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Records/ Document/ Information & Archive Management [RDIAM]

Introduction

In response to ongoing requests from Field Offices of various UNPOs for records and information management guidance, a draft on how to proceed in developing pilot projects related to Records/ Document/ Information & Archive Management [RDIAM] using a Common Services approach was developed by WGARM.

This approach attempts to maximize the benefits from ongoing WGARM projects such as Appraisal Decision Assistance [ADA] and Digital Archives Programme [DAP], which are NY based, for application within a field office [FO] environment, drawing on the combined experience, expertise and community of practice from the various UNPOs.
The initial suggested projects identify main functions and record series, establish appraisal values and identify Records Management tools for the tracking and managing information of special interest or priority to FO managers.  The frame work assumes decision makers agree to the importance and scope of the project and confirm the availability of resources for pilot projects.
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Developing a Records/Document/Information & Archive Management [RDIAM] Pilot Programme 
In Country or Regional Field Offices
A United Nations Community - Common Service Approach
	Executive Summary
In order to maximize benefits from ongoing WGARM projects (including Appraisal Decision Assistance [ADA] and Digital Archives Programme [DAP] see footnote #1), which are NY based, it is may be possible to establish related Records/Document/Information & Archive Management, RDIAM, pilot projects in specific country or Regional Field Offices [FO],  should resources be available.
The project proposed would identify main functions and record series, establish appraisal values and identify Records Management tools for the tracking and management of the information that is of special interest to FO managers.
This “parallel” approach for some pilots would allow for the sharing of knowledge, experience, community of practice and lessons learned between NY and FO while strengthening Common Service strategies and long term planning.  
In addition, the FO ‘start up’ project and pilots would ensure proper preparation for a phased comprehensive RDIAM programme for their location that could be implemented as resources become available or necessity may demand. They would also serve to place FO in context to maximise any potential benefits from the planned WGARM ADA and DAP deliverables.  
The framework assumes:

a.  Decision makers agreement as to importance and project scope for the location; 

b.  Listing Record series for the main functions using a tested RDIAM tool that is scalable and easily updatable during the start up and pilots. 

c.  Prioritization as to the actions and functions to be covered by the  pilots : Series or Sub-groups further identification, Workflow analysis and possible redesign, Item registration and electronic tracking, paper record Digitization, Vital Records Protection etc.;

d.  Confirm resource availability for FO Pilots including overview presentations, introduction and technical training, monitoring status reports, test equipment and software etc.
e.  Eventual distribution of lessons learned from the pilots and incorporation in interactive training materials the guiding  principals and specific examples which can be shared and adapted by progamme mangers and other “generalists” to local RDIAM conditions in various locations.
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Developing a Records/Document/Information Management Programme
In Field Offices

1. Background
The Working Group of Archives and Records Management, WGARM, is currently involved in two ongoing projects
:  Appraisal Decision Assistance [ADA] Project and the Strategic Plan for a Digital Archives Programme [DAP] (Phase I).    These projects are interrelated and are critical elements in establishing long term ‘trusted’ record keeping  practices (e.g. sound management practice required of an organisation to enable its efficient operation, accountability, integrity of audit trails and institutional memory) throughout the UN Participating Organizations.

Although the scope of these projects is NY related, the concepts and processes may be applied to Field Offices [FO] as well.  This is especially true of digital records since information contained in digital records is often sent directly from Field Offices to Headquarters.  Therefore considerable efficiencies can be gained not only within the FO but also between NY and FO when improved RDIAM processes are implemented.

The results of the above mentioned projects are far from determined; it is possible to initiate similar exercises in the FO following tested approaches.  This exercise ensures proper preparation and development of a phased RDIAM programme that could be implemented as resources become available or necessity may demand.  Therefore, this brief paper explores the possibility of developing such a strategy.   
2. Introduction
Although policies and procedures govern most aspects of the UNPO operations, (from Finance to Procurement to Human Resources to Programme Managers), there is generally a lack of administrative management which governs records, documents and information that constitutes the core elements of the above mentioned areas.  Problems related to this condition have increased due to the large volume of digital records being generated as well as ongoing technology changes which often raise record preservation issues. 

