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 “The DAP initiative is a combination of policies, procedures, standards, specifications 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”.   (Common Services Task Force meeting - December 2002)

This Budget Note is an indicative estimate of the financial resources required to implement a ‘common service facility’ which will be the repository of the electronic records that meet the standards established by the policies, procedures and appraisal retention criteria noted above.  Depending on the particular participating organization’s circumstances, implementing the policies procedures and appraisal/retention criteria (precursor to depositing records into the facility) may require additional budgetary resources, which are not taken into account herein.  The effect of this element can be significant since the cost of preservation/access/use of archival records is substantially higher when dealing with records that have had little or no previous ‘level of control’ prior to disposition.  It is evident that it will cost 10 times less to validate and document a record during the first step of Digital Archives process, at the ‘Creation’ (user) stage rather at the ‘Accession’ (archives) stage.  

Therefore, a cost effective investment within a Digital Archives Programme is promoting control at file creation (through a Records Management software) and promoting awareness of best practices through staff user training.  However this and related processes have to be addressed within the participating organizations through their respective Archives and Records Management programmes.  Other areas, based on key areas of digital resource lifecycle, which can substantially reduce or effect costs, are included in Annex 1.

In addition to the above, it should also be noted that there can be substantial variance of cost depending on the industry model, ie centralized, decentralized, centralized with distributed intellectual and policy controls, as well as a considerable variance of cost within these models depending on the level of service provided, i.e. cataloguing, locating metadata and contextual information, depositor liaison etc. 

Beside model type and staffing/service, the next greatest effect on the budget is that of capital and maintenance costs for software and hardware associated with access and usage.  The cost of these elements are influenced by the number of accessions and depositors, the frequency in access and the size of each unit or item, none of which have yet been determined but will be addressed through the current Strategic Planning project

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.  However, it is too early in the process to speculate on the extent or scope of these cost reductions. 

The present request for funds would only cover ‘start up’ capability that would create a foundation to be further developed as the programme ‘matures’.  Since it is anticipated there will be a phased and scaleable approach, it is anticipated that the DAP would address basic requirements, i.e. confirm concept and approach, establish best practices, address basic technology issues and establish a limited facility/repository, in 2004/05 and become more comprehensive in 2006/07.

The basic assumptions of this Budget note include:

· The voluminous conversion of paper into a digital format is not covered by this initial exercise. 

· The use of existing space/facilities with appropriate temperature and humidity controls (no leasing of additional space)

· The use of existing hardware/software whenever appropriate/possible

· Archive and preservation strategies will be integrated into existing information technology systems whenever possible (avoiding duplicate infrastructures)

Based on the above, estimates for the total cost for 2004/05, subject to confirmation within the upcoming Strategic Planning project is $3.05 million.  An itemized breakdown is located in annex 2. 

In addition, Annex 3 highlights capital expenditures or one-time expenses and areas requiring ongoing financial support.  

Although preliminary in nature, it is hoped that this short paper identifies some of the complex issues/variables involved and provides some indicative estimate of costs for budgetary purposes.  Of course more precise numbers will be available following the Strategic Planning exercise to be completed in 2003.   

As also noted, 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).

Working Group for Archives and Records Management

Common Services

- 18 December 2002

Annex 1    - Seven key areas to consider which effect DAP cost    [back to top]
Seven key areas, based on the lifecycle of a digital resouce, that effect the ‘cost’ of Digital Archives based on the cost model in “Digital Culture: Maximising the nations’ investment” edited by  Mary Feeney


Area of activity
Elements to consider
Archive and Preservation costs (relative)

1
Creation 

(5-15%)*
· Level of Control

· Overall costs

· Best practice costs

· Data center costs
· More control in data creation reduces overall costs

· Promoting best practices (low)

· Cleaning up digital resources (high)

2
Selection/

Evaluations of

Accessions

(5-15%)*
· Collection policy 

· Technical practical criteria for evaluation

· Complexity 
· Policy vs Case by Case (low – high)

· Practical and technical evaluation – how easily can the resources be managed catalogued accessed by end users and preserved by data centre. (low –high)

3
Data Management

(20-30%)*
· Documentation

· validation (ensures integrity of digital resource)

· data structure conversion

· data storage

· data archaeology
· Reading/editing managing documentation (low –high)

· Validation (assessment, copying, refreshment) 

· Data structure conversion (standards) (low–high)

· off line archive storage (on line, near line, access requirements) (low – high)

· file recovery (discovering,extracting and preparing) (high)

4 
Resource disclosure 

(10-20%)*
· Online resource discovery agents

· gateways

· online catalogues
· Post accession disclosure costs - based on services provided (low – high)


Area of framework
Elements to consider
Archive and Preservation costs (relative)

5
Data use

(10-20%)*
· Online/nearline/offline access

· Digital distribution media
· Post preservation use costs based on usage (high – low)

6
Data preservation 

(20-30%)*
· Technology preservation
· Keep old hardware/sofware



· Tehnology emulation
· Third party service cost 



· Digital information migration
· Change media (high), backward compatibility (high), interoperability(high) , convert to standard forms (low)

7 
Data use/rights

(5-15%)*
· Usage restrictions

· Depositor/user rights
· Clearance, management and authentication costs – intellectual property rights, data protection, confidentiality (high)

* relative time/importance of function compared to total activity  
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Indicative breakdown of 2004/05 budget (Pilot ) Cost requirements (subject to confirmation by the 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
400,000
(IT) P3 (2005) - 150,000

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

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

Temp.Asst. – 25,000

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







Cost-Sharing Arrangement

(Indicative budget to assist the UNPOs to estimate DAP funds for the 2005/06 budget and not necessarily a level of financial commitment required for the project to go forward)  






UN portion (40%)

1,220,000


UNDP

457,500


UNICEF

457,500


UNFPA

457,500


UNOPS

457,500







TOTAL

3,050,000
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Items to consider for DAP Start up and recurring costs


OneTime/

CapitalCosts
Recurring Costs
Indirect Costs
Comments

Personnel





RM staff
X
X

Manage and Oversee

IT Staff
X
X

Maintain and operate the system

Consultants
X




Project management
X




End User


X
Time and effort needed to use system

Hardware





Servers
X




Storage devices
X




Desk top computers and peripherals


X


IT infrastructure components


X


Software





RecordsManagement software
X




 Required server operating system and database software


X


Required PC oper. system and other desktop software


X


Document and image mangement software
X




Other software (eg back up, security)


X


Software maintainence

X



Other 





Training
X
X



Records migration
X
X



Record storage
X
X



Data conversion
X
X
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