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1      The Proposal
	‘When the public record is complete and orderly, all of the threads are in place and we can see the connections among policies, programs, personalities and events.  The body politic is open, accessible, transparent and healthy.  When important records are missing, altered, inaccessible or poorly managed, the threads are damaged or broken and the fundamental processes of governance become opaque and unresponsive’.
Speech by the Information Commissioner of Canada, July 2004



This proposal addresses an issue that has significant implications for development in the electronic environment:  the absence, in most developing countries, of the infrastructure and capacity needed to manage the input to or generated by ICT applications and the lack of a strategy for developing solutions.  The project will investigate the implications of this problem and define a strategy for addressing it, drawing on and adapting emerging international good practice.  The deliverables for this project, from the fundamental policies and accountability frameworks to the capacity building materials, to the assessment tools and techniques, will help place governments in a position to address these issues, and in so doing, contribute to the achievement of development goals, including the reduction of poverty and the protection of rights and entitlements.   

The underlying premise of the proposal is that if computerisation is to provide the basis for informed decision making and effective service delivery, as well as for tackling corruption through increased transparency, the information generated must be reliable and trustworthy over time.  ICTs are being applied to core areas of government operations, from the management of state resources (principally finance and personnel) to the management of service delivery (including health care, land usage, and legal and judicial matters). The success and sustainability of all of these applications is affected by the quality of the documentary evidence input to and generated by electronic systems, which should lay an audit trail for accountability. The World Bank Manager for the E-Government Applications Group Informatics Program noted recently that, ‘Without effective and efficient records management in place, the desired impact of financial and governance reforms is often minimal at best.’
  

The fundamental driver of this proposal is the recognition that governments in developing countries are attempting to move to the electronic environment without taking account of the implications for managing records as evidence.  Many are seeking to introduce electronic systems based on paper systems that have collapsed.  It is not possible to achieve control simply by automating inadequate and incomplete information systems.  Even in situations  where the paper records are under some degree of control, systems development initiatives tend not to take adequate account of the need to manage paper and electronic records together as an integrated whole and thus to ensure a complete audit trail. Moreover, few have taken account of the requirement to incorporate functional requirements for capturing and for preserving electronically generated records as reliable and authentic evidence over time.  One of the outcomes of the proposed project will be to strengthen to the overall systems planning, development and implementation process by helping to ensure that these serious gaps are addressed.  Failure to tackle these issues will contribute directly to the ongoing high number of systems failures in developing countries. 

A credible plan for improvement will require the development of a comprehensive and appropriate infrastructure for managing paper and electronic records comprising a combination of policies, standards and practices, systems specifications and human resources surrounded by effective management and governance structures. Technical capacity is one dimension, but wider concerns relate to assessment, accountability, and the ability to measure both compliance and progress, all of which focus on the management dimension. The proposal gives considerable attention to identifying stakeholders who, collectively, can offer insight into the different aspects of building and sustaining an effective infrastructure. 
Ultimately, the focus is on the ability of governments to establish and own these important management frameworks and thus to be able to address the needs and concerns of stakeholders groups, including public sector trade unions, interest groups, citizens’ advocacy groups and the private sector.  In this regard, the project will place a high priority on identifying new and innovative means of increasing the use of and demand for well managed records, paper and electronic, as evidence for accountability. 
2     The Need for the Project
	‘The need for computerization in Kenya has already been articulated.  However, the use of information and communication technologies as tools for improved records and information management should never be allowed to undermine the integrity and authenticity of the information itself.  All measures must therefore be taken to ensure that the long-term interests of the Kenya Government and its citizens are safeguarded.  If this is not done, the citizens’ trust in the public service may crumble if they discover that vital information is lost or trapped in computer systems for whatever reasons.’
Kenya Government position paper, World Bank sponsored workshop on 

Records Management and Governance in Abuja, August 2003

‘Over the years, important records have deteriorated considerably, been tampered with or even disappeared.  The lack of accurate and accessible information hinders efficient personnel administration as well as long-term staff development for capacity building.  It also hampers effective planning and implementation of development programmes and leads to mismanagement of finances and the inability of government to maintain accountability.  …  Reform in this area will lay the basis for other public sector reform programme, the introduction of computerisation and the restructuring of manual information systems.’ 

 Government of Sierra Leone contribution to the 

International Records Management Trust/World Bank consultations on 

Evidence-Based Governance in the Electronic Age, March 2003




Weak records systems are an impediment to efficient management and create enormous scope for corruption and inefficiency.  Where records are poorly managed, the evidence base required to formulate policy, manage state functions, build reliable systems, monitor transactions and protect citizens’ rights is undermined.  These issues are not confined to the developing world, but are receiving increasing attention in a number of developed countries.  A speech on information management in the public sector by the Information Commissioner of Canada, the Honourable John Reid, in July 2004, illustrates the impact of the loss of control of both paper and electronic records
:
	‘I have not been the only one to raise concerns about poor records and information management.  The Librarian and Archivist of Canada, various Privacy Commissioners, my own predecessors and numerous Auditor Generals have addressed the subject.  A recent and well-known report of the Auditor General is a case in point.  Released in February, the report cited poor recordkeeping as a key factor in the mismanagement of major government programs.  One of these is the federal Sponsorship Program.  The Auditor General found that contracts with advertising firms were so poorly documented that key questions about payments, funded activities and program value could not be answered.  There were few records of decisions and no documentation of results.  It was, Sheila Fraser said, the most extreme case of missing records that her office had ever encountered.  The report also discussed the Canadian Firearms [Registration] Program.  It said that the responsible department did not provide Parliament with sufficient information to allow it to scrutinize the program effectively to ensure accountability.  There was little financial information and insufficient explanations for the dramatic increases in the cost of the gun registry program.  Earlier audit reports have dealt with other examples of poor recordkeeping:  the files related to GST [Goods and Services taxation] fraud, improper tendering of government contracts, the inability to locate costly commissioned reports, the lack of security for sensitive information and other examples.  The Auditor General has said that some programs are so poorly documented that an audit cannot even be completed.  The records are simply not there, are incomplete or are unreliable.  Neither a paper trail nor its digital equivalent is in place. …The implications of poor recordkeeping are a serious matter.  They range from minor inconvenience to poor programs and services to the denial of basic rights and the erosion of government accountability.  Put another way, at stake is the public’s right to know, to challenge, to participate in and, ultimately, to influence and improve the governance process.’



If these issues have a significant impact on governance in Canada, how much greater is their impact in the developing world, where records control systems have been substantially eroded?  Development reform initiatives aimed at enhancing economic performance, increasing government accountability and strengthening civil society, such as anti-corruption efforts, administrative and civil service reform, decentralisation, electronic government, legal and judicial reform, public expenditure management, tax policy and administration, and access to information all rely on access to accurate evidence.  At the same time, results-orientated development, which involves linking high quality decision making and strategic planning and management with results and outcomes through monitoring and evaluation systems, requires well managed records from which statistics can be drawn and accountability can be measured.  
There has been progress in building records management capacity in recent years, but the substantial long term problems are enormous and require sustained attention; meanwhile, new problems are growing in the electronic environment.  The audit profession, like the records profession, has faced major challenges in recent decades and has benefited from ongoing training programmes, notably offered through the INTOSAI (International Organisation of Supreme Audit Institutions Development Initiative (IDI), which has worked since 1986 to support auditors in developing capacity to meet increasingly complex challenges including those arising from the information technology revolution and public sector reforms.  Problems remain, but without this input, it is likely that they would be much more severe.  The records profession has not benefited from a similar investment, and the result is apparent in the widespread deterioration of recordkeeping across the world, the unavailability of records to support development needs and the lack of capacity for managing records in the electronic environment.  
The International Records Management Trust has sought to identify and share solutions, and its initiatives are widely recognised as having made a significant contribution toward  reversing this decline.  The Trust has produced:

· an extensive package of capacity building materials in the area of public sector records management, mainly relating to electronic records management.  This material is available free of charge on the Trust’s website (www.irmt.org).  See Appendix A.

· research findings that are used and quoted in universities and development programmes across the developing world and have highlighted, for the first time, the significance of records for development

· assessment tools (see Section 10.6 that equip managers and professionals to benchmark the state of records management agency by agency and nationally

The Trust also has facilitated an exchange of views on records and anti-corruption, electronic government, access to information and other issues between senior officials and records professionals, through video conferences and electronic discussions, using World Bank facilities.  As an outcome of these discussions, in 2005, for the first time, the International Council on Archives and its regional branches in East and Southern Africa and in the Pacific chose recordkeeping and good governance as the theme of their annual or biannual meetings. 
The requirement to manage electronic records as reliable and authentic evidence is increasing as governments across the world rapidly introduce information and communication technologies to enhance service delivery, administrative efficiency, government transparency and the quality of the citizen-state relationship. A number of governments, including Australia, Canada, the UK, Norway and the United States, have recognised the risks involved in relying on digital media and are investing in defining and introducing policies, standards and practices for addressing the issues involved.
 The United States Government, for instance, announced in September 2005, the award of a $308 million contract to Lockheed Martin to design and develop an Electronic Records Archiving Program
.     
Millennium Development Goal Number 8 calls for wider access to the benefits of new technologies, especially information and communication technologies, and the Africa Commission report (p133) stresses the powerful role that e-governance can play in improving administrative efficiency, driving technical innovation and making the governance process more transparent.  Yet, the requirement to manage electronically generated records has gone largely unrecognised by the development community.  There has been very little professional training in this area
, and the growing body of experience from developed countries
 has not been adapted take account developing country issues, such as economic constraints, the very low profile of the records profession and cultural and environmental differences.  Information technology vendors lack experience in managing records as evidence over time and often provide inappropriate or incomplete advice.       

The findings of a recent World Bank study on Evidence-Based Governance in the electronic age, completed in July 2004, are significant in this regard:
· Eleven case studies carried out in Africa, Asia and Latin America showed little evidence of a systematic approach to managing records and virtually no structures in place for managing electronic records.

· Video conference discussions with nearly 300 senior officials from 38 countries in Africa, Asia, the Caribbean and the Pacific (including heads of civil service, accountants general, auditors general and attorneys’ general) revealed that while all of these countries had or were developing electronic government and ICT strategies, none, with the possible exception of Singapore, had introduced effective strategies for protecting and preserving electronic records.  All of the governments consulted expressed the desire for capacity building.

Dr Justus Wamukoya and Dr Nathan Mnjama of the University of Botswana summarised the issues involved for Africa in a paper on E-Government and Records Management at a SADC Workshop on Electronic Government in April 2004:

	‘Governments need to recognize that there are real challenges to be faced in the capture and preservation of both paper and electronic records.  These include:

· Absence of organizational plans for managing e-records

· Low awareness of the role of records management in support of organisational efficiency and accountability

· Lack of stewardship and coordination in handling paper as well as electronic records

· Absence of legislation, policies and procedures to guide the management of both paper and electronic records

· Absence of core competencies in records and archives management

· Absence of budgets dedicated for records management

· Poor security and confidentiality controls

· Lack of retention and disposal policies

· Absence of migration strategies for e-records.’



The proposed project will make a solid contribution to addressing this situation by producing:  

· generic information for governments on the elements of the infrastructure and capacity to manage electronic records as accurate evidence of policies, actions, transactions and entitlements in the electronic environment and a strategy for moving forward 
· sound, cost effective guidance and capacity building material on approaches to policies and practices for managing records as evidence

· measurable indicators for tracking progress toward accountability and assessing risks
· guidance to support the development of evidence-based computer applications leading to improved value from technical assistance spending
· innovative new strategies for encouraging citizen demand for accurate and reliable evidence and political will among officials to protect the information and make it accessible

· enhanced access to official records to support the rights of the poor to accurate information as a basis for protecting their rights, entitlements and interests and to underpin access to information legislation
· guidelines and fact sheets to enable donor bodies and international organisations to raise awareness, ask questions and provide sound advice on electronic records issues.  

3   The Context for Developing Electronic Records Management Strategies
	‘Electronic information systems are complex and fragile.  Systems and standards change rapidly.  E-records are easy to create, alter and delete.  The volume and variety of electronic files on desktop computers and network servers can be overwhelming.  Many electronic files are unnecessarily duplicated and multiple versions exist. Important electronic records may be maintained outside of the organization’s formal recordkeeping system.  Key documents and data are often stored on local hard drives, unavailable to others in the organization.  Huge volumes of obsolete data may be maintained in active systems, slowing the search and retrieval of current information.  The casual proliferation of electronic files sometimes leads to the mistaken assumption that someone else will keep the “official” copy.  Staff often have difficulty locating the most recent or most authoritative version of a file.  Frequently, they are unable to assemble a complete record of transactions and decisions, especially if related files exist in both electronic and paper formats and in different locations.  The authorship and origin of records created in a team-based work environment may be difficult to determine.  Related records are often difficult or impossible to find across government departments because of inconsistent data management standards and practices (e.g. naming and filing) as well as frequent departmental restructuring. Also, important decisions and transactions often go undocumented among a confusing array of techniques and technologies.’
Andrew Lipchak, ‘Information Management to Support Evidence-Based 
Governance in the Electronic Age’, Public Policy Forum Discussion Paper, 
November 2002 (www.ppforum.ca)



All records are information; not all information is a record.  Electronic records remain reliable and authentic only if they are managed.  Protecting official records as authentic proof of policies, actions and transactions, and entitlements in the electronic environment requires the development of an infrastructure comprising a legal, organisational and management framework, supported by a commitment of political will, and it involves an appropriate level of professional capacity.  The challenge for the records profession is not only to understand the nature of the technical dependencies involved, but to communicate requirements to senior stakeholders and to continually monitor changes in those dependencies that threaten the continued accessibility of electronic records.  Where business application systems fail to incorporate functional requirements for addressing these requirements and for metadata capture, data integrity cannot be assured over time.     

It is widely recognised that the lack of ICT infrastructure, including the capacity to introduce and operate technology systems and mass connectivity to the Internet, will not yet permit a complete transition to the electronic environment.  It is less widely recognised that the infrastructure and capacity needed to manage electronically generated records as evidence in a constantly changing software and hardware environment, have not been developed.  The issues involved are crucial to electronic applications all areas of governance, but they are not yet viewed as a core aspect of electronic governance strategies in the developing world.  A strategic approach is essential, not only to ensure that electronic records are captured and preserved over time as authentic evidence, but to ensure that paper and electronic systems work effectively together and that the audit trail is complete. Five high priority areas for computerisation illustrate the issues involved:

· financial management:  Reliable, timely, accessible financial records should provide evidence that resources have been received, committed or spent so that accountants can prepare financial reports for public scrutiny and external auditors can ensure that the reports are credible.  Weak records control systems result in vast quantities of financial records being kept longer than necessary, while essential records are hard to find.  The result can be high levels of unvouched spending (where payment vouchers or other documents are not available to substantiate the authenticity of expenditures), leading to unresolved audit queries and creating opportunities for fraud, corrupt procurement and money laundering.  This situation makes it difficult to introduce effective controls in the areas of payroll and disbursement management and undermines the integrity of Financial Information Management Systems (FMIS).  
· human resource management:  The management of personnel information has significant consequences for human resource management and for efforts to establish pay and establishment controls.  Inadequate personnel records control systems, at the central and district level, hinder efficient personnel administration and long-term staff development.  They distort civil service nominal rolls, thus contributing to the existence of ghost workers and the retention of workers past statutory retirement age.  This leads to difficulties in determining skills, staffing requirements and vacancies; it creates insecurity in relation to claiming pensions.  Difficulties in auditing paper-based personnel records against records held in Human Resource Information Systems (HRIS) and payroll systems, need to be addressed, and it is necessary to ensure that electronically generated records are updated regularly and preserved over time. 

· legal and judicial management:  The growing emphasis on transparency and the need to reduce large backlogs of court cases have highlighted the need for effective management of case files and other court records.  Well-managed court records are essential to efficient, effective legal systems.  They are the means by which citizens and organisations can enforce their rights; they support accountability by making the judiciary more transparent.  Loss of control of records of judicial rulings increases the potential for illicit manipulation and contributes to delays, corruption and inaccuracies.  Dysfunctional records management undermines legal and judicial reform.  Decisions are made without full information about cases, and there is great scope for collusion between court officials and lawyers.  With the introduction of Court Case Management Systems come the requirements to protect and preserve electronic records in authentic form over legally specified periods and to relate them to records held in paper form.

· land management:  Land management, so essential for the rural poor who rely upon farming for their livelihoods, depends crucially on the ability to certify the right to ownership.  Land assets are fixed through accurate property records, which formally verify property rights.  Not only do they give farmers the security needed to develop their land as an asset and the right to transfer it as an asset, but they are a key factor in releasing economic potential by enabling borrowing against property as collateral for development.  The inability to access accurate legal titles to land assets creates insecurity in land development and stifles the potential for growth; it can lead to political instability, for instance, where there are multiple claims to the same land by different ‘owners’.  There is widespread enthusiasm for digitising land records and creating them electronically in order to provide greater transparency and efficient access to land information.  However, the requirements for protecting and preserving electronic land records over long periods have not been defined, and landowners may suffer as a result.   

