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1.0
Introduction 

1.1
Background
The purpose of the project was to review and recommend improvements to:

· approach and processes for authorising the disposal of public records

· approaches and processes for undertaking stakeholder consultation in relation to the disposal of public records
· level of assistance PROV should provide to agencies to assist them to apply standards relating to the disposal of public records. 

A detailed Project Findings and Recommendations Report was submitted to the PROV Executive in May 2013. The Executive approved the overall direction of the recommendations and requested the development of an implementation plan.

This Report reproduces in summary form the issues, key findings and recommendations of the Project Team for the benefit of key stakeholders and project informants. It also includes a summary report of issues and ideas for improvement as reported by agency and service providers to Teri Whiting of Giant 4 Consulting. 

Attendees at the agency workshop comprised recent and current disposal clients from a range of agency types. The feedback results as compiled by Teri Whiting and the project team responses are documented at Appendix C. 

1.2
Summary of Issues and Key Findings
While there are a large number of issues and findings that have shaped the recommendations, the key ones are summarised below:
Lack of Clear Appraisal Objectives

· Feedback from stakeholders indicated that the PROV’s appraisal objectives are not visible or sufficiently prominent as a set of guiding principles for the appraisal of the state’s public records.

Ineffective Appraisal Methodology

· It is necessary to approach the digital present and future using a holistic approach to appraisal that examines functions and agencies at a macro level, clustering according to an agreed logic and criteria rather than a case by case approach that is tackled solely by agency demand.
Need for Simple, Sound and Accountable Processes

· The approach must be competitive, practical, cost effective and cut what is perceived as PROV “red tape” whilst supporting sound and accountable decision making.

Inefficient Process and Ineffective Results

· There is a shared understanding by PROV and the agencies that the current process is unnecessarily complex and time consuming. Despite the effort expended to develop RDAs, the agencies find them difficult to implement particularly in business systems.

Stakeholder Inclusion and Agency Self Support

· Feedback identified an appetite for shared responsibility between PROV and the agencies for disposal management and a need for new methods for seeking stakeholder input.

2.0 Recommendations – Summary

The Project Team has developed thirty-two recommendations to:

· develop and implement a renewed strategic focus on functionally significant and high value high risk records, 

· streamline the process, 

· facilitate agency self-management,

· broaden the avenues for consultation and 

· support implementation in the digital environment.

The detailed recommendations, benefits and potential issues are documented at Appendix A.
Appendix B provides dependencies between recommendations and indicates a rough priority order for implementation (rating order of 1, 2 or 3). This will be refined further during the development of a detailed implementation plan

The recommendations are grouped into the following six streams:
2.1. Appraisal and Disposal Framework

Establish a proportionate approach and invest in areas of greatest functional significance and risk rather than aim for 100% coverage and perfection. Develop and implement a simple appraisal framework that includes a clear appraisal statement and guidance from which agencies can understand the value and risks associated with their business processes and determine records retention times in their own context. Costs and red tape will be reduced for agencies and PROV.

2.2. Development Process
Cluster functionally related agencies and provide the tools and support (i.e. ORDA
) to streamline the process and so agencies can self-manage their use of appropriate disposal techniques and the disposal authority development process.

2.3. Authority Structure
In the short term implement a format that is similar to the NAA “rolled up classes” approach, transition from the highly structured RDAs to authorities that are structured around broader retention categories. Over the longer term conduct research and test through pilot projects to develop a more effective authority structure that is implementable in the digital environment.

2.4. Stakeholder Consultation
Change the way PROV seeks the views and endorsement of stakeholders. The project team recommends a move to a precedent approach rather than a repetitive case by case examination and broadening opportunities for stakeholder input. 

2.5. Agency Self Management

Change the approach and process so that agencies can self manage their disposal responsibilities. Establish an appraisal and disposal framework, tools and support to facilitate self management.

2.6 Resourcing, Relationship Building and Authority Re-use

PROV explore the possibility of sharing the appraisal and disposal work across jurisdictions and reuse and endorse disposal policy directives issued by comparable archival authorities.

In the longer term it is recommended that PROV works with information management and recordkeeping professional within and outside Victorian government to look at the sustainability of systems to re-create the records over time, design systems with disposal capability built in. There is a need to pool resources across agencies, jurisdictions and professions so it is broader than an archival or jurisdictional problem.

