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	Note on this paper

	This document provides information that is more detailed than would be required for any one presentation. Wherever possible existing research, projects and studies were used, with particular reference to early findings of the United Nations Participating Organizations’ progress towards Development of a Strategic Plan for a Digital Archives Programme
, and Michael Sutton’s book “Document Management for the Enterprise: Principles, Techniques and Applications”.  A detailed bibliography is available in the annex.


I.
Executive Summary
UNICEF is in need of a fully implemented Electronic Documents, Records and Archives Management System (EDRAMS) to facilitate the more secure and efficient flow of information to better enable the development of knowledge within the organization. An EDRAMS has been piloted with success in selected business units, however full implementation and promotion has not been realized due to lack of high-level support and funding. The MTSP calls for the equivalent of an EDRAMS to be in place by 2009. This proposal advocates a more holistic approach to managing UNICEF’s digital assets and contains options for reaching that goal in varying degrees.
Main points:

· Staffing, financial or other resources and commitment to support digital records management and archive programmes are lacking and certainly not sufficient to meet the current challenges/requirements;

· Despite the overwhelming prevalence of e-mail as a major information medium in UNICEF, its e-mail policies merely address storage capacity issues rather than e-mail content, record value and legal retention requirements, leaving the organization at risk;

· In the absence of a centralized information and knowledge repository, headquarters and field offices continue to struggle with information requests, access and retrievability;
· A records management software application, which could manage electronic records from creation to disposition and support a UN-wide Digital Archives Programme initiative, has been introduced but not fully implemented.

Budget Implementation Options:
· Four approaches presented from full implementation at NYHQs and Field Offices to only a 10% rollout in select NYHQ pilot offices.

· Options broken down into a four-year timeframe to match MTSP goals.

· Cost of options ranges from $300,000 to $5 million.

· Priority areas for projects:

· Remote access and submission of Field Office key documents.
· Potential for electronic records and e-mail integration.
· Expansion of OED model for correspondence and action tracking.
II.
Introduction

One of UNICEF’s main commodities is its knowledge-based advocacy and information, yet the organization’s effectiveness in managing and enabling the development of information and knowledge suffers from growing constraints.
The current MTSP
 states that UNICEF will need to develop further as a “global resource and world authority on children”, a “knowledge leader” and a “global knowledge resource”. For UNICEF to realize these goals, it must free itself of systematic bottlenecks in order to enhance its knowledge development and dissemination capacity.
Currently, in many cases UNICEF information is disorganized and unsecure. Desired documents are localized on C: drives, tied up in e-mail, or reside on share drives in folder structures familiar only to its immediate users. Conservative estimates indicate that each person in the office spends over 20% of their time looking for information. Users often make ad hoc decisions for deleting records and in many cases the legal requirements for retention go unapplied. (The New York Times recently reported a poignant example of the Secretary General’s office shredding critical Oil-For-Food documents when copies were assumed to exist elsewhere). This places the organization at risk and perpetuates the inefficiencies that hinder the development of UNICEF’s key assets of information and knowledge, ultimately limiting UNICEF’s effectiveness and competitiveness.
The MTSP (Results Matrices) mandates by 2009:

· Corporate knowledge-management system [to be] established;  
· All UNICEF offices with integrated information/knowledge management systems  [to be] developed and in use (including Internet, Intranet, external databases, e-journals, library and records management systems)

What is needed is a secure, integrated and centralized repository of information that accommodates all file formats and allows for widespread, immediate access and searchability. A system must integrate and streamline UNICEF’s daily-used applications and enable collaborative tools to assist in cooperative knowledge development. It will not merely be another software to add to the mix but rather one that threads all the disparate applications together. 
As the challenges of information and knowledge management have grown, the funding and support for the tool(s) to address such challenges has waned. The time has come for UNICEF to adequately invest in a [comprehensive] system to address these needs. An Electronic Documents, Records and Archives Management System (EDRAMS) is both the organization’s safeguard to protect its knowledge evidence and assets as well as its tool to maximize access and sharing of both long-term and current information.
III.
Summary of Current Situation

A.
Threats
· Organization’s endeavor to maintain lead in knowledge is hampered by inefficiency and reactive patches to problems

· Lack of policy

· e-mail
· Legal liability (i.e. NYTimes: shredding of oil-for-food documents in SG’s office) 

· Loss, disarray, inaccessibility, overflow (storage capacities)

· Wasted resources
· staff time wasted
· duplication

UNICEF must continually strive to be a/the lead in knowledge and advocacy for children. In order to maintain that position, the organization must develop and manage its knowledge-base at a level of peak performance and efficiency. 

However, UNICEF has yet to fully embrace the necessary knowledge and information management tools. The organization continues to address such challenges reactively rather than proactively. 

For example, rather than address the growing burden of e-mail content management, the organization merely increases storage capacity. E-mails still remain localized on individual computers and are susceptible to loss. Expanding user’s e-mail storage space only perpetuates the problem of hidden intellectual property – hidden in the sense only a select recipient list has access to select information. Outside that recipient list the document is only available upon request, which can lead to delays and waste time and resources. In short there is no formal procedure which specifically addresses the characteristics and opportunities concerning the management of electronic business records such as e-mail. There is no integrated system to manage these e-mail records.