Currently most records are created within a desk top computer environment but not reliably managed, captured or appropriately preserved in digital format.  In addition paper records, documents received or printed in hard copy, are often incomplete and not managed properly in offices of origin.  This creates significant risks since critical organizational knowledge assets may become lost or inaccessible.
This situation is often amplified in Field Offices (FO) where critical operational documents as well as original project related records reside but, at times are neglected due to lack of resources, guidance or operational procedures.   

While this brief paper is not a comprehensive report to address these issues in their entirety, it is intended to be a starting point to develop a common strategy for a FO Records/Documents/Information Management [RDIAM] Programme.

3. The Common Services Approach
In this regard, a Common Service approach, using accepted Common Services Management Principals and Procedural Guidelines, is an effective and efficient method to address this area in Field Offices.  
As noted in “Operational Guidelines for the Implementation of Common Services” (See Operational Guidelines, dated 7 December 2000, for more details), this approach includes:

· Management Principles: secure Senior Management sponsorship, good governance principles, communication and transparency, user focus, train to enable change, implement with well-planned milestones starting with the ‘easiest’ and establish on going performance measurement system. 

· Procedural Guidelines: establish a management framework for Common Services, manage and implement Common Services, measure and assess established system. 

4. Records/Document/Information Management Programme 
Although considerable differences exist within ‘operational’ conditions of field offices, i.e. technology, resources and staffing, there are common components related to records and document management.   

In this regard, the key elements of Records and Document Management Programme include:

· Comprehensive list of  Record Series (main subjects, functional areas or groups, sample attached);
· Functional Requirements for Record Keeping;

· File or document management/tracking ‘tool’ (manual or automated/computerized system);

· Basic File code structure (Global Classification Code);

· Appraisal Retention Schedule (retention and destruction, paper and digital);

· Archives Facility (paper and digital);

· Management (accountability), Policies and Procedures and Technology governing and supporting the above;

· Security, Control and Record Access, Disaster Recovery Plan; 
· Vital Records Protection, Digitization prioritization;
· RDIAM Common Service Implementation Models, such as centralized, decentralized or a hybrid.

It should be noted that many of these elements are inter-related as well as inter dependant and therefore it is recommended to start developing the RDIAM programme from the ‘foundation’ or series level.  In addition, the Programme should address the above mentioned elements by planning for both capturing, maintaining and preserving electronic records as well as the controlling and tracking of paper records, thus ensuring that all types of records are available as an informational resource. The RDIAM Programme should cover the full record cycle from creation or receipt, registration, distribution, filing, transfer to storage areas and retrievals for reuse of both electronic and paper records and include policy and procedures, long term management and governance as well as technology issues.

It is equally important to identify and use a Record and Archive Management (RAM) Tool at an early stage of such an exercise.  The tool, such as the Australian product TRIM from Tower Software, should be scaleable and work on an individual PC or a network, track paper as well as electronic records and the data set should be easily exportable.  This tool would be used for data collection, tracking/sharing information and general records management purposes.

5. Records/Document/Information Management Work Plan 
The development of a RDIAM Work Plan to implement components of such a Programme should be adapted to local conditions/priorities.  Attached for reference is a generic work plan, Annex 1, which along with other documents outlining minimum record standards and requirements as well as various relevant forms and checklists, could be contained in a RDIAM ‘package’ to assist FO in this effort.

As noted in the Common Services Guidelines, it is suggested to start with projects that are ‘easily’ applicable using simplicity and flexibility of approach, which will pave the way for broader ranging initiatives.   A sample project initiative is attached, Annex 2 for reference.   
6. RDIAM Proposal
The establishment of a Common Services Approach and the development of a RDIAM Programme and Work Plan are the first steps to strengthen the efforts of FO in the areas of records and document management.   

As an initial or start-phase, it is strongly recommended that field offices begin to identify their record ‘series’ as well as establish priorities based on particular business objectives.  Identifying Record Series will facilitate the establishment of appraisal values and digitization priorities as well as expedite plans for enhanced record security, disaster/recovery plans, vital records programme, electronic record keeping and digital archives.  

