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Project Planning

O

Tammy Troup, MHS Digital Services Manager
“Just Scan It... Digitization Dos and Don’ts”
SHRAB Workshop, September 22, 2016



Presenter
Presentation Notes
Libraries, archives, museums, and records management organization can facilitate research by preparing and presenting information for discovery and use. This session will discuss various types of digital projects and electronic records , curation of information to develop these projects, and various platforms which may be used for project development.



Establish a shared

vocabulary
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First let’s establish a shared vocabulary to expand on the ideas exchanged in this presentation.
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Apathy .
Relaxation

Boredom

Ot Skill Level High

Csikszentmihalyi, Mihaly. “Flow Model” Flow: the Psychology of Optimal Experience. Revised edition. New York: Harper & Row, 1997.
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Presentation Notes
[MeeHi Cheeksentmeehi] The Hungarian psychologist Mihaly Csikszentmihalyi developed a model for optimal experience. With this model, he demonstrated the psychological conditions present when Challenges are contrasted with levels of Skill. It’s important to consider these factors when preparing to plan for new tasks in order to handle change with sensitivity to the habits and predilections of people. When confronted with a challenging change—particularly technological change—most people feel anxious or even refuse to engage. It’s OK and perfectly reasonable to begin projects at the anxiety stage, and it’s entirely possible you’ll find that some of your processes leave you apathetic or bored. Acknowledge these emotions and work with others to alleviate these challenges.


Early Majority

Late Majorit
Early Adopters | Hanky

Laggards
Innovators _

INNOVATION ADOPTION LIFECYCLE

A graph of Everett Rogers Technology Adoption Lifecycle model. Drawn in OmniGraffle and then trimmed in Apple Preview.
Retrieved 14 September 2016 https://en.wikipedia.org/wiki/File:DiffusionOflnnovation.png
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Presentation Notes
Preparing people for change with new projects and new processes is particularly difficult in a technological environment. Everett Rogers drew on George Beal’s observations about the adoption of new innovations and created this innovation adoption lifecycle. Some people are innovators, some people will quickly grasp how new processes and technologies will improve their work efficiencies, some people will be convinced after they see a fully functioning process in place, some people will adopt change because of positional requirements and some people will only “come on board” kicking and screaming. Projects and processes will follow the cultural trend that prevails at your institution, so think carefully about how your organization adopts innovation and adjust your expectations accordingly.


Semantics

<process>Digital </process> <project>Digital</project>
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Presenter
Presentation Notes
So what can we do to make onboarding people more seamless? Plan. Careful planning and teasing apart the differences between processes and projects will make the adoption of technology and new processes more manageable. We’ll spend a few moments examining the differences between processes and projects, then we’ll dive into all the elements in the planning process. 


<process>Digital</process>

O

Training/ Learning/
Revising Revising

Conducting
Activity
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Processes are those standard predictable activities which rarely change. They can be complex, require years of training, and may be conducted by highly skilled professionals, but in general processes are fairly easy to wrap your mind around. Examples of processes are cataloging activities, scanning/digitizing, image processing, data entry, file management, editing, and some (not all) design work. 


<project>Digital</project>

O

Information & Knowledge Project
Management Initiation

Researching,
Project Conclusion Planning,

Documenting

Project
Implementation

Challenge & Skill Development
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Projects – on the other hand – are discrete, documented, coordinated activities which are typically comprised of many processes. They can be stressful, because of the ups and downs of learning and adopting new processes and working with new people. Examples of projects include designing and building a website, blog, app, or online exhibit, developing digital collections, designing and building a repository, coordinating a new program, coordinating a digital learning experience, or coordinating a social media presence. 


Planning + Processes =

PROJECT
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Presentation Notes
Put another way, planning plus processes will equal a project


Planning for a project

/Plan/
An intention or decision about what one is going to do

Origin
Late 17th century: from French, from earlier plant ‘ground plan, plane surface',
influenced in sense by Italian pianta ‘plan of building'.
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So what’s involved with planning.


Basic Planning Steps

O

Project Initiation

Planning, Researching, and Documenting
Project Implementation

Project Conclusion

Information and Knowledge Management
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Project planning can be broken down into these five steps and we’ll discuss each of these steps in turn.  


t Initiation
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Project initiation is the fun one. Use your imagination & get creative -- Social Media Presence, Website or Blog, App development, Digital Collections, Interpretive Exhibit, Podcast Series, Interactive Map or Architectural Drawing, Data visualization, Video Series


Project Initiation

O

Types of Projects

Electronic
Records

: Mar_1a_g§ament Website
Data Curation Activities upgrade

- Social Media
Digital presence
Archives

Electronic - Digital Events
Finding Digital Calendar

Aids Events
Calendar
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Think about your organization’s needs and how they can be met in a digital environment. 


