease the transition to the new technology. I’ve found them understanding if
you run into bumps in the road, willing to help in all phases of the project life cycle, and
be an advocate for other areas resisting change.

Staged Rollout
For larger deployments, it is often very beneficial to deploy the new application as a pilot
or proof of concept before going organization wide. A pilot will allow you to identify if
requirements are met or missing, work out any kinks, and limit the amount of frustrated
users if things take time to get right. Making a successful first impression goes a long
way when introducing change to an organization. It can sometimes make or break user
adoption of the new application.

Status Updates
If a severe issue does occur during the pilot or organization go-live, it’s best to be
transparent with the end users on the issue. Users need to be informed that the issue
has been identified and resolved or is being worked on. In addition to issues, it’s a good
idea to keep the users informed on the project status. It doesn’t have to be low level
detail but more about when they have to be involved for requirements gathering, user
acceptance testing, delays in the project, and so on. I’ve found keeping end users
informed on the project status helps build a positive connection with the end users. You
have to remember that what you are implementing could drastically affect the way they
do their job. Building that rapport with the end users will make for easier user adoption.
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