With a lack of policy and tools, managers apply ad hoc approaches and decisions to information management, sometimes with litigious consequences. This year the New York Times reported how the Secretary General’s Chef de Cabinet shredded Oil-For-Food documents when he assumed copies existed elsewhere in the organization. 
Managers also suffer from the decreased productivity of staff that spends (by conservative estimates) over 20% of their time looking for information. According to Ferris Research
, 35% to 60% of business-critical information is stored in personal [e-mail] systems. Information can be in disarray, inaccessible, lost or even deleted, all of which can lead to wasted time searching and duplication. 

B.
Opportunities
· Lead DAP rather than follow

· Agencies mobilizing to address DAP policies, infrastructure and management

· Records creation point is the pivotal for

· current workflow

· increased access, long-term preservation, metadata accuracy
· EDRAMS software/hardware addresses at the same time both:
· Electronic Documents Management System (EDMS) = workflow 

· Electronic Records Management System (ERMS) = long-term preservation

· Both enable users with searchability and increased access that would otherwise be limited by

· Selective distribution lists

· Disparate servers/access
· Delayed responses due to absenteeism (sick and annual leave)

· Attrition

C.
Weaknesses
Records are legal evidence/assets of organization

· at risk of being lost or recovered only at a high cost

· bulk is now electronic rather than paper records/documents

· lack of consistent policies and procedures

· digital records are not captured, managed or preserved in an appropriate or consistent manner

· large volume of electronic records combined with decentralized computing environment makes it difficult to implement procedures

· obsolescence and ageing of storage media

· software and hardware dependencies

· lack of resources, commitment and accountability concerning long term preservation of electronic records
· e.g. current RAM system lacks the monetary resources to automatically populate the location data (like PROMS) and instead had to be manually entered
· instead of end-of-lifecycle registration/capture (or none at all) much can be addressed at record creation point (see below)

UNICEF currently employs approximately 8,000 staff worldwide, with approximately 800 at Headquarters in New York. All staff use electronic mail, word processing packages and other computer applications on a daily basis. The systems have been implemented to provide UNICEF with more efficient means to conduct corporate business. 
However, the records created by these systems are not currently being well managed. Records are left on local (C:) and network drives and deleted when the user feels they are no longer required (usually to free disk space when a drive is full). Other staff will frequently be unaware that the information exists. According to Ferris Research
, 35% to 60% of business-critical information is stored in personal [e-mail] systems. At UNICEF the burden of manually/hopefully archiving e-mail falls upon the individual. 
The result is the decreased productivity of staff that spends (by conservative estimates) over 20% of their time looking for information. Information can be in disarray, inaccessible, lost or even deleted, all of which can lead to wasted time searching and duplication.
In short there is a general policy on records, but no specific procedures concerning the management of electronic business records and no integrated approach to manage these records. The constraints (↓) to the flow of information and development of knowledge persist.
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D.
Strengths
Existing policies address many issues
· Existing system that has been tested (TRIM)
· Much functionality already exists in current system / however dormant:
· E-mail integration (not turned on)
· Workflow (untested)
· Web publishing (untested)

· Remote/field office registration/retrieval (blocked by firewall)
UNICEF SUCCESS STORY: “Immunization Summary 2005”
· Backlog of data registered into system by Immunization Office
· Searchability/retrievability greatly enhanced

· Easy access allowed for faster statistical comparison

· Annual collaboration meeting with WHO shortened

· Enabled production of publication “Immunization Summary 2005”

· UNICEF pilot units have benefited from the use of TRIM in the following ways:

· Assured and increased access to information. 
· Offered integration with common Windows software applications/legacy products for viewing as well as saving and opening of documents.
· Better control of record series and ability to prioritize areas for improvement.

· Reinforced good records and archive management practice via the internal help screens and the product design.

· Provided a scalable model that has allowed UNICEF to change backend databases, add seats and incorporate new versions within budget constraints and our IT environment.

· Enabled administrator to easily manage and individually move the electronic stores by record type.
Current Digital Records Initiatives at UNICEF
Lacking resources, DPP’s Information Management Unit (IMU) has relied upon isolated business units to offer co-funding in order to realize their need for IMU to work with them on piloting electronic document management projects which create digital records. IT has also worked with individual units. The initiatives have focused on specific sets of records rather than providing a holistic approach to managing digital records.  Examples of these initiatives are summarized below:

· UNICEF has implemented SAP as a key component of its IT infrastructure which includes an archiving component;
· Strategic Information’s Immunization Unit were trained and equipped by IMU/IRAM staff to register non-current and incoming government immunization forms;
· The Evaluation Office mapped series and sub-series and continues to register evaluation reports;
· UNICEF has begun to digitize library and selective research or archive collections to provide wider access outside New York; the Executive Office has been scanning and action tracking important and signed correspondence.
IV.
Scope

“As more and more information is created electronically within the United Nations [agencies], there is a need to develop an infrastructure to ensure that digital records and documents of potential long term value are accessible and retrievable to meet business and legal requirements.”  
· Digital Archive Programme (DAP), Summary of Existing Information and Communication Technology Environment

The Value of EDRAMS:
An Electronic Documents, Records and Archives Management System (EDRAMS) is both the organization’s safeguard to protect its knowledge evidence and assets as well as its tool to maximize access and sharing of both long-term and current information.