· hospital management:  Accurate and comprehensive hospital information should provide the evidence base upon which medical staff and hospital administrators plan and deliver effective medical services.  Without an up-to-date and easily accessible patient care notes, medical personnel cannot offer the best treatment or may misdiagnose a condition, with serious consequences.  Associated records, such as X-rays, drug records and patient registers, also must be well cared for if the patient is to be protected.  Records are a key source of data for medical research and statistical reports, and they provide evidence of the hospital’s accountability for its actions.  For instance, weak controls on the distribution of drugs can result in medical stores being depleted for personal profit.  Hospital information management systems, which seek to ensure accurate and fast retrieval of information, are likely to operate in a hybrid environment, where paper and electronic information that must be accessible as part of a total system.  Patient information generated and kept in electronic form needs to survive in an authentic form throughout the life of the patient.  

4     The Focus of the Project
While all of the areas described above are essential to the operation of the state and the welfare of citizens, the scale of the issues involved is such that the proposed study cannot effectively cover them all.  Moreover, in essence the issues are broadly generic.  To maximise the value of the findings, it was decided that the study should focus primarily on one significant study area where stakeholders will have a high degree of ownership as a basis for understanding the issues involved in managing electronic records in the context of developing country requirements.  The findings then could be related to other functional areas.  

Public expenditure management, which is widely accepted as fundamental to good governance, has been identified as the broad focus for this study.  Concerns about records and financial accountability first were raised internationally in 1997 at a workshop organised by the UNDP Programme for Accountability and Transparency (PACT) by accountants General from east and southern Africa, who expressed concern about the difficulties that they were facing in accessing reliable records.  These included the lack of accurate, timely and appropriate budget and accounting information, inadequate tracking of revenues and unreconciled banking accounts.   The PACT annual report noted:

	‘In July, PACT held its second annual global workshop on financial accountability and transparency.  Records management in the public sector and corruption/ integrity improvements in governance were the two new issues highlighted in the workshop discussions.  Both issues were considered extremely important to the field of accountability.  In records management, participants recognised that closer collaboration between stakeholders is required in order for it to be given the required attention and priority.’
  



Subsequently, computerisation has been widely accepted as providing answers to these problems, and there has been significant investment in introducing integrated financial management information systems (IFMIS) to provide comprehensive, planning, budgeting, accounting and reporting with audit trails. However, the success rate has been lower than anticipated, and many countries have found the process to be costly, risky and frustrating.  The records issue, rather than going away, has taken on new significance in the computerised environment.  Namibia, for instance, cites unreliable financial and management information as a difficulty in implementing its IFMIS.

The Trust has sought to contribute insights to the broad requirements for managing financial records, as well as human resource records, and its previous initiatives provide a good starting point for the project.
  However, it will be by drilling down to a specific aspect of public financial management, that it will be possible to gain a deeper and more specific understanding of the cultural and practical issues involved adapting, supplementing and applying solutions developed internationally to meet developing country requirements.   

The area of payroll control, linked to establishment control, stands out as being appropriate as the specific focus of the study.  Here is an instance, where records management problems, paper and electronic, represent a significant, but rectifiable, impediment to the success and sustainability of computerisation initiatives.  The proposed project will explore the management of paper records as inputs to financial and human resource management information systems, the management of electronic records as digital outputs and the links between them. To broaden the basis of the study and provide comparisons, the findings will be related to two other significant areas of service provision:  land and court management.  See Section 5.4 for a discussion of the proposed study sites and the nature of the proposed studies.  
A number of issues influenced the selection of pay and establishment control as the specific focus for the study:  

· The payroll is one of the first and most fundamental areas to be computerised in developing countries and the findings therefore will have widespread value.

· Comparatively poor pay has remained a feature of most public services and is a major area of concern for most public services in most developing countries.

· There is direct relevance to anti-corruption initiatives that seek to enhance transparency and accountability in fiscal management, expenditure projections, control over budgetary expenditure and strengthened internal and external audit. 

· The payroll is a major area of expenditure for all governments (accounting for 50% upwards of the national budget).  Systemic weaknesses in records controls can allow manipulation of the payroll, making reconciliation with establishment records difficult and leading to a widespread misuse of funds that contributes to governments’ ability to pay a living wage and to fund services to citizens.  The current situation is a demoralising factor in the civil service.  Pay levels have remained low.  People who are not working are being paid; people who are working are underpaid.

· The availability of accurate pay and establishment information for cross verification between computerised and paper-based systems will help in establishing a clean, controllable and ‘ghost-worker-free’ payroll as a basis for paying public servants in a timely accurate manner; it will support the requirement for a comprehensive and reliable set of personnel information for management and planning purposes.  Specifically, it will help to support activities aimed at: 
· linking payroll/personnel information to the budgeting system and modelling the impact of different assumptions about changes in rates of pay and allowances
· reconciling monthly payroll totals, to ensure that changes from month to month can be explained

· determining pay and allowance rates for individual employees and to prevent fraudulent amendments 

· detecting ‘ghost workers’ due to fraud or error

· monitoring approved pay and establishment rates for individual employees against actual pay and for verifying payrolls

· monitoring staff movements and provide an ‘audit trail’ to enable unreasonable movements to be investigated

· ensuring that employees do not miss out on pension entitlements or receive pensions to which they are not entitled, provide the basis for audit of pension entitlements

· protecting other benefits to which staff are entitled (eg medical treatment) and ensure that they do not receive benefits to which they are not entitled  

· supporting financial and staff forward planning

· Despite its significance, this issue has not been studied specifically or in depth.    

Consultations with World Bank and DFID advisers confirmed that these issues have a high and growing significance for the reform agenda.  Some of their comments are summarised below:   

· Mike Stevens, Lead Public Sector Specialist, Africa, the World Bank:  Considerable attention has been given to controlling procurement expenditure, but not enough to the relationship of payroll and personnel management.  This area lies at the heart of the reforms that the Bank is seeking to introduce and is emerging as an area of high importance in the Bank.  The issue is coming up a number of countries and must be addressed.  This is certainly a big enough issue to warrant a significant research programme; the research is ‘absolutely vital and justified’.  Cleaning the payroll to prevent tampering with funds and creating confidence in establishment are the two sides of the coin.  IT is being used to address this issue, but not enough is known about how all of this works; there is a need for a window into this area.  A study should be as basic as possible:  identify the problems and describe the systems and the sequence strategy for how they can be modernised as a basis for strengthening reporting.  The research findings would be a valuable contribution to the debate in this area.  Dissemination should not be a problem, for instance through World Bank Institute workshops.  It would be valuable to create a link to the Public Expenditure and Financial Accountability Programme.

· Gert van der Linde, Lead Financial Management Specialist, Africa, the World Bank:  Research in this area would be absolutely helpful and ‘I support it 100%.’  This area requires research due to the fact that African governments are quick to opt for technology but tend not to understand the implications of keeping electronic information over time.  It is essential that the new systems should capture the information that is generated, and there is a need to build capacity in this area.  It also is essential to be able link electronic and paper systems; the integrity of the total system is crucial and a total system approach in needed.  There now is a working group within the Bank’s African region (cutting across financial management, procurement, poverty reduction and economic management, and IT).  The group would be interested in this research and would like to be involved and to contribute to the ongoing dialogue.  The Bank could help to disseminate the findings.  

· Tony Bennett, Financial Management Specialist, Sierra Leone, joint World Bank/DFID Adviser:  Accountability and transparency depend on the quality of records management.  Without good records management, the Auditor General can only complain about absence of records, the Anti-Corruption Commission cannot gather vital evidence, and Public Expenditure Tracking System reports mix together records errors with real leakages.  Beyond accountability and transparency, the capacity to make realistic plans and budgets such as the Public Sector Reform Programme, the Medium Term Expenditure Framework and the annual budget and to monitor the results also depend crucially on records, both manual and electronic, and how they are created, stored and secured, and accessed for use.

· Nicola Smithers, Financial Management Specialist, DFID, seconded as Head of Secretariat of the Public Financial Programme (PEFA) based at the World Bank
: Pay reform is an enormously important area.  A great deal of attention is being given to computerisation but little to the information actually being created.  DFID could make an important contribution to the reform agenda and to the debate on payroll reform through work on the management of pay and establishment information.  DFID and Bank advisers would need to be asked to recommend the most appropriate countries for case studies.  Research involving Bank staff would have to be cleared with the relevant Task Team Leader; Gert van der Linde is part of the team structure in Africa, so his involvement would be important.  It would also be important to involve the DFID country teams, and Stephen Sharples would be an invaluable adviser.  Buy-in from senior government stakeholders, as well as from records professionals, would be essential.    

Two related initiatives will provide valuable inputs to the project.  Firstly, as a result of another discussion at the World Bank, Gary Reid, Lead Public Sector Management Specialist and Head of the Administrative and Civil Service Reform Thematic Group, and Ranjana Mukherjee, Coordinator of the Thematic Group, decided to demonstrate the relevance of the research project by making available a small amount of money to initiate supporting work through the Poverty Reduction and Economic Management Network.  This money was allocated in late May, and the initial findings are available.  The terms of reference were:  

	‘Establishment and wage bill control is an important element of the World Bank’s support for better public sector management.  Systemic weaknesses can allow manipulation of the payroll and make reconciliation difficult.  As part of comparing administrative practices in client countries, we are analysing information flows and controls that link the establishment to the budget on the one hand, and treasury disbursement on the other.  Who verifies, and how, whether those on the payroll have been included in the organisation’s budget?  How is it ensured that only bona fide salary payments are disbursed by the treasury?  You will design a template for charting the flow of information, including specific information objects and process steps, involved in pay and establishment controls from the point at which the budget is passed and the wage bill is prepared to the point of disbursement.’  



Secondly, the research project will benefit from the findings of a related project, now underway, funded by the DFID Africa, Asia and Policy Divisions.  This project focuses exclusively on the development of functional requirements for record keeping that can be integrated into the functional requirements for financial management information systems (FMIS).  This work has been carefully designed to contribute to the larger initiative described in this proposal, so that in addition to making a contribution to financial systems design, it will provide a significant layer of information needed as context for developing infrastructure and capacity building.  The DFID advisers involved in the FMIS project are David Biggs, Financial Management Adviser Asia, and Stephen Sharples, Financial Management Adviser Africa.  The terms of reference for the project are provided below.

	‘The project team will analyse the requirements for managing and capturing the electronic records generated by and the paper records input to IFMIS technology and develop appropriate guidelines and functional specifications.  This will involve:

· consulting financial management and anti-corruption specialists and IFMIS application developers (for instance Oracle, SAP and FreeBalance); reviewing the experiences of government institutions internationally in this area   

· conducting field studies in two developing countries, one in Asia (Bangladesh) and one in Africa (Sierra Leone) to examine the planning and implementation of IFMIS applications

· developing  system management guidelines and functional specifications for integrating records management into IFMIS applications 

· developing  generic policy statements for integrating records management into IFMIS applications

· formulating and packaging deliverables with background information, instructions and recommendations for implementation that can be made available for use in developing countries, particularly in Africa and Asia; ensuring that these products meet international standards and good practices for electronic records management, in particular the International Standard on Records Management, ISO 15489

· testing these deliverables in the African and Asian sites

· revising the deliverables as appropriate.’



5      The Methodology
5.1      Aims 
The research will explore the contribution that the management of paper and electronic records can make to current initiatives to introduce computerisation aimed at reducing poverty, improving government efficiency, transparency and accountability; and strengthening service delivery.  It will identify and clarify the requirements for managing paper and electronic records in relation to development requirements and provide the basis for adapting and supplementing international good practice.  The findings will be used to develop a plan for improvement, including:    

· defining a methodology for tracing information flows and related record keeping requirements in support of core government functions

· defining a route map for moving from a paper-based to an electronic information environment in a safe and secure manner

· defining capacities needed to support this move

· building core guidance materials for use in public sector agencies

· creating core capacity building materials

· building a public service culture where records and information management are valued as a basis for analysis, decision-making, monitoring and evaluation, and service provision.

4.2      Assumptions

The proposal makes the following assumptions:  

· Strong ownership of the design and delivery of the project is essential if the outputs are to be relevant and well used; ownership of the findings and the political will to implement them is essential. 
· Solutions must be developed in relation to real situations and needs.

· A partnership between the demand side (senior public sector stakeholders) and the supply side (records professionals) is essential for identifying meaningful solutions.

· Ownership of the findings and the political will to implement them is essential.

· The records profession can reinvent itself to contribute effectively to public sector development.

· The deliverables must be applicable to a wide range of development environments.

5.3      Research Questions

The research will be planned to answer questions including:

· What computer applications have been introduced or are planned in relation to the functions studied?

· Are adequate records controls in place to support these systems?  

· What provisions are in place for capturing and managing the electronic records being generated by the computer applications?  What provisions are there for managing the paper records being input to these applications?

· What advice are vendors of IT and information management services providing on the capture and preservation of electronic records?

· What impact does the management of records have on the management of the government functions studied?  What are the risks for the governance process and services to the poor if paper and electronic records are not managed?  What are the risks for anti-corruption, access to information and electronic governance initiatives if these issues are not addressed?

· What are the opportunities for strengthening services to the poor by strengthening the management of records, paper and electronic?

· What are the opportunities for strengthening anti-corruption initiatives, access to information and electronic government initiatives?  
· How committed are the participating governments to addressing these issues?  What incentives are there for governments to include the management of electronic records in wider governance initiatives?  What incentives might be developed?  How can the greatest stakeholder buy-in be achieved?

· What are the causes of weak records management, paper and electronic?  How common are these issues in Africa and Asia?  Why are these issues not being addressed adequately?  What solutions have emerged?

· Is it possible to identify a clear correlation between governance reform and records management?   Can records management infrastructure and capacity be effectively linked to governance levels (basis, efficiency, effectiveness and accountability)?

· What will it take to resolve records management issues?  What are the incentives for change?  What can be done to create greater demand by citizens for records as evidence and greater political will in governments to introduce solutions?  What quick wins can be achieved?

· How applicable are the lessons learned in managing paper and electronic records in developed countries, where there have been significant investments in finding solutions?  What can be learned from European and North American initiatives in this area and how can it be adapted appropriately to a developing country context?
· How can lessons learned be shared most effectively?

· How can records management issues be fed effectively into policy development, poverty reduction strategies and fiduciary risk assessments?

5.4      Selection of Study Sites

Six study sites in Africa and two in Asia are proposed and discussed below.  The Steering Committee will be asked to review these sites and to help ensure that the final selection of sites and the focus of the study in these sites reflects an appropriate range of different environments.  The east and southern African region is recommended as the principal study area.  Electronic governance is given a high profile in the region, and there are two outstanding regional associations, the East and Southern African Association of Accountants General and the East and Southern African Branch of the Regional Council on Archives (see Section 6.1), which already have expressed concerns about the issues involved.  Working in partnership with these organisations, it will be possible to approach the issues both from the supply and from the demand side and to develop findings and products that are of practical value and that they are owned locally.    
Another reason for identifying east and southern Africa as the primary study area is that recent work on public service pay reform has focused attention on the underlying business function and the issues involved and has created buy-in from stakeholders
.  Payroll control issues have been examined in Kenya, Uganda, Tanzania, Zambia and Ghana with support from DFID and the World Bank and with involvement by governments, trade union representatives, academia, civil society groups and World Bank country offices.  The payroll study was developed on the premise that pay is a key public service issue and pay reform has remained a thorny and challenging issue, with comparatively poor pay an ongoing feature of most public services.  The study, which has involved collecting and organising data and information on public pay policy experience, has sought to explore and explain the political contexts and rationales underlying the pay policies and strategies adopted.  It recognises that successful strategies for public service pay reform must be a combination of effective tactics and sequencing of appropriate measures and attention to the country’s politics. The management of records as evidence is a critical aspect of pay reform that has not yet been studied but can make an essential contribution to the success of pay reform.  By linking the present study to the payroll study, it should be possible to link records management issues to wider governance issues, including the political economy.
  
The selection of Kenya, Tanzania, Uganda, Zambia and Ghana as study sites, with the addition of Malawi, should make it possible to build upon the existing findings, introduce a new dimension, widen the stakeholder audience and explore a range of different conditions and stages of computerisation.  It also is recommended that there should be comparative studies in two Asian countries, to provide an opportunity to compare and contrast the findings in different cultural and economic contexts.  Bangladesh and India are recommended in the light of the extensive computerisation initiatives that are planned or underway in these countries.  

