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Information science meets IT

We need to replace our intranet/enterprise
search/e-commerce search/information
management/knowledge management application

We need to have a set of requirements

that we can share with solution vendors

We need a list of
vendors

Can you
recommend a
vendor?




Learning from Logica (1989-1991) ‘

The primary task of a consultant is always to be able to
differentiate between ‘fitness to specification’ and ‘fithess for purpose’

A solution that is fit for purpose is more likely to meet the expectations
of the client, especially those of the employees using the system

Delivering an outcome that is fit for purpose is more important
than delivering profit. If it is fit for purpose, then the profit will come



Defining
expectations

To define search
requirements with any
degree of confidence
you have to start with
the user expectations




Even Google does it!
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rof] Challenges in Enterprise Search.

D Hawking - ADC, 2004 - Citeseer

Concerted research effort since the nineteen fifties has lead to effective methods for retrieval
of relevant documents from homogeneous collections of text, such as newspaper archives
scientific abstracts and CD-ROM encyclopaedias. However, the triumph of the Web in the
¢ YU Cited by 266 Related articles Al 11 versions &

Enterprise search: Tough stuff

R Mukherjee, J Mao - Queue, 2004 - dl.acm.org

The last decade has witnessed the growth of information retrieval from a boutigue discipline
in information and library science to an everyday experience for billions of people around
the world. This revolution has been driven in large measure by the Intemnet, with vendors ...
7r U Cited by 115 Related articles  All 4 versions

Using tags in an enterprise search system

K Frieden, D Farhang, S Mahendra... - US Patent ..., 2011 - Google Patents

An interface can allow for associating documents with tags. A search systam can use
connections between the tags and documents to determine search-independent rank values
for the documents. The search-independent rank values can be combined with term ...

¢ DU Cited by 85 Related articles  All 4 versions 39

Using annotations in enterprise search

PA Dmitriev, N Eiron, M Fontoura... - Proceedings of the 15th .., 2006 - dl.acm.org
ABSTRACT A major difference between corporate intranets and the Internet is that in
intranets the barrier for users to create web pages is much higher. This limits the amount and
quality of anchor text, one of the major factors used by Internet search engines. making ...
Y DD Cited by 133 Related articles All 21 versions

[PDF] psu edu

[PDF] acm.org

[PDF] googleapis.com

[PDF] research.google



One size does not fit all
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Likert diagrams for legal, recruitment, healthcare and patent sectors showing the value placed on search functionality during
query formulation, including Boolean logic (1), proximity operators (2), relevance ranking (3), truncation (4), wildcards (5), field
operators (6), query expansion (7), query translation (8), case sensitivity (9), abbreviations (10), misspellings (11) and synonyms
(12). The patent survey did not include 9-12.

Information retrieval in the workplace: a comparison of
professional search practices — University of Strathclyde



https://pureportal.strath.ac.uk/en/publications/information-retrieval-in-the-workplace-a-comparison-of-profession

Organists have
to cope with
odd user
interfaces!




A commitment to transparency

1989 2011 2007 2012/2015 2017



My ground rules

 When | set up Intranet Focus Ltd. | had seven rules of engagement
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1.
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| will only work in areas in which | have business experience

| will not work for central or local government

| will not work to a scope decided by a procurement department

| will only work on a fixed fee basis

| will only work on interesting projects

| will always ask for a meeting with the project sponsor before starting work

| will always smile. It makes other people wonder what you know that they don’t




The big concerns...
and my Roadmap

#1 How can we #2 How can we

build a win-win ensure we get

relationship? value for
money

#4 How will risks \ #5 How will we
be identified and define user

managed? requirements?
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#3 How will we
manage scope
creep

#6 How will we
keep track of the
project?



A typical project plan

A typical project duration would be 12 months
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The Babel message

https://iconbooks.com/ib-title/the-babel-message/
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https://iconbooks.com/ib-title/the-babel-message/

The Babel dimension

Language Content items as % of % speaking the language 76% of empbyees are
total as their primary language searching English-language
English documents in their second, or
German 13 25 maybe third language
Spanish 4 11 M £ the Enalish |
Portuguese 3 4 any o the nglish language
documents may well have been
Japanese 2 6 .
- written by someone who does
Italian 2 5 . -
not have English as their first language
French 1 6
Chinese 1 4 Some of the documents may be
Polish 1 3 written in more than one language

Source — client of Intranet Focus Ltd

14
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Reading, writing, speaking and
understanding

Level group Level
A1
Breakthrough
A
Basic user
A2
Waystage
B1
Threshold
B
Independent user
B2
Vantage
c1
Advanced
c
Proficient user
c2
Mastery

Description

Can understand and use familiar everyday expressions and very basic phrases aimed at the satisfaction of needs of a concrete type.