Workflow and Archiving

With the evolution of information management software we have recently seen a merging of the two functions of workflow and archiving:

· Workflow – facilitating the communal creation and collaborative development of current information

· Archiving – long-term preservation of traditionally non-current records 

Archiving (records management) has been traditionally seen by many as a function to get old documents out of the office in a legally responsible way. The registration and archiving would normally occur towards the end of a document’s lifecycle, when it becomes non-current or inactive. 

With the evolution of electronic records management software, the archivists focus has shifted attention from the end of document lifecycle in the office to the very beginning: at its creation point. With the emphasis for registration of documents at their creation comes the opportunity to save the documents in an EDRAMS. This allows substantially increased access of both dated and current documents across the entire organization. This increased access can serve to maximize the return on investment of information assets with increased sharing of active/inactive information and minimized duplication.

In the beginning of a document’s lifecycle, workflow has typically been seen as a structured tool to facilitate multiple processes and inputs into the development of a current document. (E-mail can also be an ad hoc form of workflow software that shares documents and facilitates their development and distribution).
EDRAMS software has now merged the two functions of workflow and archiving, both of which derive their benefit and effectiveness by a focus on the “capture” point of a document at its creation, or the very beginning of the document’s lifecycle. This consolidation of two actions – creating a document in a native application and registering it into a records management system – greatly improves three important factors:

1. Increased number of registered records

2. Increased accuracy of information about the records 

3. Increased accessibility that results from the above two factors
It is the increased accessibility and accuracy of searches that frees the flow of information and enables the potential growth of knowledge in the organization.
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One of the key elements in the capture/registration process is the metadata, or the description of the record. Consider a grocery store where each record represents a can of food. The metadata is the label on the can describing the contents. Much of this information is automatically generated when a document is created, such as its author, creation date, revisions, etc., however it is never properly managed. Instead of at the creation of the document, the storage metadata has traditionally be been manually typed in towards the end of the document’s lifecycle, often with a 50% rate of error. 
However, early in the lifecycle of a document, an EDRAMS is able to integrate with native desktop applications and automatically capture and assume metadata when the document is created. It can also automatically trigger UNICEF’s legal retention schedules. This relieves the burden of manual entry and increase accuracy, leading to more efficient searchability and higher retrieval rates.
Integrating Functions
An EDRAMS encapsulates and integrates the organization’s technical/electronic management functions that often operate in isolation or bilaterally. One view of these functions as presented by M. Sutton
 include:
Desktop Document Manager (Documentbase)
Creation/editing/version control

Maintains the native document objects (MS Office docs), versions, attachments and their associated file folders. An object is packaged in a container that preserves the tombstone data and the location of each. The Documentbase Manager encompasses a number of important processes that act on the native document objects and the file folders that are used as placeholders for the document objects. Processes include Repository-Centered, File-Folder Centered, and Document-Centered.

Collaborative Tools Manager

Maintains the tools that facilitate multiple inputs from different users into the development process of a particular document.
Document Properties & Search Manager (Database)

Maintains the profile data (metadata) and the history of the document. Document profiles are made up of database entities and attributes that capture profile data about a document. The historical data captured by the Database Manager for each document provide an audit trail of the actions and the actors who have accessed the native document object or its profile. Data-Centered processes and View-Centered processes.

Content, Internal Links /Pointers Manager (Textbase)

Maintains the pointers to the location and position of text contained in the native document object.Text-Centered Processes, including Maintain Text processes (add, modify, delete, validate, index and reindex text) and Query (search) Text processes.

Technical Systems Manager (Adminbase)

Maintains the system administration data associated with the EDMS repository and client/server application system software. The processes are System Administrative and System Environmental.

Security, Protection & Access Rights Manager (Securitybase)

Maintains access control lists for repositories, file folders , documents, versions, profiles, saved searches, views, user groups, individual users, and client/server logs. It also controls the generation, cataloging, and reporting of security logs on the client and server platforms.

Workflow, Roles & Responsibility Manager (Workbase)

Maintains the workflow map (with regard to actions), participant roles and relationships, and process integrity. 

Context & Links Manager (Hyperbase)

Maintains the “links between links” of a compound document or the links of a hypermedia trail. Inter-documents links and Intra-documents links.

Coding Manager

Maintains thesaurus, classification, coding schemes, glossaries, and vocabulary.

V.
Functionality

The Digital Archives Programme
 describes the growing challenge of records management and how it is being met by different institutions around the world:

	External Best Practice

	Organizations are discovering that it is no longer possible to continue to store massive amounts of backup data without any rules to guide the long-term disposition of data.  

	

	The challenge of managing digital records is not new.  However, in the past 5 years it has become more apparent that digital records of value may be lost as a result of technology obsolescence and poor management practices.  At the same time many organizations are developing digital records and archive management infrastructures (strategic plans, policies and procedures, standards and technology architectures) to begin to address the challenges posed by digital records.  Many university libraries, national libraries and the private sector are in the process of researching and implementing digital records and archives programmes. 

	

	National Archives in countries such as the Australia, Canada, United Kingdom, the United States, Singapore, The Netherlands, Sweden, Denmark, Switzerland, Germany and France have developed or are in the process of developing practices and programmes which address the management of digital records from creation to disposition.