All of the recommended study sites are Anglophone. Careful consideration has been given to including at least one Francophone country.  It was felt that there could be important advantages to focussing on an examination of the requirements in countries with similar governance structures that tend to follow similar approaches to recordkeeping (eg the structure and classification of records and control procedures). While the issues to be studied are generic to all countries, governance and records management traditions employed in countries that were former colonies of the UK or France, follow different patterns.  Findings drawn from the two traditions are harder to compare, and the deliverables would be harder to apply.  In developing effective products that can be employed by the selected African and Asian countries, there is a high expectation that they also will be applicable across the large number of countries with similar governance structures. The findings can be applied as well in other countries that are concerned about enhancing their records management programmes, but care will need to be taken to ensure that the approach is adapted properly.  It is considered that this might be achieved most successfully as a separate initiative.  Nevertheless, a French-speaking country certainly could be included if this is the advice of the Steering Committee.    
It is proposed that pay and establishment records will be studied in all of the African countries and in one of the Asian countries.  For comparative purposes, to help validate the findings, three additional studies are proposed.  These comprise a study of court records on one of the African countries, a study of land records on one of the African countries and a study of land records on one of the Asian countries.  This approach will be reviewed and agreed with the Steering Committee.  
Good practice will be defined specifically in relation to pay and establishment records, and generic guidance will be prepared.  It will not be possible within the scope of this project to provide similar guidance on court and land records.  The hypothesis is that the issues will be broadly across functions (even though some will be specific to the function), especially when viewed in the light of larger development goals.  
5.5      Stakeholders

The precise composition of the stakeholders to be consulted will vary from country to country, but in general, consultations will be held with officials including:  the Accountant General, the Auditor General, the Permanent Secretary Finance, the Head of the Establishment Office/Personnel Management Office, the Head of the Civil Service Department, the Head of Civil Service Reform, the Head of the Public Service Commission, the Permanent Secretaries of the Ministries of Agriculture, Health and Education (typically the largest spending ministries), the head of the agency responsible for decentralisation, relevant officials in at least one district/province and the National Archivist. Appropriate officials will be identified in the studies of court and land records.  In addition, each country will also will be invited to set up a task force to facilitate an exchange of views.  The members of the two regional partnership organisations, representing accountants general and records professionals and described at Section 6.1 below, will be invited to assist in organising these meetings. 
Representatives of the partner organisations will be invited to join the Steering Committee for the project in order to ensure the relevance of the outputs and to provide guidance on the most effective means of disseminating the findings.  Further information about the Steering Committee is provided in Section 5.8.     

5.6      Data Collection

In order to facilitate data mapping and analysis, a toolkit will be developed to ensure that the quality and quantity of data collected meets a high and consistent standard; the Research Team will be trained to use the toolkit.  

The toolkit will:

· utilise an appropriate process model

· provide information gathering templates, drawing on the tool developed in collaboration with the World Bank Civil Service Reform Thematic Group (see Section 4)

· utilise the Records Management Capacity Assessment System described in Section 9 to gather objective data and to benchmark capacity and existing infrastructure for managing records

· take account of existing frameworks for measuring and increasing transparency in government spending and development effectiveness and specify linkages. 

Data collection will be linked, where appropriate, to existing monitoring, to include Poverty Reduction Strategy Papers and Public Financial Management Performance Measurement Framework Indicators, which are described below to illustrate the potential for measuring the effectiveness of records management in relation to wider governance objectives.   It also will be valuable to make the link to fiduciary risk assessments.  

Poverty Reduction Strategy Papers:   

PRSPs are intended to support country-led efforts to sharpen the poverty focus and effectiveness of development assistance in low-income countries, enhance donor coordination and include appropriate monitoring indicators against which progress can be measured.  One of the issues now being addressed is how to build evaluating systems that support evidence-based decision-making and how to provide the level of operational detail required by donors for their annual financing decisions
.  The European Commission already has begun to include records management as one of its conditions for budget support. Two records management indicators are being introduced in Sierra Leone, as part of an initiative to tie budget support to a performance measure framework relevant to PRSP achievements, with provisions for managing the state of records management or its improvement from one annual assessment to the next:  

· Better records management for greater accountability:  the percentage of a list of payment vouchers (randomly selected) that GOSL can produce to the assessment (audit) team within 24 hours of being given the list (benchmark May 2005 = 45%)

· Effective payroll controls:  Percentage of a random selection of health personnel files containing ‘complete’ records (benchmark June 2005 = 43%)

Public Financial Management Performance Measurement Framework:

This Framework, which was developed by the Public Expenditure and Financial Accountability Secretariat, based in the World Bank, identifies many linkages between documentary evidence (records) and financial accountability.  The proposed research has particular relevance for Indicator PI-18:  Effectiveness of Payroll Controls, for which the guidance notes indicate:

	‘The wagebill is usually one of the biggest items of government expenditure and susceptible to weak control and corruption.  This indicator is concerned with the payroll for public servants only.  Wages for casual labor and discretionary allowances that do not form part of the payroll system are included in the assessment of general internal controls (PI-20).  However, different segments of the public service may be recorded in different payrolls.  All of the more important of such payrolls should be assessed as the basis for scoring this indicator.

The payroll is underpinned by a personnel database (in some cases called the ‘nominal roll’ and not necessarily computerized), which provides a list of all staff, who should be paid every month and which can be verified against the approved establishment list and the individual personnel records (or staff files).  The link between the personnel database and the payroll is a key control.  Any amendments required to the personnel database should be processed in a timely manner through a change report, and should result in an audit trail.  Payroll audits should be undertaken regularly to identify ghost workers, fill data gaps and identify control weaknesses.

Dimensions to be assessed:  

i degree of integration and reconciliation between personnel records and   

        payroll data
ii timeliness of changes to personnel records and the payroll

iii internal controls of changes to personnel records and the payroll

iv existence of payroll audits to identify control weaknesses and/or ghost 
        workers’




5.7      Sequence of Activities and Description of Outputs

The sequence of activities and the production of outputs will be as follows:

· Introduce project infrastructure, conduct background research and develop data collection toolkit.   This will involve liaising with stakeholders regarding the objectives of the project, its sequencing and methodology and the case study sites; appointing the Research Team (research officers and research assistants); planning a stakeholder meeting and preparing supporting materials; and planning a training programme for the research team.  It also will involve conducting research on potential poverty reduction indicators and electronic records management issues.  Finally, it will involve developing a toolkit to guide the Research Team, including a refined set of research questions, a data gathering tool and a guide to writing case studies.   
· Build a regional professional community of ownership and cooperation.  This will involve bringing together senior stakeholders to consider the nature of the research to be conducted and the best means of maximising its value in the region.  A two-day meeting will be organised in one of the case study countries, to be confirmed in discussion with the stakeholders. 
· Train research team members (see Section 5.8) in data collection. This will include training for research officers and for research assistants. The national archival institutions/records management services in the participating countries will be invited to nominate two research assistants to work alongside the research officers and receive training in research skills and participate actively in the research investigation as a means of capacity building and of enhancing the quality of the research.

· Conduct baseline case studies on the challenges and capacity requirements for managing records (paper and electronic) in relation to computerised systems.    A total of ten studies will be developed in six African and two Asian countries to explore requirements for managing electronic records in relation to development objectives. 
· Exchange and compare findings between the six participating countries.  This will be achieved through facilitated video conference discussions and postings on an intranet site.

· Synthesise regional and international research and experience and define a route map for the way forward showing the sequence of steps and milestones involved in strengthening and linking paper and electronic records systems and moving safely to an increasingly electronic environment.   The route map will be linked to development objectives, including anti-corruption, human rights and access to information and goals for poverty reduction strategies, expenditure tracking and measuring public financial management performance.   
· Define policies, good practice guidance, standards and resources (both generic and in relation to pay and establishment records) required to capture and preserve electronic records and link them to paper-based records in relation to the route map.  Draw on regional and international research and experience and ensure that all materials comply with the International Standard on Records Management (ISO-15489).  The materials will include records management indicators and will cover the requirements for:

· effective laws and policies to govern the way government records are created, maintained and used; these may include ‘public records’ acts, freedom of information and protection of privacy laws, archival legislation, government-wide and departmental recordkeeping policies, etc

· staff responsibilities and accountability for creating and maintaining and protecting records

· effective standards and practices for managing records over their life-cycle (documenting, classifying/indexing, storing, protecting, accessing, retaining, transferring, destroying and archiving)

· staff capacities, including all public servants and records and information professionals

· budget requirements for office and storage space, equipment and supplies, computer systems and other resources.

· Define strategies for creating stakeholder awareness of the issues involved, citizen demand for accurate and authoritative records as evidence and the political will  to create the appropriate infrastructure and capacity.

·  Relate the route map to different levels of information technology development.

· Review these outputs and plan the development of training materials.
· Create four core training module in compliance with ISO 15489, to cover:

· mapping information flows, paper and electronic, and defining  records control requirements:  determining what information is needed to support government functions; documenting business activities, decisions and transactions and identifying the control systems needed to ensure that the information is created and managed as authentic and reliable evidence
· managing electronic records in structured environment and unstructured environments: organising, indexing, storing, accessing and disposing of records; establishing the link between paper and electronic records; protecting the security and confidentiality of sensitive information; introducing consistent naming and file classification systems 

· preserving digital records:  maintaining business records and data for as long as they are needed for legal/business accountability or historical uses; introducing appropriate long-term preservation practices for paper and electronic records/files,  including conversion and migration

· managing records in relation to public sector development:  integrating and using the information to support post-conflict reconstruction, access to information initiatives, anti-corruption and electronic government; distributing and sharing information with those who need and have a right to see and use it.

· Produce an overview report of the case study findings.  

· Present the findings to stakeholders at the regional and national levels:  introduce the findings and their implications in relation to real situations, relate the findings to national and regional development goals, launch the outputs and agree strategies for dissemination and uptake.   
· Make the findings available as a shared international resource through internet postings and through other means as described in Section 8.2.  Link the outputs to Records Management Capacity Assessment System software (see Section 10.6 under Impact Measurement) so that they may be used to address weaknesses identified by capacity assessments.  

5.8    Governance and Management of the Project 

Steering Committee
In order to strengthen the relevance and the impact of the project, a steering committee will be appointed to monitor the overall methodology and the outputs at each stage of the project against work plans and to advise on the development and dissemination of the deliverables.  The Steering Committee will aim to ensure that the project makes the maximum contribution to international goals for poverty reduction, accountability and transparency, and good governance.  It will meet formally on an annual basis by video conference, and the members will receive quarterly reports, with brief monthly updates. The Steering Committee will keep project deliverables and work plans under review and help to ensure that they are relevant and are related to wider development goals.    See also Section 10.1.
In order to provide a range of perspectives, the following members are proposed:   
· DFID Financial Management Adviser for Africa
· Head of Secretariat of the Public Financial Programme (PEFA), World Bank
· Senior Financial Management Specialist for Africa, World Bank

· Commonwealth Secretariat Financial Management Adviser 
· Chief Executive Officer, East and Southern African Association of Accountants General

· Chairman, East and Southern African Branch of the International Council on Archives
· representative of the African Organisation of Supreme Audit Institutions  (AFROSAI)
· specialists on payroll management and electronic government (proposed members are KK Kiragu, Kenyan specialist in payroll management and reform; David Sawe, Tanzanian specialist in e-government and personnel information management systems; Michael Turner, former Assistant Deputy Minister, Government of Canada Telecommunications and Informatics Services)

· specialist on trade unions and workers’ entitlements (ILO representative)
· specialist on freedom of information and journalism (Rod Macdonell, Executive Director of the Canadian Journalists for Free Expression is proposed)
· Project Director

· Project Manager. 

Project Management Team
A Project Management Team, working under the oversight of the Steering Committee, will coordinate the research and analysis and the development of deliverables.  The Team will include:  

· Project Director:  responsible to DFID for overall coordination and quality control of the project.  The Project Director, who will be the Director of the Trust, will be the accounting officer for the project.  The Director is legally responsible for reporting to the Trustees of the International Records Management Trust on the delivery of all Trust projects, and she will ensure that the Trustees are kept fully informed about the project.  She will channel the Trustees’ views to the Steering Committee and the Steering Committee views to the Trustees.
· Project Manager:  responsible for managing and co-ordinating the implementation of the research programme and the development of the deliverables.  The Project Manager will lead and work closely with a Research Team, participating fully in the field research, workshop programmes and development of outputs.  

· Research Team:  comprising four senior researchers who will conduct the field research and participate in the preparation of the deliverables on a daily paid basis.  Three of the team members will be African records specialists with practical and research experience, postgraduate qualifications and teaching experience.  The other member of the team will have extensive experience in managing records, paper and electronic, in the public sector environment.  The team members will conduct the field research and will participate in the preparation of the deliverables.

· Research Assistants:  comprising two professional staff members from each of the national archives/records service in each of the participating countries, who will be responsible for gathering background documentation and information and for carrying out specific tasks in support of the case study research.  The research assistants will gain experience and training while contributing to the delivery of the research.

· Project Coordinator/Administrator:  responsible for managing the delivery of project logistics  

· Regional/International Specialist Contributors: experts who will contribute in the fields of electronic records management, electronic government requirements, pay and establishment control issues and capacity building
· Local Reviewers: responsible for evaluating the usefulness of outputs and recommending improvements.
Reporting Arrangements

Under the guidance of the Project Director, the Project Manager will develop, monitor and update project plans and prepare and circulate monthly briefing notes to the Steering Committee, the Project Team and the partner organisations; copies will be available to DFID through an intranet site.  The Project Director will submit annual progress reports and an end of project report to DFID and to relevant stakeholders. All of these reports will include a full budget statement.  The Project Director will meet the DFID Research Officer responsible for the project every six months to review progress toward deliverables and to agree forward work plans.  DFID will have access to the project intranet site and will be able to monitor project postings. 
5.9      Budget Management 
The project budget will be managed using the Trust’s standard budget spreadsheet which links Excel budget worksheets with the standard SAGE Line 50 accounting system, which provides full transparency and accountability by ensuring that income and income and expenditure are cross-matched to the relevant budget heading.  Expenditure on the project will be managed in accordance with the budget limits and sub-heads.  Invoices will be submitted to DFID at the end of each month for costs incurred during the month, including both direct costs and fees and salary costs as defined in the project budget.  Invoices will be supported by copies of invoices/receipts for actual reimbursable expenditure, and by a global statement showing expenditure and fees to date in relation to overall fee and expenses budgets and the balance remaining.  A full budget statement will be submitted on a six-monthly basis to DFID; in addition, quarterly statements or forecasts can be provided to Contracts Branch or the Research Department as required. 
5.10      Communications

Communications will take place in a variety of ways.  In addition to face-face-meetings, telephone calls and email communication, the project will make use of several forms of technology to save costs, enhance efficiency and build ownership.  These include:

· a project intranet site that will make it possible to share documents (and control versions) among the Project Management Team members and between the Team and the participating organisations; in addition to quarterly reports, regular monthly updates will be posted 

· a project website, to which draft documents can be posted for international comment

· electronic discussions 

· video conferences.
6      Partnerships with Stakeholders

6.1      Regional Partners

Meaningful solutions will emerge through collaboration between the demand side (policy makers and users) and the supply side (records professionals).  Within the east and southern Africa region, there is a broad commitment to introducing electronic government as a basis for strengthening resource management and service delivery.  Two strong regional organisations have recognised the significance of addressing records management in the electronic environment:

· The East and Southern African Association of Accountants General (ESAAG) was formed in 1994 as a forum for sharing knowledge and exchanging ideas between accountants general in the region.  Its members are drawn from Botswana, Kenya, Lesotho, Malawi, Mauritius, Mozambique, Namibia, South Africa, Swaziland, Tanzania, Uganda, Zambia and Zimbabwe.  In addition to developing a training strategy and conducting courses, ESAAG has assisted member countries with implementing internal audit guidelines and has undertaken a survey of financial reporting practices in member countries.  It is actively concerned with the issues involved strengthening performance and accountability with the aim of transforming public expenditure management in the region, including the introduction of IFMIS technology.  

· The East and Southern African Regional Branch of the International Council on Archives (ESARBICA) is one of the most progressive professional associations internationally in recognising the need to link good records management practice and good governance.  Its members are drawn from Angola, Botswana, Kenya, Lesotho, Malawi, Mozambique, Namibia, Seychelles, South Africa, Swaziland, Tanzania, Zambia and Zimbabwe.  It recognises the requirement to address the issues involved in managing electronic records and has developed (January 2005) a farsighted strategic plan entitled ‘Transparency and Integrity in Government:  Building Capacity for Managing Electronic Records in the East and Southern African Region’.  ESARBICA envisages links to NEPAD and the African Union, as well as to other organisations, such as the Southern African Development Community (SADC) and the Commission for East African Cooperation and to national bodies.  Members of the ESARBICA Executive Board already have had face-to-face meetings with the NEPAD Secretariat regarding the management of records in the region.  