Therefore, the following steps are proposed:

1. Identify a FO or regional office that is familiar with a Common Service approach  and has expressed an interest, either directly or indirectly, in strengthening their records and information management processes;
2. Determine the scope of a project; 
3. Identify project requirements; 

4. Make resources available.
This initial effort and the lessons learned would help develop a template or model for the future participation of other FO in the RDIAM programme and go to scale.
7. WGARM Role
In order to assist this type of Common Service exercise, WGARM would share its collective Records and Archive management experience, background information (documents, templates etc) and expertise.  In addition, depending on resources, availability and budget, WGARM may also provide technical and logistical assistance, support and guidance through short missions and follow up maintenance strategies.
8. Conclusion
As noted, the minimal general requirements to initiate a RDIAM project include: 
· Decision makers agreement as to importance and project scope for the location; 

· Listing Record series for the main functions using a tested RAM tool that is scalable and easily updatable; 

· Prioritization of actions and functions to be covered by the  pilots: Series identification, Record keeping functionality, Workflow, Vital Records Protection, Digitization, Item registration and electronic tracking etc.;
· Confirm resource availability for Pilots including overview presentations, introduction and technical training, monitoring status reports, test equipment and software etc.
· Distribution of lessons learned from the pilots and incorporation of results in training materials which can be shared and adapted to local conditions in various locations
If this approach to in developing a RDIAM strategy in Field Offices is found to be generally acceptable, further details, such as budget and required resources, would be developed.

Working Group on Records and Archives Management, WGARM, 4 November 2003

Annex 1

Generic RDIAM Work Plan *

Start up
· Develop Statement of Work (SOW) and general strategy;

· Establish commitment to a common vision 
· Determine scope, establish priorities and phased projects
· Obtain senior management support
· Preliminary RDIAM investigation 

· Collect information, obtain understanding of record keeping factors, establish RDIAM awareness
Assessment and Analysis

· Analyze business activity related to RDIAM concepts

· Identify and document business functions, activities and transactions;
· Measure Risks (Risk Analysis)
· Identify current RDIAM functional requirements (Needs Analysis/Assessment)

· Examine business record keeping requirements related to main functions and record series;
· Assess existing RDIAM infrastructure including Administrative and Technical 

· Review and assess current systems, policies, practices (Survey/Inventory)
Design and Decision Making

· Design local RDIAM Programme
· Design a Programme that incorporates Policy and Procedures, Management and technology components including alternative models 
· Identify implementation strategies (short, medium, long) 

· Determine feasible and implementable strategies to meet established goals

· Scalable and phased 

· Models based on established priority, resources etc.

· Decision Making

· Make an informed decision based on establish criteria 

· Establish required resources – support, technology, knowledge (Cost Benefit)

· Identify resources required of system

Management and Governance
· Training 

· Educate staff about system, policies, procedures

· Change management, i.e. cultural and behaviour, 

· System Implementation

· Establish new policies, initiate related procedures, roll out technology

· Implement RDIAM Pilot project (see Review below)

· Full RDIAM implementation 

· Review, maintenance and governance

· Gather information on the effectiveness of new system, rectify any problems, enhance where necessary

· Measure performance and assess system

*Adapted from DIRKS Methodology – a comprehensive approach to system design that includes  record keeping functionality to meet particular business needs ( http://www.records.nsw.gov.au/ )
Annex 2

Sample Project Proposal

PROPOSAL: Identify major Record Series, priority groupings and functions; identify RDIAM tools, review record keeping functional requirements and conduct a pilot project   
SPONSORING Participating Organizations at specific locations: To be determined
General Description

Initiate a Start up Phase of Records/Document/Information Management [RDIAM] Programme in a Field Office by identifying and describing major record series and groupings; establish priority series and their record dependencies and make preliminary mapping of related file folders; review record keeping functional requirements; conduct a pilot project which tracks and identifies priority series descriptors and related documentation in a data base using a RDIAM tool (TRIM or better); establish additional pilot projects, such as digitization, archiving and correspondence tracking as resources may be available.