	

	Requirements

	

	An effective programme, which ensures that archival materials in digital form are captured in the digital archive, requires, at a minimum:

	· A strong records management infrastructure is in place to manage records of potential long term value  from creation to disposition

	· [IT] departments build in record-keeping requirements to capture and preserve digital records as new systems are acquired and/or developed. This includes capturing the context and relationships to other documents not just their independent existence

	· A supporting technology infrastructure exists to ensure that the business units can rely on their digital records 

	· A records management infrastructure, which includes ICT policies and procedures to build RM requirements into system development and implementation.

	

	The successful implementation of a digital archive programme is dependent upon strong records and archives management infrastructure and partnerships between the Information, Records and Archives Managers, Business Units and the Information and Communication Technology groups.  


In 1994 a work group of UNDP, UN Secretariat, UNOPS and UNICEF submitted an RFI/RFP
 describing the functional requirements for a standard Records and Archive Management Program [RAMP] Package. Based on this process the UNICEF, UNOPS and the UN Secretariat selected Tower Software’s TRIM for testing and ultimately implementation based on these basic functional requirements:

	Para
	Item Title
	Subject Covered

	A
	RECORD Groups, Series, Folders & special collections 
	Description & Scope Main Record Groups; Work unit records described at series/sub-series collection level, File Folders details by users; Link: Business area (F), Global Subject (E); Special logical collections set up by user or system admin on set up or review

	B
	TRANSFER, LOAN, RETRIEVAL /WITHDRAWAL
	Box/Carton/Alternate media shipment storage: Labeling, Transport, Accession, Placement, Loan requests, Approvals, Charge out, Monitor, Reminders. Link: Facility maintenance (E) 

	C
	INFORMATION ITEMS: DOCUMENT MANAGEMENT 
	Simple Registration Log [Correspondence, docs and internal publications, Telex, Fax, E-MAIL, Multi media]; Links to Multiple Folders, Actions/Tracking, various Elec Doc Management systems for data/image/text create [version control, authentication], bibliographic & stores.

	D
	RETENTION, APPRAISAL &  DISPOSAL
	Rules, Appraisal Value, Decision assist, Agreement logic noted; Standard Retention Tables, Disposal Approvals audit trail, Destruction certification, Decisions Inheritance/cascade, Exception checks

	E
	SYSTEM ADMIN Menus
	Security, Organization [directory], Personnel,Forwarder Access, GCG updates, Thesaurus links, RAM approvals, Facility manage, User & RAM Workflow/plan tables, Custom

	F
	OVERVIEW, Training & SPECIAL VIEWS
	Intro UNICEF organization, records and RAMP functions. RAMP Train Desc, HELP & Documentation; Office RAMP status and action history. Basic: functions available for start up any office; Special unit needs; Record Life Cycle views;  Business Model/Area and Information Systems Planning Views. 

	G
	DATABASE Functions
	Reports, sorts, outputs: labels, bar code, Forms, charts; Printer configuration; user defined screens, help; Multi-lingual screens, Type fields, Data entry: Repeating fields, linking fields, global modify and additions, List modify & Add, wrap around in text field, Retrieval: Boolean, wild card (pre & suffix), soundex, search all fields [sort],stop list 

	H
	RAMP Architecture Considerations & functionality
	Work with field offices Systems. PC, LAN & Ops Sys. Data Conversion, Import, Export. Search data across LAN. Hardware Compatibility, User Graphical Interface, Programming Language, Database Capacity, Interfaces/connectivity 

	J
	Cost & Vendor Reliability
	Software, hardware & upgrades costs, site licenses, customer support fees, vendor reliability, software in escrow, permissions.


DAP Summary of Functional Requirements:

	Based on a review of best practices, a successful Digital Archive Programme is dependent upon a strong records management infrastructure which:

	· Has an organization-wide records management programme

	· Has the resources, including staff, budget etc., to support the programme

	·  Identifies digital formats as “the approved storage medium” through policies and procedures approved at the senior level within the organization

	· Produces digital records that can be relied upon as evidence

	· Identifies digital records which have potential archival and long-term value

	· Has a supporting technology infrastructure to ensure that business units can rely on their digital records in place of paper

	· Implements a preservation strategy to ensure that digital records are retrievable to meet business and regulatory requirements

	

	The focus of these programmes, identified as best practice, [is] to improve operational efficiency and provide greater accountability and transparency to citizens. 


VI.
Benefits – Business Case
· Richer and more accessible repository of information as an organizational resource

· Improved information usage as staff/clients find wider, more varied range of information than is possible with a paper system.

· Related information held in electronic and paper form identified and available for users, adding the value of context and links.
· Long-term access to organization information.

· Improved protection against litigation through enhancement of the evidential worth of records by consistent, documented management processes.

· Corporate accountability protected when relevant records are readily identified.

· Usage and users of records can be readily identified with appropriate audit trails.

Conservative estimates indicate that each office worker spends over 20% of their time looking for information. The deployment of an EDRAMS solution will significantly improve retrieval times and will provide UNICEF with estimated savings of 10% per employee. With a payroll of [$X,000,000] per year this represents a saving of [$Y00,000] per year or a total of [$Z] million over five years. When compared with the total deployment cost of [$WWW,000] the return on investment is [$v] for each dollar invested. Indeed the costs of implementation will be recovered in productivity efficiencies within the first year of operation. 

