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PREPARATION FOR PART 6 CASE STUDIES

by Anne A. Gearhart, CRM
ICRM Teat Administration

Positive commitment, practice and attitude!
Preparing for the CRM certification exams takes

professional commitment, serious practice, and a
positive attitude. The "serious practice" is the focus
for the Part 6 exam. At this point in your work
toward certification, you alone must accept the
challenge to analyze and then write a professional
response to given cases. If you do not pass Part 6
on the first try, take the test again--and continue to
do so until you receive a passing score. Although
each candidate aims to pass Part 6 on the first try,
current statistics show that the successful candidate
may write case studies 2.39 times before passing
Part 6.

Studying for the multiple-choice tests for Parts 1-5
provided you with new and updated knowledge that
helped you to pass those tests. Those studies also
prepare you with knowledge that will prove useful for
the case studies in Part 6. View all CASE STUDY
tests as an opportunity for growth. It is important to
remember the CRM designation is a mark of
excellence in our profession. A CRM is expected to
perform with a high degree of knowledge in all aréas
represented in Parts 1-5. A CRM is expected to
problem solve and offer recommendations, often
communicated in writing, which is the basis for the
case studies approach in Part 6.

Don't waste your time blaming the test, the graders, -

or the dock on the walll Get on with your study - and
practice with timed sessions. Review the major
Topic Areas covered in  several of the
records/information management textbooks and
remind yourself of the various "problems, issues,
and solutions" that could be part of a records
management proposal or report.

It isn't practice until you do the actual writing!

It is imperative that you actually do the writing
practice {either in handwriting or on the PC). It is
never enough to read the case and say "l can do
that"--the proof is in the actua! writing. What a
person "thinks" as a seolution must still flow out of the
fingers info an organized, coherent response. Start
by writing short responses to short cases or
questions. Ask someone in your study group,
chapter, or ask for a mentor through ICRM to
suggest a scenario--perhaps a problem that is real
or has been faced at their offices.

Carefully read suggested "ACTION" section
Reread each case study to remind yourself of the
direction suggested in the problem, of the "role" you
are to assume; of the specific questions you are to
address, and of the particular "point breakdown" for
each section.

Within the Action Section of the case study, the
candidate is told what questions to answer, what
areas or alternatives to explore or discuss...
ADDRESS ALL TOPICS suggested in the
instructions, unaddressed areas will not receive
points. If specific areas or topics are mentiocned in
the instructions, they will be included in the scoring.

Make a note of how the "point system” is allotted; it
is only common sense that you would take more
time to develop a section that is worth 20 points than
one worth only 5 points. During, your final editing,
read the action section again to see if you did
address all the parts or areas that were suggested
for discussion.

Writing with a PC

Read the problem quickly; writing directly on the
paper test copy. (Feel free to mark; underline, and
outline in the side margin of the report) You may
outline on the PC directly--but DO NOT SPEND A
LOT OF TIME WRITING NOTES either on PC or in
LONGHAND:.

TIP: Use the suggested fopic areas from the
instructions as you outline so that you will not omit
those areas.

Begin writing in narrative format--complete thoughts
and paragraphing. Please use side headings and
section titles. These "guides" help you organize
paragraphs during edits and especially help the
grader to identify your discussion areas. Paragraph
to aid the reader's comprehension. Avoid using
language that is too informal.

Editing can be done at any time; but--again--watch
your time so that you get a good draft of a section
before editing. The ioy of using the PC is that you
can add to your narrative, move paragraphs, and
change your sequence without rewriting the entire
report.

If you choose to write with a PC, practice typing as
fast as you can; become familiar with the tools for
checking spelling, using the thesaurus, and making




a backup disk. Aim for at least 5 pages of typed
material for the 60-pt. question and at least 3 pages
for the 40-pt. case. That count, of course, will vary,
but you must produce a complete response. Learn
to use paragraphing and side headings generously
to aid your reader's comprehension. You will use
single spacing and approximately 1-inch margins
with a standard font.

Time yourself so that you will allot 2 hours for writing
the 80-pt case and allot 1.5 hours to write the 40-pt
case, leaving one-half hour to read/reread cases.
With such restriction of time, YOU MUST prepare to
read, analyze and respond quickly.

Proctors and Sites for PC:

The option of using and the restrictions for a PC are
stil being questioned by the proctors. Many
proctors who had previously provided test sites for
candidates are not able to provide a PC with the
software each candidate may wish. This is NOT the
proctor's problem, but it is a task for the candidate in
some instances to help the Test Administrator find
an appropriate site that will provide a PC for the Part
6 test. [f a PC site has not been set by the time the
test is sent out, the candidate will have to take the
test in longhand. Fortunately, the PC use has been
overwhelmingly applauded; let's hope that more
proctors will be identified who will be able to provide
a PC site. The PC option is now in its third test
cycle--and with each successive cycle, the number
of candidates taking the test has increased (30
percent within the last three years), making the
selection of several new proctors and sites
necessary.

Problems with Case Studies:

Problems faced in records and information
management topics involve decisions concerning
equipment/materials, technology, personnei,
education/training,  policies/procedures, budget/
funding, facilities/site, and environment/safety.
Broaden your view of each problem topic by
including more than just the obvious {don't forget to
write the CBVIOUS); simply write more! Graders
often comment that they cannot give points for
"unwritten” ideas.

Part 6 Format Suggestions:

Unless you are instructed to use a different format
writing the case response, most Part 6 case siudies
suggest a format that contains an Introduction with a
Staterment of the Problem and a Summary of the
Findings with suggested solutions—much like the
contents of an Executive Summary.

Typical report sections that would follow an
introduction might be major problem areas,
problems within subdivisions, possible solutions--
departmental and company-pros/cons to alternative
solutions; cost benefits and comparisons, and
actions or implementation plans to be taken and in
what sequence.

Reread your report from the viewpoint of Top
Management (or the recipient). Remind yourself
that if you are the MANAGER (--or consultant}; you
have the authority, expertise, and the responsibility
to make all functions work efficiently—personnel,
resources, procedures, budget. Did you present the
problem clearly? Are you seeking support for your
actions or do you already have it? He professional,
up-front, positive, concise; state what should be
done and why and recommend the desired action{s).

Problem Solving Technigues:
Be prepared to put together a plan of action--

quickly--for developing a records management
program whether it is for a company which has
never addressed records problems to one that is
halfway there or for another that needs a specific
improvement or program. Memorize basic steps to
take for creating or improving a program in records
related areas such as--active, inactive, record
centers, or micrographies/iimaging. Memorize a
step-by-step approach to at least get the thinking
process started during the pressure of a test.

Here is a typical problem-solving approach USING
10 STEPS; these steps may not always be in the
same sequence -- but the sequence must be logical
for the problem faced.

IDENTIFY PROBLEM

SEEK MANAGEMENT SUPPORT

GATHER INFORMATION

ANALYZE INFORMATION

SELECT/COMPARE ALTERNATIVES

DECIDE ON SOLUTION

STAFF/TRAIN & ORGANIZE

SCHEDULE & OBTAIN RESOURCES/MATERIALS
DO THE PROJECT
EVALUATE/REPCRT/REVISE/AUDIT

Grader's Comments

You might be interested to know that the comments
from case study graders repeat the same comments
- test after test. You may wish to guard against
these faults:
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THE CANDIDATE:

did not read or do the "action" requested in
the case.

rewrote or restated too much of the printed
case rather than writing creative ideas and
solutions,

did not provide enough detail or argument;
solutions were too basic or generic,

writing is disorganized, rambling, wordy.

ran out of time--did not finish.

did not focus writing at a high level,
language too formal.

did not answer or address questions from
case study.

misunderstood the problem.

was not aware of capabilites of
technologies discussed in the problem.
alternative solutions were not developed as
fo pros/cons.

did not attempt to discuss costs.

did not use suggested format with
introduction and conclusions.

did not demonstrate enough knowledge and
detail to argue convincingly.

Even though you write reports and proposals in your
everyday work, writing under the pressure of time is
a difficult restriction--but remember that it_is_the
same_restriction for all candidates. Good luck, and
please call me if you have any guestions.

Anne A. Gearhart, CRM
ICBM Test Administration
(517) 543-4528

_— o —————
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Preparing for the CRM Exam
Part VI
by Arlene A. Motz, PhD, CRM
Craig School of Business
California State University
Fresno, CA
(209) 278-4566

arlene_motz@csufresno.edu

Suggestions for Writing the Essay

Answer the question!! Be sure to answer exactly what is being asked.

Answer all parts of the question. Double check to make sure that all parts have been
answered before handing in the exam.

Avoid phrases that assume, such as — “I’ll do an inventory, etc.” or “You know what 1
mean.”

If there isn’t enough data given or you are unclear about information given in the case and
assumptions must be made, be very sure to state your assumptions clearly as you formulate
your answer.

Write in a managerial tone. Answers should give the grader the impression that he/she is
reading a professional’s appraisal.

Use parallel grammatical construction. Also, be sure to minimize the use of “it is” and “there
are.”

Use caution with the word “I.” Too much use of “I” can be very tiring and indicates a
limited vocabulary to some people.

When using words other than the “dictionary accepted” ones, be sure to enclose words in
quotation marks.

Rewrite sentences to avoid ending them with prepositions such as “of,” “with,” or “to.”

» Use a deductive presentation unless otherwise instructed. That is, give the big, broad points

first, then follow these points with supporting detail.

Be objective. Avoid emotional terms, identify assumptions and opinions, and minimize
unsupported judgements and inferences.

Identify the benefits of the action you suggest. Give as much detai! as needed to show the
grader not only what is needed and why but also your grasp of the records management
theory or theories being applied.

State costs and/or savings as appropriate. Defend your actions — be as specific as possible.
Distinguish between facts, conclusions, and recommendations and provide what is asked for
in the case. Opinions are not facts, and recommendations should be handled differently than
conclusions. Read the case carefully and provide the appropriate response.

Remember that Part V1 is a test of both theory and practice. You may have a great deal of
records management experience, but if you cannot apply that experience in the essay and at the
same time include the appropriate records management theory covered in Parts I - V, your
performance on Part VI may not result in a passing score.

There is no substitute for practice and review. Practice answering Part VI cases — the practice
can help immensely. Don’t forget to review your notes from Parts I — V — that theory will be
very useful in answering the essay questions,
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Preparing for the CRM Exam
Part VI

Session T418

by Arlene A. Motz, PhD, CRM
Craig School of Business
California State University
Fresno, CA

Writing in a Test Environment

Although you may have considerable experience in writing reports, proposals, and
instructions, writing in a test environment is a very different challenge. You may know more
than will ever be needed to answer the essay questions, but if you don't communicate well in
writing in a test-taking environment, you lose.

Plan to ask one or more people (mentors?) to read and evaluate your writing, then listen
to their feedback. Taking suggestions on your writing style may be tough on your ego, but try to
be very philosophic about the process-this writing situation is unique and needs to be treated in
a special way. Lean on and learn from those who have already been successful in writing Part
V.

Your use of logic in organization, thinking, and presentation should demonstrate your
ability to balance ideas and thoughts and sift the significant paints from the insignificant or the
irrelevant detail. The essay questions test your ability to adhere to the subject or problem
presented and your ability to compare and choose optimum resulfts and defend your choices
clearly and convincingly.

Getting Started

The most impartant skill in writing an essay is organizing your thoughts. For example-a
good paragraph has a topic sentence; it has unity {sentences relate to the topic sentence), and
it has coherence {a smooth flow). What will the grader be looking for in the answer? Give the
grader the answer he/she is looking for. That sounds easy enough, but often it is difficult to
separate ourselves from the requirements of the question. Say to yourself-What are they
looking for in this answer? What records management principles are appropriate here?

Concentrate on structuring your answer so you express your knowledge clearly-don't
worry about impressing the grader with the breadth or depth of your experience. Stay focused
on answering the questions, being sure to include specific principles of records management in
YOUur answer,

Steps in Writing an Essay

Think through the process of writing the essay before beginning to write. Writing can be
far easier when the process is separated into a series of steps.



Step 1: Read the essay question and the directions carefully. You may decide it is a
good idea to reread the instructions or underline key points in the directions and/or the case just
to be sure you are clear on what you are being asked to do.

Step 2: Make a quick, sketchy plan of what you plan to say. Notice the word outline is
not used. There is no need to worry about making a correct or complete outline, but you do
need to decide what the main points will be. Jot down parts of the answer {or type, as the case
may be} as you think of them. Decide what will be your main focus in the answer and some
supporting rationale. Be sure to include records management theory in your thinking. In your
mind you should have examples te suppert your rationale-don't take time to write or type out all
of this detail; you already have the logic in your mind and the organization on paper.

Make it easy for the grader to follow your logic--remember that every essay must have a
beginning, a middle and an ending {or an introduction, body, and conclusion).

Step 3. Write the introductory paragraph. One of the most difficult things to do for many
writers is getting started. A good introduction or first paragraph sets the tone for the answer and
guides the grader into the heart of your answer. Be clear, be thorough, and be consistent.
Depending on the question, decide what will be the most convincing method of presentation of
your answer. Possible methods might be--

Chronological (time order). Use words like next, first (second, third), finally.
Spatial (here to there, left to right). Use words like abave, inside, behind.
Importance Least to most or most to least important.

Arrange ideas in a logical order--probably from best to worst or from most important to
least important. Then, give concrete examples or reasons to support your main points. Be sure
to include records management principles. Strive to show a connection between paragraphs
with good transitions.

Use headings--paragraph headings help the grader get "on your wavelength." The old
adage--Tell them what you're going to tell them, tell them, then tell them what you've told them--
is very helpful in gaining understanding by the reader. If headings are used skillfully, the answer
can be enhanced markedly.

Step 4: Compose the body of the essay. Be very careful here. Concentrate on what
would be best for a situation. Separate your work from your answer. Give the graders what
they are looking for here; be sure to include records management theory where appropriate. Be
disciplined in your writing; check each paragraph for a topic sentence--don't clutter paragraphs
with details.

Proofread carefully, Allow adequate time to use spell check and grammar check
capabilities if you are using a computer. Look for--

wordiness choppy sentences
awkward word choice ambiguity (lack of clarity)
misspellings lack of transition

incorrect punctuation
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Think like the grader. Don't allow paragraphs get toc long (6-8 lines is plenty for a
paragraph). Indent paragraphs unless instructed otherwise, and double space--make it easy on
the grader to read your essay.

Be sure to provide specific facts or examples to back up and explain your logic in your
answer. Remember that very few things are "always" or "never” true. It is better to qualify your
statements with words such as "usually” "often" "seldom" "rarely" and similar expressions.