ESARBICA’s strategic plan identifies a series of staged, interlinking sub-projects that fit well with this proposal, including: 

· an initiation workshop for senior record professionals in the region to review regional requirements and build ownership of the strategic approach

· basic analytical skills training leading to baseline studies on status of e-records management and e-government and the creation of case studies

· a sensitisation and awareness creation workshop for key stakeholders 

· creation of new capacity building modules supported by case studies.
The partners will be asked to contribute to the project by:
· advising on case study sites and helping to plan the case study research

· contributing their perceptions of the difficulties involved in managing records, paper and electronic, effectively in relation to public sector functions

· making inputs to case studies

· assessing the relevance of project outputs and recommending improvements where appropriate
· assisting in disseminating outputs and in contracting African regional bodies, such as NEPAD or the African Union to ensure that the project deliverables are linked to  development strategies and are widely used

· assisting in developing plans for uptake of the deliverables and in monitoring the management of electronic records over time.

6.2      International Partners

· World Bank:  The staff of a number of groupings within the World Bank have expressed interest in the project and have offered to contribute advice and experience and contacts for dissemination.  These are:

· Public Sector Governance thematic groups, including Administrative and Civil Service Reform and Financial Management
· World Bank Institute, including the Global Distance Learning Network (GDLN)
 and the Media Governance and Information Programme 
· Information Solutions Group, including the E-Government Applications Group Informatics Program

· Commonwealth Secretariat, Governance and Institutional Development Division (GIDD):  GIDD has been active partner in the defining and extending the solutions to records management and governance; it will be able to offer advice and guidance on the design and dissemination of the deliverables throughout the Commonwealth.  Through its Informatics Programme, it plans to launch a commonwealth wide programme to benchmark progress toward the management of electronic records as a component of electronic governance strategies. 
7      Deliverables and Users

The project will produce four main deliverables, which will be available without charge in the public domain.  These outputs, which are described in Section 5.7, will be used as follows:

· policy makers and system designers/managers will be able to use the following outputs to take decisions and ensure that system design takes account of evidentiary requirements: 

· route map providing a sequence strategy for moving from a paper-based to an electronic information environment and linked to development targets

· good practice guidance materials supporting the developments of laws, policies, staff responsibilities and accountability for records management
· records professionals and educators responsible for strengthening records management policies, systems and practices in the ICT environment will be able to draw on:   

· route map providing a sequence strategy for moving from a paper-based to an electronic information environment and linked to development targets

· strategies for creating stakeholder awareness, citizen demand and political will for managing paper and electronic records as evidence
· good practice guidance materials 
· four training modules
· database of case studies, with a report summarising the findings, as teaching and staff development materials
· the international community will have available:

· a database of case studies 
· route map of sequence strategy
· good practice guidance materials.
8      Dissemination and Uptake

8. 1     Institutional Uptake

The project deliverables will be of value to a wide range of organisations, nationally and internationally, and it will be important to develop specific strategies for sharing them.  A number of opportunities for sharing information already have been explored with various interested divisions in the World Bank and the Commonwealth Secretariat.  These are discussed in Section 6.2 under International Partners, and in Section 8.2 below under Dissemination.    The Project Director will build on these approaches through an ongoing dialogue with Bank and Secretariat officials as the findings emerge.    

The discussion will be extended to other international agencies.  The International Monetary Fund and the European Union work in partnership with the World Bank and DFID to support the Public Expenditure and Financial Accountability Program, which has its Secretariat in the Bank, and they will be invited to participate in the dialogue.  In the second and third years of the project, provisions have been made in the budget to facilitate these discussions and widen them. Arrangements will be made for the Project Director to meet and exchange information with other international agencies, to include the following:    

· the African Union

· the New Partnership for African Development 
· the African Capacity Building Foundation

· the United Nations Commission for Africa

· the office of the United Nations High Commission for Refugees
· the Food and Agriculture Organisation

· the World Health Organisation 

· IDI (INTOSAI (International Organisation of Supreme Audit Institutions) Development Initiative)
· International Federation of Accountants.
The aim of all of these meetings will be to share information about the research findings and to consider how best the project deliverables can be disseminated and used, for instance in training programmes, seminars and development projects.  The records management indicators also will be discussed and will be refined in the light of the meetings. 

The findings will be presented at national and international seminars as has been the practice with other Trust projects.

8.2    Dissemination  

The Project Management Team will work with the partner organisations and the Steering Committee to disseminate findings.  In addition to sharing the findings with relevant agencies in the partner governments, this dissemination strategy will include:  

· a workshop for the regional partner organisations, ESAAG and ESARBICA, and for international partners, aimed at articulating the lessons learned about managing records generated in the electronic environment as evidence for accountability (specifically in relation to pay and establishment control and in the broader context of  accountability requirements and  computerisation initiatives) as well at launching project products

· national stakeholders’ meetings aimed at sharing the project outputs and articulating their relevance for electronic government applications

· dissemination of outputs through the East and Southern African Association of Accountants General, which closely with the International Federation of Accountants.  ESAAG regularly shares findings within the region through its website and its meetings.

· dissemination of outputs through the East and Southern Regional Branch of the International Council on Archives (ICA), which works closely with the ICA on African and international development strategies.  ESARBICA shares findings within the region through its website and its annual meetings, and the ICA does the same on an international scale.
· Dissemination of outputs in collaboration with the World Bank.  This includes dissemination through seminars (for instance ‘Brown Bag’ lunches and the ‘Quick Start Programme’ and through advisory networks.  In particular, it has been agreed that the research findings and project outputs will provide content for the World Bank Institute (WBI) Media Governance and Information Program.  The Task Manager, Sahr Kpundeh, has asked that products from the research project be fed into the programme.  In this way, the information will be shared with WBI client countries, and training and support in implementation can be provided.  The programme has three ‘pillars’, and the research findings and products will be relevant to all three, especially the second:

· strengthening the information environment; legal and institutional frameworks for access to information

· public information capacity and records management; building government capacity to respond to demands for information through enhanced records management

· developmental journalism skills and training

· dissemination of outputs through the World Bank Public Sector Governance website.  The themes for the site include anti-corruption, administrative and civil service reform, decentralisation, e-government and public expenditure

· dissemination of outputs through the Commonwealth Secretariat, Governance and Institutional Division’s Informatics Programme.  This is likely to involve Commonwealth-wide meetings/training programmes, which will provide a means of extending the research findings and deliverables to countries across the Commonwealth.

· publicity through press releases and dissemination of outputs through  a project website

· distribution of outputs without charge to management institute, training centres and universities in Africa and Asia

· distribution of outputs  through other international organisations and networks such as the E-Policy Resource Network; the Development Gateway; the African Information Society Initiative; the UNDP Institutional Development Group and the UN Division for Public Administration and Development Management (which have agreements to exchange findings with the World Bank Thematic Group on Administrative and Civil Service Reform; the African Association of Public Administration and Management); the Commonwealth Association for Public Administration and Management; and  Transparency International
· dissemination through the Trust’s website.  The availability of the Management of Public Records Project Study Materials without charge provides a valuable model for sharing capacity building material.  Even five years after the launch of the Public Sector Records Project capacity building materials, there continue to be thousands of downloads each month from the Trust’s website, with hundreds of thousands of downloads since the materials were launched.  It is anticipated that the demand for the new materials will be as high or higher.
9      Risk Assessment 

The Logical Framework is at Appendix C sets out the goal, purpose, output and activity levels as well as the potential risks for the project.  The most significant risk is that governments may not be fully committed to poverty reduction and accountability.  This is largely beyond the scope of this project, but the project can help to an enhance efforts to meet these development objectives.  Additional risks and the proposed action are summarised below:    

	Assumptions in Log Frame 
	
	Management of Risk  

	Goal Level

Government officials accept the need to account to citizens and to increase the resources dedicated to supporting the needs of the poor.  

Purpose Level
Governments, donors and international financial institutions give greater priority to records and information as a basis for analysis, decision-making, service delivery and the use of resources to reduce poverty and corruption.
Output Level

Governments support the development of the infrastructure needed to manage records, paper and electronic; donors are willing to support records management initiatives as components of development initiatives, including ICT development.   
Government officials and records 
professionals are aware of the good practice and capacity building material developed by the project and are  committed to using it.

It is possible to develop indicators linked to PRSPs and other poverty reduction strategic planning tools.

Governments and donors recognise that accountability in the electronic environment must ultimately include the capture and preservation of electronic records.
Governments are committed to a policy of openness and enhancing the rights of the poor.
Governments are committed to improving the living conditions of the poor.  

The international community makes good use of the project outputs.  
	
	While the project in itself cannot change governments’ attitudes to their citizens, it can support efforts to strengthen accountability and the effective use of national and international resources to reduce poverty.

Extensive consultations with governments, donors and international financial institutions. 
Involvement of government officials as stakeholders in the design and delivery of the project and in the dissemination of the deliverables; stakeholders meetings and video conference consultations; extensive consultation with international organisations.

Work with the regional partners and, through them, with their international professional association parent bodies to ensure effective dissemination.

Careful examination of development literature and inclusion of relevant questions in case study methodology; consultation with international bodies.
Consultation with e-government specialists, presentation of papers to e-government meetings; development of meaningful case study scenarios that highlight the issues involved, the benefits of addressing them and the costs of not addressing them.

Work with access to information and human rights specialists to find means of highlighting the benefits of enabling citizens to access the information that concerns them.   

Identify linkages between effective records management and well managed resources and contribute these findings to the debate on poverty reduction.

Effective liaison with international agencies and well planned dissemination strategy.  


10      Monitoring and Evaluation

10.1   Steering Committee

The Steering Committee will monitor the progress and relevance of the project against the Logical Framework.  The Committee will meet formally once a year by video conference to review activities and outputs to date and to comment on the programme for the coming year.  Its members will receive quarterly reports and briefly monthly updates and will be consulted as new issues arise.
10.2   Peer Reviewers 

To help ensure that the project outputs meet international good practice standards and are relevant to developing country requirements, international and regional professional experts will be asked to evaluate the deliverables as they are produced and to suggest improvements.  Their comments will be reviewed and incorporated.  
10.3   Meetings with the DFID Research Project Officer
The Project Director will meet the DFID officer responsible for the research project ever six months to review to review progress and agree forward work plans with the aim of ensuring that the project is effectively managed, that the outputs are relevant and that problems arising are addressed effectively.   The Steering Committee will be kept informed of these discussions. See also Section 5.8
10.4   Output to Purpose Review 

At the point deemed most appropriate by the DFID Research Officer responsible for the project, DFID will arrange an independent output to purpose review.  The Project Management Team will assist in planning and conducting the review and will brief the reviewer fully on all aspects of the project, including all outputs delivered to date and planned remaining activities and outputs for the project.  The results of the review will be used to modify remaining activities or widen dissemination as necessary. 
10.5   Longer Term Impact Evaluation 

The full impact of the project will not be felt until the products are complete and have been disseminated (see Section 7).  However, during the life of the project it will be essential for the Project Management Team and the Steering Committee to work together to define a longer-term strategy whereby national and international stakeholders can monitor and report upon the management of electronic and paper records in relation to the computerisation of government functions.  

10.6   Impact Measurement 

The Trust has been aware for several years of the need for monitoring and evaluation tools for the management of electronic records and the transition from paper to electronic records against objective criteria based on international good practice.  It has developed two tools to benchmark infrastructure for and capacity for managing records in support of the effective delivery of government functions.  These tools, which have been launched recently, are available without charge through the Internet (www.irmt.org).  The tools were developed as a means of creating awareness of the risks involved in introducing computerised systems without addressing records issues and as a means of providing links to relevant guidance and capacity building materials to address the gaps identified.  

The tools, which have been designed to work together, can be self-administered, but they are best administered with support from records professionals.  They can be used for entire governments or for specific agencies as described below:
· The E-Records Readiness Assessment Tool (see Appendix E) provides management level information through high-level analysis and risk assessment of the infrastructure and capacities required to manage electronic records and information.  It assesses, for instance, the legal mandate for managing public records and information, the ICT infrastructure and capacity, and the availability of e-records management standards and guidelines and training resources for records management personnel (high risk, moderate risk, low risk).  It can be used in conjunction with existing e-government readiness tools.  The tool was developed by the Trust, working in collaboration with the Commonwealth Secretariat’s Governance and Institutional Development Division, Informatics Division. As noted in Section 6.2, the Division is planning to work with commonwealth governments to introduce a programme of benchmarking in the area of electronic records management, first at a high level, using the E-Records Readiness Tool, and then at a more detailed level, using the Records Management Capacity Assessment System, which is described below.   

· The Records Management Capacity Assessment System (RMCAS) software enables more in-depth evaluation and benchmarking of the infrastructure and capacity for managing records.  RMCAS is mapped against to be in line with the ISO Records Management Standard (15489) and takes account of other international good practice guidelines, for instance, the European Model Requirements for the Management of Electronic Records.  Where a government or an agency identifies gaps in its records management programme, RMCAS can be used to plan the enhancements needed.  By gathering and analysing information from users and creators of records, it assesses such areas as awareness and ownership, records management integration with the business function, records management integration with ICT and the availability of laws, policies and procedures.  Essentially, RMCAS is based on a platform approach; in  each area evaluated, it  identifies the existing capacity level (0-5) at each stage of the records lifecycle, from the creation and capture of the records to their disposition, against clear and measurable indicators.  RMCAS provides an automated link to a database of capacity building materials that includes the guidance and training material that the Trust has produced to date (largely in relation to a paper-based environment).  It is planned that the outputs of the research project will be held in the RMCAS database, as well as being available as stand-alone products.  RMCAS was developed by the Trust, working in collaboration with the World Bank Governance Knowledge Sharing Program.  It will be launched formally in Africa by the East and Southern Regional Branch of the International Council on Archives in Botswana in July 2005.  

Thus, in addition to being used as part of the data gathering tool kit for the research project, the assessment tools will provide a means of monitoring and supporting change over time.  The project deliverables, when linked to the RMCAS database of capacity building materials, will greatly enhance the users’ ability to address the problems that the tools identify.  

The records management indicators developed by the project also will provide a means of measuring impact over time.   It also is planned to develop a risk model, or a risk table, that can be readily and easily applied. 
11      Outcomes

By the end of the project, the outcomes of the project will be:

1 Governments will be in a position to build the infrastructure and capacity needed to manage electronic records as accurate and reliable evidence in the electronic environment and government officials will have an enhanced awareness of the significance  or records for accountability and a greater degree of ownership of records as crucial state assets.   They will be in a position to build the laws and organisational structures needed to protect electronic and paper records to underpin rule-based, transparent decision-making.  Six participating African governments will have had direct exposure to the elements of a sustainable infrastructure and will be in a position to plan changes.  The members of the partner organisations in 13 countries will have direct exposure to the materials at presentations during annual professional meetings. Information about these requirements also will be extended to dozens of other governments through seminars in the Commonwealth and inclusion in the World Bank Institute Governance and Media training programme.
2 Government officials and records professionals will have access to sound and cost effective guidance and capacity building material on approaches to policy and practice for managing records as evidence, both in a generic context and in relation to pay and establishment records.  In addition to the regional and national awareness sessions, for a total of over 120 decision makers (January 2006, February and March 2008), the project will provide training for at least 16 records professionals as research assistants (January 2006 and during the case studies).  In addition, outputs will be available on the project website as they become available (see project milestones).    In addition, there will be a wide range of approaches to dissemination, as described in Section 8.2.
3 Governments’ ability to measure progress toward accountability will be enhanced.  The project will develop indicators to measure the accuracy of records as evidence, and in particular they will be able to measure the capacity to manage and verify payroll against establishment records.  This will help to make it possible to measure the management of records against the goals of PRSPs and other poverty reduction strategic planning tools, including the Public Financial Measurement Framework and the European Union indicator on records management.   The indicators will be shared with at least ten international organisations.  Three particularly relevant organisations have between them hundreds of institutional members:  the International Federation of Accountants (163 bodies in 119 countries), the International Council on Archives (1400 institutional members in 190 countries) and the International Organisation of Supreme Audit Institutions (170 supreme audit institutions).   
4 There will be a higher success rate of e-governance applications with improved value for  technical assistance spending.  The high level of technical assistance spending on ICT applications is not matched by a high success rate.  For instance, a recent World Bank assessment of the performance of 34 IFMIS projects in 27 countries, with an expenditure of $12.3 million, only 21% were successful and only 6% were regarded as likely to be sustainable
.  The failure address the management of paper records inputs and electronic records outputs is a significant factor in this failure rate.  Guidance and capacity building in the management of records as a significant aspect of the development and implementation of IFMIS and other applications will make an important contribution to success and sustainability rates.
5 The rights of the poor to access accurate information, protected over time, in order to assert their rights, entitlements and interests will be strengthened.  Access to information laws have been adopted in over 50 countries to guard against abuses, mismanagement and corruption and to promote openness and transparency in decision making; 30 more countries have similar laws in progress and much of the rest of the world is moving in the same direction. However, the existence of a modern law does not guarantee access to information.
  One of the most significant factors that undermines the effectiveness of these laws and prohibits citizens from accessing information is the poor state of records systems; in the electronic environment, the lack of an infrastructure or capacity to manage electronic records will have a growing impact on the ability to deliver access to information requirements.  The project will strengthen access to information laws by helping to build the capacity to capture and preserve authentic and reliable records in paper and electronic environments.  While it is not possible to give figures for the rate of improved access, it is clear that the laws will fail if records cannot be accessed.
6 Services to citizens will be supported by more accurate and well managed information.  Where there is corruption, leakage and theft of state assets, funds are not available to deliver services to the poor or even to pay a living wage to civil servants.  Services can only be planned, delivered and monitored effectively on the basis of reliable and accurate evidence.  Again, it is not possible to give figures on the improvements that can be achieved by strengthening the capacity to manage paper and electronic records, but it is clear that theft of assets (particularly in the areas of payroll management and procurement) flourishes where policies, structures and systems are not in place for managing records, paper and electronic.  Substantial increases in the funds available for services to the poor will be achieved where there is the will and the capacity to manage official records.     
7 The international development community will be able to raise awareness, ask questions and provide sound advice, drawing on policy briefs, guidelines, fact sheets and measurement indicators developed through sound regional and international research and experience.  Presentations will be made to donor bodies and international organisations on the significance of records management for development and the use of the deliverables.    In each of the second and third years of the project, opportunities will be sought to make presentations to at least two international conferences and to meet with at least ten donor meetings. In addition, the Steering Committee (up to ten members) will have an in-depth exposure to the issues.  
Appendix A
The International Records Management Trust

(www/.irmt.org)

The Trust, which was established in 1989 to develop strategies for managing public sector records, is unique internationally.  A UK registered charity governed by a board of trustees, it supports the need to protect and preserve records as evidence of civil and human rights and of accountability.  Its London office manages the delivery of a portfolio of international records management projects for the public sector, supported by a consultancy team of over 60 practicing professionals drawn from the public and private sectors and from academic institutions.  They include experts in public sector records management (particularly in areas of financial, human resource and legal and judicial management), information policy and electronic records systems as an aspect of electronic governance.  