Appendix A

2.0.0 Recommendations - Detail

	Recommendation


	Description
	Benefits
	Potential Issues and Impacts

	2.1.0 Appraisal and Disposal Framework



	2.1.1
	Establish a proportionate approach to the appraisal and disposal framework. Rather than aiming for perfection and 100% coverage, PROV invest in areas of greatest functional significance to the State and key high risk records regardless of custody.  PROV will no longer aim for context specific appraisal for all unique functions. Functions/agencies with minor levels of risk attached to be covered by general disposal directions only, see recommendation 2.1.7.
	Resources directed on areas of functional significance or high risk.  No longer a requirement for every agency/function to be covered by a context specific disposal authority. This approach will reduce regulatory burden and cost for Government.

Aligns with Recommendation18 of the Structured Data Review.
	Disposal Standard and Specifications will need review and update to ensure alignment with new approach.

Potential that a function of high risk might be overlooked (no different from the current risk situation).

Agencies are likely to be supportive as it will reduce cost and effort for them. Some staff responsible for records might be concerned that they may not have their own function specific RDA and may perceive this as a risk. (A revised Disposal Standard may ameliorate this perception).

There is a dependency on a macro appraisal project proceeding (recommendation 2.1.2) so that there is an agreed set of priority functions.



	2.1.2
	Undertake a macro appraisal project to support the proportionate approach. A specific outcome will be to identify and document the significant functions of government and areas of high risk for the State. This data will inform the priorities for the disposal program. Existing appraisal decisions to be reused for the project. 

PRAC to review and endorse the outcomes of the macro appraisal.
	Functions of government on which to direct resources will be confirmed.

The macro appraisal will coalesce with the proposed appraisal statement to communicate PROV’s appraisal objectives as State Archives.

Once endorsed will provide framework for precedent based approach for authorising disposal. 

Aligns with recommendations of the Structured Data Issues Paper.

Confirming and clustering of priority functions will foster the engagement with agencies.
	Tightly manage the macro appraisal project using PROV project methodology.

Disposal staff will be required to research and develop the documentation, reducing resources for review of agency developed specific RDAs in the short term. Current program will need to be tightly managed to ensure continued resourcing until disposal remodelling project is completed. It is possible an additional resource may be required to support existing program as well as the review implementation program.



	2.1.3 
	Develop a comprehensive appraisal statement that documents the areas of government activity that require permanent retention as State Archives and which guides the identification of permanent records. 

PRAC to review and endorse, circulate to CAARA members for comment prior to finalising.


	Once endorsed will support a precedent based approach to appraisal and should make it easier for agencies and service providers to undertake appraisal and document decisions without intervention from PROV.

Will assist in raising PROV approach to disposal to world’s best practice.
	Will require resource investment from PROV to develop and should be subject to stakeholder review prior to confirmation.

	2.1.4
	Appraisal statement – establish a regular review cycle to add new decisions and /or refine existing position
	Streamline communication around the most current appraisal decisions to agencies and service providers. Supports reference to the most current thinking in one document.


	Resourcing implications to regularly maintain and publish in format to support regular updates. Implementation of ORDA (see recommendation 2.2.1) will streamline the review/update process as a consolidated repository of appraisal decisions will be available.



	2.1.5
	PROV develops appraisal guidance for agencies to guide the identification of permanent records and implementation of PROV’s appraisal statement.

Test the guideline with service providers and Advisory Group before finalising. Seek PRAC’s endorsement prior to issue.


	Makes it easier for agencies to self manage the appraisal process and reduce dependency on PROV input.
	Will require significant resource investment from PROV.

Recommend that the guide is tested prior to issue and that incentives are leveraged for agencies to refer to the new guidelines on a continuing basis.



	2.1.6
	PROV in conjunction with agency partners (though the Advisory Group) develops appraisal guidance for agencies to assess risk and records of high administrative value for the short to medium term. Seek PRAC’s endorsement prior to issue
	Once endorsed will support a precedent based approach to appraisal and should make it easier for agencies and service providers to undertake appraisal and document decisions without intervention from PROV.
	May require an external consultant to lead the development of risk assessment advice. Advisory Group input be captured though a workshops and review process, consultant to document the guidance.



	2.1.7
	Seek VMIA assistance with identifying areas of high level risk for State. Could provide business intelligence for proposed guidance for agencies on assessing risk as part of the appraisal process (recommendation 2.1.6)


	Experts on risk assessment

PROV advice will align with VMIA, a key agency for government risk assessment
	Risk information may be deemed confidential. Essentially it is not critical if VMIA is not able to provide assistance, expect guidance could be produced from other sources.