Answer exactly what is being asked and answer all paris of the question. Avoid phrases
such as--"I'l de an inventory, etc." or "You know what | mean.” If there isn't enough data given
to interpret the case and assumptions must be made, be sure to state the assumptions under
which you are formulating a solution.

Be consistent in verb tense. Use past-tense verbs to describe completed actions (for
example--the case stated that, the managers agreed that . . ). Use present-tense verbs,
however, to explain current actions (the purpose of the report is, this report examines, and so
forth).

Use parallel grammatical construction. Also be sure to minimize the use of "it is" and
there are." Put most of your verbs in the active voice. Choose verbs carefully for the proper
strength of meaning. Make sure the reader gets the same meaning that you want to convey.
Use caution with the word "l.” Too much use of "I" is very tiring and indicates a limited
vocabulary to some people. When using words other than the "dictionary accepted” ones, be
sure to enclose words in quotation marks.

Rewrite sentences to avoid ending them with prepositions such as "of," "with," or "as."
Be objective; being objective avoids emotional terms, identifies assumptions and opinions, and
minimizes unsupported judgments and inferences. Identify the benefits of the action you
suggest. Give as much detail as needed to show the grader clearly what is needed and why.

Siate cost andfor savings if requested in the question. Defend your actions--be as
specific as possible. Cover concisely such things as space requirements, personnel needed,
employee training, special materials, time, surveys, and interruptions of work. Use numbers
whenever appropriate.

Assume nothing. Even though you know that a CRM is grading the exam, do not
assume that the grader knows what you are trying to say. Perhaps the best way to write is to
assume that the grader has never heard of this records management situation before--you must
be clear, logical, and convincing in your answer.

Step 5: Ending the Essay. Depending on the question, you will write a conclusion or
summary or recommendation paragraph. After you have sufficiently developed vour ideas,
briefly summarize and/or reinforce the message of your essay. Be careful not to go into lengthy
repetition of details. The solution should give the reader the impression that he/she is reading a
professional's appraisal of a relevant problem. Write in the managerial tone but be careful not
communicate an inappropriate "attitude.”

Distinguish between facts, conclusions, and recommendations. Facts are obtained
when the researcher gathers information. Opinions are not facts. Conclusions are statements
of reasoning that a researcher makes after a thorough investigation. Conclusions must be
based on the finding/facts. Recommendations are your suggestions to the grader as to the
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action(s) that may be taken to solve the problem or answer the question. Give the grader only
what is asked for in the question.

Grading the Exam

Part VI is a test of your knowledge of records management theory, what you have
learned on the job, and how well you can communicate what you know in writing. Some
candidates mistakenly believe that their work experience is what is most important in writing
Part IV cases. The candidates are often surprised when graders respond with comments
showing that while grading the exam, they were unable to find what they were looking for in the
candidate's answer. In many cases the theory was not included--only the application was
discussed or the answer contained information not relevant to the case--both of which can be
very distracting to the grader. Both theory and application are critical in Part VI.

Graders can also be distracted by an answer that has format, grammar or spelling
errors. There is no need for such problems with the availability of spell checkers and grammar
checkers. Be sure to keep these kinds of distractions to an absolute minimum.

Have a Positive Attitude

Go into the exam with a positive attitude. Be as prepared as you can be, be confident, and enjoy
the experience. Go forit!! Good luck!!

Reprinted with permissicn of the Association of Records Managers and Administrators, Inc.
(ARMA International) 4200 Somerset Drive, Suite 215, Prairie Village, Kansas 66208;
800/422-2762; ha@arma.org: http://www.arma.org/hg.
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Part 6 Testing Tips

Bruce L. White, CRM, PMP
Agency Records Manager
Virginia Department of Transportation
(804-) 786-0954
bruce.white@virginiaDOT.org

The best advice | received before taking Part VI is to "think like a consultant”
since, in most instances, you will be asked to provide recommendations. | guess
it worked for me because | passed Part VI on the first try.

Read the case and instrhctions thoroughly. I've graded a number of tests where
the Candidate knew the subject, but didn't really answer the question(s).

If your typing skills are weak, start practicing. Chances are, you'll be taking the
test on a computer.

Since you only have four hours, use your time wisely,

Take a break every 1 to 1 1/2 hours and stretch. It helps clear your mind and
allows you to refocus (this was extremely helpful when | took the PMP.)

Leave enough time at the end to spell check your answers.

Get a good night sleep the night before.

Eat a good breakfast.

Bring water {or other beverage which contains no caffeine) and an energy bar.

If at all possible, check out the computer you will be using and become familiar
with the testing area surroundings.

Take deep breaths every once in a while to relax.
Keep positive throughout the test.

When answering the questions, answer direct and tc the point, as much as
possible. Don't write as if you were preparing a dissertation.
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PRE-WRITING

The PRE-WRITING STAGE consists of:

GATHERING INFORMATION
+ Read and annotate the case study.

ORGANIZING INFORMATION
» Create blocks of useful information,

+ Ordering the block to fit the needs/concerns of your reader, the criteria, or some other order.

IDENTIFYING THE PRINCIPAL READER
*  See from the perspective of the one who will take action on the basis of your report.

DEFINING THE WRITING TASK: T.AP.A. (What, How, and Why)

* State the TOPIC,

¢ Your ATTITUDE (thesis or proposal),
¢ The PURPOSE of your report, and
e The AUDIENCE, or principal reader.

TOPIC

ATTITUDE

PURPOSE

AUDIENCE

What is the primary
problem? What is your
analysis of the
situation? What are
the details or
secondary problems?

What is your solution,

proposal,
recommendations?
(thesis)

What action must your
reader take? What do
you want him/her to
DO with the
information?

What does your
primary reader know
already? What are
his/her interests,
concerns, criteria?

If you focus on the PRE-WRITING STAGE and write en INTRODUCTION that sets up your
organization, approach, and thesis, your report should write itself.




PROBLEM SOLVING

PROBLEM SOLVING means:

» ANALYZING a situatien to find the parts or the cause of the problem,

e EVALUATING alternatives,

¢  RECOMMENDING realistic choices

Use analysis trees to analyze the problem, to evaluate criteria, and to recommend solutions. [See
attached examples]
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Simple Analysis Tree

Question: What is the new incentive policy?

Analysis Q:
How does the
new incentive =]
policy aéfect
each manager?

[720s /s whar
j.::um nendes.

Ldnts *o /aua_uﬂ
¢
”HonJ deoes Cils

07[/4c_.1‘- e 7

—What the
division
manager must
do

—How much time =
the division
manager

must spend

Determine how
rﬂlan will affect
is or her
department

Meet once to
explain plan
and set goals

—Meet with
individual
employees to
explain policy Meet every six
months to

— Meet with each review

employee

‘v Set review and
reporting
schedule

— Should take 4-5
hours toread
and review
with Personnel

== Individual
meetings will
replace staff
meetings every
six months—
no extra time

= Setting schedule
should take
3 hours

— Personnel will meet
with each division
manager to explain
implications

==How much help —1=Personnel will sitin on

the division first review with each
manager can employee

expect from

Personne] . — Persannel! will provide

review and report forms

Evma LesrAa

T s N & ALTERNATIVES




We should move our
small-parts plant
to Location C.

Organization Tree Using Reasons

Closest to market.
—— Location C lets us ‘

get the goods to market
fastest and cheapest.

for us.

— Location C has lowest

labor costs.
— Pay scale is low.
Will make industrial
development bonds
— Location C requires the |  available.

lowest investment. :
Will build power
facilities.

Lowest shipping rates.

— Will train new labor




Of the three
potential sites,
Location A
offers the best
labor supply and
is closest to our
market, but it is

the most costly.

B

— ke

Organization Tree Using Criteria

supply of good
skilted workers.

— We tieed a labor ~—i

— tion A

— Location B
has...

— Location C
has...

— Location A is...

=t~ Weshouldbeno  —{— Location Bis...

more than
twelve hours
from the market
by truck.

— We want to
minimize cost.

— Location C is...

— Location C costs
least

r— Location A is
most costly

—- Location B
costs...

Tradeoffs

Supporting
Assertions

(State ments
how the
alternat-es

meet +Hiz
endlteri a.)

OCRGAN 1 21 MV &
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ORGANIZING

ORGANIZING is a two-step process:

s Grouping similar ideas together

* Ordering the groups logically

All ideas of the same kind should be grouped together under a generalization stating what they
have in common. Grouping secticns and making generalizations about each group will get your peint
across most efficiently and clearly. Writers use grouping and ordering to refine their thinking and
to focus an the needs of the reader.

OPTIONS FOR ORDER:

+ Hierarchical - Begin with the President's records and move down the chain of command.
* Geographical - Describe by location of files.

o Chronological - Steps in a process: what should be done first, second, etc.

»  Most Critical to Least Critical - The ordering here is a matter of professional judgment, so you
need to communicate reasons to ensure that your reader will agree with your assessment.

Make a generalization for each group. Everything under that category becomes support or
illustration for your generalization.




Reader Guidelines
Subject of the report or memo:
Name of the primary reader:
Question the reader might ask:
My position in relation to the primary reader:
-- professional:

-- personal:

How extensive is his or her knowledge of the subject?
{great, minimal, nonexistent - describe)

What are his or her biases or preconceived ideas about the subject?

What are his or her significant managerial traits and stylistic
preferences?

Who are the secondary readers?

Is anyone else likely to receive this report?

Source: Writing for Decision Makers by M, Holcombe and J. Stein. Lifetime Learning
Publications, Belmont, Califarnia, 1981,




WRITING THE DOCUMENT

WRITING THE DOCUMENT:

Begin by writing anything that passes for an introduction. Creative (right brain) energy will create
a momentum that will carry you through. You can go back and change on a computer later. By hand,
it is permissible to X out a paragraph, and re-write elsewhere, drawing arrows to direct your
reader, or atfaching a new opening paragraph to the front of your document.

Or write a summary first, fo get you started: the problem, the solution, major considerations or
steps ---- keeps you focused and on target,

SUGGESTIONS

¢ BE NATURAL. When appropriate, use "I" and "you." Example: "My analysis of the data
shows.....”

e« SETUP THE READER'S EXPECTATIONS. The reader will find it satisfying to collect all the
points you promise. Example: “You can improve your sales in four ways.”

s REVIEW AND PREVIEW. Remind the reader of the direction of your argument. Example:
"The programs described in this section are designed to build on current strengths, focus on
areas of potential improvement, and provide a system of periodic review.”

e CONSTRUCT PARAGRAPHS INTELLIGENTLY. Paragraphs have structure. All ideas relate to
one central issue or idea. The topic sentence describes that idea, All the other sentences
support that assertion with data or evidence. Use examples and be specific. General
statements are important, but specifics make them meaningful. Example: "The sales force had
a productive month” versus "In March, our 16 sales reps made a total of 400 calls, resulting in
210 orders.”

o KEEP WRITING. If you can't think of a word, skit it and keep gaing. If you have toadd foa
section, make a note in the margin and keep going. If you stop, you lose the energy and
momentum generated by writing.

* REMEMBER THAT MOST OF YOUR TEXT IS SUPPORTING EVIDENCE. There are only a few
main points that the reader needs to remember.



INTRODUCTIONS

INTRODUCTIONS: TOPIC / ATTITUDE / PURPOSE / AUDIENCE (What, How, Why)

The introduction should tell your reader as early as possible what's in it for him/her.

Example: After five years of experience with Model K-22, we find that the machine has not
reached the sales volume anticipared. [WHAT] We believe this is detrimental to the
total earning picture of the firm. [WHY important] We have therefore reviewed the
needs of corporations in all the markets in which the K-22 is sold to determine where we
should put our marketing emphasis, [HOW you proceeded and the PURPOSE of the
report]

The last sentence of the opening paragraph is the psychological power positian, creating an
expectation that the whole report will develop around and focus on that one statement.

Example: Earnings growth is threatened [WHY important) by the failure of Model K-22 to
reach its sales potential [WHAT) A study of the needs of the markets in which it is sold
[HOW] indicates that our best opportunity is in the small-car field. We should concentrate
our advertising efforts there, [ATTITUDE / RECOMMENDATION / PROPOSAL]

The introduction is alse a good place to lay out the CRITERIA faor your recommendation.

Example: In view of our need fo be within twelve hours of Tonnington, to limit production
costs, and to have a supply of skilled labor.....




ACTION PLANS:

Write each plan in a way that invites comparison. Describe in term of meeting criteria, costs and

ACTION PLANS

benefits.
ACTION EXPECTED RESULTS | SUPPORT (REASONS) | COST
Extend mailing to 500 contributiens of Competition gets 5% $5,000
10,000 potential new over $25. return on similar
donors. mailing. Assume the

same return,
Increase staff to $75,000 in year two. After initial period, $25,000

include two full-time
callers.

each caller should
produce three times
salary.

Benefit of action plan: You will have a substantial part of the report in final form before you write.
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ENDINGS

ENDINGS:

* Provide a sense of closure
* Summarize important points

» Set out the next step

Example: The strategy we have outlined here may be divided into three parts: We have
established plans to provide for our space needs during the next three months while
construction is underway, we have detailed plans to meet our needs for the next five years, and
we_have developed long-range projections based on our anticipated growth, We will therefore
be able to review our needs at each stage.

Since most reports are written fo initiate some action, the most effective ending tells the reader
F\ exactly what to do next ta put the recommendation into motion.

Example: The keys to the future success of the organization will be Yo institute the action
plans set out above and to modify these plans as the environment changes. This proposal
presents a major challenge, but one that can be met if the board appoints a committee
composed of several members of the senior management staff to oversee the program,
review the timetable, and consider necessary changes on a regular basis.
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REVISION CHECKLIST

Revising is quality control. Look at the overall arganization,

Can yeu tell what the main point [thesis] is? The writer gets high marks if it is easily found and
clearly stated.

Is it easy to see what the supporting points are? Does the writer keep the implied promise in
supporting the thesis? If the thesis statement describes or defines a problem, the rest of the
piece should categorize or classify the problem. For example “McDonald Motors has several
severe problems”is probably the prelude to a discussion of the major problems faced by the
company.

Ts the purpose clear? What significance does the main point have for the reader?

Does the introduction tell the reader what the report is about, why it is important, and how you
will develop the idea?

Is it clear what action should be taken on the basis of this report?

Is the organization logical?

Are the paragraphs well erganized?

Is the language clear and appropriate? Is the spelling accurate? Are sentences clearly
punctuated?



