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Glenn Frederickson

Since 2007, Glenn has
managed BPO
(business process
outsourcing) client
engagements. He
brings 30+ years of
project management,
technology and
consulting experience,
and solutions design.
He is the Project
Manager for the LDEQ
Contract since 2010.

Tina Gibeson, PhD, CRM

Tina is Senior Records
Analyst at Access
Sciences. Now in her sixth
year at LDEQ, her areas of
responsibility include all
aspects of records lifecycle
management, procedure
development, agency
records training, and
disposition and retention
processes.

ARMA

INF
05 C%N

COMMUNITY THROUGH CONNECTION



Presentation
Overview

EDMS Early History
EDMS Rewrite Project

e (Qverview

* Key Systems Considerations
 Change Management Strategies
e Statics and Key Metrics
 Challenges and Success

EDMS Feature Demonstration




Re:  Implementation of EDMS

R EDMS: Where it Started
On behalf of the Tulane Environmental Law Clinic, I convey our appreciation for the .

work you and your colleagues have expended to make LDEQ records increasingly more
available to the public through EDMS. Certainly, making public records more accessible to the
public produces benefits for us all.

Undoubtedly, this was a monumental task and you should be commended for bringing it
through the pilot phase and beyond. EDMS is already an important tool for our attorneys, our Au gu St 2 006
students, and our clients. We look forward to its expansion and any improvements that you
consider as the system matures.

Please share our gratitude and congratulations to the other members of the LDEQ team
who have worked so hard to implement this system.
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Benefits of EDMS

LDEQ Employees and Staff

* Eliminate file rooms and
associated staff processes

* Immediate, real-time access to
needed information

* Easily share files across
departments, offices, divisions

Public Users

* Eliminated travel requirement to
regional offices

e« 24/7 access to LDEQ documents

e Streamlined process for requesting
public records
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Improved Information Governance

e Centralized scanning and record processing

e Standardized metadata/indexing schemes

 Manage born digital, paper, and non-paper
records through one process

* Centralized disposition management

Legal and Compliance

» Streamline record retrieval for e-discovery,
subpoena, and litigation-related requests

* Legal hold implementation

Reduced Costs

* No off-site storage costs

 Reduced overhead/processing costs for
public records technicians or file room staff
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Since then, EDMS has evolved

@4 7.25 Million
— Documents
~5,000
users/month -
= W

ya

Local, Regional,
National, and
International Access




BUT, after 15 years, EDMS is showing its age

Limitations

e Qutdated user-interface, style

v C
2021

Compatibility issues
Sluggish Performance

Lacking functionality
Low recall and precision for

document retrieval
Steep learning-curve and

unintuitive search strategy

N

Ty T

HC

TION

Fnd Documents
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| Document Search

Al Lookup AT

Date [Bet

Document ID |
Meda | accident Prevention

Ground Water
Hazardous Waste
Inactive & Abandoned Sites

Function | Agency Governance
Air Emissions Inventory
Air Modeling
Alr Montoring and Analysts
Alr Planning
Air Stack and Tank Testing
Aquifer Evaluation and Protection
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TEMPO Activity Number |

Desaption|

Document Type | Anaiytical Data

Document Subtype

Boards and Commissions

| Compliance

Correspondence-Internal
Correspondence-Received
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Financial

ADVF

Agreement/Contract

Air

Annual

Application
Application-Personal Affidavit
Assessment/Investigation
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EDMS Redesign

What can we do to make
it more Google Like?

I N FQ — Karyn Andrews
= ON - LDEQ Undersecretary
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Project Overview: Schedule and Key Components

FIETE Application Development Frod i
Requirements S 2 Deploy o
over

Identify

Application
Design
Architecture
Design

Project Communications

Project & Quality Management
Bi-Weekly Status Reports
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Key System Components: New Features

User Experience “lﬂfi EnMS Q Search Bi Records Requests © Help

* Updated Ul matching LDEQ website design Agency Interest Proximity Lookup

« Improved process screens

° Agency Interest (AI) mapping Base Agency Interest (Center Point for Search) +

1254

Old-Spanis 7, P
Find Agency Interest Within AT
estlake

1/4 Mile v 128475466
5 90

Limit to Agency Interest of Type(s)