Primary Project Goals

Identify and describe main Record Series and sub series; 

Create and update Record data base; 

Establish priority record groupings and main folders;

Track workflow, dependencies and related documents of priority series;

Map the lifecycle of main records series; identify roles, responsibilities and procedures to be followed;
Review record keeping functional requirements; identify and use RDIAM tool that meet RDIAM minimum standard requirements.
Scope 

The scope of the project would include paper and electronic documents and records required by a pilot division within particular Participating Organization.  Procedures would be modified to match the work flow of the target offices using the current tools (records and archives management system) available and tested.  For each section the set-up process will include the capture of a significant volume of a variety of document types in electronic and paper form from the divisional priority record series.  

Requirements

Internal discussions and interviews are needed to develop details and reach agreement on how to define record series dependencies that are essential in structuring improvements or documenting the workflow. 

Simple procedures and presentation materials need to be prepared for information and training purposes.  Presentation material would be tailored to assist staff with scanning or cross referencing issues. Special reports to assist work units will be designed.

Records should be registered early in the lifecycle; important documents are registered and either attached or scanned in.   Electronic Items must be registered and related to proper [and sometime multiple] established folders in order to ensure sharing of information and tracking of priority items.
WHY THIS IS NEEDED:

There is generally a lack of administrative management governing records, documents and information.  This creates significant risks since critical organizational knowledge assets may become lost or inaccessible.   Identifying Record Series is the first step in developing a Records/Document/Information Management Programme.   Introduction of a RDIAM tool for a pilot project demonstrates the value and empowerment of knowledge and information sharing.  
WHO IS IT NEEDED BY:

· UN Participating Organizations
BENEFITS:

· Establish the intellectual – and eventually physical and electronic – organisation of information;

· Improve the management and organization of files, facilitate the ability to find and locate files;

· Improved business record keeping;

· Reduce duplication as well as paper and files in office;

· Link to retention / destruction schedules to allow protection or disposal of electronic records;

· Increase security and access control of records;

· Facilitate the establishment of appraisal values and digitization priorities 

· Expedite plans for enhanced record security, disaster/recovery plans, vital records programme, electronic record keeping and digital archives;
· Maximize benefits of WGARM project currently underway;

· Strengthen Common Service approach.

CONSEQUENCES OF NOT DOING THIS:

· Critical knowledge assets may be lost or become inaccessible;
· Increased staff time to locate information;
· Increased digitization and archival costs;
· Increased storage (physical and electronic) costs;

· Reduce office efficiency and effectiveness;
· Impede electronic record keeping initiatives.
	Resources Required (to be determined based on project scope)
· Advisor, local RDIAM coordinator, local team, organizational representative, minimum system and equipment requirements and budget 


INTERDEPENDENCY WITH OTHER PROJECTS:

· Common Services Digital Archive Project;
· UNPO’s Appraisal Decision Assistance Project 

	COST IMPLICATIONS: to be determined
	


Annex 3

Action Plan – DRAFT

Project - Initiate a Start up Phase of Records/Document/Information Management [RDIAM] Programme in a Field Office by identifying and describing major record series and groupings; establish priority series and their record dependencies and make preliminary mapping of related file folders; conduct a pilot project which tracks and identifies priority series descriptors and related documentation in a data base using a RDIAM tool (TRIM or better); establish additional pilot projects, such as digitization, archiving and correspondence tracking as resources may be available.

Summary: The Work Plan uses a Common Service approach, operating in cooperation with WGARM HQ and related initiatives, applying generally accepted Records and Archives Management concepts and principals, to develop a RDIAM Programme within a specific location in a phased and scaleable approach.  The Work Plan includes a RDIAM Project Coordinator (Technical Assistance to be determined) of  6 visits for a 1 - 2 week duration over a 1 year period, depending on the local RDIAM conditions, project priorities, availability of staff, budget and related resources.

