Governance for everyone -
A framework for helping
you cover all bases

Governance often conjures up visions of a select group of technocrats meeting regularly to “govern”
their SharePoint or other ECM implementation. We see governance is not something you have (i.e. a
noun), it’s something you do.

Here is the overall governance framework and some example activities and artefacts that we help
organisations put in place:

Vision; connection to org goals; values; mission
Prioritising & communicating

What to do, when and how

Who to involve

building o
momentum Facilitation
On-going processes
Dialogue

Self sufficiency — user/BA/RK...
Federated model

Providing the power base...
formal roles, focus &

measures & how rendered, legitimacy

resources, responsibilities

S collaberationis:

¢ preblemisolving

framework &

reference

Design Wiki
Documentation ; Design Patterns
Asking & answering the right questions
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One can see it's made up of four very different activity types...

Focus and legitimacy = Who? Helps people know who to ask and what decisions and actions need
approval. Describes the power base, roles and actionable measures that are
in place.

Building momentum  Why? Describes the actions people supporting the implementation take in
order to provide the context for why we are doing the implementation.

Collaboration and How? Describes the key interactions between the implementation team and
problem solving end users, managers and teams. Helps them figure out how to use the
system effectively.

Framework and What? Provides the documentation base, that records what has been
reference agreed, and when escalation is needed to resolve issues, problems or design
decisions.

The Power User/Floorwalker role is one of the most crucial in any ECM implementation. This is
because it tends to be the closest upfront touch (and at times lifeline) between those implementing
an ECM and those trying to use it.

Here is an example of how the four quadrant governance model maps onto the Power User role:

Empowered to do:

Vision of the system, key messages, key
presentation material

Talk about why we have the system,

how it links to what is important in the business -
Familiar with:

POWER USER/FLOORWALKER’S MISSION:
Work with users and teams so they get the
most from the system, in a way that is

efficient and effective from their viewpoint.

The Design Wiki & governance decisions

At the same time, ensure their needs are met 5 S DG (e

in ways that follow the design governance Changes not covered by the Design Wiki.
This includes adding custom metadata

The overall governance structure and the Create new and change existing assets based on conventions
expectations of the Power User role they perform and principles in the Design Wiki

Monitor user adoption, and look out for any ad-hoc changes
Attend and contribute to Governance Meetings as or additions. Where these are found, locate who/why they
requested, collaboration forums as needed were done and help those involved achieve their needs in
Raise issues to improve governance ways aligned to the design governance

One can see the direct relationship between overall governance and the role.
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Many organisations plan for just the yellow activities — training and helping users. In contrast, giving
the role a wider palate helps ensure:

Overall mission They understand the completeness and gravity of the role they are
undertaking

Red style They can explain and link the purpose of the ECM to what is important to the
organisation, its people and customers

Blue style They get a say at the top table, bringing valuable intel from their at-the-desk
work and viewpoint

Green style They don’t just make up what they are allowed to do, or turn to P78 of the
vanilla Power User training course they attended last month — they know or
can find what has been agreed and designed into their implementation

Yellow style Notice the “passed tests” element to the role here — this provides the
confirmation that they have the skills and understand the four quadrants of
their roles, before they are let loose on users...
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