RIM Quick Tips and Facts
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Primary source unless otherwise indicated: Robek, Mary F., Gerald F. Brown and David O. Stephens.
Informaticn and Records Management, 4" Ed. (Glencoe Publishing Co., Inc. Encino, CA 1995,

Quick tips and facts

A standard file drawer is 28". Generally it can contain around 25 linear inches of actual filing per
drawer w/ no file guides (100 linear inches for a 4-drawer cabinet)

1.5CF (cubic feet) of filing is in a standard file drawer

A letter size lateral cabinet contains approx. 3 rows of files 18 linear inches per row. A total of 54”
kinear inches per drawer. This is about double the drawer capacity of a standard file drawer.
There are approximately 200 documents per linear inch

A standard file drawer will hold about 5,000 documents and the standard cabinet will hold approx.
20,000 pages of records.

A standard records box is abhout 1.25 CF and is 12x15"

A standard letter size file cabinet has a footprint of 3SF (square feet) and a legal size cabinet has a
footprint of 3.758F

Average paper records growth = 7-10% per year

Electronic records growth = 20-40% per year

50-80% of a company's records should be retained 8 years or less

Equipment

*

A side-open unit with roll-out doors (a form of lateral) projects only 6" into the aisle

2 open shelf racks with 14" shelves need to be 30" apart (58" total required)

2 14" open shelves facing the same direction should be 24" apart (52" total)

2 28" reg. file drawers face to face will take up 148" including 28" to open each and 36" to walk by.
This method takes up the most space

Standard records center shelving is 30"x42"

Best shelving is either 39,5 (3 boxes across) or 66 (5 across) with EZRECT shelves, add 1.5" per
unit for posts

Storage space

A records center may house 5 CF of records per SF vs. 1CF records/SF in & standard file drawer (i.e

@ $5/SF = $1 per CF records per yr. $20SF office space in shelving =$20/CF/yr
50,000CF records weighs 1.5 milion pounds
50,000CF records could be housed in a 10,700SF area

Scanning speeds and microfilm info:

*® & 5 & & @&

With an automatic sheet feed scanner, approx. 3,000 pages per hour can be scanned

With a hand-fed scanner, 1,000-1,500 documents can be fitmed per hour

A typical size of open-shelf filing is 42" (est. 36" useable file space wi/guides)

A 100ft roll of 16mm microfilm will usually contain 2,800 letter-size docs filmed in comic mede

A 100ft roll of 35mm film contains about 500 fixed-size frames (planetary camera, large drawings)
A WORM disk holds approx. 200,000 pages of documents

Filing and inventory standards

2 analysts, 1 conversion assistant can convert 1 file drawer per day (new folders, sort contents into
date order duplicates purged) --per Robek - may want to verify with local RIM service vendor
1 person can inventory approx. 150CF records per day.
1 person c¢an inventory 50-75 file drawers per day.
There is approx. 1 records series for every 3 drawers.
16 inventory forms can be completed in a day.
Far companies with 25-50 departments, it would take one analyst 1-3 months to inventory it
Converting files (Data courtesy of FileTex, LLC):
Direct transfer from folder w/o fasteners to folder w/o fasteners: 100-120 files per hour

1
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Transfer from folder w/o fasteners to folder w/1 fastener: 50-60 files per hour
Transfer from folder w/o fasteners to folder w/2 fasteners: 30-40 files per hour

Storage Standards

Magnetic media - 63-68° F, 35-45% humidity
Microfilm - 60° F, 20-30% humidity
Wind and rewind tapes every 3.5 years if stored in ideal conditions

general Paper stacks - 72° F +- 10°
Vault or archives 70° +- 10°, 50% humidity +-5 (60° +- 3%) (Robek gives contradictory info within the
same book, different sections)

*(permission granted to ICRM to distribute this document)



Confessions of a Part 6 Appeals Grader and Mentor
ARMA SW Region CRM Workshop

Introduction

Here’s some straight talk from a Part 6 survivor, regular appeals grader and occasional
Part 6 mentor. These recommendations and observations are based on real-life
experience. This is what I will cover in this paper.

I’l1 share recommendations and guidance about preparing for Part 6 (check out Gail
Ann’s talk, though, she’ll have lots more ideas and suggestions). I'll also share my
strategies for taking the exam.

Then, I’ll talk about how to lose points on Part 6 and finally, give you eight tips
guaranteed to make a grader cranky.

Part 6 Strategies

Preparation

1 cannot emphasize enough the importance of reading all available material on records
management, management in general, and problem analysis. Read the conference
proceedings from previous ARMA conferences. Read white papers prepared by other
functions in your company -- the kind that state a problem, say why it’s a problem, and
discuss the short, medium, and long term recommendations.

Have in your mental pocket some general rules of thumb — such items as what are
average salaries for clerks, staff, and supervisors; square footage for X boxes stacked on
double-deep shelving with a floor-to-ceiling height of Y; how many 4-drawer filing
cabinets will fit in lateral shelving, etc. You don’t need to memorize every kind of
possible calculation .

Along with reading comes writing. It is especially critical for you to practice writing case
studies or white papers if it is not a frequent part of your job. If you don’t do these on a
regular basis, you won’t be in the mental shape required to whip a couple of them out in
three hours.

I urge you to get a mentor and USE him or her (get more than one, so you won’t feel
guilty about pestering one all the time). Park your ego at the door and solicit candid and
constructive criticism about your approach, your style, your ability to express yourself,
your grammar and spelling skills, and whether you are logical and practical.

You have several sources for mentors:

¥~ The ICRM will match you up with a mentor, through Gail Ann McCreary,
%~ You can find a willing mentor through your chapter, and

& | bet you can find one where your work.

February 20-21, 2002
Oklahoma City, OK
Anna W. Nusbaum, CRM
Page 1
Sandia National Laboratories is a multiprogram laboratory operated by Sandia Corporation, a Lockheed
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ARMA SW Region CRM Workshop

Mentoring really works - just ask Brenda Jensen, CRM, if you see her at the workshop:
Brenda happens to work for me and didn’t use a mentor the first time she took Part 6 and
didn’t pass. Then Brenda asked me to serve as her mentor. All we did was two or three
small cases - Brenda would write the answers and I would provide feedback on the
construction, the content, and the logic. Brenda passed the second time and felt the
whole ordeal was easier for her.

Bonus paper

Not because I think I’m such a great writer, but there are lots of great information about
problem analysis in the paper I presented yesterday (Problem Analysis and
Prioritization).

The Day Before

I recommend, strongly, not studying anything the day before. It typically takes about 24
hours for any material you’ve read to absorb into the brain, so anything you try to stuff in
there the day before won’t be accessible, anyway.

If you have to work the day before, try to anticipate and plan for a relaxing day - catch up
on e-mail and other reading, organize your desk, go out to lunch, etc. Do not start a new
project. If you can, take a vacation day. Sleep in, do some routine home things, go to a
museum, meet a friend for lunch.

It is especially important to have a fun and relaxing evening. Go out to dinner with
friends at a familiar restaurant that you enjoy. I recommend very judicious use of alcohol
- a drink with dinner, perhaps, but don’t rely on alcohol (or any other recreational drug)
to relax you or help you be prepared and alert the next day. Go to a movie or rent one.
The key here is to keep your mind pleasantly occupied with anything but records
management. Let your little gray cells do their memory organization and recall work
behind the scenes as you relax.

Get to bed at a reasonable time after preparing what you will wear and what supplies you
are permitted to take (pens, highlighters, scratch paper, snack, water). Set the alarm to
aliow you sufficient time to calmly brave the worst traffic jam in history and still arrive at
the testing location in time.

Taking the exam

Obviously, I’'m not going to be in the room with you, so you can pretty much do
whatever you want. However, I recommend that you flip the case study to the
instructions and read them first.
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Oklahoma City, OK
Anna W, Nusbaum, CRM
Page 2
Sandia National Laboratories is a multiprogram laboratory operated by Sandia Corporation, a Lockheed
Martin Company, for the United States Department of Energy under contract DE-AC04-94-AL85000.



Confessions of a Part 6 Appeals Grader and Mentor o
ARMA SW Region CRM Workshop !

Take a cleansing breath; Inhale slowly and strongly through your nose, hold for a count !
of three, and exhale slowly through your mouth.

Next, set up your document on the PC to follow the outline specified in the instructions.
Name your file and save it. Re-read the instructions again. {Breathe.)

Now, read the case. The reason I recommend reading the instructions, setting up the file,
and re-reading the instructions before you even look at the case, is that you are now
mentally prepared, or framed, to pick out relevant information in the case and do
something with it. As you read the case, note pertinent information in the appropriate
spots of your file. Breathe. Save your file every so often.

As you are making notes and now preparing to actually write, be sure you understand the

difference between the “Statement of the Problem” and the “Summary of Overall

Findings”. These two small items, each usually worth three to five points apiece, are

critical in setting the tone and direction of the rest of your answer. The “Statement of the :
Problem” is how you explain what is wrong, in two to three sentences. This is your |
analysis of what you have read. What, programmatically or functionally, has the :
company failed to do, ignored, or let happen. The “Summary of Overall Findings” 1s

your recap of the evidence, presented in the case, of what is wrong. What are the

specific wrong things and activities that are occurring. These are two different things.

Honest. They are also on practically every single Part 6 exam. If you don’t understand

these things, then your short, medium, and long-term actions will not fix what is wrong

(solve the findings) or implement the proper functions to do good in the future (address

the identified problems). Graders look for that, you know.

Breathe.

You will, likely, be given some assumptive information in the case and/or told to make

some assumptions about how to proceed, what things might cost, how much space might

be needed, etc. It’s perfectly OK to assume and to make things up! However, your

grader wasn’t born yesterday, so be reasonable, in terms of numbers of people, their

levels (clerks, staff, supervisors), and their salaries. What is the ICRM testing for? That !
you know how to construct the solution and present it in a professional way. We all
know that there isn’t a perfect way to answer those kinds of questions - we are looking
for whether you know what the parameters are and can plan the process of going from
bad Records Management to good Records Management in a logical and practical way.
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As you construct your short, medium, and long term recommendations, keep them
realistic, as well as practical and logical. Think how your boss would react if you
presented this plan to her or him. If you think she or he would langh you out of the
office, so, likely, is your grader. Keep referring back to your problem statement - are the
actions and plans you are recommending consistent with fixing what you said was wrong.

Big hint: Not every case study expects that doing a full records inventory is the answer.

How to lose points on Part 6

If you present at the wrong level, you’ll lose points. If your point of view is too low - too
detailed, you’il waste time specifying every step and never get to the point of why these
are good things to do. If your point of view is too high - that your are talking to another
records manager, you will assume the reader already knows why. Neither point of view
is correct. You will consistently be instructed that you are addressing a high-level
manager or a committee of managers. It is extremely likely that while these managers are
feeling some pain about the situation their company is in and are interested in finding
solutions, they know diddley-squat about records management. So, it is very important
that you justify why this action or set of steps is good and what it will solve (see -
reconciling back to the problem statement).

If you present unrealistic actions, you might fool the mythical managers, but you won’t

fool the graders. For example, if the case seems to need a vital records program, if you

say you'll implement that before constructing a retention schedule, you’ll likely lose

points. Why? It’s not logical and creates rework - why survey records for vital if you’re

not planning an inventory and schedule first. However, you might skate by if you

acknowledge that SOMETHING needs to be done about vital records because of the

situation specified in the case so you’ll tackle the usual suspects now and than catch it all {
together with a full inventory and schedule development in the long run. That’s realistic,

practical, and logical. 1

You'll automatically lose points if you get so wrapped up in the recommended actions
that you run out of time before you can explain why they’re the right things to do.
Anyone can produce a laundry list - CRMs know WHY.

You are also at risk for losing points if you fail to organize the response as requested. If
the grader has to hunt for the right answers, you’re counting an awful lot that the grader
will find the answers.
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You will lose a few points if you confuse the problem statement and overall findings.
Granted, they’re usually not worth much, but three-to-five points could be the margin to
put you over 70%!

As mentioned earlier, if you just throw everything at the answer, regardless of timeline or
necessity, hoping something will “score” - it might be successful but it’s pretty risky for
you, in terms of the time it takes you and in terms of how the grader perceives the result.

Seven ways to make vour grader cranky

1. Don’t follow the instructions. What does the ICRM know - I know the best way to
answer this.

2. Don’t format the answer as specified. That format is boring - I want to write the great
CRM paper and I know the grader will be thrilled.

3. Throw in everything you can think of. After all, encugh of the right answers must be
in here somewhere, and the grader has nothing better to do than to make sure I pass!

4. Copy the answer for the 60-point question into the body of the 40-point question.
Run out of time? Quick! Copy and paste. They’ll never know and the format is the
same. This might slip by the first grader, but if you don’t score quite enough points,
the appeals grader will catch it - we get BOTH answers.

5. Gold plate the answer - propose actions or functions that are extreme, aren’t
responsive to the problem (but hey, they were in Robek!). The company’s rich, they
need a full program yesterday - let’s get it done!

6. Let me throw in every jingoistic manufactured, overused word I've ever heard on
television news. Graders especially love these words: utilize, impact (as a verb),
irregardless.

7. Who cares how I write as long as the thought is there. Well, I care. If you're
grammar and spelling are not at a high school level, get some help before you take the
exam. | don’t sweat the small stuff, but chronic run on or incomplete sentences, poor
spelling of common business and records management terms, and the abuse of
bulleted sentences will blow your chances at passing.

Summary
The Institute of Certified Records Managers and your graders (regular and appeals)

WANT you to pass. Really we do. The growth in the number of CRMs is good for the
individuals who have passed, good for the records management profession, and is good
for those who never intend to take the exam.

But we can’t pass someone if they're not prepared, ready, or able to pass. L, personally,
will not pass someone I wouldn’t hire based on how he or she wrote the exam. So, read,
practice, torture your mentors, and go pass the exam!
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Introduction

Much of what records managers do is solve problems and make decisions. Many people often

solve problems and make decisions by reacting to them. They are “under the gun”, stressed, ;
and very short for time. Consequently, when they encounter a new problem or decision they ‘
must make, they react with a decision that seemed to work before. It’s easy with this approach

to get stuck in a circle of solving the same problem over and over again. Not all problems can

be solved and decisions made by following the same approach. This presentation will provide

some basic guidelines in problem solving, three approaches to problem solving, several

techniques that can be employed in analyzing and solving problems, some pitfalls to be aware

of when trying to solve problems, and finally, a discussion on priorities.

Problem Solving

Some people believe it doesn’t make much difference which problem solving approach is used,
as long as it is systematic. I disagree. Just as you wouldn’t use a hammer for every home
improvement task, you don’t want to limit yourself to one approach to identifying and solving
problems. The choice of a problem solving method should be based on the same principle that
underlies the selection of any tool - choose one appropriate for the task at hand.