Project Initiation
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Then refine. Prune some of these great ideas so they are manageable with your present level of people skills, technological knowledge, funds, and existing short and long-term commitments.



Project Initiation
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Then make time, money, space, and people commitments to the project. 



Project Initiation

O

Level of Commitment

o Short-term exhibit or project
Establish a timeline

Determine level of documentation about information and knowledge
management

Establish learning objectives and ways to measure success

o Long-term exhibit or process

Ensure long-term institutional commitments are in place (staff,
technological infrastructure, etc.)

Ensure projects are financially sustainable
Establish learning objectives and ways to measure success
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Commitments are such a critical part of project planning that there is really no way to get around the fact that this needs to be a text heavy slide. 


Documenting

O

Administrative Info

Title, Creator, Dates, Description, Purpose, Community
Assessment, etc.

Rights & Info Policy

Tech & Information
Management

Project Management

Copyright, Risk Management, Scope & Domain, Selection

Metadata schema, Folder hierarchy, File Naming
Convention, File retention, Tech review

Roles & Responsibilities, Communication, Workflow &
Timeline, Launch, Marketing
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Presentation Notes
In the documenting stage, think hard about all the information which may be critical for a full understanding of what is involved in and who was involved with the project and document this information. You will forget things. You will question the logic behind decisions, so it is important to document decisions as they are made.


Trobadours. German anonymous., s. XIV. Archiv fir Kunst und Geschichte. Berlin.
https://commons.wikimedia.org/wiki/File: Troubadours_berlin.jpg
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If you don’t document, you’ll end up reliant on oral traditions of information exchange. These types of information management solutions are basically non-solutions since they inhibit rather than support trust and knowledge transfer. Also, human memory is incredibly fallible. Key pieces of information can be entirely lost when someone retires or simply forgets details.


Implement the project
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Construction of the dome. Catalog #952-636. ca. 1901. Montana Historical Society Research
Center Photo Archives. Helena, Montana.
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Presentation Notes
Once key processes are identified and roles and responsibilities are understood, implement the project. Revisit documents and use an open format (for example strike through old information) to document changes and decisions. Be curious, ask questions, fill knowledge gaps and do not assume anything. Keep lines of communication open and be flexible and open to ideas from the people who are conducting process activities. Celebrate small successes along the way and prepare early for preservation of information and marketing of information.


Project Conclusion
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At the project conclusion, document learning experiences, delete working files, bundle Information Packages (access and preservation files), and solicit input from users (e.g., survey).



Processes of a Project

/'"PRA SES/
1. A series of actions or steps taken in order to achieve a particular end
Origin

Middle English: from old French proces, from Latin processus 'progression, course',
from the verb procedere. Current senses of the verb date from the late 19th century.
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At this stage, we’ll talk about the various processes involved in implementing a project.


Outline Research Strategy
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Any new endeavor will be better-supported with a full understanding of all the variables. Spend time identifying knowledge gaps and assumptions and spend time conducting research to gain new knowledge.
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Identify any areas where training or better communication will support the project and make sure your people have the knowledge, confidence, and autonomy to tackle their part of the process.


Knowledge Management
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Presentation Notes
Determine method of information management and task management, this can be as simple as paper notes, lists, and accordion files or whiteboards or it can be more complex with project planning software used to manage tasks, delegate processes, set deadlines, and send alerts. When new knowledge is gained, review the learning experiences dispassionately & set aside feelings of anxiety. 



YYYY_ProjectTitle

Directories

File Naming Working
Conventions
Final

Preferred File
Formats
(Access &
Storage
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Determine Folder hierarchy and file naming conventions. 
Folder hierarchy:
YYYY_Project Title
Working Documents
Final Documents
File Naming Convention:
ProjectName_Planning.doc
ProjectName_data.xlsx
Access_PN_XXX.jpg
Preserve_PN_XXX.tif
Establish preferred file formats for access and storage



Curate Content
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Microsoft Word
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Do You Really Want to Save This File?

Don't Save Cancel
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Select and prepare content for the project
Digitize images
Write metadata
Record audio
Record video
Write interpretive text
Collect data
Prepare to retain final not working documents



Storage & Management of Information

Adobe Photoshop Adobe Bridge
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Presentation Notes
Adobe software and plug-ins may be used to embed information directly within digital files. We’ll expand on how this travels with the bitstream later this afternoon. 