Staff and information, in the form of intellectual property, are the most

important factors of production for the organization. Not surprisingly,

therefore, the ability to effectively and quickly access an organization’s  intellectual capital to maximize staff productivity has become a foundation for best practice in modern organizations. Information management, the process by which enterprise-wide information is aggregated into a unified metadata and

hierarchical scheme, allows the organization to extract maximum value from its

information portfolio. As an information systems analyst argues, “with more than two-thirds of the value of an organization being represented by its information assets, including its brand, its processes, its intellectual property, its knowledge base, and its human capital, it is logical that the application of IT should focus on

these areas.”
Workflow management and Collaboration

Most managers have come to recognize the advantages of team-work and

collaboration within the workplace. UNICEF for the most part is an unstructured workplace that does not, however, provide many tools to facilitate effective cooperation amongst team members. Strong information management tools can help remedy this deficiency by providing workflow tools.

An EDRAMS can help maximize staff efficiency by facilitating a single collaborative environment, which offers the potential benefits of integrity of process, the effective sharing, and reuse of knowledge, faster time to completion of tasks, and most importantly, a single version of the truth.

Document status and transparency

In isolation, a document lacks relevant information about its status:
· What stage: draft, final or superseded? 
· Which version/revision? 
· Who revised? 
· What other documents are related or linked? 
An EDRAMS maintains a central database that allows for the tracking of a document throughout its lifecycle. This builds authenticity, reliability and confidence in the history and status of a document that is otherwise lost in the shuffle. Documents can be tracked from the draft to the final stages showing what revisions were made and by whom:
· Draft – individual

· Draft – shared

· Final – published/posted
· Superseded
In addition, the context of the document – its related documents and links – are tracked as well. This tracking can help staff avoid duplication of thought and offer more access to relevant information to further enable knowledge development.
Avoiding duplication and redundancy

An EDRAMS that facilitates the increased access to information can reduce duplication in information production. In addition, UNICEF continually has the problem of potential vertical redundancy in information production. Simply put, when staff members leave, their personal knowledge capital leaves with them, and their replacements are often not be able to locate the resources which were available to their predecessors. This can lead to new staff simply recreating the material already produced by their predecessor — a substantial source of inefficiency in information production and staff induction. An EDRAMS makes the process of discovery and inculcation of corporate memory in new staff a much easier process, by ensuring the easy discoverability of already-created information, reducing the amount of time new staff need to spend learning their positions, and enabling them to concentrate on production of new information.

Staff skill consolidation

Adoption of an EDRAMS strategy, and in particular, centralization on one overall approach, can provide efficiencies in terms of staff software skills and training. [Not only is it substantially easier to train staff for one integrated approach rather than multiple disparate solutions, but by consolidating on one package rather than many, staff can focus more on their standard applications, which enables them to deepen their skills and become more effective.]
Government satisfaction

Governments expect the organization to provide consistent and accurate information, and to be responsive to requests for information or help. Immediate feedback can position UNICEF as the go-to organization for quick response.

Consistency in communications
EDRAMS technologies, by centralizing information, and making it accessible to all stake-holders, ensure that different functional units have access to the same information when communicating with clients.
Paper to electronic

Many offices have the need to continue to process paper documents, whether they be incoming correspondence or a backlog of paper files. An EDRAMS can integrate with digital scanners to allow for the electronic capture of the paper documents and automatic registration into the database. 
Accuracy and up-to-date information

Ensuring that everybody in each section of the organization has access to the information needed to provide the most accurate and up-to-date information in the absence of a properly implemented information management system is virtually impossible. Simple reliance on file servers, memos and word-of-mouth communication is not enough to ensure that everyone has the best information at their fingertips at all times. An EDRAMS can improve this situation by allowing for commonly accessible, easily searchable, dynamic and collaborative sources of information, making it much easier for staff to provide governments with the best information as it is required.

Personalization of content

In general, the more UNICEF is able to address the specific attributes and

requirements of its clients, the more satisfied each client will be with the service

provided to them. In the absence of enterprise-wide information management,

however, the information required for [office example 1] and [office example 2] to do this may well be locked up in the [office example 3]. Enterprise wide information management, combined with document production technologies and rich metadata schemes, can produce information which is truly tailored to

that client’s requirements — and not just their country name. This kind of

personalized service can provide the organization the edge in terms of client

service over the competitors.

System efficiency
Fragmented sources of data make security much more difficult to enforce. The need for communication between disparate systems can lead to communication overheads between systems, systems which often become redundant with time due to the complexity of the overall corporate system. Finally, maintenance of multiple systems rather than a centralized strategy is costly. This strategy requires additional hardware to host multiple systems and their resources, and expensive integration suites to enable cooperation amongst packages. Furthermore, maintenance of smaller systems reduces the organization’s leverage in negotiating with software vendors, potentially decreasing the volume discounts available.

Success Story Case Studies
Case Study 1: UNHCR

In 1996 UNHCR declared e-mail as official records and by 2001 developed an integrated EDRAMS, which is currently available to the 1000 users at headquarters in Geneva. With over 1 million records in the system, it is used by over 50% of staff. Areas such as fundraising document about all their work in the system, which has been very successful for them.