The Trust’s work has always emphasised the significance of managing records as a basis for protecting civil and human rights, reducing poverty, controlling corruption, strengthening democracy, promoting economic and social reform, improving services to citizens, enhancing access to information, demonstrating accountability and transparency, and providing a continuous record of national development over time.  As technology has had an increasing impact on the way that records are created, used and stored, the Trust has sought to support the transition from paper to electronic records through strengthening controls on data integrity.  In addition to creating freely available training material, the Trust has assisted over 25 countries in building sustainable records laws, policies, systems, procedures and facilities.  

The Trust has worked in partnership with a range of public sector institutions and with donors including the World Bank, the IMF, the UK Department for International Development, the UNDP and the Commonwealth Secretariat.  It liaises regularly with a range of professional associations, consultancy firms, academic institutions and NGOs. 

The Trust’s expertise has been developed over a period of 16 years of applied fieldwork and development initiatives.  It has a track record of successful delivery of records and information management projects internationally, with activities falling into three main areas: 

· Records Management Consultancy Services, involving work with local policy makers and records professionals to develop and introduce effective and sustainable legal and regulatory frameworks, policies, systems, procedures and facilities, either at the central level or in relation to particular functions.   

· Training and Education, involving the development of capacity building programmes.  The Trust’s commitment to professional development continues to be its central concern.   

· Development Research, involving study and analysis of aspects of the relationship between records management and public sector management and building practical solutions to information management problems, particularly in support of financial, human resource and legal and judicial management requirements in the electronic environment.

Two of the Trust’s international projects, which have involved research and capacity building, have been particularly significant internationally:  

· The Management of Public Sector Records Project (1994 to 2000, principal donor DFID), involved developing a package of about 4000 pages of capacity building materials (training modules, manuals of good practice, case studies and training for trainers materials) aimed at managing public sector records, mainly in the paper-based environment but including a basic introduction to the issues of managing records in relation to electronic applications.  This material has been available, free of charge, on the Trust’s website since 2000, and in that period there have been several hundred thousand downloads.  The material has been the basis for many training programmes across the English-speaking world and continues to be downloaded at the rate of about 10,000 items a month.

· The Evidence-Based Governance in the Electronic Age Project (2001 to 2004, principal donor World Bank), involved consultations with government officials and records professionals from 38 developing countries through face-to-face, electronic and video conference meetings.  The participants explored common problems, including inadequate legal and institutional frameworks, lack of accountability and inadequate training.  Case studies available on the Trust’s website) in Latin America, Asia, and Africa confirmed the lack of a systematic approach for managing records in the transition to the electronic environment.  The project also involved developing two tools, freely available on the Internet, to make it possible to objectively measure and monitor records management infrastructure and capacity in paper and electronic working environments:

· The E-Records Readiness Assessment Tool enables high-level analysis and risk assessment of the infrastructure and capacity required to manage electronic records and information.  It can be used in conjunction with existing e-government readiness tools.     

· The Records Management Capacity Assessment System (RMCAS) software enables more in-depth evaluation.  RMCAS is linked to the ISO Records Management Standard.  By gathering and analysing information from users and creators of records, it diagnoses records management capacity and provides an automated link to a database of capacity building materials.

The Trust’s long-term objective is to raise international awareness of the importance of managing evidence in the electronic environment and to support developing countries in building the capacity to introduce effective and appropriate strategies for managing electronic records.

Appendix B

BUDGET (£)

	
	
	
	
	
	

	 Proposed Project Activities and Costs
	No. 
	Rate £
	Expenses
	Fees
	Total

	 
	 
	 
	 
	 
	 

	1. Design research methodology and develop a data collection toolkit
	 
	 
	 
	 
	 

	FEES  Research team/specialists: methodology and toolkit - 10 days
	10
	400 
	 
	4000
	 

	    Editorial design, layout and presentation - 2 days
	2
	250 
	 
	500
	 

	Sub totals
	 
	 
	0
	4500
	4,500

	 
	 
	 
	
	
	(Year 1)

	
	
	
	
	
	

	2. Conduct a 2-day planning meeting for senior stakeholders 
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Travel: 18 participants - 15 return flights & transfers
	15
	500
	7,500
	 
	 

	          2 research team members & 2 subject specialists – 4 return flights & transfers
	4
	500
	2,000
	 
	 

	          1 research team member - return flight & transfers
	1
	1200
	1,200
	 
	 

	       Subsistence:  23 people x 3 nights in Kenya (location tbc)
	69
	120
	8,280
	 
	 

	       Other costs: meeting facilities, local travel, supplies, communications
	1
	1200
	1,200
	 
	 

	FEES  Research team/specialists: planning & preparation - 6 days (Project Mgr) 
	0
	400 
	 
	0
	 

	    Research team/specialists: contributions to the meeting - 5 people x 2 days 
	10
	400 
	 
	4000
	 

	Sub totals
	 
	 
	20,180
	4,000
	24,180

	 
	 
	 
	
	
	(Year 1)


Budget continues on following pages

	Proposed Project Activities and Costs
	No
	Rate £
	Expenses
	Fees
	Total

	3.  Deliver 2-day training workshop for research team and assistants 
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Travel: 12 research assistants - 10 return flights & transfers
	10
	500
	5,000
	 
	 

	          2 research team members – 2 return flights & transfers
	2
	500
	1,000
	 
	 

	          1 research team member - return flight & transfers
	1
	1200
	1,200
	 
	 

	       Subsistence:  15 people x 3 nights in Tanzania (location tbc)
	45
	120
	5,400
	 
	 

	       Other costs: workshop facilities, local travel, supplies, communications
	1
	600
	600
	 
	 

	FEES  Research team/specialists: programme preparation - 5 days (Project Mgr)
	0
	400 
	 
	0
	 

	    Research team/specialists: facilitating workshop - 2 people x 3 days
	6
	400 
	 
	2400
	 

	 Honoraria for research assistants - 12 people for 2 days 
	24
	70 
	 
	1680
	 

	Sub totals
	 
	 
	13,200
	4,080
	17,280

	 
	 
	 
	
	
	(Year 1)

	4. Conduct eight baseline case studies in Africa (countries to be agreed)
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Travel: 2 research team members - 8 return flights & transfers
	16
	500
	8,000
	 
	 

	          2 research assistants - in-country and rural travel in 8 study sites
	16
	100
	1,600
	 
	 

	       Subsistence:  20 nights subsistence in 8 study sites (main city) for first researcher
	160
	120
	19,200
	 
	 

	          14 nights subsistence in 8 study sites (main city) for second researcher 
	112
	120
	13,440
	 
	 

	          6 nights rural subsistence in 8 sites – for second researcher & 1 research assistant
	96
	80
	7,680
	 
	 

	       Other costs: local travel at study sites, supplies, communications, other costs
	8
	300
	2,400
	 
	 

	FEES  Research team: 15 days in 8 sites 2 people (Project Mgr does 4 studies) 
	180
	400 
	 
	72000
	 

	   Research team: writing up case studies - 5 days for 8 studies 
	40
	400 
	 
	16000
	 

	   Research assistant inputs - 2 assistants for 20 days each for 8 studies 
	320
	70 
	 
	22400
	 

	Sub totals
	 
	 
	52,320
	110,400
	162,720

	 
	 
	 
	
	
	(Yr 1/2)


	Proposed Project Activities and Costs
	No
	Rate £
	Expenses
	Fees
	Total

	5. Exchange and compare the findings between participating countries 
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Travel: 1 video conference facilitator - 1 return flight to Washington/London 
	1
	600
	600
	 
	 

	        Subsistence: 5 nights subsistence in Washington/London for facilitator
	5
	100
	500
	 
	 

	       Other costs: Video conference facilities and connections for 4-hour sessions * 
	2
	5000
	10,000
	 
	 

	        * Note: the budget above will not be required if it is possible to use DFID facilities
	 
	 
	 
	 
	 

	       Room hire/facilities, local travel, communications, site connections at 6 sites
	6
	800
	4,800
	 
	 

	       Setting up intranet, web space and electronic discussion facilities 
	1
	1000
	1,000
	 
	 

	FEES  VC facilitator: preparations, running order, consultations - 5 days (Project Mgr)
	0
	400 
	 
	0
	 

	   Facilitator for electronic discussion: 2 hours per day over 3 weeks (Project Mgr)
	0
	400 
	 
	0
	 

	   Specialist advisers for electronic discussion: 2 days  
	2
	400 
	 
	800
	 

	Sub totals
	 
	 
	16,900
	800
	17,700

	 
	 
	 
	
	
	(Year 2)

	6. Conduct two baseline case studies in Asia (provisionally India and Bangladesh)
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Travel: 2 research team members - 2 return flights & transfers
	4
	800
	3,200
	 
	 

	          2 research assistants - in-country and rural travel  in 2 study sites 
	4
	100
	400
	 
	 

	       Subsistence:  20 nights subsistence in 2 study sites (main city) for first researcher
	40
	120
	4,800
	 
	 

	          14 nights subsistence in 2 study sites (main city) for second researcher
	28
	120
	3,360
	 
	 

	          6 nights rural subsistence in 2 study sites for second researcher & 1 research asst. 
	24
	80
	1,920
	 
	 

	       Other costs: local travel at case study sites, supplies, communications, other costs
	2
	300
	600
	 
	 

	FEES  Research team: field study - 15 days in 2 sites 2 people (Project Mgr does half)
	30
	400 
	 
	12000
	 

	   Research team: writing up case studies - 5 days for 2 studies (Project Mgr does half)
	5
	400 
	 
	2000
	 

	   Research assistant inputs - 2 assistants for 15 days each for 2 studies 
	60
	70 
	 
	4200
	 

	Sub totals
	 
	 
	14,280
	18,200
	32,480

	 
	 
	 
	
	
	(Year 3)


	Proposed Project Activities and Costs
	No
	Rate £
	Expenses
	Fees
	Total

	7. Workshop to develop a route map and indicators for development agencies, 

    and to plan for good practice and training materials
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Travel: 2 research team members, 1 educator - 3 return flights & transfers
	3
	600
	1,800
	 
	 

	          2 research team members, 1 resource person, Project Director - 3 return flights
	4
	1200
	4,800
	 
	 

	       Subsistence: 8 nights subsistence for 7 people to attend meeting in Ghana (tbc)
	56
	100
	5,600
	 
	 

	       Other costs: meeting room hire, supplies, communications, other costs
	1
	1200
	1,200
	 
	 

	FEES Research team/specialists/Project Director: planning meeting 7 people 6 days 
	42
	400 
	 
	16800
	 

	   Research team/specialists/Project Director: route map and indicators  - 13 days
	13
	400 
	 
	5200
	 

	   Reviewer inputs on route map - 3 days 
	3
	150 
	 
	450
	 

	Sub totals
	 
	 
	13,400
	22,450
	35,850

	 
	 
	 
	
	
	(Year 3)

	8. Define and develop good practice guidance materials and resources
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Supplies, distribution of documents for review, communications 
	1
	500
	500
	 
	 

	FEES Research team/resource person inputs - 20 days
	20
	400 
	 
	8000
	 

	    Reviewer inputs - 6 days
	6
	150 
	 
	900
	 

	Sub totals
	 
	 
	500
	8,900
	9,400

	 
	 
	 
	
	
	(Year 3) 

	9.  Create four core training modules
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Supplies, distribution of documents for review, communications 
	1
	1000
	1,000
	 
	 

	FEES Research team/educator inputs: 4 modules at 25 days each
	100
	400 
	 
	40000
	 

	   Instructional design and formatting: 4 modules at 5 days each 
	20
	400 
	 
	8000
	 

	   Reviewer inputs - 5 days per product
	20
	150 
	 
	3000
	 

	Sub totals
	 
	 
	1,000
	51,000
	52,000

	 
	 
	 
	
	
	(Year 3)


	Proposed Project Activities and Costs
	No
	Rate £
	Expenses
	Fees
	Total

	10.  Present project findings at 2-day review meeting for regional stakeholders 
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	      Travel: 30 participants - 25 return flights & transfers
	25
	500
	12,500
	 
	 

	          2 research team members – 2 return flights & transfers
	2
	500
	1,000
	 
	 

	          2 research team members - 2 return flights & transfers
	2
	1200
	2,400
	 
	 

	       Subsistence:  29 people x 3 nights in Uganda (location tbc)
	87
	120
	10,440
	 
	 

	       Other costs: meeting facilities, local travel, supplies, communications
	1
	1500
	1,500
	 
	 

	FEES  Research team/specialists: planning & preparation - 10 days (Project Mgr)
	0
	400 
	 
	0
	 

	   Research team inputs: facilitating meeting – 3 people x 3 days 
	9
	400 
	 
	3600
	 

	  Sub totals
	 
	 
	27,840
	3,600
	31,440

	 
	 
	
	
	
	(Year 3)

	11.  Facilitate 1-day national workshops in Africa in six case study countries
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Travel: 1 facilitator/resource person - 5 return flights & transfers
	5
	400
	2,000
	 
	 

	       Subsistence:  1 person for 2 nights in 6 cities 
	12
	120
	1,440
	 
	 

	       Other costs: workshop facilities, refreshments, local travel, communications
	6
	500
	3,000
	 
	 

	FEES  Research team/specialists: preparation of materials - 3 days
	3
	400 
	 
	1200
	 

	   Research team/resource person: facilitating workshops - 6 x 1 day each
	6
	400 
	 
	2400
	 

	  Sub totals
	 
	 
	6,440
	3,600
	10,040

	 
	 
	 
	
	
	(Year 3)

	12.  Link products to RMCAS, make the findings available on the Internet and 
	 
	 
	 
	 
	 

	      Liaise with partners to disseminate materials widely
	 
	 
	 
	 
	 

	    EXPENSES  Other costs: website links, distribution of materials, communications
	1
	2000
	2,000
	 
	 

	FEES  Research Team: activities outlined above - 10 days 
	10
	400 
	 
	4000
	 

	  Sub totals
	 
	 
	2,000
	4,000
	6,000

	 
	 
	 
	
	
	(Year 3)


	Proposed Project Activities and Costs
	No
	Rate £
	Expenses
	Fees
	Total

	13.  Facilitate annual Steering Committee meetings; meetings with international   

       organisations
	 
	 
	 
	 
	 

	   EXPENSES
	 
	 
	 
	 
	 

	       Travel: Project Director – 3 flights (Europe, Africa, Nth America) – years 2 and 3
	6
	1000
	6,000
	
	