A person is confronted with 2 problem when he wants something and does not know
immediately what series of actions he can perform to get it. What makes a problem a problem
is uncertainty regarding action; having a goal and not knowing how to achieve it. This means
that a key area of focus, in solving a problem, is the goal or solved state. A solutionisn’ta
thing, it is a course of action that leads to the goal or solved state. An effective solution is one
that produces no offsetting side effects.

When a solution is carried out, it changes things, even if only slightly. If solving a problem is a
matter of changing things, then problem solving is a process of searching for those things to be
changed, the ways in which they should be changed, and the means of changing them. Problem
solving is a way of reducing the uncertainty about action.

Problem solving efforts in business organizations typically have one of three aims: to restore
previous conditions, to improve upon current levels of performance, or to create conditions
never before realized. Each of these aims calls for a different problem solving approach.
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Basic Problem Solving Guidelines

1. Define the problem

This is often where people struggle. They react to what they think the problem is. Instead,

seek to understand more about why you think there’s a problem. Ask yourself the following

questions:

e What can you see that causes you to think there’s a problem?

e Where is it happening?

* How is it happening?

¢  When is it happening?

» With whom is it happening? (Hint: Don’t jump to “Who is causing the problem?” When
we’re stressed, blaming is often one of our first reactions. To be an effective records
manager, you need to address the issnes more than people.)

e Why is it happening?

e Write down a few-sentence description of the problem in terms of “The following should be
happening, but isn’t...” or “The following is happening and should be ...” As much as
possible, be specific in your description, including what is happening, where, how, with
whom, and why.

If the problem still seems overwhelming, break it down by repeating the above steps until you
have descriptions of several related problems. When you can, it helps a great deal to verify
your problem analysis with a peer or someone else. Your role in the problem can greatly
influence how you perceive the role of others. For example, if you’re very stressed out, it’ll
probably look like others are, t00, or, you may resort too quickly to blaming and reprimanding
others.

2. Look at the potential causes for the problem.
t’s amazing how much you don’t know about what you don’t know. Therefore, in this phase,
it’s critical to get input from other people who notice the problem and who are affected by it.

3. Identify alternatives for approaches to resolve the problem.
Brainstorm for solutions to the problems, with others if you can. Collect as many ideas as
possible, then screen them to find the best idea.

4. Select an approach to resolve the problem.

When selecting the best approach consider:

¢ Which approach is the most likely to solve the problem for the long term

* Which approach is the most realistic to accomplish for now (do you have the resources, are
they affordable, do you have the time?)

e What is the extent of risk associated with each alternative?.
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5. Plan the implementation of the best alternative,

This will become your action plan:

¢ Carefully consider what the situation will look like when the problem is solved

»  What steps should be taken to implement the best alternative to solving the problem. What
systems or processes should be changed; is a new policy or procedure required?

¢ How will you know if the steps are being followed?

e What resources will you need in terms of people, money, facilities, and time? Prepare a
schedule that includes the start and stop times, and when you expect to see indicators of
SUCCESS.

¢ Communicate the plan to those who will be involved in implementing it., affected by the
implementation, and to your management.

6. Monitor the implementation of the plan.
Are you seeing what you would expect? Is the plan being done according to the schedule? If
not, is the plan still realistic or do adjustments need to be made in the schedule?

7. Verify the problem has been resolved {or not).

One of the best ways to verify if a problem has been solved is to resume normal operations.
Consider what changes should be made to avoid this type of problem in the future -- policy,
procedure, training? Consider what you learned from the problem solving - did you acquire
new knowledge, understanding, or skills?

Three Problem Solving Approaches

Repair

When things go wrong, you fix them. You can tell when something has gone wrong because
something no longer works. An unwanted change, or event, or circumstance (which may not
be observable) causes a sudden deterioration in results or performance. The goal in a repair
solution is to put things back the way they were.

The appropriate problem solving tools for a repair job consists primarily of fault isolation
techniques. You want to identify the conditions that should or should not exist and then narrow
the search for the fault or malfunction by focusing on where and when the problem does or
doesn’t appear. :

Improve

When you are seeking to improve a current situation, nothing is necessarily broken. Things
could just be better. Improving things can happen through small continuous changes or
through significant radical changes.

Frequent, thorough, painstaking, disciplined, and scientific work is required. Tools and
techniques commonly associated with Total Quality Management are used. Solutions are data
driven - change is made and performance is measured, over and over again,
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Engineer

To engineer means to plan, construct, or manage in the manner of an engineer. But there is
another, more pervasive meaning of engineer: to arrange or bring about thorough skillful,
artful contrivance, Not all of us are or can be licensed mechanical, electrical, or civil engineers,
but as skilled managers, we are indeed expected to engineer solutions to the problems we
encounter.

Not all problems are tied to existing systems or processes. Not all problems are the result of
something that has gone wrong. When the goal is to achieve something new, the solution is to

engineer the means by which the new thing can be done.

Comparison Chart: Three Problem-Solving Approaches

Approach
Aspect Repair Improve Engineer
Objective Put things back the Improve upon Create new, far
way they were existing arrangements | superior arrangements
Starting Points Presenting symptoms | Existing systems and | The required results
arrangements
Focal Points Causes and corrective | Constraints and The required structure
actions modifications
Core Process Fault isolation Structural analysis Structural design
Orientation The past (restoring The present The future (creating
what was) (improving upon what should be)
what is)
Politics Blame Change Innovation

Deep Thoughts About Problem Solving

A problem is a situation that requires action to resolve it. A solution, therefore, is a course of
action that, once implemented, changes the situation in such a way that action is no longer
required.

It is rarely the case that all we seek is to rid ourselves of the “problem state” - usually we just
want to drive the problem state to a tolerable level. More often, what we seek is some other
state of affairs in place of the problem state - the solved state.

The causes of the problem are not always correctable or identifiable. Sometimes it doesn’t
even matter what caused something to happen. Thus it is important to keep the “solved state™
firmly in mind, because, although we cannot always undo the causes, there are other ways of
bringing the solved state into being.
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When confronted with a problem, we sometimes know immediately what to do and we
sometimes don’t. As often as not, this is because we are clear about the problem state but not
about the solved state.

Successful investigation, the search for a solution, is a matter of knowing what you're looking
for and where to look for it. What you look for and where you look for it is guided by the frame
of reference you are using. The frame of reference you use is determined by how you've
labeled the problem. A wrong label may lead to a wrong frame of reference and derail the
problem solving effort,

Problem Solving Techniques

Assumption Articulation

I’1l bet you never thought you’d hear someone say assumptions were good for you! They are a
first and frequently overlooked step in problem solving is to make your assumptions explicit.
Many of the assumptions will be hidden and unrecognized until a deliberate effort is made to
identify them It is often the unrecognized assumption that prevents a good solution.

Assumptions (and constraints) are necessary for three reasons:

(a) They set limits to the problem and thus provide a framework within which to work. These
limits might include constraints of possibility, economics, or some other desired
narrowing.

(b) Assumptions reflect desired values, values that should be maintained throughout the
solution. For example, in punishing criminals, we assume that we are still concerned
about their humanity, so that, say, torture with electric prods will not be considered as a
possibility for punishment.

(c) Assumptions simplify the problem and make ti more manageable by providing fewer
things to consider and solve. A problem with no assumptions is usually too general to
handle.

In spite of the necessity of having assumptions, many assumptions produce self-imposed limits.

That is, the impossibilities or fixed constraints in a problem are often not imposed by nature or

the laws of physics, but by ourselves through our understanding of the situation or through the

desire to focus the problem. In assumption articulation, then, our goal is to identify the
assumptions being made and to determine the following:

1. Is the assumption necessary? If not, can or should it be eliminated?

2. If the assumption is not necessary, is it appropriate? That is, many rather arbitrary
assumptions and constraints are nevertheless desirable. Time constraints are an example of
this.

Because assumptions can be misleading, they need particular attention,
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Troubleshooting Your Assumptions

As you think about your problem, force to the surface every given, taken for granted, assumed
fact about the situation you can think of. Many, if not most assumptions will not really fit into
categories like the ones listed below. Instead, most assumptions are statements about reality
that we believe to be true. Many of them are “obvious” and we normally would not think to
question them. Yet that is exactly why we so often get blocked when we try to solve a difficult
problem.

When you have thought of all the miscellaneous assumptions you can, you then might find it
helpful to use a checklist of assumption areas like the ones listed here. These are the
assumptions we make in order to size the problem -- set boundaries so the solution space is not
infinite.

TIME: how quickly or slowly am I assuming it will take?

MONEY: Are the limits of money I'm assuming necessary? Can I find more money or can |
do it for less money or no money? Money is a common block to the solution of many
problems. Often, however, we can find ways of accomplishing the same thing with less money
or with none or with other people’s money.

COOPERATION: Am I assuming certain people will be in favor of the solution, support, help
implement it, when in fact they might not? Or am I assuming that certain people will be
against it when they might not be?

PHYSICS: Are the laws of physics interfering? The problem is “impossible” of solution?
What at first seems physically impossible may on reflection not be so after all.

LAW: Is the solution blocked by any law? Can the law be change? Maybe it can be
reinterpreted to permit the solution.

ENERGY: We can devote only so much energy to any given solution. Is the amount assumed
to be appropriate or maximum really so? It’s better to expend a little more energy to solve a
problem well the first time that to have to redo the entire thing after a half-energetic solution.
COST/BENEFIT: How much is it worth to solve the problem? Costs can include an
investment of time, energy, money, emotion, or other resource -- mental effort, eyesight,
whatever.

INFORMATION: Is the available information correct? This assumption often proves wrong.
Double-check the so-called facts surrounding the problem. Note that in most cases, more
information can always be obtained. Are we assuming that all available information or all
pertinent information is at hand? New information often changes the entire appearance of the
problem. :

CULTURAL BARRIERS: Is the solution being limited because of attitudes in the culture or
practices of recent history? How did or do other peoples solve the problem? These ideas that
are socialized into us often go unexamined.
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Neow, focus your attention on the assumptions about the crux or sticking point of the problem.
You may be making an unnecessarily limiting assumption about something right at the point of
blockage. These assumptions are usually made consciously, but are not often examined
critically to determine whether they are necessary or not,

Entry Points -- Where to Begin?

In our linear, traditional problem-solving mindset, this usually means a particular point --
usually the most obvious -- on the front-end of the problem, However there is no reason that
some other point cannot be chosen as an entry point, nor is there any reason that the problem
cannot be approached from the middle or even the end. Let’s look at each of these.

Front end entry points. Most problems are attacked on the front end first, which is to say, by
stating the problem. However, there is really more than one front end, because a given problem
can be attacked from any one of several angles. Too often we assume that the first front-end
angle that comes to mind is THE method of approach, the only way to attack a problem. But
that is not o, Example of keeping rain off of you while you walk on the street.

Beginning at the end. When a particular solution state is clearly defined, a problem can often
be more easily solved by starting with the solution and working backwards toward the problem,
filling in the necessary steps along the way. Whenever the solution or goal state is clearer than
the problem, then changing the entry point to the end may be the best approach. Start with the
goal or solution and look for ways to work back to the problem.

Somewhere between the beginning and the end. After all, there’s no law that says you have to
start at one end or another. So, why not start in the middle? Ancient Greek epics typically start
in media res, in the middle of things, and later go on to fill out preceding and succeeding
action. You can do this in problem solving. It’s sort of the “ready, fire, aim” approach.
Beginning in the middle has some risks, but it’s especially good for getting things done quickly
and for beginning to do something even when you’re not quite sure of either the problem or the
solution. It’s the kind of thing that will sometimes get you labeled as rash and hasty and
sometimes as brilliant and visionary.

Rival Hypotheses

What's a hypothesis? A hypothesis is a proposed explanation for a collection of data. A rival
hypothesis is an alternative explanation for the same sets of data, another way of explaining the
same results or events. Often the hypothesis is a statement about causation: the data indicate
that X caused Y or that B occurs when A is present. It is critically important to remember,
however, that in the realm of hypothesis and explanation, the data do not speak for themselves;
they must be interpreted.
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The danger of limiting ourselves to one hypothesis to explain a collection of data and

information is two fold:

(1) Some evidence will be ignored. If we are focused on a single hypothesis, we will overlook
as not relevant any information that does not bear on the truth or falsity of the hypothesis.
However, such information might bear on the truth or falsity of some other hypothesis.
When someone else points out a piece of information that doesn’t seem to fit and you find
yourself saying, “that’s irrelevant”, it’s a clue that you might be ignoring something of
value.

(2) We may become emotionally committed to our hypothesis. The idea of falling in love with
a pet theory is not limited to problem solving, of course. Wherever it happens, the lover
beings to search for and select out on the evidence that supports the hypothesis, ignoring or
subconsciously filtering out information that argues against the pet. 1 call this “being the
mother of an ugly baby” syndrome.

There are some rules for generating and testing hypotheses. First, the hypothesis should
account for all possibly relevant information. An explanation that covers only part of the data
or that is in conflict with a major fact, is not a good explanation. Remember, though, that
especially early on, all explanations will have problems and will face some seemingly
conflicting data. Facts are refined and clarified, as better information becomes available. So
don’t throw out all but “perfect” explanations, you won’t have any. Second, simpler
explanations are usually to be preferred over more complex explanations. Third, more
probable explanations are usually to be preferred over less probable ones. Many things are
possible; fewer things are probable. Finally, the consequences following from the truth of the
hypothesis must match the facts. If, for example, you hypothesize that a bomb destroyed an
airplane and caused it to crash, you will expect to find bomb residue as a consequence of this
hypothesis.

When you first read how facts match a theory, you might be tempted to think, “Why, yes, that
must be it.” However, when you make the effort to research (or even take a few moments to
generate on your own) a few rival hypotheses -- alternative explanations -- the original
hypothesis becomes suddenly less persuasive. As with many other things in life, when you
have a choice of only one, it seems to be the right choice; but, when you have a choice of
many, your taste improves.

Role Playing
Role playing consists of several techniques, having in common the use of the mind to imagine a
different reality, to change what you have to what you want,
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Mental practice: before attempting a solution or doing something -- taking a test, driving to a
new area, writing a paper, asking for a raise -- practice the sitnation mentally, Visualize the
problem and your solution to it and you'll be able to solve it or do it better.

Becoming another person: The second form of role playing is to imagine you are semeone ¢lse
-- involved in either the problem or the solution. Imagine you are the litterbug, the reckless,
drinking driver, or the short tempered, hard to live with friend. What makes you this way?
What might improve you? What are the nuances of your personality? Imagine you are an
expert who can solve the problem with your special knowledge. What do you know and what
do you do? Solutions take direction from past experience. They derive from what is already
done or known. We go with the familiar and use what we have learned -- or what we imagine
we have learned or experienced.