“The organisation must recognise that EDRMS is critical to achieving its objectives. The benefits of an EDRMS include faster access to important information, easier retrieval of records, and better transfer of knowledge and sharing of information between business units. The average office worker spends a significant amount of their time looking for information that either already exists or needs to be re-used. An EDRMS can help them gain access to that information faster, enabling them to make decisions faster and to re-use information, which improves overall productivity.”  - Ineke Deserno, UNHCR
UNHCR: Best Practices for Implementation

Functional best practices

· Smooth integration – one system for both document/workflow & records management

· Single repository for records

· Classification schemes (RM consultation)

· Metadata is well defined

· Ease of use; seamless as possible

· Support from senior management

· Regular input from users

· Implementation team with clearly defined roles

· Consistent/ongoing training

Technical best practices

· Desktop application integration

· Capacity planning for hardware

· Security and access strategy

Functional challenges

· Competing repositories – how to make official repository rather than competitor

· Lack of (naming) standards

· User perception – intimidation 

Organizational and Cultural challenges

· Lack of (coordinated) strategic direction for information management (IT?)

· Outmoded and rigid practices (i.e. dependency on paper)

· Differing requirements and resistance from users

· Lack of adequate and skilled resources

· Poor training and no communication

Technical challenges

· Poorly integrated products

· Patchwork systems management – lack of direction, planning and support

· Insufficient network and inadequate hardware

Best practices – solutions

· Records professional creates framework of (naming) standards and records policies.

· Communicating records policy and procedures

· Remove access to local drives or network drives

· Automate records and metadata capture

Best practices – Organizational and cultural.

· EDRMS strategic direction – org should establish an overall information strategy involving all…

· Training and communication

Best practices – technical

· Strategic technical direction – technical and hardware requirements

· Testing – prior to rollout

· Central point for user support

Case Study 2: University of Tasmania

Intangible benefits are readily observed but often extremely hard to quantify. Despite this, after the University of Tasmania’s late 1999 upgrading to electronic recordkeeping, Manager of the Records and Information Department, Trish Wichmann, reported on productivity: “I did measure the number of documents captured over a three month period from system “go live” to January this year compared with the same period the previous year and was able to demonstrate a 375% increase with the new system.”

And her clients, the administration staff of the institution, seemed hugely satisfied with the new system’s retrieval functions. Trish noted: “Retrieval is one area where improvement is through the roof. Having moved from a basically manual system to an electronic one with all the bells and whistles, client satisfaction with retrieval is enormous.”
Case study 3: Glaxo Wellcome

In its on-line study papers Indexing documents not an option: Pay now or pay more later, the Graduate School of Library and Information Science at the University of Texas in Austin, Texas, tells how the pharmaceutical conglomerate Glaxo Wellcome implemented an electronic recordkeeping system and saved over $1 million per year in search and retrieval time.

The Texas University report recounts: “However, financial benefits were not the most valuable benefits realized. Each new drug application process requires about 50,000 pages of data preparation and documentation. The electronic document management system and its indexing system allowed Glaxo to prepare this documentation and receive clearance from the Food and Drug Administration much more quickly than before. The implementation enabled Glaxo to collapse their business cycle and get their product to market sooner than their competitors.”
VII.
Findings, Conclusions and Recommendations

The following selected sections were excerpted from the Digital Archives Programme (DAP: Deliverable 3)
 findings. Language was updated to highlight UNICEF relevance

. 
	Digital Archives Programme (DAP) Findings

	The DAP report/Entium Technology Partners has reviewed the data gathered from agencies and interviews (provided in support of Deliverable 3) for the Digital Archives Programme and has determined the following:

	

	· There are a number of independent and collaborative initiatives [among the UN Agencies] that begin to address digital records issues.  However, there is no overall records management infrastructure to manage records from creation to disposition.  Since an effective DAP is dependent on a records management framework, Entium is concluding that the [UN Agencies] do not have the necessary infrastructures in place to support a Digital Archives Programme.  

	· Implementing a Digital Archive Programme within the existing environment would not produce the desired results without the development of a records information management programme, supported by the appropriate Information and Communication Technology Infrastructure. Section 2.1 provides links to “best practice” policies, procedures and standards. 

	

	Key Findings of (DAP) Deliverable 3

	· Staffing, financial or other resources and commitment to support digital records management and archive programmes are lacking and certainly not sufficient to meet the current challenges/requirements;

	· A records management software application, which could manage electronic records from creation to disposition and support a DAP initiative, has been introduced but not fully implemented;

	· Technology infrastructures, to ensure trustworthy/reliable long term storage of digital records and ensure the integrity of records with potential archival value, are for the most part not in place, especially for documents created in desktop applications;

	· Corporate policies and procedures, which might allow [UN Agencies] to retain digital records as the “official record” in place of paper, are not in place. (Upon review of this statement, WGARM representatives noted that Governing or Oversight Bodies have not provided a specific mandate to address the issue of Digital records. Therefore without such a mandate ICT or IDRAM units are limited to pursue this option fully due to initial cost implications and other mandated priorities.) 