Optional

P

luff

Clooney Island.. & Lake Charles
Disclaimer i

Although these data have been processed successfully on acomputer 3
system at the Department of Environmental Quality, no warranty i s £
expressed or implied is made regarding the accuracy or utility of the
data on any other system or for general or scientific purposes, nor shall
the act of distribution constitute any such warranty. It is also strongly
recommended that careful attention be paid to the contents of the
metadata file associated with these data to evaluate data set limitations,
restrictions or intended use. The Department of Environmental Quality
shall not be held liable for improper or incorrect use of the data
described and/or contained herein.
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Key System Components: New Features

User Experience Save Search Criteria
 Updated Ul matching LDEQ website design

Name your search query:
N Improved pProcess screens VSt gabr'el o
e Agency Interest (Al) mapping —

Email me alerts for this search

Customization and Preferences:
« EDMS user account for public and LDEQ
« Save frequently used searches

 Email alert notifications
My Saved Searches

Email alerts notify you whenever new DEQ documents match a saved search. EDMS records are scanned once each day
for new documents. If any new documents match the saved query an email notification will be sent to notify you.

St. Gabriel Facility Q, RunSearch Email me alerts for this search Rename Va 0}
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Key System Components: New Features

User Experience G EDMS  Qsearch B RecodsReauests @ Help
* Updated Ul matching LDEQ website design = &
e Improved process screens «HideFiters
* Agency Interest (Al) mapping Filter by B . 125 45 6 7 8 9 10 . Page 1
Document Date < | DocumentID Al Document Type
Customization and Preferences: . £ O | WA = O Repors
« EDMS user account for public and LDEQ 0 Hazardous waste 1463) O | sseme @ o & | e o | e
 Save frequently used searches =
[ Lead(31) v B 12769423 @ 0 X 1238 Q Permits

e Email alert notifications

Function W

[ [Blank] (54) a 12773421 @ D & 1238 Q Reports
Search Enhancements: ET—— T Y
* Refine searches using filters g:::::;g::m o et bl e
* Separate quick and advanced search () i laoning 9 -
* Dynamically change search layout screen N i ( L @D & we O Comspondencesen
H Document Subtype
Toggle between two display types pssocatsdA < | = e

Q 12749247 N X 1238 Q Permits
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Key System Components: Security and Access

User Authentication
« 3 user levels: LDEQ employee,

registered public user, guest LDEQ EDMS
* Roles and privileges differ by level SIGN IN

Email or LDEQID @

Password Forgot Password?

‘ Continue as Guest ’

‘ Create an EDMS Account ’

QN 15




Key System Components: Security and Access

User Authentication Public Restricted Access Message

Document access denied

3 user levels: LDEQ employee,
registered public user, guest
* Roles and privileges differ by level

Document 12815607 contains security sensitive information. To view this
document, please submit a public records request.

Access Restrictions and Security
* Tiered document access protection based
on users roles:
* Access Right 1: Public/LDEQ ;
« Access Right 2: LDEQ o
e Access nght 5: Authorized LDEQ only as swettinagibeson Clicking this link opens a confidential record which you have access to in order

to fulfill your job duties here at DEQ. Please be aware that in accordance with
LAC 33:1:501, any employee or former employee of the department or anyone
acting as a representative of the secretary of the department who is convicted of
intentional disclosure or conspiracy to disclose trade secrets or other information
that has been determined to be confidential is guilty of a misdemeanor and,
upon conviction, shall be punished by a fine of not more than $1,000,
imprisonment for up to one year, or both.
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Document 12823917 contains confidential information. It should not be
EDMS Logged distributed to unauthorized users.




Key System Components: Security and Access

User Authentication

3 user levels: LDEQ employee,
registered public user, guest

* Roles and privileges differ by level

Download Documents

Access Restrictions and Security
 Tiered document access protection based

Please click the button below to continue.

on users roles: I'm not a robot
* Access Right 1: Public/LDEQ
. Access Right 2: LDEQ ™
* Access Right 5: Authorized LDEQ only reCAPTCHA

Privacy - Terms

Session Captcha for Document Access
* 1time/session click through captcha
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Application Overview: Key Components

Architecture Design

uuuuuuuuuuuuuuuuuuuuuuuu

/pac eSOL/ Oracle
IS Web Servh _

]
SQL Server OnBase

DevOps |
Google Analytics

Network Model

Corpor etwork
Farm
Web Servers

DB servers High
Availability Always On
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Project Overview: Road to the New System

%

Current State

* Qutdated look and feel

* Steep learning curve

* Limited search capabilities
e Limited functionality

* Limited customization

Change Roadmap

Future State

* Modernized look and feel

* Easy-to-use, intuitive screens

* Expanded search
capabilities

* Enhanced functionality

* New customization options

QN 19
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Change Roadmap

4.