Mental metamorphosis. In this kind of role playing, you change yourself into the problem
thing -- become a bearing, a helicopter, an electric current, a germ.

Modeling

A model is a representation or pattern of an idea or probiem. That is, a model is a way to
describe or present a problem in a way that aids in understanding or solving the preblem.
Models serve several purposes and come in several styles.

Purpose of modeling:

1. Make an idea concrete by representing it pictorially or symbolically. We are very visually
oriented creatures, and it is easy to bring about understanding through an image -- much the
way analogy works, only using a picture, drawing, map, boxes, circles. A drawing can
show a relationship, connection, arrangement, hierarchy, and so forth much more quickly
than words along can. Another use of representative modeling is to enhance creativity by
converting an idea into something that can be experienced by the senses. Many a problem
solver has drawn on a napkin, arranged the food on her plate, scratched a stick in the sand,
sketched a form of some sort, or even played with some children’s blocks.

2. A model can reveal possible relationships between ideas. Relationships of hierarchy,
support, dependence, cause, effect, etc., can be revealed by constructing a visual model. A
fact that needs special emphasis is that the model one uses for understanding will have a
profound effect on perception and conceptualization. In fact, to a large extent, a model] will
determine your perception of an idea or problem and control your thinking about
possibilities, relationships between parts, and so on. That’s why multiple models are often
highly desirable: they allow a person to think of the same concept in several different ways
without the unconscious controlling influence that a single model might have. We have to
be careful, then, how much we let our models control our thinking,
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3. Models can simplify the complex to make it manageable or understandable. Almost all
models are simplifications because reality is so complex. The whole economy, weather
system, human personality -- all are too complex to be treated as is, so models are
constructed that present simplifications that can be treated. Simplification is both benefit
and danger, and when dealing with a model, one must always be sure not to forget that the
mode! and reality might not match perfectly -- and sometimes not well at all.

Categories of models:

1. Conceptual models are used for concretizing or reifying an idea, used to aid conception or
understanding. These can be ultimately symbolic or arbitrary, whatever is necessary or
useful.

2. Structural models are physical representations of physical structures -- oil refineries, DNA
helixes, buildings, cars. A model is almost always constructed before a prototype is made
for a product and models are usually made for all large construction projects.

Types of models:

There are several types of models - these types are not fixed and exclusive “boxes” -- they

often overlap.

1. A visual model is when you draw a picture of the problem. If the problem is or contains
something physical, draw a picture of the real thing. If the problem is not physical, draw a
symbolic picture of it, either with lines and boxes, or by representing aspects of the problem
as different items -- like cars and roads representing information transfer in a company.

2. Physical models take the advantages of a visual model one step further by producing a three
dimensional visual model.

3. A mathematical model uses calculations for speed, area, projected income. Thinking
beyond three dimensions visually or four dimensions physically is very difficult. But with
math, 10 or 15 dimensions are no problem.

4. A symbolic or metaphorical or analogical model makes the unfamiliar understandable by
comparing it to the familiar. Both understanding and structure can be established for a
problem by using a symbol or metaphor.

Criticism and Suggestion

Making use of the observations of critics to improve a plan or idea is a fairly obvious
technique, but one that is not often used simply because most people don’t like criticism. Our
ideas are our precious children and to be told that they are ugly or defective is painful and
offensive.

However, it is possible to work around the ego sensitivity we have by renaming our criticism
seeking into “suggestion seeking” and by viewing the procedure as a formal technique for
exploiting the minds, experiences, and ideas of other people. What better way to get other
viewpoints than to ask real, other people?
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Remember earlier it was suggested to talk over a problem with others to get insight into it. L
Well, now we come to the preliminary solution idea and do the same thing. Here are some }
suggested guidelines. i
1. Choose in advance a fixed number of people you will talk to, to reduce fear and make the |
process more formulaic (which will make it less ego damaging). Four to six is usually a }
good number. ‘
2. Frame your request for criticism in a positive way, so that the critic will have to suggest
improvements rather than just point out defects.
3. Ask outside of the box - ask all kinds of people, not just people knowledgeable in the area.
Ask children, even. Remember the value of mind stimulation, where an idea may not be
directly useful but may suggest something else.
4. When you get more confidence, you can ask for an analysis of defects or inadequacies.
Here is where you ask what is missing, what you're not thinking of or not taking into
account. You can also ask how the critic would do it differently.
5. Refine your idea with the suggestions you've received. Now take it to another set of people
to see how they respond to it. That way, the idea builds and improves with each criticism.
The drawback is that certain other fundamental suggestions may be eliminated because the
subsequent suggesters don’t see the original idea.

1t is important for you as a creative thinker to see yourself as independent and separate from
your ideas. Don’t get your ego so involved in an idea that you will be unwilling to alter it if
you discover or are tcld about needed changes. And don’t be unwilling to abanden it if you
discover a better idea. Keep a whole sackful of possibilities that can be rotated or combined to
form the best solution, and put your pride in solving the problem, the result, not in the
particular solution path you are currently thinking of.

Other Problem Solving Techniques

Public solution: This technique causes public discussion of the problem at an intellectual rather
than personal level. Post the question on a bulletin board or e-mai! listserve, publish it in a
newsletter or memo, or raise it as a discussion item in a group. The public discussion will tend
to focus on solutions rather than blame attribution, and on solutions to similar problems
elsewhere. Of course, the basic strategy behind posting a problem is that it gets several minds
working on the problem, both independently and in discussion with others. The benefits of
group discussion of a problem is that it will stimulate interest and discussion of the problem, it
makes people willing to take responsibility for the problems of others, and it develops problem
solving attitudes in all members of the group.
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The Phillips 66 technique is useful for applying the minds of a large group to a problem all at
once. In its original form, the large group is divided into smaller groups of six people each.
Then each group discusses the problem for six minutes and formulates by agreement a single
question or solution. In its best implementation, follow these guidelines:

1. Make the assignment to the group clear and explicit. Request a decision or conclusion or
else you will get just a feeling, opinion, or question. The biggest problem in group problem
solving like this is that the group is not sure what it is supposed to do.

2. The groups should be 3 to & people, with an ideal size of 5

3. Allow 20 to 30 minutes for the group to work on the problem. In six minutes, not much can
happen. Settling a focusing take a little while, as do discussion and agreement.

Contradiction: Using the method of contradiction as a technigue means you assume the
opposite of what you want to prove and then look for facts that will contradict that opposite
assumption. Note that by disproving alternative explanations, you focus on the primary other
explanation, but do not necessarily prove it. Only when two situations are true opposites can
you prove one by contradicting the other.

Problem Solving Hints and Wisdom

1. Take time to examine and explore the problem thoroughly before setting out in search of a
solution. Often, to understand the problem is to solve it.

2. Breaking the problem into smaller parts will often make solving it much easier. Solve each

part separately.

The resources for problem solving arc immense and ubiquitous.

You can always do something.

A problem is not a punishment; it is an opportunity to increase the happiness of the world,

to bring order to confusion, and an opportunity to show how powerful you really are.

6. The formulation of a problem determines the range of choices; the questions you ask
determine the answers you receive,

7. Be careful not to look for a solution before you understand the problem, and be careful not

to select a solution until you have a whole range of choices.

The initial statement of a problem often reflects a preconceived solution.

9. A wide range of choices (ideas, possible solutions) allows you to choose the best from
among many. A choice of one is not a choice.

10. People work to implement their own ideas and solutions much more energetically than they
waork to implement others’ ideas and solutions,

11. Remember the critical importance of acceptance in solving problems. A solution that is
technologically brilliant but sociologically stupid is not a good solution.

12. When the goal state is clear but the present state is ambiguous, try working backwards.

13. Procrastinators finish last (if at all).
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14. Denying a problem perpetuates it.

15. Solve the problem that really exists, NOT just the symptoms of a problem, NOT the
problem you already have a solution for, NOT the problem you wish existed, and NOT the
problem someone else thinks exists.

16. A creator produces a plan; a maker follows a plan,

17. Creativity is the construction of something new out of something old; through effort and
Imagination.

Problem Selving Pitfalls

Anchoring

When considering a decision, the mind gives disproportionate weight to the first information it

receives, Initial impressions, estimates, or other data anchor subsequent thoughts and

judgments. Because such anchors can establish the terms on which a decision is made, they
can be used as a bargaining tactic by savvy negotiators. Reduce the impact of the effects of
anchoring in these ways:

1. Beopenminded. Seek information and opinions from a variety of people to widen your
frame of reference, without dwelling disproportionately on what you heard first.

2. Offer objective information. In seeking advice from someone else, offer just the facts,
without your opinion, so you don’t inadvertently anchor the person with your thoughts.
Then you can benefit from hearing diverse views on the situation without those views being
colored or anchored by yours.

3. Remember this. Whoever most vividly characterizes the situation usually anchors the
other’s perception of it. That’s an immensely powerful ability, Others literally see and
discuss the situation while anchored from that most memorably sated perspective. The
vivid communicator has literally created the playing field on which the game will be
played.

Status Quo

We instinctively stay with what seems familiar. Thus we look for decisions that involve the
least change. To protect our egos from damage, we avoid changing the status quo, even in the
face of early predictions that change will be wafer. We look for reasons to do nothing.
Experiments have shown that the more choices someone is given, the more pull the status quo
has. Why? Because more choices involve more effort and selecting the status quo avoids that
effort. What can you do? Think first of your goals when preparing to make a decision. Then
review how these goals are served by the status quo as compared to a change. Look at each
possible change, one at a time, so as not to overwhelm yourself. Never think of the status quo
as your only alternative. Ask yourself whether you would choose the status quo if, in fact, it
weren’t the status quo.
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Justify Past Actions

The more actions you have already taken on behalf of a choice or direction, the more difficult
you will find it to change direction or make a different choice. Whenevcr you invest time,
money, or other resources, or whenever your personal reputation is at stake you will find it
more difficult to change your decision or course of action. For all decisions with a history,
make a conscious effort to set aside your “past actions” -- investments of emotion, money, or
other resources -- as you consider whether to change direction. Seelk out'and listen to people
who were uninvolved with the earlier decisions. Examine why admitting an earlier mistake
distresses you. If the problem lies in your wounded ego, deal with it strajghtaway.

Confirming Evidence

This is the bias that leads us to seek out information to support our existing point of view while
avoiding information that contradicts it. This bias not only affects where we go to collect
evidence to reinforce a current stance or perspective, but also how we interpret the evidence we
receive, leading us to give too much weight to supporting information and opinions and too
little to those that are conflicting. Two fundamental and extraordinarily powerful
psychological forces are work here. The first is our tendency to subconsciously decide what we
want to do before we figure out why we want to do it. The second is our]inclination to be more
engaged by things we like than by things we dislike -- a tendency well documented, even in
babies. What can you do? Always check to see whether you are examining all the evidence
with equal rigor. Avoid the tendency to accept confirming evidence without question. Get
someone you respect to play devil’s advocate, or build the counter-argumients yourself. Be
honest with yourself about your motives. Are you really gathering 1nformat10n to help you
make a smart choice, or are you just looking for evidence confirming what you think you want
to do?

Framing

How you make a decision is often determined by how you view your choices or how you frame
the questions around it. People are risk averse and will look for reasons to turn down or avid a
decision where a loss, however small, is possible -- even if a larger chance exists for an upside
gain. People also tend to adopt the framing of the situation as it is presented to them, rather
than restating the problem in their own way. Don’t automatically accept the initial frame,
whether you or someone else created it. Try to reframe the problem or opportunity in several
ways to see it from different sides and envision different potential outcomes. Also try posing
problem-solving situations in a neutral way that combines gains and losses or embraces
different reference points. Throughout the process, ask yourself how your thinking might
change if the framing changed.
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Estimating and Forecasting
We are all fairly good at estimating time, volume, distance, and weight, because we make such
decisions frequently and get quick feedback about our accuracy. We are less experienced (and
get less verification) when trying to solve less certain forecasts. We make mistakes in
estimating and forecasting in one of the following ways: ]

Overconfidence: We believe we are better at making forecasts or estimates than we actually
are. Because people are overly confident about their ability to predict, they set too narrow a
range of possibilities. To guard against this, research the area to be solved, using trusted
references for factual information on which to make a decision.

Prudence: People are often overly cautious or prudent in forecasting. When faced with high-
stakes decisions, we tend to adjust our estimates or forecasts “just to be on the safe side.” An
extreme example is the “worst-case scenario analysis” where systems are designed to operate
under the worst possible combination of circumstances, even though the odds of those
¢ircumstances actually coming to pass were infinitesimal. To guard against this, evaluate the
likelihood of “bad things” occurring; when the odds are low, you can be less conservative.

Recallability; Even if we are neither too confident nor unduly prudent, we can fall into a trap
when making estimates or forecasts. Because we frequently base our pl’edlCthl‘lS about the
future on our memories of the past, we can be overly influenced by dramat1c events -- those
that leave a strong impression on us. We all, for example, exaggerate the probability of rare but
catastrophic occurrences such as plane crashes because they get disproportionate attention in
the media. A dramatic or traumatic event in your own life will distort your own thinking
forever. You will assign a higher probability that similar things might happen to you and to
others in the future. To minimize the distortion caused by variations in recallability, carefully
examine all of your assumptions.

Setting Priorities - What Can be Done in the Short, Medium, and Long

Term?

There are practical considerations when you are planning a new records I:nanagement program
(or making a major overhaul of one). Some things need to be done first, some things need to be
done before other things, and some things just take longer to do.
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Immediate to Short Term

The kinds of things that need to be done immediately, or in the short term include:

¢ Get anything that is in danger out of danger. This includes records and people.

e If stupid or bad things are being done, get them stopped. i

¢ Generate a policy or, if that process takes more than a couple of weeks, get an interim
management letter out to everyone, telling them what you want them1to stop doing, who
you are, and what will be-coming in the future.

¢ You can also plan for additional people, including writing job postmgs plan what the whole
program needs to look like in the future, and draft what your next steps need to be.

Later or Medium Term
The kinds of things that can be done later, or in the medium term, mclude

Develop plans for future action and analysis (new networks, new ﬁlmg equipment, space)
Determine which records management functions need to be built first
Develop file plans, procedures, and basic training

Conduct interviews, make offers, get new staff trained

Investigate new space and equipment and cost it out

You can also start a records inventory in the medium term (if one is needed), having
planned how the inventory was going to be done in the short term.