	       Subsistence: 3 x 5 nights per year in multiple destinations – years 2 and 3  
	30
	120
	3,600
	
	

	       Other costs: Video conference facilities and connections for 2-hour sessions 
	3
	2500
	7,500
	 
	 

	       Room hire/facilities, travel, communications at 6 video conference sites
	6
	500
	3,000
	 
	 

	 FEES Project Director’s meetings with international organisations (preparation,

    meetings and follow-up actions)  – 20 days per year – years 2 and 3
	40
	400
	
	16000
	

	   Honoraria for 3 Steering Committee members – 3 persons @ £400 per year (3 yrs) 
	9
	400
	
	3600
	

	  Sub totals
	 
	 
	20,100
	19,600
	39,700

	 
	 
	 
	
	
	(Yr 1 2 3)

	14.  Project Management, Oversight and Quality Control 
	 
	 
	 
	 
	 

	    EXPENSES
	 
	 
	 
	 
	 

	       Supplies, communications, document distribution and other office costs - monthly
	33
	300
	9,300
	 
	 

	       Travel for visits by research team to Africa partner organisations - annual 
	3
	600
	1,800
	 
	 

	 SALARIES  
	 
	 
	 
	 
	 

	    IRMT Project Manager full-time) @ £3,730/month (assumes 7 months in year 1) 
	31
	3730 
	 
	115,630
	 

	      (based on equivalent annual salary of £40,000 plus national insurance)
	 
	 
	 
	 
	 

	    IRMT research co-coordinator (full-time) @ £2,700/month (based on £29,000 pa) 
	31
	2700 
	 
	83,700
	 

	    IRMT director 2 days per month for project oversight @ £400 per day
	62
	400 
	 
	24,800
	 

	  Sub totals
	 
	 
	11,100
	224,130
	235,230

	
	
	 
	
	
	(Yr 1 2 3)

	Total Expenses
	 
	 
	 
	 
	199,260

	Total Fees
	 
	 
	 
	 
	479,260

	Total Project Costs 
	 
	 
	 
	 
	678,520         

	
	
	
	
	
	

	
	
	
	
	
	

	 Proposed Distribution of Costs by Year for Project Activities
	Year 1

£
	Year 2

£
	Year 3

£

	 
	
	 
	 
	 
	 

	1  Design research methodology and develop a data collection toolkit
	
	 
	4,500
	 
	 

	2  Conduct a 2-day planning meeting in  for senior stakeholders 
	
	 
	24,180
	 
	 

	3  Deliver 2-day training workshop for research team and assistants 
	
	 
	17,280
	 
	 

	4  Conduct 8 baseline case studies in Africa (countries to be agreed)
	
	 
	20,340
	142,380
	 

	5  Exchange and compare the findings between participating countries 
	
	 
	 
	17,700
	 

	6  Conduct 2 baseline case studies in Asia (provisionally India and  Bangladesh)
	
	 
	 
	 
	32,480

	7  Define a route map, develop indicators and conduct a planning meeting 
	
	 
	 
	 
	35,850

	8  Define and develop good practice guidance materials and resources
	
	 
	 
	 
	9,400

	9   Create four core training modules
	
	 
	 
	 
	52,000

	10  Present project findings at 2-day review meeting for regional stakeholders 
	
	 
	 
	 
	31,440

	11  Facilitate 1-day national workshops in Africa in 6 case study countries
	
	 
	 
	 
	10,040

	12  Link products to RMCAS,  make the findings available on the Internet and 
      liaise with partners to disseminate widely 
	 
	 
	10,000

	13  Facilitate annual Steering Committee meetings; meetings with donors 
	
	 
	4,700
	15,500
	19,500

	14  Project management, oversight and quality control/core professional inputs
	
	 
	53,116
	91,057
	91,057

	 
	
	 
	 
	 
	 

	Sub totals per year 
	
	 
	124,116
	266,637
	287,767

	 
	 
	 
	 
	 
	 


Appendix C

TIMEFRAME
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	Activity
	Aug-

Sep 05
	Oct-

Dec 05
	Jan-

Mar 06
	Apr-

Jun 06
	Jul-

Sep 06
	Oct-

Dec 06
	Jan-

Mar 07
	Apr-

Jun 07
	Jul-

Sep 07
	Oct-

Dec 07
	Jan-

Mar 08

	1   Develop data collection toolkit
	[image: image10.jpg]



	
	
	
	
	
	
	
	
	
	

	2   Two-day stakeholder meeting
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	3   Two-day training workshop
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	4   Conduct eight case studies in Africa
	
	
	
	
	
	
	
	
	
	
	

	5   Exchange and compare findings via video conference 
	
	
	
	
	
	
	
	
	
	
	

	6   Conduct two case studies in 
Asia
	
	
	
	
	
	
	
	
	
	
	

	7   Develop route map & indicators, plan good practice/training materials
	
	
	
	
	
	
	
	
	
	
	

	8   Develop good practice guidance materials 
	
	
	
	
	
	
	
	
	
	
	

	9   Create four training modules
	
	
	
	
	
	
	
	
	
	
	

	10   Present project findings at two-day stakeholders meeting 
	
	
	
	
	
	
	
	
	
	
	

	11   Facilitate one-day workshops 
in six case study countries
	
	
	
	
	
	
	
	
	
	
	

	12   Disseminate products widely 
	
	
	
	
	
	
	
	
	
	
	

	13   Steering Committee meetings, 

meet international organisations,

Output to Purpose Review
	
	
	
	
	
	
	
	
	
	
	

	14   Project Management, 
Oversight and Quality Control
	
	
	
	
	
	
	
	
	
	
	



 MILESTONES
	Outputs, Project Papers and Reports 
	Delivery

	
	

	1  Research data collection toolkit on project website and distributed to team and assistants
	  Dec 2005

	2  Training materials for two-day training workshop for research team on project website and distributed
	 Dec 2006

	3   Preparatory papers for two-day planning meeting for senior stakeholders on project website and distributed
	 Dec 2006

	4   Four case studies in Africa completed and circulated to key stakeholders for comment 
	Sep 2006

	    Remaining four case studies in Africa completed and circulated to key stakeholders for comment 
	Jan 2007 

	5  Video conference to exchange and compare findings completed and summaries of discussions posted to project website 
	Mar 2007 

	6  Two case studies in Asia completed and circulated to key stakeholders for comment 
	May 2007 

	    All ten case studies finalised, distributed to educators and researchers, posted on project website and disseminated widely 
	Jun 2007 

	7   Route map defined and posted to project website; development indicators developed and circulated to donor agencies 
	Sep 2007 

	8  Draft good practice guidance materials and resources circulated to team for comment 
	Dec 2007 

	9  First two core training modules circulated to team for comment 
	  Oct 2007

	    Remaining two core training modules circulated to team for comment 
	Dec 2008 

	    Good practice guidance materials and resources, and four core training modules finalised, 

    posted to project website and distributed to key stakeholders and project partners 
	Feb 2008 

	10   Two-day review meeting for regional stakeholders completed and papers posted to project website 
	Feb 2008 

	11   One-day national workshops completed in 6 case study countries in Africa and papers posted to project website 
	Mar 2008

	12   Donors adopting indicators, products linked to RMCAS, findings available on the Internet and disseminated widely 
	Mar 2008

	13   Annual Steering Committee meetings conducted by video conference and annual project partner meetings conducted 

       face-to-face by project director; minutes of meetings posted to project website and circulated to project team 


	1 Dec 2006

2  Dec 2007 

3  Sep 2007

	       Output to purpose review conducted and report posted to project website 
	Oct 2007

	14   Annual project reports submitted to DFID, posted to project website and circulated to key stakeholders  


	1 Apr 2006

2  Apr 2007 

3  Apr 2008


Appendix D
LOGICAL FRAMEWORK
	Project Summary


	Measurable indicators
	Means of verification
	Assumptions and risks

	Goal: 
1  Governments will be better able to account to their citizens and to make effective use of national and international resources to reduce poverty.   

	1.1  Theft of state assets is reduced and services to the poor are improved.  .

	1.1  Country Financial Accountability Assessments


	1.1   Government officials accept the need to account to citizens and to increase resources dedicated to supporting the needs of the poor. 


	Purpose:

1  Accurate and reliable records and information will be available in the electronic environment to underpin measures aimed at monitoring  policy, managing resources, reporting financial expenditure and  measuring  accountability.


	1.1   Records management is used as a means of enhancing transparency in government spending in relation to poverty reduction and economic growth.  

	1.1   Public Financial Management Performance Framework indicator scores improve. 
	1.1   Governments, donors and international financial institutions give greater priority to records and information as a basis for analysis, decision-making, service delivery and the use of resources to reduce poverty and corruption.

	Outputs
1  Governments will be able to build the infrastructure needed to manage records and information in the electronic environment. 
2  Government officials and records professionals will have easy access to sound and cost effective guidance and capacity building material for managing paper and electronic records as evidence.  
3 Governments will be able to measure progress toward accountability

4   There will be a higher success rate of e-governance applications with a better use of technical assistance spending. 

5   The rights of the poor to access accurate information to assert their rights, entitlements and interests and to raise questions about the use of public resources will be strengthened and protected in the electronic environment through improved availability of records and information.  
6    Services to citizens will be delivered on the basis of accurate information and resources are more effectively targeted to the poor.

7   The international development community will be able to raise questions about the management of records and information and provide sound advice based on solid research and experience.  
	1.1  Laws, policies, procedures and facilities are introduced to protect and preserve records, paper and electronic, over time; records professionals are accorded greater status and play a greater role in national development.

2.1   Appropriate good practice 

guidance and capacity building material, compatible with international good practice,  is readily available as a basis for building an appropriate level of capacity.

3.1  Indicators are developed and used to verify and measure the accuracy of records as evidence in relation to Poverty Reduction Strategy Papers.
4.1  E-governance strategies include  the management of e-records;   electronic records requirements are captured in the specifications for e-applications projects (eg IFMIS development)  

5.1  Records containing evidence needed to support citizens’ rights and entitlements are protected in an accurate and reliable form.  
6.1   Corruption, leakage and theft of state assets is easier to trace; levels of unvouched expenditure diminish;     Service provision is enhanced.

7.1  The materials are produced recognised as significant and are used by international donor and financial institutions; the management of electronic records features in international literature on ICT development.

	1.1  Benchmarking using the E-Records Readiness Tool and the Records Management Capacity Assessment System (RMCAS) 
2.1  Good practice guidance and capacity building material is available on the Internet without charge.
3.1  PRSP monitoring reports

4.1  The management o electronic records features in e-records readiness assessments.
5.1  Citizens, donors, NGOs and journalists are better able to access reliable public sector information;  access to information statistics 
6.1  Anti-corruption reports;   Country Financial Accountability Assessments, audit reports;  PRSP monitoring reports.

7.1  Technical assistance project reports, country assistance strategies 
	1.1   Governments support the development of the infrastructure needed to manage records, paper and electronic; donors support records management initiatives as components of development initiatives, including ICT development.   
2.1  Government officials and records professionals are aware of the  good practice and capacity building material and committed to using it.

3.1  It is  be possible to develop indicators that are appropriate for use in relation to PRSPs and other poverty reduction strategic planning tools.

4.1    Governments and donors recognise that accountability in the electronic environment must include the capture and preservation of electronic records

5.1  Governments are committed to a policy of openness and enhancing the rights of the poor 

6.1  Governments are committed to improving the living conditions of the poor.  
7.1  The international community makes good use of the project outputs.

	Activities:
1    A toolkit is developed to enable data collection as a basis for developing records management indicators and designing good practice materials.    

2    Senior stakeholders in east and southern Africa hold a two day planning meeting on the nature of the research and the best means of maximising its value.    

3   The research team and assistants are trained in methodology and data collection in a two day training workshop. is delivered for the research team.

4    Case studies are carried out in Africa and an overview report is prepared.

5    Case study findings are exchanged and compared between the participating countries.
6    Comparative case studies are carried out in Asia.

7    A route map for making the transition to managing electronic information is developed and peer reviewed.
8    Good practice guidance materials, including records management indicators are developed and peer reviewed. 
9   Training modules are developed for use in training institutions and peer reviewed.
 10  The findings and outputs are presented to regional stakeholders.  

11   One day national workshops are delivered to widen stakeholder involvement in the participating African countries.

12  Products are linked to RMCAS and disseminated widely.
13  Steering Committee meetings and meetings with international organisations will be held annually to ensure relevance of the outputs and effective support and buy-in by stakeholders.  
14  An Output to Purpose Review by an external assessor will be conducted after 2 years to assess progress toward outputs and outcomes and progress towards the achievement of the goal and purpose of the project.
	1.1    The methodology and toolkit are distributed to team members and form the basis of the training for the research team. 
2.1   Eighteen stakeholders from the six participating African countries meet for a two day planning meeting in Kenya (tbc) facilitated by four
members of the research team and with inputs from two subject specialists. 

3.1  A training programme is prepared.  Research team members (four senior researchers and 12 research assistants) are trained over 2 days in data collection and research methodology in Tanzania (tbc)

4.1   Seven case studies are conducted in east and southern Africa and one in West Africa and are used as a development resource for reference and teaching purposes.  Each study involves three weeks field research by two senior researchers and two research assistants (countries to be agreed with DFID and partner organisations).    
5.1  A video conference is held, in two four hour sessions, to enable up to ten stakeholders from each participating country to examine and compare the case study findings. 

5.1 A facilitated three-week electronic discussion is conducted to debate and disseminate the findings.  

6.1  Two studies are conducted (countries to be agreed with DFID).
7.1   Five senior researchers, one resource person and one educator attend a six-day planning meeting to prepare a route map strategy for moving from paper-based to electronic information environment and define good practice and capacity building materials required to support it. 
8.1   A set of at least five good practice documents are produced and are used in government agencies and training agencies, covering such subjects as: 
· laws and policies 

· staff responsibility and accountability

· effective standards and practices 

· staff capacities 

· budget requirements 

9.1   Four capacity building modules are produced and are used regularly by educators and national records and archives institutions covering subjects including:  

· mapping information flows to key government functions

· managing electronic records

· preserving digital records

· managing records in relation to public sector development 

10.1  Thirty senior stakeholders from the six participating African countries attend a two-day review meeting facilitated by the five senior researchers facilitate meeting. 

11.1  Up to 20 senior government officials attend a one-day seminar in each of the six participating African countries.  One member of the research team travels to each country to facilitate the workshops. 

12.1  The products are linked to the RMCAS analytic matrix, added to the capacity materials database and added to the capacity materials database.  
13.1  One Steering Committee meeting will be conducted annually by video conference for up to ten Steering Committee members; Project Director will travel internationally to visit at least  ten  partner and international organisations or governments annually. 

14.1  Progress will be reviewed against measurable indicators for outputs and activities, timeframe and milestones.
	1.1   The tool kit is available on the Internet.  

2.1  Briefing papers, a record of the proceedings of the meeting and materials presented are available on the project website and described in project reports.

3.1  The training programme is available on the Internet. 
4.1   Case studies are available on the Internet.  
5.1 The programme, list of 

participants and proceedings of the video conference are available on the Internet.
5.2 Summaries of the 

electronic discussion are available on the  internet. 

6.1  Case studies are available on the Internet.
7.1  The  route map is accessible on the Internet
8.1   The good practice guidance materials are available on the Internet with a high number of downloads.  

9.1   The training modules are available free of charge on the Internet, with a high number of downloads.    

10.1  A resource pack developed for the meeting is available on the Internet.
Reports of the meetings are available on the Internet.
12.1  An updated version of RMCAS is available without charge on the Internet.
13.  Reports of the meetings will be available on the Internet
14.1  An Output to Purpose Review report will be  available on the Internet.  
	1.1  A research methodology can be developed that results in meaningful data collection linked to development objectives and indictors.

2.1    Stakeholders attend and participate actively in the meeting. 

3.1  The training workshop  takes account of local realities and international accountability concerns.

4.1   Government officials contribute effectively to the case studies. 
5.1  Technical facilities are available to support videoconference and electronic discussions (World Bank Institute Global Distance Learning Network or DFID).  stakeholders participate actively in the sessions.  
6.1  Government officials contribute effectively to the case studies.
7.1  The Project Team is able to synthesise international and regional research findings and other experience to agree clear stages and milestones for the transition to managing records in an electronic environment.  .  

8.1   The Project Team is able to synthesise international good practice and local requirements.  
9.1  The project Team is able to synthesise  international good practice and local requirements; international and regional partners support the active dissemination of the materials and raise awareness of their availability and applicability.