L7

(.

Opinion survey to\

solicit feedback
and introduce
planned changes

* EDMS Project
News and
Discovery DEQ

¥
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* |dentify change
champions

e Communication,
word of mouth,
and consistent
messaging

N /

The Prosci ADKAR Model

* Introduce new
features (video,
sneak preview)

* Develop training
and job aids,
help videos, user
testing

* Leverage users
who embrace
new system

* Timely response
to questions or
concern

(e Make use of new\
system the new
normal

* Redirect, phase-
out outdated
functionality

L
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hange Management: A Multifaceted Approach

DISCOVER D))

QAQQ LOUISIANA DEPARTMENT OF ENVIRONMENTAL QUALITY NEWSLETTER

March 2021 Issue Number: 110 n----lllllllll
L T,
.... ENT OF ENV i --nnulnnnllnl
ngg COMMUN|CAT|0NS SECTION CHUCK CARR BROWN, PH.D. ..._. !—
SECRETARY
For Immediate Release: Contact: Greg Langley ” o - /
June 14, 2021 Telephone: 225-219-3964 M (0] de riza t[O nin
LDEQ offering “Sneak Preview” of new version of Electronic Data Management System (EDMS) p ro g re S S !

(BATON ROUGE) - The Louisiana Department of Environmental Quality (LDEQ) is offering a preview of their
new version of the Electronic Data Management System (EDMS), which will go live June 30.

G Azure DevOps & BUGT0EE ol
:‘;ag,;_' glll':”EniEt;'al 1058 UAT Bug: Reported by Manolo.lribe@la.gov 7/26/2021 e P
QJQQ . Manolo Arriaga Iribe 5! 0 comments Add tag

B :owms rewrite - EDMS Video Training

State @ New Area EDMS Rewrite

What is the “Search Submittals” operation? & Operations
The search submittals operation is a new feature available in R it
the 2021 EDMS update. It allows you to track submittals after eration EDMS Rewrite

submitting documents to EDMS. Submit Document h Su r vey M O n key' CCI nta Ct U 5

Repro Steps

@
0
0

5
o
2
D

Where can | find the search submittals page?

The search submittals link can be found under the
ARMA ‘Operstions” tab in the top bar of EDMS, Look for the gear lcon! Bug location: Remove this locg Message: System.Exception: Error: NoContent at Abﬂut EDMS

-
How can the search submittals function help me? RE ' I B u LDEQ.Lib.Utils.HttpClientUtil. HttpClientPostAsync(String strContent. String url)
They flexible search submittals form can be used in a variety of ways. Two exciting possibilities
include:
17-20 C 21
OCTOBER
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Change Management Success Top 5

1. Change Champions

* Core user group of LDEQ employees/records coordinators
» strong opinions and great feedback

QN 22
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Change Management Success Top 5

1. Change Champions
* Core user group of LDEQ employees/records coordinators
e strong opinions and great feedback

2. Gather Feedback and Concerns
 Make it easy for users to participate
* Centralized system for gathering
bugs, reports, issues, comments
* Address issues quickly and consistently

—
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Change Management Success Top 5

1. Change Champions
* Core user group of LDEQ employees/records coordinators
e strong opinions and great feedback

2. Gather Feedback and Concerns
 Make it easy for users to participate
* Centralized system for gathering
bugs, reports, issues, comments
* Address issues quickly and consistently

— .