Future or Long Term

The kinds of things that can be accomplished in the future or long term include:

o Implement the activities and functions planned previousty

o Plan the additional functions needed to make a complete and manageable program

¢ Enhance your training program by updating your basic training, adding topical training
sessions, and evaluating whether your company requires perfonnance}-based training,

¢ Develop the retention schedule and coordinate retention research with your legal
department
Make any physical moves that may be required

+ Conduct a base-line self-audit or invite your resident auditors to conduct an audit.
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Problem Analysis Source Materials

The contents of the Paper and Presentation on “Problem Analysis and Prioritization™ were
extracted and compiled from the following materials. 1 didn’t want to leave the impression
with the audience and subsequent readers that I developed the content out of my head. In fact,
the vast majority of the content (except for the prioritization section) was pretty much taken
whole cloth from these sources. Should you wish to pass the material on, please also
provide this page, so that the recipients will be aware of this information.
THANKS!

Overall very useful web site for management information

http://www.mapnp.org/library/topics.htm

Free Management Library(SM): Complete, highly integrated library of resources for nonprofit
AND for-profit businesses

Basic Guidelines

Basic Guidelines to Problem Solving and Decision Making
Carter McNamara, MBA, PhD

http://www.mapnp.org/library/prsn.prd/prb_bsc.htm

Problem Solving Approaches and Deep Thoughts

Solution Engineering: Choosing the Right Problem Solving Approach and
Solution Engineering: Three Cases in Figuring Out What ta Do

Fred Nickols 2000

Please check out Mr. Nickols’ other articles and resume at:

http://home.att.net/~nickels/articles.htm

Problem Solving Techniques

Harris, Robert. "Problem Solving Techniques.” Home
Page. 2 July 1998. Vanguard University. 28 February 2001
http://www.vanguard.edu/rharris/crebook4 .htm

Problem Solving Pitfalls

How We Sometimes Fool Qurselves When Making Decisions

February 20-21, 2002
Oklahoma City, OK
Anna W, Nusbaum, CRM
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Problem Analysis and Prioritization
ARMA SW Region CRM Workshop

http://pertinent.com/pertinfo/business/kareCom11.html

and

More of the most common decision-making mistakes people make
http://pertinent.com/pertinfo/business/kareComm12.html

Kare Anderson, author
From Pertinent Information, published at:
http://pertinent.com/pertinfo/

February 206-21, 2002
Oklahoma City, OK
Anna W. Nusbaum, CRM
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INSTITUTE OF CERTIFIED RECORDS MANAGERS
MENTOR PROGRAM
CASE PROBLEM SUGGESTION LIST

Candidates may benefit from writing case problems simitar to questions they will see on Part 6
of the CRM exam. Pick a couple of case problems from the list and ask the candidate to write
answers. Have the candidate fax or mail the response to you. Grade it as you would a CRM
examination. Call or send feedback to the candidate along with suggestions for improvement.
Your insight can greatly enhance the quality of the respense a candidate writes. The better the
response the candidate writes, the higher the score the candidate will earn.

The following list of case studies is from the book Information and Records Management by
Robek, Brown and Maedke (3d edition):

Chapter Subject Page No.
1 General Records Management Overview 20
2 Filing and Records Management 39
3 Establishing a Records Management Program 61
4 Establishing a Systems Analysis Department 88
5 Records Inventory 103
6 Records Retention and Disposition 128
7 Vital Records 150
8 Filing Systems 206
9 Computer [nformation Systems 236

10 Filing Equipment 269
1" Microfilm Systems 305
12 CAR versus OD System Evaluation 327
13 Micrographics Feasibility Studies 344
14 Records Center Planning 381
15 Records Center Operations 401
16 Archival Administration 418
17 Forms Management 461
18 Correspondence Management 492
19 Improving Reports and Directives 517
20 Reprographics Management 533
21 Records Management Procedures Manuals 550

The book, [nformaticn and Image Management by Ricks, Swafford and Gow, has similar case
studies at the end of chapters. Whichever book both you and the candidate have will be fine.
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CASE PROBLEM

i

The Ryan Electronics Corporation has been in business since 1958. It has never had an
organized records management program. There are 123 office employees under the jurisdiction
of the vice-president of administrative services. The major problems that prevail in regard to the
organization's records are the following:

1. Storage and maintenance of records is the duty of everyone in the organization who
creates records on the personal computer.

Records retrieval time is excessive.

Records of the organization have never been inventoried.

No organization-wide effort has been made to dispose of records.

Forms are created and designed by numerous office employees, and there are no
guidelines for creation of reports, correspondence and directives.

oo

Identify the actions which should be taken to correct these problems.




Employees frequently have to visit all seven locations, and occasionally the basement of the
headquarters building, to get all the records they need for a particular subject or project. When
employees return the records that were removed for reference to a storage location, they often
refile the records in the nearest convenient container rather than returning the records to the box
or file from which the records came. Employees sometimes negligently leave bundles, boxes,
and transfer cases open after refiling the records. As a result, the contents of several storage
containers have spilled onto the flcor.

Jason Spencer, the Corporate Secretary, became concerned about SJ’s records situation when the
Company’s attorney alerted him to a subpoena the lawyer expects to receive in four to six weeks.
The subpoena will probably involve a group of the Company’s records that exist only on
computer tape. Although Mr. Spencer has conducted a search throughout the Company, he has
been unable find a computer that reads the tapes. In the face of this potential legal problem, and
because he has been involved in many other situations that were exacerbated by the company’s
disorganized approach to managing its records, Mr. Spencer decided that SJ needed professional
help in resolving its records problems. He convinced Mr. Smart to let him hire you, a records
management consultant, to make a complete study of their records and records management
practices.

Mr. Spencer first wants your help in finding a computer that reads the tapes in question.
Secondly, he asks that you develop a plan recommending solutions to the major records
managerment issues that you have identified. Your plan should also provide for the establishment
of a formal records management program. You are to present the report to Mr. Smart and the
Board of Directors in four weeks.

ACTION:

This case study has been designed to assess your proficiency in taking direction, setting priorities,
solving specialized records management problems, and developing plans to set up a formal
records management program. Write a clear, well-organized, NARRATIVE paper that can be
presented to top management.

Begin your report with an overview section that contains two parts: STATEMENT OF THE

PROBLEM and the SUMMARY OF THE OVERALL FINDINGS. (10 points maxirmum.)

Note: In the Statement of the Problem, explain the basic overall problem that you

* think needs to be resolved in the situation. [This should not be just a description of
any symptoms that may be occurring.] In the Summary of the Overall Findings,
provide a brief description of the major factors that you have determined.

Arrange your analyses, discussions, and recommendations into three categories: short-term,
mid-term, and long-term objectives. Associate related tasks with the objectives. You may
have more than one objective in each category. However, you may not discuss the same
objective and its related tasks in more than one category.

Note: Short-term objectives are those plans that require immediate action. Mid-term
objectives are those plans that you think are necessary to implement after you present
your report to top management and it has been approved. Long-term objectives are



those plans that must be done, but that do not require immediate action. The
categories of short-term, mid-term, and long-term objectives are assigned a maximum
of 8, 28, and 14 points, respectively.

State in your paper any facts that you assume in developing your answer. Make sure these
assumptions logically support your answer. Outlines and lists are NOT acceptable formats.
Graders may deduct penalty points for incorrect format, poor grammar, poor spelling, illegible
writing, and/or poor organization of the answer.

Good Luck!



TYPICAL CANDIDATE ANSWER

SMART JEWELERS, INC.

Statement of the Problem

Because SJ has never had a formal records management program to control its records from
creation to ultimate disposition, the company handles its records haphazardly, thus sacrificing
efficiency and compromising its legal position.

Summary of Qverall Findings

Early attempts to centralize filing were discontinued over thirty years ago. There has been no
coordinated records control since that time. Inactive records are stored in offices, in the basement
of the headquarters building, and in leased warehouse space. Destruction of records is sporadic

. and probably in viclation of laws and government regulations at times. There is no system for

assuring SJ that the necessary hardware will always be available to read its machine-readable
records or that these records will also be available on paper or microfilm. There are no records
inventories or retention schedules.

Recommendations

Smart Jewelers, Inc. is a perfect candidate for a formal records management program. Such a
program would ensure that appropriate information is retained, protected, and made available
when needed. Information no lenger of value would be destroyed in a legitimate manner. Once
approved, the steps taken to establish this program can be categorized into short-term, mid-term,
and long-term objectives.

Short-Term Objectives

Find a computer to read the tapes. Upon beginning this assighment four weeks ago, the author
determined that the most urgent need was to locate a computer that would read the tapes in
question. Accordingly she worked with SI's Data Processing Department to find such a machine,
and with SJ’s attorney to secure cowrt permission for Smart to print the information on the tapes
in case the court requests that information in a readable form.

Move the eighteen filing cabinets from the basement to a safe, dry place. The records in those
cabinets will have to be assessed for water damage. At that time those records can be inventoried
and appraised to determine whether they are historically valuable or can be destroyed. The
services of a paper conservator may be needed to restore and preserve any of these records that
have been damaged.

Mid-Term Objectives
These steps lead to a basic records management program:

Secure management's support for the program. A directive from management to all department
directors describing the program and stating support for it is essential to the success of the records
management program.

Perform an inventory of all office records. A physical inventory of all records stored in the Smart
offices should be done. The records’ users and/or creators should be interviewed to discuss the
activity of the records. Then a preliminary determination of the volume of inactive records stored
in the offices can be made.
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Inventory all of the inactive records stored in the seven warehouses. An inventory team
consisting of twenty people trained in records management and twenty people to write the
information on the inventory forms could perform this task on the twenty thousand cubic feet (or
566 cubic meters) in approximately two weeks, or about eighty-five working hours. The teams
would also need two people at each warehouse to assist in moving the records so they can be
assessed easily. This method would speed completion of the inventory.

Note: Other methods for doing the inventory are less reliable than conducting a physical
inventory. The inventory is the basis for 8J°s entire records management program, so it must be
done accurately.

The length of time required to perform the inventory is determined by the number of teams used
in the project. Since the subpoena is due within the next few weeks, time is of the essence. If an
inventory is approved, the estimated labor costs and a sample inventory form will be
forthcoming.

Summarize the information in the inventory. A records summary groups all information gathered
in the inventory into major records series. The summary looks at the total volume, inclusive
years, ownership, and other demographic details for each series, thus producing a composite
picture of the Company's records. The summary is the basis for the retention schedule. The Data
Processing Department can help to summarize the information gathered in the inventory through
use of its OCR equipment.

Develop records retention schedules. A committee of representatives from the various
departments would develop a listing of time periods that each type of records should be retained
in offices and in inactive storage. The committee would also determine whether or not records in
each series are of historical value. All retention periods would have to be approved by Mr.
Spencer, the corporate attorney, and the tax auditor.

Implement records retention schedules. Inactive records can be removed from offices by boxing
the records and preparing them for storage or destruction. Assuming that records management
industry statistics are correct, removing the inactive records would free about 50% of storage
space in the offices. At each of the seven warehouses, the retention schedules can be used to
identify the inactive records that qualify for destruction. Records to be destroyed will be
separated from those that will be retained. Detailed lists of both records to be retained and
records to be destroyed will be maintained. With the approval of the departments that created the
records, records identified as obsolete will be scheduled for destruction.

Plan the destruction. An assessment will be made of records destruction methods
available in the city. Among the factors to consider are confidentiality needs, cost,
location, services, and the reputation of the company offering the services. A mobile
document shredding service, if available at a reasonable price, would be a good option.
In this method of document destruction, a truck would go to each of the seven warehouses
and to the headquarters to shred the records on site. An S] employee would witness the
destruction, and certify that destruction was carried out according to SJ’s instructions. The
company providing the service would also furnish certificates of destruction for the witness to
sign so that Smart has a permanent record of the transaction.

Implement a vital records program. Vital records are those that are necessary for a company to
continue in business or to resume business operations should a disaster occur. Using the records
retention schedules, department directors can determine which of their records series are vital.
(Both active and inactive records can be vital) Once these records have been identified, a
protection program can be developed. This can be done in conjunction with the next step in this



plaq. The surest way to protect vital records is to store duplicates offsite. The location chosen for
storing the remaining inactive records may suffice for the copies of the vital records, as well.

Plan the storage of the remaining inactive records. Once records approved for destruction have
been destroyed, the remaining boxes of records can be centralized into one organized records
storage location, One possibility is a commercial records storage center, which would allow SJ to
rent space as needed for a monthly storage charge and various service fees. Another possibility is
to set up a company-run storage center in a facility owned or leased by SJ. This will release an
estimated six or seven warehouses, depending upon the method used to store the inactive records.
Thus the company would save the expense of those leases.

Plan for storage of the active records left in the offices. A records file plan can be developed with
input from the department personne! to make maximum use of floor space and filing equipment.
Smart should be able to file the remaining records in fewer filing cabinets and thus save floor
space. SJ should be able to accommodate more employees in the same amount of office space
and thus avoid having to expand the headquarters building as soon as it otherwise might have.

Long-Term Objectives

Once the basic program is in place, long-term objectives to enhance the records management
program can be considered.

Study and refine records creation procedures. According to records management industry
statistics, seventy percent of a company’s expenditures on records comes in the creation phases.
§)’s practices in creating correspondence, reports, and directives can be studied. Plans can be
developed to increase efficiency and decrease legal exposure.

Institute forms control. Forms are the most widely used type of business record. Through a
forms contro! program, SJ can eliminate duplication of forms, design more efficient forms that
cut down on processing time, reduce labor costs, and reduce storage costs.

Design more efficient filing systems. Smart has no uniform filing or classification system. It still
uses vertical filing equipment exclusively. Nor does it color-code its files. The potential savings
of changing to lateral filing equipment and mobile shelving should be studied. Designing a
uniform system and upgrading equipment and filing supplies will speed retrieval and save floor
space.

Investigate the potential value of electronic imaging for high-volume, frequently referenced
documents. Before Smart can understand the risk factors and possible return on investment with
an imaging system, it must understand not only the technology, but alsec its own workflow and
documentation. Concerns about the life expectancy of optical media, the useful life span of the
hardware to read it, and the admissibility in court of records from optical media must be
addressed before such technology can be seriously considered.

Establish an archives for the company’s historical records. By maintaining its historical records,
the company can document its own history and provide materials for advertising campaigns and
public relations activities. Since this is a family business, its historical records are integral to the
history of the Smart family. A program can be set up to protect these records and make them
available to the family, to employees, and, if the Board approves, to outside researchers.

Continue to update the records retention schedule. Laws and regulations, as well as
administrative needs, change frequently, so the retention schedule will need to be monitored and
updated accordingly.
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Audit the various departments for compliance with the records management program, By
conducting periodic audits, possibly performed by the inhouse auditors, deviations from the
program can be detected and corrected as necessary.
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PART VI SAMPLE CASE STUDY
60 Points

SMART JEWELERS, INC.