« Can introduce themselves and others and can ask and answer questions about personal details such as where they live, people they know and things they have.

-

-

Can interact in a simple way provided the other person talks slowly and clearly and is prepared to help.

Can understand sentences and frequently used expressions related to areas of most immediate relevance (e.g. very basic personal and family information, shopping, local geography, employment).
Can communicate in simple and routine tasks requiring a simple and direct exchange of information on familiar and routine matters.
Can describe in simple terms aspects of their background, immediate environment and matters in areas of inmediate need.

Can understand the main points of clear standard input on familiar matters regularly encountered in work, school, leisure, etc.

Can deal with most situations likely to arise while travelling in an area where the language is spoken.

Can produce simple connected text on topics that are familiar or of personal interest.

Can describe experiences and events, dreams, hopes and ambitions and briefly give reasons and explanations for opinions and plans.

Can understand the main ideas of complex text on both concrete and abstract topics. including technical discussions in their field of specialisation.
Can interact with a degree of fluency and spontaneity that makes regular interaction with native speakers quite possible without strain for either party.
Can produce clear, detailed text on a wide range of subjects and explain a viewpoint on a topical issue giving the advantages and disadvantages of various options.

Can understand a wide range of demanding, longer clauses and recognise implicit meaning.

Can express ideas fluently and spontaneously without much obvious searching for expressions.

Can use language flexibly and effectively for social, academic and professional purposes.

Can produce clear, well-structured, detailed text on complex subjects, showing contrelled use of organisational patterns, connectors and cohesive devices.

Can understand with ease virtually everything heard or read.
Can summarise information from different spoken and written sources, reconstructing arguments and accounts in a coherent presentation.
Can express themselves spontaneously, very fluently and precisely, differentiating finer shades of meaning even in the most complex situations.

https://en.wikipedia.org/wiki/Common European Framework of Reference for Languages
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https://en.wikipedia.org/wiki/Common_European_Framework_of_Reference_for_Languages

Code switching

http://awinlanquage.blogspot.com/2017/06/kinds-of-code-switching.html
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http://awinlanguage.blogspot.com/2017/06/kinds-of-code-switching.html

Stakeholder mapping

Culture & /

language

17 https://en.wikipedia.org/wiki/Stakeholder analysis



https://en.wikipedia.org/wiki/Stakeholder_analysis

First
Impressions?




I

Lo

8
e

Nick White




We live In a pragmatic,
problem solving culture in
which knowing things and

telling others what we know is
valued . . . Having to ask Is a
sign of weakness or ignorance,
so we avoid It as much as
possible.

Edgar Schein




The big concerns...
and my Roadmap

#1 How can we #2 How can we

build a win-win ensure we get

relationship? value for
money

#4 How will risks \ #5 How will we
be identified and define user

managed? requirements?

21

#3 How will we
manage scope
creep

#6 How will we
keep track of the
project?



#1 How can we
build a win-win

relationship?




Plan the first meeting agenda

* Always in advance of a contract

* Have something (preferably a diagram) ready to share
* Find a common area of interest within a couple of minutes

* How much experience do they have of managing a consulting
project?

- Share and develop objectives (consultants have them as well)
* Get risks onto the table
» Control without being controlling

23



Starting the discussion

Vision Skills Incentives| 4+ | Resources Action Plan | = Change
Skills Incentives| 4+ | Resources Action Plan | = Confusion
Vision Incentives| + i Resources Action Plan | = Anxiety
Vision Skills + | Resources Action Plan | = Resistance
Vision Skills Incentives| 4 Action Plan | = Frustration
Vision Skills Incentives| 4+ | Resources = False Starts

Adapted from T. Knoster, R. Villa, and J. Thousand. “ A Framewaork for Thinking About Systems Change.” In R. Villa and
). Thousand, eds. Restructuring for Caring and Effective Education: Piecing the Puzzle Together. Baltimore: Paul H.
Brookes Publishing Co., 2000
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Search satisfaction octagon



Assessing my
contribution

Agreeing a set of performance
metrics ensures that the client
feels it is in control

Realistic planning

Building relationships

Knowledge sharing at the
close of the projec

Quality of documentation




The big concerns...
and my Roadmap

#1 How can we #2 How can we

build a win-win ensure we get

relationship? value for
money

#4 How will risks \ #5 How will we
be identified and define user

managed? requirements?
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#3 How will we
manage scope
creep

#6 How will we
keep track of the
project?



