 Digital Archives Programme

Cost Benefit Analysis

Draft

I Introduction/ Current Situation

“The creation of an “electronic United Nations” is an essential for the realisation of better communications externally, with Member States, non-governmental organizations and the public at large, as well as internally, both within the Secretariat and with the funds and programmes of the United Nations system.  It is also the basis for increased “efficiency  and effectiveness of the delivery of both substantive programmes and management of the United Nations”, reference ‘Information Technology in the Secretariat: a plan of action’, report of the Secretary General, 13 February 2001.

In order to realise the goal of an ‘electronic United Nations’, records of long term value must be able to be accessed and preserved.   Until recently, records management and archival programmes have focused largely on materials that exist in paper formats.  However records are defined as all material "regardless of physical form, created or received … in connection with or as a result of the official work of the United Nations" (POs) and "are the property of the United Nations
 " (POs).  

Virtually all automated information systems create records that organisations are obliged by law, policy or good professional practice to capture, appraise, maintain, manage and preserve or dispose of in trustworthy recordkeeping systems.  In addition, most records are created, but often not reliably managed, in digital form in the desktop environment.  Therefore, digital records of long-term value are not  captured and appropriately preserved in a consistent manner.  This creates significant risks since critical organizational knowledge assets may be lost, not accessible or only recovered at a high cost.  In addition to the decentalized computing environment, electronic records pose unique challenges concerning  the obsolescence and aging of storage media as well as software and hardware dependencies.

Some specific examples of the challenges faced by the UNPOs concerning Digital records in general and Digital records of long term value in particular include: 

· the need to make all managers and staff aware of the risks connected with inadequate recordkeeping practices and the role of ARM staff in working with business units in establishing risk avoidance measures.

· the need to share information and provide network access while ensuring integrity of data, address security concerns or legal issues.

· the need to accommodate significant changes in work patterns resulting from technological applications in the UNPO environment.

· the need to capture, manage, maintain and, as necessary, refresh and migrate legacy digital records as well as email, desk top documents and other nontransactional digital data, to ensure their long-term availability and accessibility where appropriate.

· the need to enhance business analysis and system development efforts to incorporate recordkeeping, information and knowledge management requirements as well as disaster recovery programmes.

The Working Group for Archives and Records Management, WGARM, seeks to address these objectives by developing a Digital Archives Programme, DAP.   The Digital Archives Programme will be a combination of policies, procedures, standards and technologies that facilitates the proper management, appraisal/retention and preservation of digital records and provides for the long term access and use of materials with long term value.  Preservation requires active management that begins with record creation.

The DAP enables business units to identify archival records in digital formats at the beginning of their life cycle.  The DAP ensures that those records are able to be registered within a trusted recordkeeping system and appropriately indexed for retrieval and use.  The DAP ensures that all elements of a record of long-term value are able to be captured and maintained and ensures the continued authenticity and completeness of the record.   The DAP will provide guidance to personnel for appropriately disposing of digital information such as email or electronic documents either through depositing those assets in the custody of an archives facility or by disposing of the information when it is no longer needed by the organisation.   The most important function of the Archive Programme will be to ensure that digital information of long term value to the UNPOs are appropriately captured, maintained, preserved and made available as a corporate resource.

Therefore, in summary, the objectives of the DAP are to: 

· Establish Guidelines, Policies and Standards related to Digital Records practices;

· Establish minimal Standards, Requirements and Specifications for software and network related to digital records technology;

· Create an implementable framework that can be applied by the UNPOs to establish or sharing in the use of Digital Archives Facilities;

· Identify appropriate electronic records management, document management and digital preservation strategies;

· Ensure long term preservation, maintenance and access to digital records of archival value;

· Establish good record keeping practices.

It should be noted that these objectives as well as the WGARM approach is in complete agreement with the various initiatives and studies in recent years.   One such example is the 1997 ACC report on “Documents Management Technologies” in which the ACC endorsed that: 

1. All Agencies must start on a timely basis to manage electronic documents systematically through: 

a) an enterprise approach to cover all instances of documents;

b) a structured approach, that clearly assigns project responsibilities, roles and adequate procedures in accordance with the multi-disciplinary nature of this task.