	2.1.8
	PROV to develop and issue agency agnostic disposal directions for records of typical administrative actions. “One instrument many agencies” be developed to authorise disposal of low risk records. An example of this approach - National Archives UK has issued an operational selection policy relating to case files. Recent RDAs to be used as source.


	Will provide disposal coverage for many agencies and should halt the production of repetitive specific RDAs. Better use of resources, many agencies will not require their own RDA at all as PROS 07/01 and the general disposal directions will provide all the coverage required. Once issued will reduce need for many function specific RDAs and should have long term benefits for agencies and PROV, reducing red tape and costs

Will support continuing disposal authorisation through Machinery of Government (MOG) changes as disposal authorities will not be tied into administrative structures.


	Agencies are likely to be supportive as it will reduce cost and effort for them. It will require resource investment from PROV to develop the disposal directions – should have long term benefits for agencies and PROV. Documentation must be clear so agencies can self manage their application of the disposal directions 

	2.1.9
	Develop advice for agencies so they can assess their eligibility for the agnostic general disposal directions or alternatively a need for context specific appraisal.
	Facilitates agency self-management as responsibility for assessment to be routinely with agencies not PROV. PROV may still advise agencies to undertake context specific appraisal and develop a unique disposal authority.

Recommendations 2.1.8 and 2.1.9 together act as a “filtering” process to free PROV and the agencies from the repetitive, low level, compartmentalised approach to appraisal and disposal authorisation


	Will require clear documentation and potentially some training (in alignment with the training strategy) so agencies can self manage the process.


	Recommendation


	Description
	Benefits
	Potential Issues and Impacts

	2.2.0 Development Process 



	2.2.1
	Implement Online Retention and Disposal Application (ORDA) developed by the State Records Office of Western Australia (SROWA) as a project of the Australasian Digital Records Initiative (ADRI). ADRI members are granted full and free access to the necessary code. 

[Project to implement ORDA has commenced]
	Provides a flexible and simple to use tool for drafting and reviewing RDAs and can leverage the efficiencies that a systems based approach can provide.

Will provide a database of appraisal decisions.

Easier to benchmark disposal decisions against the wider appraisal framework and search for precedents.

Allows the import and export of disposal authority data in machine readable form.

Enhanced management reporting capability and facilitates the reuse of data for other purposes.

Streamlines process due to improved formats and workflow functionality, removes the reliance on inflexible and less than robust templates.


	PROV IT infrastructure to accommodate. 

ORDA implementation team is developing a software specification for inclusion of track changes functionality, and compliance with PROV website accessibility and style requirements. Pilot test project has been identified.

	2.2.2
	Agencies to test an RDA and provide evidence of its usability prior to approval by the Keeper
	Validates RDA prior to issue and should prevent the need for early variation or revision. 
	Additional new step for agencies and risk that it will prolong the process which increases risk that a project may lose traction.

NAA requires a testing phase so recommend PROV seek NAA advice to benefit from their experience and incorporate lessons learned.



	2.2.3
	Cluster agencies that require a unique authority according to functional relationships to work on a holistic project together. Timetable to be communicated to agencies well in advance. Experience of the Water Authorities disposal project to be applied in more contexts.


	Resources are pooled and appraisal is more robust as the context is widened. The Advisory Group might be used to identify potential agency clusters, tap in to existing agency relationships.
	Many factors impact on an agency’s willingness and/or ability to participate. May be difficult to manage through real world constraints.

	2.2.4
	Expand coverage of existing RDAs to permit usage by other agencies where possible, allowing a “joining in” process either to an entire RDA or specific classes.


	Reuse existing instruments reducing costs for PROV and agencies.
	Will require criteria and rules to be developed.

	2.2.5
	Abandon the current project agreement outlining a potential four draft process.

Timeframes to be assessed and negotiated with agencies based on a case by case basis.
	Removes agency perception of a PROV imposed lengthy RDA drafting process. In practice the number of drafts required varies from a minimum of two to more than six. Removal of fixed project agreements will permit more flexibility in the program.
	Projects will still need to be scheduled and managed within available resources to meet agency expectations.