#2 Getting
value for our

money

Value is a personal
assessment — different
stakeholders will have
different perceptions of
the project value




Decision-focused value

* What decision is going to be made as a result of the engagement?

29



» A Board of Directors has a duty to manage the operational risks to the
business

Risk reduction value

* Operational risks are visibly presented in annual report, and have to
be signed off by the Board

» Risk management is a good way to start a discussion about an
engagement and also to justify the engagement fee and corporate
commitment against the potential benefit to the business

30



The big concerns...
and my Roadmap

#1 How can we #2 How can we

build a win-win ensure we get

relationship? value for
money

#4 How will risks \ #5 How will we
be identified and define user

managed? requirements?
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#3 How will we
manage scope
creep

#6 How will we
keep track of the
project?



#3 How will |
manage scope

creep?




Working backwards from the report ‘

- Almost always the end result of a consulting assignment is a report

* Yet rarely in my experience is there ever a discussion about the
format, content, length etc of the report at the outset of a project

* |In particular,

* Who is going to read it and why?

* What are their expectations?

- What decisions are they going to take having read the report?

33



Report scope agreement

Intranet Strategy Structure 02 October 2014 Draft for Discussion

Main heading
Executive Summary
Qverview

2015 corporate strategy

Current situation

Governance
User requirements

Roadmap 2015

2015 Development

Team
Metrics

Risk register
2016-2017

34

Sub Sections

Business

Employee

Intranet landscape
Technical
Resources
Migration overview
Structure

Policies

Services/portal approach
Migration plans
Development
Platform

Search
Collaboration
Mobile

Social

Skills and resources
Governance
Summary

KPls

Qverview

Page
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.5
1.0
0.5
1.0
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.5
2.0
1.0
Total 15.5

The aim of presenting the report structure at the earliest point
possible is that it helps define the overall and sub-level objectives

Clients appreciate the transparency and have something tangible
to show their manager

The page allocations may change during the project. It the total is
unchanged then so is the fee

If a significant change in scope becomes a requirement then there
is a basis for a discussion about a fee change



The big concerns...
and my Roadmap

#1 How can we #2 How can we

build a win-win ensure we get

relationship? value for
money

#4 How will risks \ #5 How will we
be identified and define user

managed? requirements?
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#3 How will we
manage scope
creep

#6 How will we
keep track of the
project?



#4 How will

project risks be
identified and

managed?




 There are of course many approaches to scoring and managing risk,
but LoB managers may not be aware of them.

Project risk management

* Bringing a discussion about project risk management into the project
plan at the earliest possible point reassures the client that there is a
common agreement that risks need to be placed very transparently
on the table

 Zero risk is_.not possible — it's a question of the risk appetite on both

sides
* Define the process for managing red flag issues

37



Risk appetite

Schedule

Scope

Resources

38

https://www.piranirisk.com/blog/what-is-risk-appetite



https://www.piranirisk.com/blog/what-is-risk-appetite

Difficulty in remote access to internal systems and file shares

Project risks — my experience

1. No access to the project sponsor on a timely basis

W N

Unpredictable access to documents that have a bearing on the
project

Key staff are not available for interview
The client’s project manager is overloaded
The scope and/or deliverables are changed by edict, not agreement

N o O A

Stakeholders appear without warning



The big concerns...
and my Roadmap

#1 How can we #2 How can we

build a win-win ensure we get

relationship? value for
money

#4 How will risks \ #5 How will we
be identified and define user

managed? requirements?
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#3 How will we
manage scope
creep

#6 How will we
keep track of the
project?



#5 How will we
define user
requirements?

It comes back to focusing
on fitness to purpose and
not on fithess to specification



“It depends”

Stanford Shopping Center « DineShopPlay.com
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https://www.dineshopplay.com/business/stanford-shopping-center/

Defining user/employee

requirements

» Clients are often very uneasy about letting a consultant loose in their
organisation

» Will the interviewees be annoyed, reluctant to speak etc.?

» User interviews rarely get the level of attention that is required in the
project planning

» Working in Germany in particular is a special challenge!

» Will they talk about the work-arounds?

43



Defining interviewee personas

44




Managing user interviews #1

45




Managing user interviews #2

These are the topics that | would like to cover in our conversation. The timings are indicative, and it may be that we spend most of the time

46

talking about just one or two of the four topics.

A. Decision making 10-15 minutes

I'd like to understand how you make decisions. Some

of these decisions may be made on a regular basis, and
others as the need arises. Perhaps a technical problem has
arisen with a product and a solution needs to be found.