2. Common UN-System organisation challenges in the electronic Information Management era be addressed an integrated and collaborative approach with each organization and the various agencies: 

a)  harmonized views of high-level requirements with respect to document management are endorsed;

b)  core set of meta-data developed by the ISCC is endorsed, normally to be respected by all agencies, to the extent that technology allows, for electronic documents which are to be shared both internally and, where warranted, with other agencies (the core set should also be included in any call for proposals sent to commercial vendors);

c) agencies should evaluate systems to be implemented based on high-level requirements and the core set of meta-data, sharing results of the evaluation with other agencies.

3. ISCC Inter-Agency collaboration be pursued with the objective of avoiding unnecessary duplication and be geared toward a common and harmonized effort by UN-System Organizations.

II Consequences of inaction/Risks

1. Increased cost

Paper (to be developed)

Storage

Retrieval

maintenance

Electronic (to be developed)

Storage

Retrieval

Maintenance


Preservation

(To be rewritten/confirmed)

Given current average costs, it is reasonable to assume that most professionals in the UN system cause, on average, the consumption of USD 250 - USD 500 in paper-generated documents per annum.   Even one hour a week spent looking for paper documents – the average per staff is probably considerably higher – results in a further average cost of USD 500 - USD 2500 per annum. Even if the above expenses were cut only by half, it would still be reasonable to invest up to USD 2000 per staff member to implement an EDMS. For a small agency, this might be an investment of USD 1.2 million; and for a large agency, perhaps as much as USD 30 million.* 

Experience has shown that, within the UN system and based on actual data, the reduction in time saved (upon the introduction of EDMS) in filing and retrieving paper documents is real, measurable and substantial. Savings realized in this area can be used as a resource to create a range of electronic services for internal and external users. Not only would savings fund the investment, but, most importantly, information could be located faster and from the desktop. It would appear that not to invest in EDMS and to continue to look for information manually is the more expensive solution in the long term..*

2. Loss of institutional memory of the organization, at a time of reduced human and financial resources, is a risk from which it can take years to recover.  There is a danger that the accuracy and integrity of information resources will be compromised if an unorganized collection of electronic originals continues to be the norm.*

3. There will be an increasing inability to locate current information quickly, at the time and at the place most needed. In an electronic age, opportunities will be lost to exploit the best means of communications and documentation of UN-system activities. *

4. A loss of credibility will result by not providing easy, unencumbered access to information resources, which Member States have demanded repeatedly. *

5. Manual processing will continue, requiring the employment of numbers of back-office staff in an era of zero or negative growth in human resources – but at a time when the size of each Organization's paper and electronic document bases continues to grow, resulting in duplication of management costs. *

6. On an environmental note, continued reliance on paper records means that the printing of every 12000 sheets by any Organization results in the consumption of one tree. Each year, the UN system collectively produces millions of sheets of paper consuming hundreds, if not thousands, of trees.   *

*1997 ACC report (to be rewritten)

III Cost Analysis associated with the existing system/process and with DAP

“Those that insist on paper based record keeping systems should be issued a typewritter but no computer, while those that favour an electronic based record keeping system should be issued a computer with no ‘C’ drive and no printer.” Dhurjati Mueller, PM DAP.

It should also be noted that the DAP project can be viewed as a transition of resources from paper based records to digital based records.  In this regard, there will be some savings realized once the project is implemented.  This includes both indirect savings by realizing efficiency and productivity benefits of increased records and information management as well as direct savings through the reduction of paper/paper storage and paper based record keeping activities. 

Costs associate with Records Management activities include:

1. Current costs 

As noted above, DAP can be viewed as a transition from paper to electronic based records and it can be assumed that, not withstanding a radical departure from current practice, the record systems in the immediate future will be a combination of both.  Therefore it will not be realistic at this point to estimate cost one or the other but rather a combination . 

Costs associated with paper based records include paper, folders, printing toner, the staff cost to print, file, retrieve and manage records as well as storage costs which when looking in total can be quite significant.   It should also be noted that these costs are in addition to creation costs which is already done electronic.

Record  created in connection with or as a result of the official work of the United Nations.   

Average length - 2 pages, 

average volume of records per annual – 

average average

Record creation electronic

Record creation paper

record retrieval electronic

record retrieval paper

record disposition electronic

record disposition paper

2. DAP costs

General

Although potential costs can be substantial, many costs can be phased in and will eventually pay for itself through costs savings and cost avoidance.  Costs include both recurring and non recurring. 