10.1   Participation is at a sufficiently high level to make an impact on governance strategies. 

11.1  Governments are prepared to endorse the seminars.
12.2  The project outputs can be mapped to the existing capacity assessment system.
13.1  Steering Committee members are available to participate in the meetings; meetings can be arranged with international organisations.
14.1  An appropriate reviewer can be identified.  
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E-Records Readiness Evaluation Tool

 


                                                                                                                                                                                                                                             















	No.
	Page
	Component
	Score

	                       National E-Records Readiness 

	1
	p.2
	Legal Mandate for the Government-Wide Management of Public Records and Information
	

	2
	p.3
	Legal Framework for E-Commerce Activities
	

	3
	p.4
	Freedom of Information and Protection of Privacy Legislation
	

	4
	p.5
	Government-Wide ICT Infrastructure and Capacity
	

	5
	p.6
	Government-Wide E-Records Management Standards and Guidelines
	

	6
	p.7
	Government-Wide Digital Preservation Strategy
	

	National E-Records Readiness Score
	

	                       Agency E-Records Readiness

	7
	p.8
	Policies and Responsibilities for Records and Information Management
	

	8
	p.9
	Tools and Procedures for Records and Information Management
	

	9
	p.10
	E-Records Management Products and Technologies
	

	10
	p.11
	Resources and Training for Records and Information Management Personnel
	

	11
	p.12
	Internal and Public Awareness of Records and Information Management
	

	12
	p.14
	Compliance with Records and Information Management Policies and Procedures
	

	Agency E-Records Readiness Score
	

	RISK ASSESSMENT: 

National E-Records Readiness 
	
	RISK ASSESSMENT: 

Agency E-Records Readiness 

	Score
	Assessment
	Recommendation
	
	Score
	Assessment
	Recommendation

	30 - 60
	HIGH 

RISK


	Recognise that government records and information produced in digital form will be at risk of misuse and loss without government-wide strategies and standards for e-records and digital preservation.  Give priority to establishing the basic legal framework and ICT infrastructure required for successful e-records management.
	
	30 - 60
	HIGH 

RISK
	Recognise that funds and effort will likely be wasted unless e-government initiatives are supported by a solid records and information management programme within the agency. Take immediate steps to build the infrastructure required to manage both paper and electronic records.

	65 - 90


	MODERATE RISK
	Proceed with caution while continuing to build consensus and collaboration amongst stakeholders to maintain and improve the legal framework and national e-records and digital preservation strategy.


	
	65 - 90


	MODERATE

RISK
	Proceed with caution while addressing the records and information management risks that have been identified.



	 95 - 120
	LOW 

RISK


	Proceed with e-government initiatives. Monitor legal framework and national e-records and digital preservation strategy during and after implementation.


	
	95 - 120
	LOW

RISK
	Proceed with e-government initiatives. Monitor records and information management risks during and after implementation.



	


	National E-Records Readiness



	
	1. Legal Mandate for the Government-Wide Management of Public Records and Information

	
	E-government services produce digital information, or ‘e-records’, that document government transactions and online activities. It is important that a central agency, such as the national archives, is designated to ensure that government-wide standards and practices are developed and implemented, that appropriate facilities are created and that adequate resources are invested in managing official records in digital and other formats.   

If this central agency is to fulfill its responsibility for government-wide records and information management, its role must be mandated and recognised in law such as a national archives act. 

Without such a legal mandate and formal authority, governments risk haphazard, inconsistent or negligent treatment of records.  This, in turn, creates serious consequences for the accountability and trustworthiness of government actions as a whole.
	STAGE 1
	Score

	
	
	· There is no national archives law or equivalent legislation that assigns central responsibility for the creation, management and preservation of official records, paper or electronic.

· There is a lack of clarity within government about who has the authority to make decisions on the retention, destruction and accessibility of records and information, paper and electronic. 

· Arrangements for managing records are informal, with government agencies making ad hoc provisions for the storage and retrieval of records, paper and electronic.

	5



	
	
	STAGE 2
	

	
	
	· A central government agency monitors and supports the storage and retrieval of official records, paper and electronic, but it does not have a legal mandate for government-wide management of official records, paper and electronic from creation to destruction or permanent preservation.

· Decisions on the creation, retention, destruction and preservation of digital information in government computerised information systems are deferred to system administrators and other ICT personnel.


	10



	
	
	STAGE 3
	

	
	
	· A central agency, such as the national archives, is legally responsible for providing expert guidance on and oversight of the creation, management and permanent preservation of all official records, paper and electronic, and for access to the records.  

· A central agency, such as the national archives, has legal responsibility for issuing and or approving records retention and disposition schedules that indicate which categories of government records must be preserved permanently or, alternatively, how long specific types of public records must be retained before they may be destroyed.

· There are formally recognised responsibilities for managing records from the point of creation to the point of destruction or permanent retention (eg by registries and file rooms, records centres and a national archives).

· There are formally recognised records and information management ‘champions’  who actively promote the implementation of records management practices across government institutions and functions, including the area of e-government services.  
	20



	Assessed Score for 1. Legal Mandate for the Government-Wide Management of Public Records and Information:


	


	
	2. Legal Framework for E-Commerce Activities

	
	As more and more private sector and government activities are carried out online in electronic format, it critical that evidence of these activities is available to protect the rights and responsibilities of all involved.   

Under existing legislation, courts around the world have struggled with applying the traditional rules of evidence to e-records, with inconsistent results.  To facilitate dispute resolution and avoidance, governments need to adopt laws that establish ground rules for e-transactions, e-commerce and the use of e-signatures.

E-commerce laws and regulations need to be modernised, clarified and harmonised so that public and private sectors alike can make the best possible technical decisions about how to produce and keep e-records across jurisdictions, with a minimum of uncertainty about how their legal rights will be affected.  
	STAGE 1
	Score

	
	
	· There is no legislation that establishes ground rules for e-commerce transactions and admissibility of e-records in legal proceedings.
· There is confusion within the public and private sector about whether online transactions are valid legal agreements.

· There is significant corruption and fraud associated with online transactions.


	5

	
	
	STAGE 2
	

	
	
	· Some form of legislation and or regulations address e-commerce transactions but apply only to certain types of activities or jurisdictions. In some cases, the rules contradict each other.
· De facto best practices, such as the use of e-signatures or online payment systems, are promoted by an influential organisation, such as a chartered bank or a revenue/taxation institution, and are used in the country.

· Government records managers, systems administrators or legal advisers are not certain whether current government computer systems are producing records suitable for use in court.  


	10



	
	
	STAGE 3
	

	
	
	· A harmonised, nation-wide e-commerce law clearly establishes rules and guidelines for electronic transactions and record-keeping. 

· An e-commerce law has created an atmosphere of confidence in the public and private sectors by providing clear, fair and workable rules for the admissibility of evidence in digital form.   


	20

	Assessed Score for 2. Legal Framework for E-Commerce Activities:


	


	
	3. Freedom of Information and Protection of Privacy Legislation

	
	Freedom of information and protection of privacy legislation supports accountability, transparency and anti-corruption measures and is an important aspect of modern democracies.  It gives citizens a mechanism for holding their governments accountable by requesting information about official activities, and it provides assurance that personal information is only used for legitimate purposes. 

Without such legislation, digital information can be manipulated and misused for corrupt purposes by governments or bureaucrats.

E-government can be introduced without implementing freedom of information and protection of privacy legislation, but the aim of empowering citizens will be undermined.
	STAGE 1
	Score

	
	
	· There is no freedom of information law and no plan to draft one.

· There is no public debate about the value of freedom of information and the protection of privacy.


	5



	
	
	STAGE 2
	

	
	
	· There is no freedom of information law, but there has been active public debate about establishing one.  

· There are plans to begin drafting such a law.


	10



	
	
	STAGE 3
	

	
	
	· Freedom of information and privacy legislation are on the statute book.    

· Citizens and government partners regularly request and receive public information in accord with the FOI legislation.
· Records are easily accessible so that citizens’ requests for information can be served. 

	20



	Assessed Score for 3. Freedom of Information and Protection of Privacy Legislation:


	


	
	4. Government-Wide ICT Infrastructure and Capacity

	
	ICT infrastructure and capacity is addressed in detail in traditional e-readiness assessments.  These tools will provide a comprehensive evaluation of a government’s ICT infrastructure.  However, the issues involved are covered here also as they need to be factored into an overall score of e-records readiness.

A reliable and secure ICT infrastructure is essential for e-government initiatives to avoid the loss or corruption of e-records due to unstable electrical or telecommunications infrastructure, accidents, improper care and attention, or intentional damage.   

Employing competent and trained ICT staff as well as implementing good practices for network and system administration will provide the basic platform on which to build successful e-government and e-records programmes.

                                  
	STAGE 1
	Score

	
	
	· The country has an unreliable electrical power supply and a poor telecom infrastructure. 

· It is difficult to determine whether government computer systems are secure and adequately backed-up. 

· There is no central agency responsible for defining and implementing government-wide ICT strategy.


	5



	
	
	STAGE 2
	

	
	
	· The country has a fairly reliable electrical power grid and there are initiatives to upgrade the telecom physical infrastructure to support internet technologies.

· System administrators and technology support staff generally competent in using and maintaining the hardware and software for which they are responsible and recognise the need to manage system security and backup.

· There is a central government agency responsible for defining and implementing a government-wide ICT strategy, technology architecture and action plan.


	10



	
	
	STAGE 3
	

	
	
	· The telecom physical infrastructure can support a growing volume of network traffic and the country has a reliable electrical power grid.

· Government ICT staff are trained and competent in using and maintaining the hardware and software for which they are responsible.  They are given the opportunity to maintain and upgrade their technical training as ICT changes.

· There is a government agency responsible for defining and implementing a government-wide ICT strategy and technology architecture.  The agency maintains guidelines and good practices for computer systems security, backup and business continuity planning.  It is adequately resourced.  

· The government ICT strategy is driven by business requirements and operational plans which include records and information requirements.  

· The government has established documentation standards and system engineering procedures for ICT systems analysis, implementation and support.  


	   20



	Assessed Score for 4. Government-Wide ICT Infrastructure and Capacity:


	


	
	5. Government-Wide E-Records Management Standards and Guidelines

	
	Governments that create e-records need to adopt or develop a government-wide standard setting out functional requirements for electronic records management.  The European Commission’s Model Requirements for the Management of Electronic Records or the US Department of Defence’s DoD 5015.2 Standard and the United Kingdom National Archives’ functional requirements are good examples. 

Such standards and functional requirements are essential to ensure that government ICT systems consistently create, capture, organise, store, search, retrieve and preserve e-records and to protect the integrity and trustworthiness of those e-records. 

It is important to adopt a national minimum standard so that government systems are interoperable and share a common baseline of e-records functionality.

Unless government agencies can demonstrate compliance with such standards, requirements or guidelines, they will find it difficult prove the authenticity and reliability of their e-records when required to do so in relation to freedom of information laws, arbitration of disputes or legal proceedings. 
	STAGE 1
	Score

	
	
	· There is no government-wide standard for electronic records management. 
· There are no guidelines on the capture and management of email and electronic documents.
· There is no government-wide core standard for e-content metadata.
· Government ICT systems are implemented without a formal requirements management process.

	   5

	
	
	STAGE 2
	

	
	
	· There is no government-wide standard for electronic records management or metadata, but there are formal plans to adopt existing standards or to develop a national standard.

· There is a formal process for capturing and specifying system requirements that is followed during the implementation of government ICT systems that can be used to formally integrate e-records requirements into government’s business information systems.

· Some general guidelines on the capture and management of email and electronic documents have been issued, but they are not applied consistently.


	10



	
	
	STAGE 3
	

	
	
	· There is a government-wide standard for electronic records management and core record metadata.

· There is a formal process for capturing and specifying system requirements that is followed during the implementation of government ICT systems that is consistently used to integrate e-records requirements into government’s business information systems and to test for compliance with these requirements following implementations.
· Requirements for electronic records management are integrated into government ICT system requirements during the system analysis and design process.

· Detailed guidelines on the management of email and electronic records are integrated part of the day-to-day procedures of government employees.


	20

	Assessed Score for 5. Government-Wide E-Records Management Standards and Guidelines:


	


	
	6. Government-Wide Digital Preservation Strategy

	
	E-records created as a result of e-government activities must remain accessible and usable for as long as they are required for business or legal purposes or, in some cases, for historical purposes. Many e-records will need to be preserved long-term or even permanently. 

However, the long-term preservation of electronic records is threatened by issues such as:

1 media instability and deterioration

2 obsolescence and incompatibility of hardware, software, data formats or storage media

3 lack of metadata, which makes it difficult to access the information or to use it meaningfully because of the lack of contextual information

4 lack of clearly assigned responsibilities and resources for long-term preservation.

To ensure the long-term preservation of e-records and to protect the digital memory of the nation, governments need to implement digital preservation strategies that anticipate ICT obsolescence and incompatibility. 

Typically this will involve planning for the migration of the digital information from one generation of technologies and formats to the next as well as implementing controls, procedures and responsibilities to monitor the accessibility, usability and authenticity of electronic records.

Digital preservation requires dedicated expertise, funding and technologies.  Therefore, digital preservation strategies typically involve a collaborative element that pools resources between institutions and government agencies.  Ideally these collaborations are driven by a national digital preservation strategy, such as the US National Digital Information Infrastructure and Preservation Program (NDIIPP).
	STAGE 1
	Score

	
	
	· There is no central agency or ‘champion’ within government that is addressing digital preservation issues and little or no recognition of the urgent requirement to take action.

· Public servants generally do not consider digital preservation to be a critical issue.  They assume that system administrators or new technologies will continue to make e-records and digital information accessible and usable indefinitely.

· Decisions about suitable file formats and storage media for government computer systems are left to system administrators or product vendors.


	5

	
	
	STAGE 2
	

	
	
	· There is some discussion within government or among the public about technology obsolescence and current or future access to official records.   

· A central agency such as the national archives or national library recognises its responsibility for addressing issues related to the digital preservation of official e-records and digital information and is accepting e-records into its collections, although long term preservation strategies are not in place. 

· Government agencies recognise the need to protect and preserve digital records.
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	STAGE 3
	

	
	
	· A central agency such as the national archives has been formally mandated with responsibility for preserving e-records and digital and assigned a budget to address issues related to preserving government e-records and digital information. 

· E-records created by government agencies are formally accessioned into a digital archive according to specific rules for media and file format.

· There is a general public expectation that a central agency such as the national archives will preserve the government’s e-records and digital information and make them available online for public access.

· The agency responsible for digital preservation maintains and regularly issues mandatory government-wide standards for file formats, storage media and preservation metadata to be used in government computer systems.  It provides advice and assistance for government departments that wish to convert, migrate, copy, store or emulate e-records.
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	Assessed Score for 7. Government-Wide Digital Preservation Strategy:


	


	Agency E-Records Readiness 



	
	7. Policies and Responsibilities for Records and Information Management

	
	Within the wider context of public sector legislation and standards, each government agency that implements e-government services should establish internal policies and responsibilities for records and information management in a form appropriate to its internal organisational structure, culture and resources. This makes it easier for staff to apply external laws and standards to the institution’s specific business functions and processes.


	STAGE 1
	Score

	
	
	· The government agency does not have basic records and information management policies that establish organisation-wide principles, guidelines and responsibilities for record creation, capture, management and preservation.

· The agency does not formally and specifically assign responsibilities for managing records and information to specific managers and staff.  
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	STAGE 2
	

	
	
	· The agency has a records and information management policy but:

· it has not been reviewed within the past five years, or

· it is only applicable to some specific business processes, or

· it only addresses a limited type of media such as paper documents, or

· it is largely ignored by both management and staff.

· The agency’s records and information management policy assigns formal responsibility to staff for keeping accurate and complete records of their activities but this is not specified in job descriptions, enforced by supervisors or supported by senior management.
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	STAGE 3
	

	
	
	· Senior managers are assigned high-level responsibility for records and information management to ensure organisation-wide compliance with policies and responsibilities.

· Managers and supervisors are responsible for ensuring that staff follow records management policies and responsibilities.

· Records management professionals are responsible for drafting records management policies and are consulted by management and supervisors for advice on implementing the policies.

· Records and information management policies are regularly reviewed and updated, following regular consultation with stakeholders, to reflect changing business and technology environments.

· The agency has records and information management policies that apply to paper and electronic records.  Where necessary, the policies are supported by media specific procedures and guidelines (ie paper, email, web content, etc).
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	Assessed Score for 7. Policies and Responsibilities for Records and Information Management:

	


	
	8. Tools and Procedures for Records and Information Management

	
	Records and information management policies must be supported by tools and procedures to ensure effective policy implementation.  These include  standard forms and templates, records classification schemes, records metadata and profile templates, records retention and disposition schedules, security and access classification schemes, search and retrieval indexes and taxonomies, repositories and equipment for the storage of physical and digital records (eg filing cabinets, file rooms, records centres and archives, digital storage media, digital storage systems and archives, etc), systems backup and recovery procedures, business continuity plans and vital records plans. The central agency, such as the national archives, with responsibility for setting standards for records management, should be in a position to provide support in developing and applying appropriate tools and procedures.