	Recommendation


	Description
	Benefits
	Potential Issues and Impacts

	2.3.0 Authority Structure



	2.3.1
	RDA structure to be aligned with the NAA approach – broad retention categories to support streamlined sentencing. 
	NAA reports that it has streamlined sentencing for agencies and reduced resourcing impact.
	Still requires robust appraisal and good functional descriptions.  NAA advises that excellent functional descriptors are essential for success with the rolled up classes approach. There is a risk that this work may fall back to PROV - it will require upgraded agency guidance and support (see recommendation 2.5.4) to mitigate the risk.

The rolled up approach does have drawbacks. The broad classes may lead to records being retained for shorter or longer than ideal and requires a decision based on risk assessment. PROV to monitor via agency feedback.



	2.3.2
	Disposal triggers to be machine readable as much as possible using the ADRI Glossary of Disposal Triggers.
	Support machine readable sentencing
	May require agency guidance to assess the need or not for post action sentencing (see recommendation 2.5.6).



	2.3.3
	Undertake a pilot project to explore Barbara Reed’s SIARD recommendations for disposal and archival preservation of structured data be commenced with a co-operative agency. Methodology and findings to be documented so the process can be repeated and be available for the operational setting.
	Provides opportunity to develop and test effective disposal authorisation techniques for business systems and databases and develop a major policy on decommissioning/migrating business applications. Provides an opportunity to reassess value of citizen interactions with the state, recognising costs and emerging community expectations surrounding retention.


	Requires support of a willing agency partner.


	Recommendation


	Description
	Benefits
	Potential Issues and Impacts

	2.3.4
	RDA formats to support a potential future where updates and changes are automatically transmitted from PROV disposal authorities into agency systems. To move towards this ideal future, ORDA promises to provide disposal data in machine readable form (recommendation 2.2.1)


	Streamline sentencing and disposal activity.
	IT infrastructure constraints are considerable at present.

Information management practice across government is inconsistent, would need to commence with a very small pilot group.


	Recommendation


	Description
	Benefits
	Potential Issues and Impacts

	2.4.0 Stakeholder Consultation



	2.4.1
	PRAC are currently burdened with operational level decision making on appraisal and disposal. 

To take advantage of their seniority and expertise in a more effective way it is recommended that PROV moves to an appraisal and disposal framework with a precedent based approach. 

To establish that approach the project team recommends that PRAC review and endorse the proposed appraisal statement and guidance for agencies (see recommendations 2.1.2, 2.1.3, 2.1.5 and 2.1.6). 

PRAC to be advised of disposal authorities and directions issued on a periodic basis which provides an opportunity to oversee disposal decisions within a pre-approved appraisal framework and to cease reviewing every RDA as a matter of course.


	Streamlines the approval process as it would not be subject to the constraints of the PRAC meeting timetable. In conjunction with the establishment of reference groups (see Recommendation 2.4.2) the consultation networks are broadened. Avoids repetitive specific instance appraisal discussion at PRAC and focuses PRAC expertise at the strategic macro appraisal level.


	Individual PRAC members may also be members of the proposed stakeholder reference groups.



	2.4.2
	Consultation on individual disposal projects to be conducted with reference groups from the commencement of an appraisal project. 

PROV explores the possibility of establishing multiple reference groups comprising community, research and governance interests.

In collaboration with agency partners, reference group to be mobilised as required based on the appraisal subject matter. 

Commence this approach with a pilot reference group. 


	Will support more transparent stakeholder consultation, stakeholder views to be considered from the commencement of a project. Will support agencies’ conduct of stakeholder consultation from commencement.
	Will take significant time and resources to identify appropriate individuals, establish Terms of Reference, and communication to maintain the energy and currency of the groups.



	2.4.3
	PROV to develop standard Terms of Reference for the consultative groups and guidance for agencies in stakeholder consultation.
	Assist agencies to lead the consultation process, support PROV as a partner in the process.
	May require external resourcing to develop guidance on stakeholder consultation. 



	2.4.4
	Publish draft RDAs and appraisal on website; push out through social media to provide opportunity for comment from widest possible audience.
	Supports more accountable, transparent and rigorous appraisal and disposal decisions.
	Adds another step to the approval process however draft RDAs could be published for consultation as soon as they are ready rather than being constrained by the PRAC meeting schedule.

Will require mechanisms in place for receiving, collating and responding to comments and rules on responses. The new PROV website should support this process.




	Recommendation


	Description
	Benefits
	Potential Issues and Impacts

	2.5.0 Agency Self Management



	2.5.1
	Develop a communication strategy and standard messages for agencies on new approach


	Informs clients of PROV intentions, manages expectations and fosters relationship building. Ensure consistency of message to clients. 