Problem

Over forty years ago, Samuel Smart established a small jewelry store on the corner in the
downtown part of your town. He was careful to keep an inventory that he could casily sell to the
people who were not in the higher income brackets. Mr. Smart always had jewelry that was
designed for the holidays of the year and which appealed to people of all ages. He also sold
jewelry for special occasions, such as weddings, anniversaries, and birthdays.

As his sons became old enough to help in the business, Mr. Smart began opening more stores.
Today, Smart Jewelers (SJ), Inc., owns and operates a chain of fifty stores still specializing in
low to medium priced jewelry. The company locates most of its stores in shopping malls.

The chain’s headquarters is located in a business area just north of your city, In 1950, the
company opened a records department for centralized filing of its active records. The records
department was heavily used until 1962, when the Company’s rapid expansion led to a fourfold
increase in the number of employees at the headquarters, The volume of records increased
correspondingly.

The Company enlarged the headquarters building to accommodate this rapid expansion. As a
result of the increase in staff, records volume, and office space, the centralized filing system for
active records was no longer efficient. The Company closed the records department in 1963.
The company let the active records that were already filed in cabinets in the records department
remain in that location. When they needed these records, the employees pulled the records and
took them to their offices. However, instead of returning the records to the records management
location when they finished with them, employees filed the records in their own office cabinets.
Over the years, the records remaining in the former records department storage area were
amalgamated to free cabinets for use in offices. The reduction in the number of cabinets used to
house these records freed space within the former records department to store furniture and other
items the Company no longer needs. Several years ago, the remaining eighteen five-drawer
legal-size cabinets, which contain records dating from 1948-1962, were moved into a corer of
the basement where several plumbing leaks have subsequently occurred. Rust is evident as high
up as four inches (10cm) on several of the cabinets.

Since 1962, departments have had autonomous control over the records they create. Each
department arranges to store its inactive records in leased warehouse space. Departments depend
on sporadic housecleaning, rather than systematic destruction based on records retention
schedules, to get rid of inactive records. Sometimes departments destroy their older records
rather than sending them to storage. Currently, Smart Jewelers has approximately twenty
thousand cubic feet (566 cubic meters) of inactive records divided among seven warehouses that
are scattered throughout the city. In addition, the Company still stores an unknown volume of
inactive records in its offices.

Employees frequently have to visit all seven locations, and occasionally the basement of the
headquarters building, to get all the records they need for a particular subject or project. When
employees return the records that were removed for reference to a storage location, they often



refile the records in the nearest convenient container rather than returning the records to the box
or file from which the records came. Employees sometimes negligently leave bundles, boxes,
and transfer cases open after refiling the record. As a result, the contents of several storage
containers have spilled onto the floor.

Jason Spencer, the Corporate Secretary, became concerned about SJ’s records situation when the
Company’s attorney alerted him to a subpoena the lawyer expects to receive in four to six weeks.
The subpoena will probably involve a group of the Company’s records that exist only on
computer tape. Although Mr, Spencer has conducted a search throughout the Company, he has
been unable to find a computer that read the tapes. In the face of this potential legal problem,
and because he has been involved in many other situations that were exacerbated by the
company’s disorganized approach to managing its records, Mr, Spencer decided that SJ needed
professional help in resolving its records problems. He convinced Mr. Smart to let him hire you,
a records management consultant, to make a complete study of their records and records
management practices,

Mr. Spencer first wants your help in finding a computer that reads the tapes in question.
Secondly, he asks that you develop a plan recommending solutions to the major records
management issues that you have identified. Your plan should also provide for the establishment
of a formal records management program. You are to present the report to Mr. Smart and the
Board of Directors in four weeks.

Action

This case study has been designed to assess your proficiency in taking direction, setting
priorities, solving specialized records management problems, and developing plans to set ap a
formal records management program. Write a clear, well-organized, NARRATIVE paper that
can be presented to top management.

Begin your report with an overview section that contains two parts: STATEMENT OF THE
PROBLEM and the SUMMARY OF OVERALL FINDINGS. (10 points maximum.)

Note: In the Statement of the Problem, explain the basic overall problem that you think
needs to be resolved in the situation. [This should not be just a description of any
symptoms that may be occurring.] In the Summary of the Overall Findings, provide a
brief description of the major factors that you have determined.

Arrange your analyses, discussions, and recommendations into three categories: short-term,
mid-term, and long-term objectives. Associate related tasks with the objectives. You may
have more than one objective in each category. However, you may not discuss the same
objective and its related tasks in more than one category.

Note: Short-term objectives are those plans that require immediate action. Mid-term
objectives are those plans that you think are necessary to implement after you present
your repott to top management and it has been approved. Long-term objectives are those
plans that must be done, but that do not require immediate action. The categories of
short-term, mid-term, and long-term objectives are assigned a maximum of &, 28, and 14
points, respectively.



State in your paper any facts that you assume in developing your answer. Make sure these
assumptions logically support your answer. Outlines and lists are NOT acceptable formats.
Graders may deduct penalty points for incorrect format, poor grammar, poor spelling, illegible
writing, and/or poor organization of the response.

Good luck!



Sample Response and Grader’s Comments

SMART JEWELERS, INC.

STOP

Read this note before proceeding!

Note: This is an actual practice response by a former candidate (now a CRM) and the comments
provided by his mentor at the time. They are reprinted here with the permission of the candidate
and the mentor and are provided as a sample illustration of a case study response and a
grader’s possible comments. Keep in mind, this is one person’s thought process and another
person’s critique of that thought process. The response and comments illustrated here are not

necessarily considered to be right or wrong and a grade point has not been determined. Your

actual response to this same case study could be very different or very similar.

Also remember, these are a mentor’s comments on the written response as well as suggestions on
how to improve the report. A grader will not necessarily make these type comments on the
actual exam but may deduct points for insufficient and inadequate response. Anne Gearhart’s
article on *Preparation for Part 6 Case Studies” (copy enclosed in this packet) lists some of the
more regular comments from case study graders, several of which could apply to this sample
response.

This sample response and critique are provided in response to comments from candidates who
have had to retake Part VI. Several candidates have expressed a feeling of frustration because
they do not know what is expected in a case study response and do not get much insight from the
grader’s comments which are returned to them.

It is recommended that you write your own response to this same sample case study before
reading this sample response and comments. Then compare your answer to the sample
response, noting whether you would have received some of the same comments from this grader.

IT IS VERY IMPORTANT THAT YOU ACTUALLY PRACTICE WRITING SAMPLE
ANSWERS IN THE ALLOTTED TIME FRAME. Timing is extremely important in taking
Part VI. A thorough, but only half-finished response, will not result in a successful completion
of the examination process. Susan Bronder, CRM provides several pointers and suggestions on
budgeting your time in her article on “Part 6 Case Studies” in the CRM Examination Handbook,
page 2.7.1.

Grader’s comments are indicated on the sample response in italics.



Sample Response and Grader’s Comments

SMART JEWELERS, INC.

Statement of the Problem:

Over the years Smart Jewelers has developed into a very prosperous business which has
continued to grow and expand. They unfortunately have not given a great deal of attention to
one of their most valuable resources, their records and information. SJ has never had a formal
records management program [?? This statement contradicts the first sentence in the Findings
paragraph.] to control the quality, quantity, and cost of its records from their creation, use and
processing, to inactive storage and ultimate disposition. Through the years they have sacrificed
the efficiencies of a formal program and have potentially compromised their legal position.

Summary of Overall Findings:

Early attempts were made to organize 8J°s records and establish the fundamentals of a records
management program but were discontinued. There is no centralized control and responsibility
for their recordkeeping function. Inactive records are stored in active office areas, in seven
leased warchouses throughout the city, and in a wet corner of the basement. Destruction of
records is performed randomly and without regard for any potential legal or regulatory concerns
for retaining them. There has been no standardization of equipment to assure that machine-
sensible information can be retrieved and used at any time. There are also no records
inventories, indexing schemes, or retention schedules.

Recommendations

Smart Jewelers, Inc. needs to establish a formal records management program as soon as
possible. Such a program would ensure that the right information, is at the right place, at the
right time, and in the most economical format for use. It would also assure that information
which needs to be retained for legal or regulatory concerns would be identified and safeguarded
for future use. Records of no further value would be destroyed in a timely and legitimate
manner.

Once approved, the steps necessary to establish a formal program can be categorized into short-
term, mid-term, and long-term objectives.

Short-Term Objectives

[Format. Objectives are not stated uniformly throughout the report. Could use subject
headings to indicate specific problem/task and/or numbers to indicate priorities in each
objective.]

Assist Mr. Spencer in finding a computer to read the tapes. Work with SI’s Information Systems
staff people to ascertain the potential for the proper hardware and software in-house, which is
necessary to process the information contained on magnetic tape. If none can be located in-
house, we can work with industry contacts and data processing contacts we have to secure the
proper hardware and software to process the information contained on the tapes. We will then be
prepared to print the information cut in hardcopy for use in satisfying the subpoena,



[What tapes? What is the objective? There is no statement of the specific problem and
no analysis of the situation, Need to fully describe and explain. The instructions
specifically stated “analyses, discussions and recommendations "]

[Although a lack of standardization of equipment for retrieval of machine-sensible
information is mentioned in the Summary of Overall Findings, no recommendations are
offered on this point in any of the objectives.]

[Case study stated “the subpoena will probably invelve a group of records that exist
only on computer tapes.” What research has been done to determine the specific
records requested by the subpoena, their media, etc.?]

Remove the eighteen filing cabinets from the basement area into a safe, dry place. Check the
records for water damage, inventory and appraise them to determine whether they have any
historical, legal, financial, or further operational value or whether they can be destroyed. If they
do have further value, proceed to restore them according to accepted industry procedures.

[No statement of problem or objective. Why do these cabinets need to be moved,
especially immediately? Qualify “safe, dry place”. How do you know if the records can
be destroyed or need to be retained? What is your criteria for this decision? If they are
fo be kept, do you keep them in the rusted cabinets? How extensive should the
restoration process be? Costs? Interim measures? Is the restoration actually a short-
term (immediate) objective?] )

[Should a walk-through survey aiso be considered as a short-term objective?]
Mid-Term Objectives
The follewing steps will be taken to develop a formal records management program:

{Is this the first or only mid-term objective -- to establish a RM program? Why is a RM
program needed? No statement of findings, discussion of problems/issues, benefits to be
realized. What about hiring a records manager (list qualifications) and appropriate
staff to perform objectives? Develop job descriptions? Who should RM report to?]

Secure top level management’s commitment for the program. This will be accomplished through
a directive from management to all departments. The directive will describe the program and
state the support needed for its successful implementation.

[What about authority and responsibility? Corporate policy?]

Perform an inventory of all records held in the active office areas. A physical inventory will be
performed listing all of the records held, the years inclusive, a measurement of the volume of
records, and a brief description of the records and their stated function, We will also visit with
the users of each record to discuss the usage and any operational value they may have.

[Why meet with the users? For what purpose? No statement of problem/objective or
discussion of findings. Why determine operational value?]



We will then proceed to conduct a physical inventory of the records located in the seven
warehouse areas. Many of the records we will find in storage should be very similar to those
found in the office areas, consisting of prior years of course. This will speed up the process of
the inventory. Although the physical inventory is a lengthy time consuming process, it is a
necessary step. The information we gather through the inventory process will be the foundation
for the entire records management program. If an inventory is approved, the estimated labor
costs and a sample inventery form will be forthcoming.

[State objectives, findings and problems, but why request/wait for approval? None of
the other recommendations are qualified as pending approval. You were only requested
to develop a plan for solutions. Check tense. Report should be presented in third person
rather than first person.]

[Labor costs to perform program implementation -- either by in-house staff or consultant
staff -- could be part of report conclusion but should not be part of the
recommendation. |

Summarize the information gathered in the inventory. A records summary groups al! of the
information gathered in the inventory into major records series. This looks at the total records
volume, years inclusive, ownership, usage, and other pertinent information to produce a
composite picture of the Company’s records. This summary will also be the basis for our
retention schedules,

{This could be a task or step of the next objective.]

Develop records retention schedules. Retention schedules are a management tool that will
identify what records we have and how long we have to keep them. A committee representing
the various departments will develop a listing of time periods for retaining each records series in
the active office areas and in inactive storage, The committee will also assist in identifying those
records that may have historical value or those that may be considered vital to the continued
operations of the company. All retention periods will be approved by Mr. Spencer, the corporate
attorney, and the tax auditor.

[What about reguiatory research of retention requirements? Be more specific about the
departments which will be part of the commitiee. What about audit and legal
department reps as part of the committee? How long will the committee be in place?
What are the benefits of retention schedules, i.e., elimination of duplication,
identification of office of record (explain this concept), etc.]

Implement records retention schedules. Inactive records will be removed from active office
space by boxing them up and preparing them for storage or destruction. According to records
management industry statistics, approximately one-third of records in typical active office areas
can be destroyed, another third can be transferred to inactive storage, and the final third is all that
is really needed to satisfy the day-to-day operational needs of that department, The retention
schedules will also be used to identify those records in storage at the seven warehouses that are
eligible for destruction. Records to be destroyed will be separated from those that need to be
retained Detailed lists of both will be maintained With the approval of the departments that
created and used the records, those identified as obsolete will be scheduled for destruction.
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[Why implement records retention schedules? What determines inactivity status of office
records? What will be done with those records which are not destroyed? Why will
detailed lists be maintained? For what purpose? How will they be maintained? Is
departmental ‘approval’ really required? Why?]

Plan the destruction. An assessment will be made of records destruction methods available
locally. Factors that will be considered include: confidentiality needs, cost, location, services
offered , and the reputation of the company [What company?] through other users. After
selecting a destruction method, the process of disposing of SJ’s obsolete records will begin. The
active office areas should be emptied first te allow for the smooth conduct of day-to-day
operations with the warchouse areas to follow. An 8J employee will witness the destruction, and
certify that destruction was carried out according to SJ’s instructions. Certificates of destruction
will also be provided for the witness to sign and will become a permanent record of the
transaction.

[List/discuss the various destruction methods. Too much detail about “how’ destruction
will be accomplished and not enough information as to 'why’.]

Implement a vital records program. Vital records are those that are necessary to continue or
resume business operations in the event of a disaster. Using the records retention schedules and
those records identified by the committee to be vital, a protection program will be developed.
This step will work in conjunction with the next step of providing for the storage of the inactive
records. '

[Provide examples of usual vital records.}

[?? Don’t understand the last comment in this objective or its relationship to inactive
storage.]

The most economical method of protecting vital records is to store duplicate copies at alternative
off-site locations (You should try to keep in mind that only 2-3% of a company’s total records
volume is truly vital. Resist the temptation to deem all of “your” records as vital to company
operations.)