These tools need to be accompanied by procedure manuals describing when and how staff should fulfill their responsibilities for creating, capturing, classifying, capturing, storing, retrieving, tracking, disposing and preserving records.  

	STAGE 1
	Score

	
	
	· The government agency does not have basic records classification schemes or records retention and disposition schedules for the records and information it creates.

· Each organisational unit has its own ‘in-house system’ for managing records and information. 

· Records are frequently lost or ‘misplaced’.

· Staff members manage digital records and information on their individual computer workstations. There are no central systems for storage or classification.
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	STAGE 2
	

	
	
	· The government agency has basic records classification schemes and records retention and disposition schedules but these are not kept up to date or used regularly by management and staff.

· The agency uses central repositories, such as file rooms and or a records centre, for storing its paper records but the records are difficult to access due the lack of proper classification, indexes and finding aids.  

· The agency uses central file directories, storage management systems, or electronic document management systems for storing its digital records but the records are difficult to access due the lack of proper classification, metadata or effective search technology.  

· There are repositories for paper and electronic records, but the security measures and access protocols in use are not adequate to protect the records.

· The agency has guidelines for managing paper and electronic records but staff have difficulty applying them.
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	STAGE 3
	

	
	
	· The government agency has a complete and current set of records and information management tools and procedures that encompass the entire lifecycle management of records in both paper and digital formats.

· The agency has media-specific procedures and guidelines for creating and capturing records in different formats (i.e. paper, email, web content, etc).

· Records and information management procedures and tools have been integrated into the standard workflow, computer systems and staff operations manuals for all business processes.

· The agency can demonstrate that records and information created, captured and preserved as part of standard business processes are secure, authentic, complete, accessible and useable.
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	Assessed Score for 8. Tools and Procedures for Records and Information Management:


	


	
	9. E-Records Management Products and Technologies

	
	Over the past decade a number of technologies and products for managing e-records and digital information have matured into a coherent industry and market.  These may be called Records Management Application (RMA) software, Electronic Document and Records Management (EDRM) systems, Enterprise Content Management (ECM) systems or Information Lifecycle Management (ILM) systems.  
Vendors in this market usually provide e-records and e-content management solutions in collaboration with strategic partners. The technologies and products include scanning and imaging, forms management, document management, records management, web-content management, email archiving, workflow and business process management, collaboration tools, compression, encryption, digital signature systems, data warehousing, backup and archiving systems, storage platform systems and storage media solutions. 

The technologies and product solutions in this market are intended to provide the enterprise-wide capability to capture, classify, store, retrieve and track e-records, regardless of the format (paper, email, web pages, digital documents, database transactions, etc). 

It is important to be aware of the solutions available for integrating e-records management into e-government systems before an agency attempts to adapt unsuitable technologies for this purpose or to build new solutions from scratch.


	STAGE 1
	Score

	
	
	· There is little or no recognition of the need to integrate e-records requirements and product solutions into existing systems or into the functional requirements for future e-government systems.
· When systems are developed, purchased or implemented, there is little attention to the need to streamline and integrate workflow processes, file formats, metadata, storage platforms or search and retrieval mechanisms across the business function and organisational units that the system will support.

· Systems are developed, purchased or implemented without consideration being given to how the records created will be integrated with records created by other government systems.  
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	STAGE 2
	

	
	
	· Some e-records and e-content products and technologies are being implemented.

· When new e-government systems are developed, purchased and implemented consideration is given to implementing e-records and e-content technologies.  

· There is little standardisation on a particular e-records product or technology platform.

· E-records or e-content products and technologies are not included in the agency’s ICT strategy or in system analysis and procurement procedures.
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	STAGE 3
	

	
	
	· When e-government systems are designed, procured and implemented, e-records and e-content products are integrated and used to streamline workflow process, file formats, metadata, storage platforms and search and retrieval mechanisms across the e-government system and the business functions and organisational units that it supports.
· The agency’s ICT strategy is focused on eliminating system and data ‘silos’ and moving towards, component-based, open architectures to allow for the deployment of integrated e-record and e-content technologies across systems, business functions and organisational units. 
· E-government systems are developed, purchased and implemented in consultation with both records management and e-records technology experts. 
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	Assessed Score for 9. E-Records Management Products and Technologies:


	


	
	10. Resources and Training for Records and Information Management Personnel

	
	Although the agency may have established records and information management policies, tools and procedures, they will be ineffective unless they are supported by qualified records management staff with adequate and regular financial support to implement and maintain them.


	STAGE 1
	Score

	
	
	· There is no designated records and information management unit within the government agency. 

· The agency does not have a regular budget to support records and information management programmes, tools, equipment and staff. 

· Basic records and information storage and retrieval tasks are assigned to junior staff, such as clerks, mailroom staff, or  entry-level staff who are expected to move on to other positions.

· Decisions on the management of electronic records and information are deferred to the technical staff that implement and support the agency’s ICT systems.
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	STAGE 2
	

	
	
	· There is a designated records and management unit within the government agency but there is a high turnover of records management staff and frequent personnel shortages. 

· The head of the records and information management unit is not senior enough to command the authority and respect needed to implement records and information policy, procedures and tools within the agency.

· Records management staff are poorly paid in comparison to other public servants.

· There is no ongoing training for records management and new records management staff are not expected to have records management education and credentials.

· The records and information management unit has insufficient funds to operate records repositories and to develop and implement records and information management tools and procedures.

· ICT staff sometimes consult the records management staff about e-records, the records staff do not have the education or experience to develop and implement tools and procedures for managing e-records records and information.
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	STAGE 3
	

	
	
	· Senior managers are assigned high-level responsibility and accountability for organisation-wide records and information management to ensure that sufficient resources to are allocated to support records and information management.

· The agency’s records and information programme is headed by a manager who commands authority and respect.

· The agency assigns a sufficient budget to support the records and information management programme, including facilities, equipment and staff and training costs.
· Records management staff are paid a salary that recognises their professional role and have opportunities for ongoing training and professional activities.  

· The agency has a human resource strategy that recognises the need to recruit staff capable of developing and implementing tools and procedures for managing electronic records and information.
	20

	Assessed Score for 10. Resources and Training for Records and Information Personnel:


	


	
	11. Internal and Public Awareness of Records and Information Management

	
	A government agency may have adequate records and information management policies, procedures, tools and resources but these will be ineffective unless there is a commitment to implementing them.  Managers and staff need to be aware of the importance of trustworthy and well-managed records for delivering effective government services and for protecting institutional accountability and integrity.  

	STAGE 1
	Score

	
	
	· Few senior managers, supervisors and staff recognise the significance of well-managed and trustworthy records for effective government service delivery and for reform initiatives.

· The public has come to expect that civil servants will alter procedures and records for their own benefit.   

· Citizens don’t really understand the process, forms and records that are required to initiate and complete a given government service (eg registering a land purchase, registering a birth, filing a police report). It is not made clear what records they are entitled access to, whether additional forms and records are required after a process has been started, whether a record is issued to them when the process is completed, etc.
· Staff do not know which organisational unit or staff to consult to clarify questions about records and information management policy, procedures or tools.  
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	STAGE 2
	

	
	
	· Within the government agency, job descriptions highlight responsibilities for records management, although not consistently.     

· Some senior managers, supervisors and staff recognise the importance of well-managed and trustworthy records but others are unwilling to change existing records and information management practices which they can manipulate for their own benefit.  

· Citizens expect that civil servants will document activities and decisions in well-managed and trustworthy records.

· There is a recognised records and information management unit, but the staff do not have the time or the resources necessary to respond consistently to requests for information and or for advice on policy, procedures and tools for managing records and information.  

· Records and information management is not yet recognised as a critical component of the institution’s strategies and action plans.
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	STAGE 3
	

	
	
	· Senior managers, supervisors and staff are aware of the role and importance that well-managed and trustworthy records play in supporting government service delivery and reform.

· As part of their orientation, new employees, managers or staff, are introduced to records and information management responsibilities as outlined in their job descriptions and taught how to use records and information management procedures and tools. 

· The agency incorporates records and information management advice and awareness-raising as part of its internal communications programme, ensuring that the benefits of records management are widely understood and that staff appreciate why they are necessary.  

· The records and information management unit has the resources needed to meet requests for information and provide advice and feedback on the agency’s records and information management policy, procedures and tools.

· Citizens expect and assume that civil servants document their activities and decisions in well-managed and trustworthy records.

· The agency publicises the rules and regulations for access and use of the records it creates in order to minimise subjective actions by officials and give citizens the ability to track the status of their applications, requests, etc.

· Records and information management is recognised as a critical component of the institution’s e-government strategies and action plans.
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	Assessed Score for 11. Internal and Public Awareness of Records and Information Management:


	


	
	12. Monitoring for Compliance with Records and Information Management Policies and Procedures

	
	As in any area of management, an agency’s records and information management infrastructure (people, procedures, tools and technologies) must be regularly monitored and evaluated to determine whether it is meeting requirements and expectations.  Where problems or new challenges are identified, action is required.      

	STAGE 1
	Score

	
	
	· The government agency does not have a means of auditing compliance with relevant legislation, policies and procedures or determining whether its records and information management programmes or initiatives are successful.
· Senior management does not support audits or evaluations in the area of records and information management.
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	STAGE 2
	

	
	
	· The institution regularly conducts formal audits of business functions and organisational units but these do not cover records and information management compliance.

· Some of the agency’s business functions and organisational units have evaluated their records and information management infrastructure or have requested help from the national archives in doing so.

· Senior managers are sometimes reluctant to take corrective action when shortcomings in records and information management are identified. 

· Individual staff members normally are held accountable for non-compliance with records and information management policies and procedures.
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	STAGE 3
	

	
	
	· The agency’s records and information management unit regularly evaluates compliance with relevant legislation, policies and procedures for records management in each of the agency’s units. 

· The agency monitors records and information management compliance as part of its standard efficiency evaluations. 

· Senior managers take corrective action in a timely manner when problems are identified.   

· Staff performance evaluations cover compliance with records and information management policy and procedures. 


	20

	Assessed Score for 12. Monitoring for Compliance with Records and Information Management Policies and Procedures:
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The E-Records Readiness Tool





The International Records Management Trust has designed this E-Records Readiness Tool to be used in conjunction with existing e-government readiness tools.  The aim is to enable governments to conduct high-level assessments of key areas of e-records readiness in relation to other aspects of e-government and to determine whether the records and information management infrastructure is capable of supporting e-government initiatives.





E 





    -government involves using Information and Communication Technology (ICT) to improve the delivery of government services and information, enhance the efficiency and accountability of the public administration and strengthen economic performance. Countries around the world expect that e-government will provide new and improved ways of delivering services to citizens and government partners.


Early stages of e-government implementation tend to focus on enabling technologies and architectures to support online delivery of government services and information. As these architectures mature, the focus is increasingly directed to the quality and integrity of the digital information and e-records that are being created, managed and delivered as a result of electronic applications. E-records are the recorded information, documents or data that provide evidence of policies, transactions and activities carried out in e-government and e-commerce environments. 





The International Records Management Trust is a UK-based non-profit organisation established in 1989 to help build solutions for managing public sector records in developing countries.  Over the last 15 years, it has played a pioneering role in addressing the relationship between records management and good governance.  Drawing on its team of over 60 practising professionals from the public and private sectors and from academic institutions, the Trust supports governments worldwide in building the infrastructure for managing public sector records.  In partnership with public sector institutions, international donors, professional associations and academic institutions, it creates free records management training and resource material, including the E-Records Readiness Tool.  


See http://www.irmt.org.
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E-Records Readiness Is Critical for Successful E-Government





E





    -records are strategic and operational assets, vital to the operation of the state.  They need to be protected and used for the benefit of citizens. Like traditional paper records, e-records support the day-to-day operation of government services and interactions with citizens and private and public sector partners. As government services move online, e-records will be the basis for confirming pension and other entitlements; registering births and deaths; verifying citizenship and certifying voting rights; enabling the collection of taxes and census enumeration; supporting financial management and enabling audits and evaluations; helping resolve land claims: supporting litigation; documenting  inter-governmental agreements; enabling economic planning; describing the government’s accomplishments; documenting its transgressions; monitoring the nation’s development and governance, and enabling countless other information-intensive activities.





The Canadian Public Policy Forum’s paper ‘Information Management to Support Evidence-Based Governance in the Electronic Age’ provides a more detailed analysis of the issues that democratic governments face as they turn to the electronic record as the de-facto form of decision-making and service delivery. See http://www.ppforum.com/ow/ow_p_11_2002B.pdf.
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E-Records Must Be Protected, Managed and Preserved





Ass   





    s e-government services are delivered using new ICT technologies, the intended benefits will be compromised unless there is an adequate infrastructure for managing the e-records that will be created.  Traditional records and information management tools, such as classification schemes and disposal schedules, are necessary to ensure that e-records are protected as reliable evidence.  Failing to address e-records issues as a component of e-government will jeopardise the substantial financial investment required to launch e-government services.  In the digital environment, not only is there a risk of reduced government programme effectiveness due to poor records and information management, but governments can face increased operating costs; gaps in recorded memory; reduced public access to entitlements and the erosion of rights; inability to comply with laws and policies; weakened capacity for decision-making; increased legal, financial and political risk; and reduced transparency, accountability and trust.
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   his issue has not yet been addressed systematically.  Although some international development organisations refer to records and information management in their e-readiness assessment tools, the tools do not permit an accurate assessment of e-records readiness.  The E-Records Readiness Tool has been designed to be used in conjunction with existing e-government readiness tools to permit a high-level assessment of the infrastructure and capacity required to manage records and information.  Where problems are identified that require further analysis, the Trust provides a free Records Management Capacity Assessment System (RMCAS) software tool to support a more in-depth evaluation and to identify relevant capacity building resources.  See http://www.irmt.org.











How to Use This E-Records Readiness Tool
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   he remainder of this document is a brief questionnaire that will provide a risk assessment of e-records readiness both at the government-wide, national level and at the agency-specific level.  You can conduct a national assessment on its own, but if you are assessing an agency's e-records readiness it is recommended that you evaluate both the national level and the agency-specific level.  You may find that while your agency is prepared to handle e-records management, your government's legal and ICT framework needs to be strengthened to ensure the success of your e-government initiative.  The opposite may also apply; your agency may need to address some significant records and information management infrastructure issues, while the government-wide legal and ICT framework may already be sound enough to support e-records management.


 


   he questionnaire consists of twelve components of e-records readiness.  The first six components address national, government-wide e-records readiness; the last six components address agency-specific e-records readiness.  Each e-records readiness component is described at three possible stages of capacity.  After reading the description of each of the component, decide whether the government or the agency best fits the stage 1, 2 or 3 description.  This tool is meant to provide a high-level assessment; all the statements in the stage description will not necessarily apply to your situation.  Just choose the description that most closely matches your government or agency's current scenario. 


 


  n the space provided below each component description, enter the score associated with the most appropriate stage description.  After assessing all the components, total the scores on the summary page (see next page).  Find the final score in the range of scores provided to determine the level of E-Records Readiness risk (low, moderate, high) at the national or agency-specific level and review the guidance recommendation associated with that risk level.    


 


   esides providing a high-level risk assessment of e-records readiness, the process of completing the questionnaire should create an awareness of issues that may have been overlooked or underestimated in your government or agency's e-government strategy. 
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� Some steps have been taken in Singapore, Malaysia and Hong Kong, and the Governments of Ghana and South Africa are taking preliminary action.  However, these initiatives still are limited.  


� In addition to the emerging national experience from developed countries, international good practice experience is captured in statements of international requirements, notably the International Standard on Records Management (ISO 15489) and the European Model Requirements for the Management of Electronic Records (MoReq).


�The meeting included representatives from finance ministries and the accountant/auditor generals’ offices in Africa and Asia, international organisations including (the World Bank, the European Union and the UNDP); and two specialised agencies/global networks; the International Organisation of Supreme Audit Institutions and the International Federation of Accountants.  
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Personnel Records:  A Strategic Resource for Public Sector Management, which examined the broad context for  computerising personnel information.


 InfoDEV Research Fund, World Bank, 1999 to 2001


From Accounting to Accountability: Managing Financial Records as a Strategic Resource, which examined the relationship between accounting records, financial management and accountability and produced a reference model on the principles and practices of managing financial records.


DFID, UNDP, CIDA, Commonwealth Secretariat, 1994 to 2000
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Evidence-Based Governance in the Electronic Age, which involved facilitating international discussions on the significance of records for electronic government and accountability through face-to-face and video conference meetings with senior government officials and records professionals across 38 countries in Africa, Asia, the Caribbean and the Pacific regions; 11 case studies were carried as a basis for developing tools to assess infrastructure and capacity requirements for managing records in the areas of human resource, financial and legal information management.  
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