I'm especially interested in situations where you need to find
when these sources are in other ABC Ltd locations, and perhaps
in different languages

I'd also like to know where you store documents and how you
find them when you need them

B. Collaboration 10-15 minutes

Set out below are three different ways in which collaboration
can be of value. Could you give me examples from your
own experience, and talk about successes and problems?

Document centric

Collaborative authoring, editing and discussion of
documents or other content items, including sectional
editing of large documents

Conversation centric

Discussions to develop new products, solve production
problems and respond to customer queries, taking
advantage of the expertise of employees on your own

Project centric

Collaboration around a very specific set of goals and
objectives for a project. Usually there is pressure on
achieving a result by a specific date.

C. Digital workplace benefits 10-15 minutes

This is a list of some of the benefits that other organisations have
gained from investing in digital workplace applications. In preparation
for our conversation could you think about which 4 or 5 benefits would
make the biggest impact on the business performance of ABC Ltd.

. Reduction in business risk

. Easier and more effect collaboration across the company

. Increased speed and quality of decision making

. More responsive product development

. Easier to find people with specific expertise

. Improved product and service guality

. Faster speed of reaction to market opportunities and threats
. Improved customer satisfaction

. Efficiency gains — more work with the same staff
10.Unifying the organisational culture of Megger

11. Better customer retention

12. More effective induction and integration of new employees

W oOoO~NOOUWwN =

D. Anything else? 5-10 minutes

An opportunity to raise other issues or to go back to
something we talked about earlier in the interview




Managing user interviews #3

 Always, always, pilot test the interview format

* Never take verbatim notes — you lose eye contact

* Not everyone speaks fluent English

* Hand your “pen” to the interviewee towards the end of the interview
» Agree a summary of the interview before leaving

» Check back the summary a week later

- Keep the interviewee in the loop on project progress, though not on
outcomes of the research

47



Uncovering
workarounds

The project is derailed
by two (or more)
versions of the truth

that drive different
expectations




All types of workarounds



Focus groups

* Focus groups seem to be such a good way of getting a spectrum of responses
from a spectrum of people

* They are very difficult to manage and always need to be double-headed by the
consulting team

- Always always pilot test
* They work best when everyone in the group is known to you already

* |t takes only a single person with a personal objective, or new to the group, to
wreck a focus group

* In general, it is best to use them to validate outcomes from one-on-one interviews
and not as a primary source of information

50



The definitive
guide




The big concerns...
and my Roadmap

#1 How can we #2 How can we

build a win-win ensure we get

relationship? value for
money

#4 How will risks \ #5 How will we
be identified and define user

managed? requirements?
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#3 How will we
manage scope
creep

#6 How will we
keep track of the
project?



#6 How will we
be able to keep

track of the
project?




Milestone trend analysis diagrams
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Milestone Trend Analysis (project-management-knowhow.com)



https://www.project-management-knowhow.com/milestone_trend_analysis.html

Avoiding
failure

95




1. Never assume that what worked in a previous engagement will
work this time around

Lessons from my experience

2. Never assume that all the relevant information has been passed on
to you

3. Never try to out-maneouver the client — you do not know who their
friends are and they make pay-days possible

4. Never assume that the project team will be consistent and informed

5. Never close out an engagement without having established an
enduring relationship with the client
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Achieving
success ;
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My good practice suggestions

58

. Be transparent in the partnership with your client. A consulting

engagement should never become a game of power politics

Every stakeholder has to feel they have what they expected from the
project. Have you personally met all the stakeholders?

Make sure that everyone you meet feels that they are vitally important to
the successful outcome of the project

Recognise that circumstances and objectives may change day to day,
and be ready with solutions

Always have a helicopter/drone view of the project and don't get lost in
the detail, the excitement and the enthusiasm of the project team



The big concerns...
and my Roadmap

#1 How can we #2 How can we

build a win-win ensure we get

relationship? value for
money

#4 How will risks \ #5 How will we
be identified and define user

managed? requirements?
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#3 How will we

manage scope
creep

#6 How will we
keep track of the
project?



Thank you

» Consulting companies

» Business International/Creative Strategies International, Link Resources, International Data Corporation and Logica
« Consultants | have worked with, learned from and have great respect for

* Angela Abell, Howard McQueen, Steve Sieck, Sam Marshall and Peter Jackson
 Clients who taught me and allowed me to experiment

* International Monetary Fund

« World Bank

- MITRE

* Hoffmann La Roche

« Atlas Copco

* Open University

» Addenbrooke’s Hospital, Cambridge
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Time for
reflection



http://intranetfocus.com/wp-content/uploads/2020/07/Managing-Expectations.pdf