[What are the other methods of vital records protection? What are the
advantages/disadvantages of each method? Describe off-site alternatives.}

[The last comments in () should be incorporated into the description of the problem or
recommendation rather than as a “personal” note.]

Plan for the efficient storage of the remaining inactive records. Once records approved for
destruction have been removed, the remaining boxes will be centralized into one organized
storage location. One possibility is a commercial records center if one exists locally or within an
acceptable distance for operating needs. This would allow SJ] to rent space as needed for a
monthly storage charge and various service fees. Another possibility would be to establish a
company operated records center in a facility already owned or leased by SJ. This would release
SJ from the lease obligations it currently has with seven multiple locations. The best options will
be evaluated with concerns for the following criteria: Space availability (present and future
requirements), security, operating needs, staffing requirements, and cost.
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[No statement of problem, discussion or findings. Alternatives are recommended but
need to be better organized in their presentation; include basic advantages and
disadvantages of each. What would be considered in the cost justification of the
corporate vs. commercial alternatives? Physical features and facility construction
requirements should also be included as evaluation criteria.]

[Additional points to cover. Do any of the current seven storage locations meet the
criteria? What are some things to be considered in evaluating a commercial records
center? How will the stored records be managed? What about access and security
measures? What type of equipment and amenities would be required for an in-house
records center? No mention of utilization of standard records storage boxes.}

Plan for the storage [or maintenance/management?] of active records in office areas. A records
file plan will be developed with input from the department personnel to make the maximum use
of floor space and filing equipment. SJ should be able to file the remaining records in fewer
cabinets, freeing up valuable floor space. They will be able to accommodate more employees in
the same amount of office space and thus avoid having to expand the building as soon as it
otherwise might have. The excess equipment may be salvaged for additional uses which would
postpone future expenditures. Depending on its condition, it may also be sold as used equipment
or used as trade-in allowance on newer equipment.

[Is “the maximum use of floor space” the only reason to implement a file plan? This is
more a discussion of the benefits of the “Implement records retention schedule” task
rather than the reasons for and benefits of file plan implementation. No indication of the
problem this recommendation would solve or of the benefits of its implementation. How
would implementation happen? Qther points to consider: standardization of filing
practices, supplies and equipment; establishment of control procedures relating to
procurement and issuance of file equipment; centralized vs. decentralized file areas.]

Long-Term Objectives

Once the basic program is in place, long-term objectives to enhance the effectiveness and
continued assurance of the program can be implemented.

Study and refine records creation procedures. According to records management industry
statistics, 70% of all records costs are incurred at the creation phase. SJ’s current policies and
procedures in creating correspondence, reports, and directives will be studied. Plans to increase
efficiencies and decrease its legal exposure will be developed.

[Insufficient discussion. Examples of plans or specific suggestions on increasing
efficiency and decreasing legal exposure would be good here. ¥

Institute forms control. Forms are the most widely used type of business record. Through a
forms control program, SJ can eliminate duplication of forms, design more efficient forms that
cut down completion and processing time, reduce labor costs, and reduce storage costs.

[Insufficient discussion. How will this be accomplished? Additional staff required?]

Design more efficient filing systems. SJ currently does not have any policies or procedures in
place to assure that records now being filed will be found in a timely manner to serve the putpose




for which they were created. SJ needs to consider implementing a uniform filing or classification
system, color-coding filing systems, charge-out and check-back procedures, indexing procedures,
and installing appropriate filing equipment to improve its active filing systems.

[Was this not discussed in the last task under Mid-Term Objectives? The instructions
specified a task can be discussed under only one category.]

Investigate the potential value of applying advanced forms of technology to SI’s recordkeeping
function. Before determining the risk factors and possible return on investment with any type of
technology, SJ must understand not only the technology, but also its own workflow and
documentation. Simply put, it must first organize its paper based system before efficiently
applying any form of technology.

[Adequate discussion of problem but no statement of analysis of current situation,
reasons for consideration, or benefits derived from use of technology. List and describe
usual types of technology - micrographics, imaging, etc. -- used and potential
applications.]

Establish an archives for the company’s historical records. By maintaining its historical records,
the company can document its own history and provide materials for advertising campaigns and
public relations activities. Since this is a family business, its historical records are integral to the
history of the Smart family. An archives program can be established to protect these records and
make them available to the family, to employees, and if the Board approves, to cutside
researchers.

[This would be a good place to discuss the specific restoration of the damaged records
from the basement as mentioned in the short-term objective. What are any special
considerations for protecting historical records? Recommended staffing?
Recommended organizational location?]

Continue to update the records retention schedules. Laws and regulations, as well as operating

requirements, change frequently, now more than ever. The retention schedules will need to be

monitored and updated to reflect those changes and to continue to be in compliance with them.
[Who will update/maintain?]

Audit the various departments for compliance with the records management program’s policies

and procedures. By conducting periodic audits, which may be performed by the internal audit

staff, deviations from the policies of the program can be detected and corrected as necessary.

[What about following established retention schedules?]
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General Comments:

* Discussion of objectives and tasks needs to be more specific in setting out the three parts of
each task: problem analysis and findings, discussion of the problem, and recommendation for a
solution. :

* You were hired to only develop a plan for recommending solutions for the RM issues, not to
implement the plan or to actually perform the tasks. Tense and subject should be changed from
first person to third persan to reflect what should be done, not that you wiil do it, i.e. “"We will
then proceed to....", "“An assessment will be made....”. Subject and verb tense should be uniform
throughout the report. :

* Other elements of a records management program which should be considered for
incorporation into the plan, include, but are not limited to: development of a RM manual
explaining the program, describing procedures, etc.,; evaluation and implementation of records
management software to track and maintain the corporation’s records; training and education
Jor all personnel responsible for maintenance of files, as well as orientation training for
management personnel in the program objectives and operational aspects; development of a
system or procedure for complying with subpoenas and managing litigation support; provision
of “consulting services” by in-house personnel to operating departments in the areas of flling,
space utilization, design of file areas, efc..

* The report should also have a Conclusion. Elements to consider including in this section are:
results and benefits realized from a fully implemented records management program, projected
manpower requirements, a plan of action or time frame for accomplishing the objectives, sample
Jorms and cost analysis worksheets, etc.
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PART VI SAMPLE CASE STUDY

WASTEWATER TREATMENT COMPANY

Background
Wastewater Treatment Company (WTC) was founded on the principle of providing a scund

environmental treatment solution for non-hazardous wastewater. Wastewater Treatment
Company intends to build a network of treatment facilities throughout the United States, It is an
emerging company and has only been in business for one year. It is still in the “start-up” phase,
meaning it is not yet enjoying profits from operations because it does not yet have a facility built
and operational.

Because it takes several years to develop a city market to support such an undertaking, the three
major shareholders have decided to fund the project through a public offering. The prospective
city must alter its ordinances to lay the groundwork for a treatment facility, which may take a
year or more.

The business plan has been prepared, a city selected for the first operation, a treatment facility
designed and a city prepared to accept the facility into the business community. In preparation
for bringing the business to public offering, the major sharehelders have engaged your consulting
firm to design a comprehensive Records Management Plan for the new business.

The organization is presently composed of a President, a Vice-President of Finance, a Vice-
President of Marketing, a Vice President of Commercial Development, an Engineering Director,
an Operations Manager and an Administrative Assistant. The major shareholders are frustrated
because whenever they contact the President’s office for an update of progress on individual
action items, they experience a delay in the retrieval and presentation of the proper information.

Upon closer inspection, you find that the President is not properly delegating activities, but
letting all business dealings accumulate in his office. He spends most of the day on the telephone
when he is in town and leaves the office in disarray when he is traveling with no way to find
documents in the many stacks of paper in his office.

The major shareholders are not only concerned with access and retrieval of critical documents
during the early stages of the company’s growth but also with the ongoing protection of vital
company information, security of confidential company plans and customer information, and
with the rapid growth of correspondence within the company. They are intrigued with the idea
of records retention schedules for establishing a plan for disposal of information. However, they
are equally concerned that the proper information is being created in the first place to satisfy
local, state and federal environmental requirements.

All company staff use 486 computers which are networked together for communications. Each
functional manager is creating his own filing system, both on the computer and in hardeopy
format. The Operations Manager keeps his plant equipment and vendor files in a plastic crate .
under his desk. The file folders have evidently been used before because they bear labels from
other projects bearing no relevance to this business. His files most closely represent the type of
files which are likely to be retained by an actual Treatment Facility once a site is built and
running. The company’s personnel files are kept in an unlocked open shelf cabinet in the
hallway next to the exit door.



Some of the key record series of the organization are:

¢ Regulations and ordinances for municipalities and documents showing compliance measures
required to satisfy those regulations and ordinances

Process design records

Prospective customer profiles

Prospective waste haulers’ profiles

Key local government contacts

The Marketing and Commercial Development files are arranged by city name. Also, many
records are in the trunk of the automobile of the Vice-President of Commercial Development.
He has also expressed a concern about being consistent in the way that he collects information
from the field.

Many outside professional firms have been engaged in the evolution of the company’s business
functions, including:

Law firms,

Engineering and architectural design firms,
A nationally know auditing firm,

An outside payrol! service, and

An advertising firm.
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There seems to be many WTC corporate records located at those firms; however, the firms have
_received no guidance with regard to WTC’s access to the records which those firms are creating
on WTC’s behalf.

The company offices are in a high-rise office building in an exclusive part of town. Recently,
while driving into the parking garage for the building, you noticed several large, green trash bags
with records spilling out sitting next to the dumpster in an unprotected area. They had evidently
been removed from the office building the night before but left outside the dumpster because it
appeared to be full to capacity.

Action

Your firm has been engaged for a two month period to develop a comprehensive Records
Management Plan, Prepare a narrative of the components of the Records Management Plan for
WTC.

Begin your report with an overview section that contains two parts: Statement of the Problem
(explaining the basic overall problem that you think needs to be resolved in the sitation) and the
Summary of the Overall Findings ( a brief description of the major factors that you have
determined). Then arrange your analyses, discussions, and recommendations into three
categories; short-term (plans that require immediate action), mid-term (plans that are
necessary to implement after you present your report to top management and it has been
approved), and long-term objectives (plans that must be done, but that do not require immediate
action). Associate related tasks with the objectives. You may have more than one objective in
each category. However, you may not discuss the same objective and its related tasks in more
than one category.




PART VI SAMPLE CASE STUDY

JANOBEK JEWELERS, INC.

Problem

The company has maintained a file department for centralized filing of active materials since
1950. However, prior to 1970 few departments took advantage of the facilities and service
offered.

As for active records, the departments originating them had complete control, making
arrangements individually for space in vacant areas of company-owned buildings in which to
store them when they were no longer needed in the offices. To rid offices and/or storage areas of
obsclete material, most departments depended on sporadic housecleaning rather than systematic
destruction schedules. The practice followed by departments in transferring records from office
to storage area and eventually destroying them was usually set forth in informal
intradepartmental memoranda. Thus, the volume of paperwork in storage grew steadily. By
1968 inactive recerds occupied a total of 8,000 square feet of space divided among seven
locations - all in the same geographic area. In addition, there were many inactive records in the
office area.

Availability of space, rather than systematic arrangement, had governed where records were
stored and, although it was generally known where a particular document might be found, all
documents of a specific classification were not necessarily in the same location. In fact, an
employee frequently had to visit several of the seven locations in order to get a complete, mnning
story on one project. Records removed from storage for reference were seldom returned to the
package from which they had been taken and, since no one was responsible for keeping the files
in order, bundles, boxes, and transfer cases in the storage area were often left open, with their
contents spilling about on the floor.

The company had begun to grow rapidly after 1960, and the space available for records storage
was depleted. The comptroller, whose records represented a large portion of the inactive
documents in storage, became concerned that many important records were inadequately
protected and were hard to find when needed. It was evident that a new approach to records
storage was required.

Action
You have been hired as a consultant to aid Janobek Jewelers, Inc. by making a complete study of
their files and filing practices and how they might be improved.

List and discuss the steps you would follow and the recommendations you would make, as well
as the rationale behind those recommendations.



PART VI SAMPLE CASE STUDY
ANSWER

Janobek Jewelers, Inc.
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NOTE: This sample case study and answer was taken from Appendix D “CRM Examination
Outline and Sample Questions™ in the 1984 edition of Information Resource Management by Dr.
Betty R. Ricks and Dr. Kay F. Gow. Be mindful of the fact that the CRM examination process
has been revised since this sample case study was printed. You will realize that this sample case
study is very similar to some of the other sample case studies but offers a different problem and
solution.

A narrative report like you would present to top management is the required response. Lists or
outlines are not acceptable as case study answers but are provided here as an example of the
elements which should be discussed in the narrative response.

IT IS VERY IMPORTANT THAT YOU ACTUALLY PRACTICE WRITING SAMPLE
ANSWERS IN THE ALLOTTED TIME FRAME. Timing is extremely important in taking
Part VI. It is easy to read these answers and think, “Yes, I would have thought of all those
points,” but writing under pressure is a difficult restriction. Use these bullets as a starting point
to practice writing an answer to this case study. Remember, re-iterating bullet points is not
acceptable; a narrative report that illustrates your organizational abilities, logic, problem-solving
skills and depth of knowledge is the required response.
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Answer

There is no standard answer for case studies. Individual approaches are taken into account in
evaluating answers. Each case study has a series of elements essential to a proper response. For
the Janobek Jewelers, Inc., case study, the following elements are among those that should be
considered in the answer:

1. Prepare for the survey by meeting with the officers to determine their concerns and secure
their support.

Prepare by reading company regulations on files.

Prepare by studying existing retention schedules.

Study vital records program and archives program.

Study equipment and supplies procedures.

Conduct survey of central files area.

Survey files in decentralized departments.

Survey seven storage areas.

Interview workers in files and file users.

10. Collect facts on the file ages and volumes.

11. Analyze findings and develop alternatives.

12. Consider centralized versus decentralized files.

13. Consider records centers, vital records, and archival needs.
14. Analyze disposal of obsolete records.

15. Check commercial records centers and equipment vendors.
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16.
17.
18.

Check absence of total records management program.
Discuss findings and proposals with key managers.
Prepare final report, audit, and follow-up.

Recommendations should include:

I R N

9.
10.
11,

Establishing a total records program.

Providing for records manager position and staff and a budget.
Inventorying all records, active and inactive,

Preparing records retention schedules.

Coordinating schedules and obtaining necessary approvals.
Establishing central records center/vital records program.
Developing records center operations, procedures, and facilities.
Disposing of records which have exceeded their retention period.
Establishing an archival program

Consolidating holding in one location.

Initiating investigation of new technologies to facilitate the program.



