Recurring Costs

1. Personnel Salaries and Benefits

a) RM staff: manage and oversee administration and use of the system

b) IT staff: maintain and operate the system

c) End users: time spend interacting with RM system

2. Hardware maintenance, upgrade and replacement

a) Servers

b) Storage devices

c) Desktop computers and peripherals

d) IT infrastructure components (e.g. networks)

3. Software licenses, maintenance and upgrades

a) Records Management software (may include server, administrator and end user models)

b) Required server operating system and database software

c) Required PC operating system and other desktop software

d) Document and image management software

e) Other system software (e.g. security, backup)

4. On going training

5. Consultant services

6. Other (e.g. records migration, records storage)

Non-Recurring Costs

1. Conversion

a) software conversion

b) data conversion: records, file plans

2. Hardware purchases: new equipment or infrastructure

a) servers

b) storage devices

c) desktop computers

d) IT infrastructure components

3. Software purchase: new software or infrastructure upgrades

a) records management software (may include server, administrator and end user module)

b) required server operation system and database software

c) required PC operating system and other desktop software

d) document and image management software

e) other system software (e.g. security, back up)

4. Software customisation

a) integration of new systems with existing systems

b) changes to user interfaces

5. Training 

a) end user training: records management basics, system use and operation

b) system administrator training

c) organizational change management

6. Personnel salaries and benefits

a) records Management staff: implementation management, file plan re-design, RM process re-design

b) IT staff: analysis, design, development

c) End-user staff

7. Consultant services

8. Other (pilot testing, back file conversion of records)

Indicative breakdown of 2004/05 budget requirements (subject to confirmation through Strategic Planning exercise)

Activity
Description
Cost
Comments

Hardware

500,000


Software
Records Management and Archival software
500,000
300-400 users (2005)

Maintenance
Hardware and software
100,000


Consultants/ Contractual services
Complete Implementation Plan outlined by Strategic Plan
1,000,000


Project Management
Facilitate the programme, liase with vendor and UNPO staff
300,000
P3/4 (2004) - 150,000

P3/4 (2005) - 150,000



Staff
Create staffing infrastructure to monitor and maintain/operate the DAP programme/system
375,000
(IT) P3 (2005) - 150,000

(RM) P3/4  (2005) - 150,000

(RM)G5/6  (2005) - 75,000



Temporary Assistance
Provide temporary support for system implementation 
25,000
Temp. Assistance (2005)

Training
Promote of DAP best practices within UNPOs
100,000
300-400 users (2005)

Record conversion

50,000
Limited/pilot start up

(2004/05)

Record storage/media

100,000
Limited/pilot start up

(2004/05)






Total

3,050,000


UN portion (40%)

1,220,000


IV
Benefits associated with DAP

A. Records and Information Management (RIM) Benefits 

1. Reduces costs associated with current record keeping activities (e.g. activities that would be discontinued or scaled back)

2. Makes records accessible to the public from remote locations and at any time

3. Makes records accessible to agency staff from remote locations and at any time

4. Meets UN Financial, Audit and Legal requirements 

a) Assists UNPO to manage records 

b) Reduces time to fulfil records requests

c) Reduces costs associated with record requests

5. Enables access to data in legacy systems

6. Provides rapid access to records needed in operational or administrative areas 

7. Reduces the need for parallel recordkeeping systems (paper and electronic)

8. Ensure authenticity and reliability of records

9. Ensures the integrity of records and the security of recordkeeping processes

10. Facilitates migration and preservation of records

11. Permits retrieval of records based on keyword or record contents

12. Makes it easier to create a variety of reports used to manage the collection of records

13. Facilitates audits

a) Allows tracking of the use of records

b) Facilitates retrieval of records used to conduct audits

c) Facilitates audits of organizational recordkeeping

14. Facilitates re-classification of records when re-organization occur, file categories changes, records disposition are modified etc.

15. Enables more complete capture of records by moving the focal point of records management to the individual computer desktop, where many electronic records and created and received.