	· Most digital records of potential long-term or archival value have not been identified, though the WGARM appraisal decision project phase II is scheduled to address this;

	· Digital archive file format standards to cover the multitude of record creating applications are not in place, beyond a small set of transaction systems;

	· Few preservation or migration strategies for digital records of potential long-term value are in place, especially for documents created in desktop applications.

	

	IT Applications and Strategies

	A thorough records management strategy is dependent upon a technology infrastructure that applies records management rules as systems are designed and implemented. Records must be identified and systematically managed from creation to disposition.  Key findings from the DAP interviews with [UNICEF]:

	· A records  management software application has been identified but not implemented to be used organization-wide to manage electronic records;

	· E-mail policies address storage capacity issues rather than e-mail content and record value;

	· Records retention requirements are not typically addressed when new systems are introduced;

	· Information and communication technology architectures, by themselves do not address digital preservation issues;

	· Digital records of potential long-term value are not systematically managed as part of an IT strategy although IT strategies have begun to recognize the need to address electronic documents and records;

	· Several groups commented that they have recognized the need to consolidate the different applications where applicable to create more efficiency and consistency in approach;

	· The “archiving” functionality implementation in SAP was originally focused on backups, rather than long-term access. However there are efforts such as the Application Archiving Project which has good archival components designed for at least two major applications. This newer SAP implementation preserves documents context and the links between related objects.

	

	Digital Archive Programme Infrastructure

	The majority of the IT interviewees were unaware of what constituted digital archives and had not implemented any plans to identify, make available or preserve digital records of long-term value. Several systems are capturing digital records of long-term value but there are no supporting strategies to ensure preservation and continued access.

	

	In general:

	· Digital records have created an enormous challenge within each business unit and need to be managed as part of the overall business unit activity

	· There are limited financial and human resources to support digital records management projects; the ability to commence development and managing a digital records programme has been constrained from a budgetary and resource perspective

	· Electronic records are generally not currently viewed/accepted as the “official medium” for UNICEF records

	

	The successful implementation of a Digital Archive Programme is dependent upon records management policies, procedures and standards supported by a technology infrastructure that creates authentic, reliable digital records and staff that are aware of their roles and accountabilities for managing digital or potential digital records.   

	

	We recommend that the [UN Agencies] develop the necessary records and information management infrastructure, based on best practice to manage current digital records and potential digital archives thereby supporting a Digital Archive Programme. Standards and Models are to be set out in Deliverable 4.  

	

	It is also recommended that in the short term the the [UN Agencies]: 

	· Immediately “fast track” those initiatives that help minimise the risk of losing digital records of potential long term value before the conditions required for a DAP are fully in place, and

	· Assign priority to ITC and IRAM resources, initiatives and related activities, which are designed to increase “DAP readiness”.

	

	IT Strategies and Technology Implementation

	In response to the MTSP, UNICEF is developing IT strategies.  Individual projects are beginning to address records management issues as the applications are updated, acquired and/or developed.  However, there is no UNICEF initiative to ensure that such issues are part of an application development lifecycle, nor are there preservation strategies in place to ensure that digital records of long-term value will be accessible as hardware and software changes.  

	

	[The DAP] recommends that:

	· Archivists and Records managers work with Information and communications technology specialists to ensure that they are aware of the impact of moving from paper to digital records and build in Information, Records and Archives Management (IRAM) controls as systems are designed/acquired.

	· IT specialists ensure the record management requirements are applied as part of the ongoing system development, acquisition and implementation.  This includes such things as interoperability between Document Management, Records Management and Enterprise Content Management systems and related areas.

	

	Archivists and Records Managers further develop requirements to manage digital records and archives from creation to disposition and work with Business Units and IT specialists to ensure ongoing implementation of current standards in new applications and systems.

	

	Identification of Potential Archival and Long Term Materials

	At the present time most business units have not identified their potential archival materials, therefore it will be difficult to implement a process to capture digital archives and other digital records of potential long-term value.  The successful implementation of the digital archive programme is dependent on having potential archival materials identified early in the lifecycle. It is necessary to dedicate limited resources to preserving truly essential records and to minimise the expense of providing protection or migration services for the volume of records not required beyond the short period of their primary use.   

	

	We recommend that Archivists and records managers work with Business Units and ICT representatives to ensure that groups of records that have potential long-term value are identified when they are created and managed in accordance with a set of defined criteria to ensure their long-term access and preservation.  The second phase of WGARM’s Appraisal Decision Assistance Project begins the process of identifying records retention requirements by establishing a master records retention schedule and should be initiated to establish retention schedules and identify records of long-term/archival value.

	

	Policies, Procedures and Standards

	IT policies, procedures and standards to address digital archive programme requirements are in various stages of development and implementation within the UNPOs.  Based on the questionnaires and the interviews, the consultants concluded that:

	· The majority of the policies and procedures are focused on managing paper files and do not adequately address electronic records/digital archive issues

	· In general, records retention schedules, which provide the business rules to support the disposition of digital records are not in place. The exception are financial records which have fairly well defined time periods approved by the board of Auditors

	· No digital archive format standards are in place to cover the multitude of record creating applications, beyond a small set of transaction systems. The format standards must be relevant to both transactional and non-transactions systems including electronic mail and electronic documents

	

	We recommend that an IT policies and procedures framework be expanded to support both current digital records and potential digital archives.  