	Item
	Duration
	Participants
	RDIAM Proj. Coordinator Schedule

	Phase I Project Initiation 
	
	
	1 visit - 2 weeks

	1. Project overview/establish focal points/Work Plan
· Make introductory presentation, provide overview;
· Establish RDIAM awareness and understanding of concepts; review record keeping functional requirements;
· Plan what is to be achieved, scope of work;
· Establish Common Services focal points/coordinator and local RDIAM team;
· Develop business case, obtain senior management support;

· Develop work plan.
	2 weeks
	RDIAM Project Coordinator/

Local Coordinator/

Local RDIAM Team
	

	2.  Tools and Procedures

· Demonstrate and train users on the RDIAM tool (TRIM or better);
· Develop and demonstrate record series collection procedures using RDIAM tool [minimum of one series from each PO];

· Provide read access to shared folders via the Web.
	1 week
	RDIAM Project Coordinator/

 Local Coordinator/ Local RDIAM Team
	


	Phase II Assessment, Analysis and Project Development
	
	
	4 visits – 1 week each

	3. Conduct an initial Records Series Survey/Inventory

· For each PO conduct a record series inventory of major functions and groupings and enter initial data in RDIAM pilot tool;
· Record initial retention schedules based on local current use and practice;
	2 months 
	Local Coordinator/

Local RDIAM Team 
	1 week


	4. Based on record series survey, conduct assessment and analysis of priority series 

· Examine business record keeping requirements  

· Identify and document workflow e.g. business functions, activities and transactions; 

· Conduct Risk and opportunity analysis; 
· Conduct Needs Assessment - Identify current RDIAM requirements to ensure business continuity, legal and local expectations (govt.);
· Assess existing RDIAM infrastructure including administrative and technical areas; review current technical (IT) infrastructure and assess hardware and software requirements to support RDIAM in each PO
	2 month 
	RDIAM Project Coordinator/ Local Coordinator/ Local RDIAM Team
	1 week

	5. Training for Pilot Project

· Raise general level of awareness concerning RDIAM;

· Develop training material;
· Initiate train the trainers; train Local PO staff to enter data in tool.
	1 week 
	RDIAM Project Coordinator/ Local Coordinator/ Local RDIAM Team
	1 week

	6. (a) Conduct a Pilot Project for Priority Series (required)

· Conduct Records File folder inventory listing and enter all information in RDIAM tool data base;
· Link priority series to standard retention schedules and note where further discussion guidance required.
	1 month
	Local Coordinator/

Local RDIAM Team

Individual work unit for priority series-functions
	1 week

	6. (b)  Conduct an additional pilot for Priority Series in one or more of the following areas:  (optional - depending on resources and requirements) 

· Digitization of priority series paper documents

· Registrying and tracking of key correspondence for Div/Section Chiefs

· Establish record centre and archives facilities   
	To be determined
	To be determined
	To be determined

	Phase III Governance
	
	
	1 visit – 2 weeks

	7. Management, policy/procedures, technology

· Update RDIAM policy and procedures, establish governance;
· Indicate where workflow change seems indicated;
· Make proposal for tech upgrade if appropriate.
	1 week 
	RDIAM Project Coordinator / Local Coordinator
	

	8.  Project Review
· Review results of  Phase II and most recent project deliverables from WGARM;
· Gather information on the effectiveness of new process, rectify any problems, enhance where necessary;
· Measure performance and assess.
	1 month
	RDIAM Project Coordinator/ 

Local Coordinator
	

	Phase IV Go to Scale
	To be determined
	To be determined
	To be determined

	9. Full Implementation

· In a phased/scaleable approach, implement results of pilot throughout FO  
	
	
	

	10. RDIAM Programme

· Decide RDIAM priorities and next steps;
· Identify future budget and funding options;
· Develop long term RDIAM maintenance and governance strategy.

· Distribution of lessons learned from the pilots .

· Develop interactive and web based training materials of guiding  principals and specific examples which can be shared and adapted by progamme mangers and other “generalists” to local RDIAM conditions in various locations.
	
	
	


� The NY based WGARM originally identified 19 records and archives related areas where a common service cooperation seemed sensible. In interest of practicality, after the initial presentation and discussion with Common Service Task Force, the list of highest priority areas with potentially significant immediate impact was reduced to about a half dozen. The TF agreed to fund the DAP and ADA initial project phases and the other needed and related projects have been placed on hold pending the result of the DAP and ADA projects. Members are encouraged to continue to share efforts in any of the other pending areas which are posted to the www.wgarm.net [Plans for Vital Records Protection, Disaster Recovery, Digitalization, Field Advice, Access rules].  
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