Storage & Management of Information

Adobe Photoshop Adobe Bridge
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Presenter
Presentation Notes
Adobe software and plug-ins may be used to embed information directly within digital files. We’ll expand on how this travels with the bitstream later this afternoon. 


Storage & Management of Information

Adobe PDF

= Advanted Digital Precanation pdf - Adsba Aenshit Bro DC

File §dt View Window Halp
Tod Decoment Bropefier
[ Security | Forts | Intial View | Custom
Desenphien
File  Advanced Digtal Preservabion.pdf

Titke:

| Adaanced

Awhor,

Sbyect:

Kepmonds:

Creaed:  S/L6/011 54354 P
Mad 30/2015 85878 A

Appicatin TeX with hypemet paciage

Aebvanced
POF Praducen  Aceobat Distiller .10 [Windows)
POF Version: 1.5 [Acicket )
Lasation:  CA\llseed CWADI Detktag)
File Size: 18,43 MU (19,524,897 Bytes)
Pogetice 610x025m

Tigged POF: N

the examgles
§ selemce. cultural heritage and

ag the queuions whic

Vthon providing ssowors b tham

Fuani paines, we guid e roader
o weill foad w ani @ 0

Additional Metadsts all readons bt all opics arc

¥ help i preserve thingsT

Pt ol Pagesc
Fast Wl View: :
<k the suppossdly

cal, anud porhaps more

b ways proposed

a disastrous effoat on whas oss

Kol ] it whet i propevcd dors ac

, ey dewciplines, thnugh 8

Microsoft Word

Compatibility Mo
¥ Y wmen Praperties

Gerwral | Suemary | Siatabes | Contents | Cumtom

Protect Document
Co

Inspect Document
g
rert peopertics

Manage Doc r: sl

[ —

3 St Thuntrials for Al Word Documents
There are na unsaved charges

o

Troup. Tammy



Presenter
Presentation Notes
Adobe and Microsoft Office software also have a properties panel where metadata may be included in order to facilitate the exchange of information.


Storage & Management of Information
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Use built in methods of embedding structural information in order to break the elements of a large complex document into logical units such as Chapters, sub-headings, etc.


Storage & Management of Information

O

Digital file to be preserved and XML sidecar
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Metadata records may be recorded in a flat array for humans to read, but machines read metadata which has been “marked up”. This file travels like a side car with the digital files. XML (extensible markup language) is used with local or standard Metadata schemas to encode the metadata for human or machine readability in perpetuity.


Storage & Management of Files

O

Ensure Project Information is structured (e.g., Excel table
or tagged text)

Description

ExploreBig Montana 2016-2019  ExploreBig is a mobile app built on the
Historical Curatescape platform to display
Society information about and images of
Montana’s National Register sites.

<Title>ExploreBig</Title>
<Creator>Montana Historical Society</Creator>
<Date>2016-2019</Date>
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Process + Process = Project
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Once all the processes are in place, workflows connecting the processes are developed, and everyone understands their roles and responsibilities. A project is as seamless as a simple equation. 


Juggling Kittens

Juggling Kittens excerpt from The Jerk. Directed by Carl Reiner, performances by Steve Martin, Bernadette Peters, M. Emmet Walsh,
and Jackie Mason. 1979. Gif creator unknown. Retrieved 19 September 2016.
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Except when it’s like juggling kittens. 


Planning lends focus to the processes...

looking through binoculars. No date. Unidentified photographer. C
Society Research Center Photograph Archives. Helena, Montana
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Fundamentally, Digital Projects are the series of processes which result in a project. When you define projects, this lends focus to all the processes involved.


Activities

&
Jiscussion




Activity

Activity 1

You’re a staff member within a county government. You've been charged with
creating an inventory of electronic records in preparation for active electronic
records management. There is no budget, your resources are local (no off-site
training is approved), and you’ve been given no deadline.

What type of project is this? What are the processes involved with this type of
project? How will you communicate your needs to your coworkers? How will you
structure your timeline?




Activity

Activity 2

You’re interested in pursing a grant to provide digital access to historical county
commissioner records.

Where will you begin researching and planning? What type of project will this be?
What types of processes might be involved?




Activity

Activity 3

Your organization is the recipient of an archival intern for the Summer (15 weeks).
The intern is interested in Digital Preservation and Electronic Records Management
and has taken courses in pursuit of this area of interest.

What types of projects will provide the intern with a good learning experience
while benefitting your organization? How will you coach and provide technigue
training to the intern?




Questions/Discussions
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