Establish opportunity for collaboration with clients and empower them for self-management.


	May require support from communications professional (external resource) to develop.

	2.5.2
	Establish a Disposal Community of Practice led by PROV comprising agency representatives, to evolve from the Review’s Disposal Advisory Group. Comprises regular meetings and wiki resources.


	Establishes a forum / network for regular informal communication between PROV and agencies to share issues and devise solutions in appraisal and disposal. Fosters “clustering” of agencies that are functionally related. 
	Will take resource investment from PROV to establish and maintain membership, Terms of Reference and communication to maintain energy and currency. 

	2.5.3
	Share the Review’s implementation tasks with the Advisory Group.

Tasks to be identified in the implementation plan.


	Reinforces the philosophy that appraisal and disposal is a shared responsibility and fosters agency confidence to self manage their disposal process.
	Must take care not to overwhelm with onerous tasks. 



	2.5.4
	Upgraded agency guidance through the provision of simple process maps, templates and flowcharts to guide through the entire revised process to

1. assess the need for unique RDA 

2. develop their own RDA if required


	Provides capacity for agencies to self manage the process and assess the need for their own RDA. 

Agencies should find it easier to develop an RDA that meets PROV’s requirements.
	Will require resource investment from PROV to produce the guidance. Should be tested by service providers and Advisory Group members before the documentation is finalised.

	2.5.5 
	Structured briefings / training to support the documented guidance
	Make it easier for agencies to self manage the process. 


	Will require resource investment from PROV. Resourcing for the development and delivery of content to align with the Training Strategy.



	2.5.6
	Develop implementation guidance for agencies on the assessment of risk and scaling for post action sentencing projects.
	Support agencies to make risk based judgements when planning sentencing projects with the aim of making them “fit for purpose”, less resource intensive, more attractive to agencies and hence more likely to be funded by agencies. 


	Will require resource investment from PROV and input from agency records managers to produce the guidance.


	Recommendation


	Description
	Benefits
	Potential Issues and Impacts

	2.6.0 Resourcing and Re-use



	2.6.1
	PROV to explore possibility of establishing a shared formal project resourcing model within CAARA akin to ADRI for appraisal and disposal initiatives. There may be potential to establish agreements across state archival authorities to develop joint archival projects, particular in digital environment and establish agreements to undertake work on behalf of other authorities and share the outcome. 


	Pool human and financial resources to promote a common approach to disposal and to collaborate and share resources in the development of practical strategies for disposal in the digital environment and for the development of Australia wide disposal authorities. 

This approach has already commenced with the National Bodies GDA Working Group and could potentially be broadened to collaborate and share jurisdictional disposal projects. 
	Requires endorsement from CAARA members. Will take significant time and resources to establish membership, Terms of Reference, and communication to maintain the energy and currency of the group.

	2.6.2
	Reuse and endorse RDAs and disposal policy directives from other jurisdictions.
	Reuse and endorse existing disposal instruments and appraisal knowledge reducing costs for PROV and agencies.
	Risk that the retention requirements may not be suitable for Victorian legislative context therefore any instrument from another jurisdiction will require review by the relevant agency prior to endorsement.



	2.6.3
	Issue existing RDAs without automatic expiry date.
	Reduces administrative effort to re-issue and extend valid RDAs.
	Removes the automatic trigger to review RDAs that may no longer be valid. Minimise the risk by requiring agencies to at least review the RDA for currency.



	2.6.4
	Capture the data relating to agencies and functions from the appraisal reports in to the archival control management system. Implementation of ORDA will streamline this process. 
	Re-use of data and reduction of administrative effort.
	Agency and function data may require codification to ensure it meets appraisal and descriptive purposes. 