_I

Lien 3. Leverage Agency Resources
|NFQ * Identify and use available skill sets or potential partnerships across the organization o4

( )N e Graphic designer, public communications, IT, supervisors and executive sponsors




Change Management Success Top 5

1. Change Champions

 Core user. g.roup of LDEQ employees/records coordinators 4. Consistent and Frequent Messaging

e strong opinions and great feedback « Reach public and internal users
* Reinforce design, processes, and skills
—l

2. Gather Feedback and Concerns
 Make it easy for users to participate
* Centralized system for gathering
bugs, reports, issues, comments
* Address issues quickly and consistently

—

_I

Lien 3. Leverage Agency Resources
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( )N * Graphic designer, public communications, IT, supervisors and executive sponsors




Change Management Success Top 5

1. Change Champions

 Core user. g.roup of LDEQ employees/records coordinators 4. Consistent and Frequent Messaging

* strong opinions and great feedback « Reach public and internal users
* Reinforce design, processes, and skills
—l

2. Gather Feedback and Concerns
 Make it easy for users to participate
* Centralized system for gathering
bugs, reports, issues, comments
* Address issues quickly and consistently

—

5. Testing, Training, Testing
* |nvolve users early and frequently
* |terative process throughout project

—
I

Lien 3. Leverage Agency Resources
I FQ e |dentify and use available skill sets or potential partnerships across the organization 6

‘27022‘: QN * Graphic designer, public communications, IT, supervisors and executive sponsors




EDMS: Metrics and Statistics

Google Analytics Usage
 Number of Users
EDMS leverages Google : Number of Sessions
Analytics to track key —
statistics and demonstrate Geolocation
return on investment (ROI) vy
* Real time usage data - City

* Reports and analysis
* Prepare charts and graphs

Feature Use

e Landing Pages
e Search Screens

QN 27
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Rollout Statistic

Classic

Apr1,2021 - Aug 23, 2021 ~

O All Users + Add Segment

100.00% Users
Overview

Users v VS| Pageviews v Hourly | Day Week Month
® Users Pageviews

1,500 20,000
1,000

P | : = N\ \ /\ 40,000
Wa AN BVA
o . ¥ L L L/ J - e = L L \ e W it ——
May 2021 June 2021 July 2021 August 2021
Expanded testing Classic Link provided to all Redirected to Modern Classic Retired
Modern
Apr 1,2021 - Aug 23,2021 ~
O All Users + Add Segment " g
100.00% Users

Overview

Users w WS, Pageviews ¥ Hourly Day Week Month
@® Users Pageviews

1500 30,000

INE . BIVATRTATATATATR
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EDMS System Demonstration

V ae . LOUISIANA DEPARTMENT OF ENVIRONMENTAL QUALITY

Demonstration Focus: Sla EDMS  Qsearch B RecordsRequests @ Help

Document search and retrieval

Faceted search filters

Saved search and notifications Quick Search

Al proximity lookup

Overview of help resources

Public records form EntecAlmumbers ALt

Quick Links

( Q AdvancedSearch> <|2| AIProximityLookup) <° HowtoVideos)

QN 29



https://edms.deq.louisiana.gov/

Lessons Learned: Key Project Challenges

COVID restrictions

Agency workforce shifted to work from home

* Leveraging Teams/Zoom technology and
frequent user engagement allowed for little to no
interruption to project workflow

Slow initial development

Learning-curve for Teleric and Angular framework

* Adding additional development resources
quickly brought project back on track

Web-Crawler/Bot Attack

A web-crawler attack on EDMS slowed system
response time significantly

*Implementation of ReCaptcha on crucial system
components prevents malicious document calls

Unanticipated user stories

Despite extensive user testing, a critical LDEQ
staff function related to submittals was missed

* |dentified issue and implemented a fix within 24
hours of being notified of missing components
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Lessons Learned: Key Project Successes

On-Site support team

* Having a separate Access Sciences team on site
already familiar with the system provided for
critical input on use cases and facilitated
stakeholder engagement and access

Leveraging LDEQ Resources

* Allowing super users early access to the system
helped quickly identify potential issues

* The project team collaborated with several core

LDEQ business units, raising awareness of the
RM Program and EDMS Project

!!EIEIEI,

Project rollout schedule

* A tiered project roll-out schedule allowed users
to gradually move to the new system without
experiencing major interruptions and assisted in
the change management process

Communication and change management

* Users were well prepared for the final cut-over to
the new system

* Despite posing a significant chant to users, the
team encountered no push back to making the
switch
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Questions?

Glenn Frederickson

— Project Manager

— Access Sciences

— GFrederickson@AccessSciences.com
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Tina Gibeson

— Senior Records Analyst

— Access Sciences

— TGibeson@AccessSciences.com
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