	

	Where no records management software is in place or being fully used, then as a minimum risk management measure, we recommend that [UNICEF] implement shared directories and apply the classification schemes and retention schedules to manage current electronic records.

	

	Additionally for transactional systems there must be an agreement with business units of how and when it is necessary to preserve actual transactions or to protect specific types of relationships between objects and their metadata.

	

	Relying on Digital Records to meet Accountability and Evidentiary Requirements: Building Trustworthy/Reliable Systems

	As digital records are created to support electronic transactions, “best practice” standards dictate that the systems creating records can be shown to be reliable, have integrity and that the records are authentic for as long as they are required to meet business needs and legal retention requirements.  In the absence of governing body regulatory requirements, the current IT infrastructure does not adequately  address these requirements.

	

	The technology infrastructure required to identify and capture digital records of long-term value is not in place.

	

	Transactional systems are backed up on a regular basis.   The backup tapes do not constitute a Digital Archive Programme within the scope of this project because the data, documents and records have little content, context or structure. Most at risk are documents created at the desktop and then posted or distributed in various systems.

	

	The DAP report recommends that the IT groups continue to work closely with the Information, Documents, Records and Archives Management groups to advised Business Units. All will need to re-evaluate which current systems are “trustworthy and reliable” and take risk reduction actions. They need to assure that relevant IT and IRAM specifications related to preservation and continued access to records of potential long-term value are built into UNICEF’s future application development lifecycle. 

	

	Records Management Software Implementation

	A successful Digital Archive Programme is dependent on the “up-front” management of digital records.   Rules have to be applied as systems are designed and implemented to ensure that the digital records of potential long-term value are identified as they are created and managed as part of an ongoing process. The use of a records management software application, linked to the systems in which records are created, ensures the integrity and reliability of the digital records. There must be a trustworthy procedure for uniquely registering the UNPOs documents that may be used across systems and applications. 


	

	Records management software is installed but is not being consistently used to manage electronic documents and records.

	

	The DAP report recommends that the business units review their current use of records management software solutions and look at ways to supplement and increase digital records management capabilities as a first step in building a digital records repository to support the digital archive programme.  

	

	Collaborative Partnerships

	The implementation of a digital records management programme, which supports the implementation of the digital archive programme, requires a commitment of resources to develop policies, procedures and standards and acquire technology as required.  Both the digital records management and digital archive programme development require a collaborative working relationship between the records managers, archivists, business unit record creators and information technology departments in each business unit. 

	

	The DAP report recommends that [UNICEF] strengthens the WGARM and Digital Archive related Working Committees which include records managers, archivists, business unit representatives and IT specialists from each of the UNPOs to more easily collaborate on ways to address the challenges posed by digital records and digital archives.


	

	Based on the above recommendations of this project the DAP report suggests that WGARM continue to meet with IT colleagues to consider how such issues might be addressed as part of the ongoing IT and IRAM strategy for the UNPOs and the alternative roadmaps to be presented.


Budget and Implementation Options

Four different approaches over a four year timespan are presented below. Priority areas have been described for possible pilots in a phased approach that is flexible in response to available resources. A more detailed budget is included in the annex.
	Funding Options
	2006
	2007
	2008
	2009
	Total Expeditures

	NYHQ & Field Offices (FULL)
	$3,315,250.00 
	$1,129,530.00 
	$416,780.00 
	$416,780.00 
	$5,278,340.00 



	NYHQ (FULL) & Field Office (pilots)
	 $937,680.00 
	 $163,392.00 
	$163,392.00 
	$163,392.00 
	$1,427,856.00 



	NYHQ (pilots) & Field Office (pilots)
	 $294,140.00 
	 $70,000.00 
	 $70,000.00 
	 $70,000.00 
	$504,140.00 



	NYHQ (pilots)
	 $213,640.00 
	 $45,000.00 
	 $45,000.00 
	 $45,000.00 
	$348,640.00 




Pilot = 10% of applied resources.
There is a need to prioritize where the possible pilots will take place. For example:

· The system would allow for record series items to be submitted from remote locations (Field Offices). 
· Expansion of successful correspondence tracking (OED Chron log) facility to Deputy Executive Directors and Directors of Divisions.

· E-mail integration for priority record groups.
Remote (Field Office) Record Submission/Retrieval
An EDRAMS would facilitate the upload of documents from Field Offices into the organization’s central repository. Individual or batches of documents could be submitted electronically for global access and viewing via a web-based portal. This would also empower traveling staff to remotely access a wider spectrum of records upon demand. A proposal was drafted in 2003 that details such pilots
.
Correspondence and Action Tracking

OED has successfully piloted an action tracking facility to manage the flow of correspondence. Expanding this capacity to Division Directors would enable them to better manage the flow of documents and their related actions/tasks.
E-mail Integration

An EDRAMS would facilitate the storage and retrieval of e-mails and their attachments, providing centralized storage, greater security, and legally required retention schedules. The system would also allow for links rather than (object) attachment, which would significantly reduce the server burden and e-mail traffic. In addition, the links would be dynamic: the most recent revision as well as the history of previous versions can all be viewed, rather that a static attachment that is void of status description.
IV.
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