16. Reduces the costs of preparing records for publication

17. Reduces/controls paper usage

18. Decreases physical storage costs

19. Makes it easier to reliably identify the authoritative copy/version of a record

20. Enables multiple, simultaneous access to records which may permit parallel processing

21. Facilitates comparison of records for investigative purposes.

22. Allow the UNPO to more easily interact with the public if appropriate

23. Supports agency-specific strategic initiatives such as …. 

B. Business Benefits

1. Improved Effectiveness

· Community expectations for improved service

· Wider range of services

· Tailored services

· Geographic access to services

· Equity of access policies

2. Efficiency

· Reduced real operating budget

· Ability to meet growing user demands

· Takes advantage of changes in technology price/performance

3. Enabling

· Creates infrastructure to support multiple projects

· Supports business process reengineering

4. Research and Developments

· Makes use of emerging technology

· Meets Community expectations

· Responds to changing operational environment

C.
Service related benefits 

1. Achievement of policy objectives 

2. Service enhancement 

· Faster service 

· Wider range of services 

· Tailored services 

· Geographic access to services 

· Enables access after business hours  

· Greater equity of access 

· Improved infrastructure support to the organisation’s staff 

3. Improved productivity 

· Increased client throughput 

· Increased assets/better utilisation 

· More services with the same resource 

· Increased information accuracy 

· Faster decision making 

D. Cost related benefits

1. Cost reductions 

· Reduced maintenance – For example, maintenance contracts, repair costs, reduction in downtime. 

· Reduced staff costs – For example, less staff, less overtime, less costly skills, reduced turnover, improved productivity, etc. 

· Environmental savings. 

· Reduced operational costs (non-staff) – Rent, power, license fees, communications, stationery, stock, etc. 

2. Cost avoidance 

· Increased service/same staff 

· New service/same staff 

· Increased capacity/same cost 

V Cost Benefit Summary

Step 1 – Identify Potential Benefits 

Step 2 – Initial Valuation of Benefits 

Step 3 – Assign Responsibility for Realising Benefits 

Step 4 – Identify Business Drivers 

Step 5 – Analyse Business Processes 

Step 6 – Establish Business Performance Measures 

Step 7 – Develop the Benefits Realisation Register 

A Benefits Realisation Register must be developed which records for each identified and defined benefit the following: 

d) a description of the benefit to be achieved; 

e) the person responsible for realising the benefit; 

f) a description of the current situation or performance of the business process; 

g) the current cost or performance measure of the business process; 

h) the target cost or performance measure of the business process after the planned change; 

i) the target date for the benefit to be realised; 

j) the trigger or event that will cause the benefit to be realised; 

k) the type of contribution to the business; 

l) the assessed value of the benefit or saving; 

m) comments about the assessed value of the benefit or saving; 

n) the Service and Resource Allocation Agreement (SRAA) outcome or strategic corporate objective that is supported by the benefit; 

o) the contribution of this benefit to achieving the SRAA outcome or strategic objective; and 

p) the value of the benefit realised and the date this is achieved. 

Step 8 – Confirmation and Review 

VI
Qualitative factors used to calculate/evaluate the existing system and the DAP alternative with areas that may require further consideration to ensure successful DAP implementation, for example strengthening RM strategies with the UNPOs. (to be developed)

Perhaps the biggest factor concerning the implementation of the project is the pre-condition for its use.   That is, the UNPO must first recognize the importance of its business records and the costs and risks associated with ignoring them. Without this

foundation, it is unlikely that an organization will invest the time and resources that the project may demand. 

Second, while the tools support the comprehensive identification of records management requirements and mechanisms for addressing them, the degree to which they are implemented depends on the organization’s readiness and willingness to change.  In short, while the tools support the identification of requirements, the factors that surround their implementation determine the ultimate level of success. 

Another limitation has to do with technology selection. While the tools provide a framework for the identification of technology requirements, they do not address the actual selection of hardware and software. The tools emphasize the selection of technology solutions that maximize inter-operability and adherence to standards, but they are not designed to support product selection. Rather, they help organizations identify the functionality that is required in a system to support records management requirements. Selection of specific products to provide the necessary functionality must be based on myriad factors which include existing infrastructure (both technical and organizational), cost, and expected benefits.
VII 
Conclusion (to be developed)

It is planned that project strategies will optimise resources and reduce costs where ever possible through an integrated Information and Records Management approach, partnership with IT staff and using existing resources (hardware, software).

Example

Cost related benefits

1. Cost reductions 

· Reduced maintenance – For example, maintenance contracts, repair costs, reduction in downtime. 

· Reduced staff costs – For example, less staff, less overtime, less costly skills, reduced turnover, improved productivity, etc. 

· Environmental savings. 

· Reduced operational costs (non-staff) – Rent, power, license fees, communications, stationery, stock, etc. 

2. Cost avoidance 

· Increased service/same staff 

· New service/same staff 

· Increased capacity/same cost 

d) Assists UNPO to manage records 

e) Reduces time to fulfil records requests

f) Reduces costs associated with record requests

� paragraph 9 of ST/AI/326 dated 28 December 1984