Appendix B

Recommendations Dependencies Matrix
	Recommendation Number
	Description
	Dependencies
	Priority
	Theme

	2.1.1 
	Proportionate approach
	2.1.2 Macro appraisal 

2.1.3 Appraisal Statement 

2.1.5 Agency Implementation Guidance

2.1.6 Agency Guidance : Risk assessment

2.1.8 Agency agnostic disposal directions

2.1.9 Agency guidance : assessment of disposal technique
	1
	Appraisal and Disposal Framework

	
	
	

	2.1.2
	Macro Appraisal
	
	1
	Appraisal and Disposal Framework

	2.1.3
	Appraisal statement - State Archives
	2.1.2 Macro Appraisal
	1
	Appraisal and Disposal Framework

	2.1.4
	Appraisal statement - review cycle
	2.1.3 Appraisal Statement
	n/a
	Appraisal and Disposal Framework

	2.1.5
	Appraisal statement -implementation guidance 
	2.1.3 Appraisal Statement
	1
	Appraisal and Disposal Framework

	2.1.6
	Appraisal guidance-risk assessment, high value short term
	2.1.2 Macro Appraisal
	1
	Appraisal and Disposal Framework

	2.1.7
	VMIA advice - high risk
	
	
	Appraisal and Disposal Framework

	2.1.8
	Agency agnostic disposal directions
	
	1
	Appraisal and Disposal Framework

	2.1.9
	Agency advice: assessment of appropriate disposal technique
	2.1.2, Macro Appraisal

2.1.5 Implementation Guidance

2.1.6 Agency Guidance : risk assessment high value

2.1.8 Agency agnostic disposal directions
	1
	Appraisal and Disposal Framework

	

	2.2.1
	Implement ORDA
	
	1
	Development Process

	2.2.2
	Test RDAs prior to submission
	
	2
	Development Process

	2.2.3
	Cluster Agencies
	2.1.2 Macro Appraisal
	2
	Development Process

	2.2.4
	Expand coverage of pre-existing RDAs
	
	2
	Development Process

	

	2.3.1
	Implement NAA big bucket approach
	
	1
	Authority Structure

	2.3.2
	Disposal triggers machine readable
	2.5.6 Sentencing Guidance
	1
	Authority Structure

	2.3.3
	SIARD pilot
	Structured Data Recommendations
	2
	Authority Structure

	2.3.4
	Authority formats to support automatic update
	2.2.1 Implement ORDA
	3
	Authority Structure

	

	2.4.1
	Role of PRAC
	2.1.2 Macro Appraisal

2.1.3 Appraisal Statement

2.1.5 Implementation Guidance

2.1.6 Appraisal Guidance, risk assessment high value
	1
	Stakeholder Consultation

	
	
	

	2.4.2
	Consultation with reference groups
	2.4.1 Role of PRAC

2.4.3 ToR and Guidance
	2
	Stakeholder Consultation

	2.4.3
	Reference groups - ToR and Guidance
	2.4.1 Role of PRAC
	2
	Stakeholder Consultation

	2.4.4
	Publish draft RDAs and appraisal reports on website
	
	1
	Stakeholder Consultation

	

	2.5.1
	Communications strategy and standard messages
	
	2
	Agency Self Management

	2.5.2
	Establish community of practice
	
	1
	Agency Self Management

	2.5.3
	Share review tasks with COP
	2.5.2 Establish CoP
	1
	Agency Self Management

	2.5.4
	Upgraded agency guidance
	2.1.5 Implementation Guidance

2.1.6 Appraisal Guidance : risk assessment

2.1.8 Agency Agnostic Disposal Directions

2.1.9 Agency Advice: Assessment of Appropriate Disposal technique

2.2.1 Implement ORDA

2.2.3 Cluster agencies

2.3.1 Implement NAA approach

2.3.2 Disposal Triggers 
	2
	Agency Self Management

	
	
	

	2.5.5
	Structured briefings
	2.5.4
	3
	Agency Self Management

	2.5.6
	Sentencing guidance
	
	2
	Agency Self Management

	

	2.6.1
	Cross jurisdictional project resourcing model
	
	3
	Resourcing and Re-use

	2.6.2
	Review and endorse / re-use RDAs from other jurisdictions
	
	2
	Resourcing and Re-use

	2.6.3
	Issue without expiry date
	
	2
	Resourcing and Re-use

	2.6.4
	Capture agency/function data into archival management system
	
	2
	Resourcing and Re-use


Appendix C
PROV Disposal Workshop Building Blocks for Future State
Report by Teri Whiting of Giant4 Consulting is attached
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PROV Disposal Workshop
Building Blocks for Future State

June/July 2012

Issues

	Issue
	Future State
	Gaps
	Resources
	Project Team Response

	Making Records Manager aware of system and legislative standards
	State-wide AGM on standards
	PROV communicate Legislative and Standards updates via correspondence. This correspondence never reaches the agency head.

PROV simply state that changes are being made (such as legislation or standards) but don’t effectively market the strategies to attract the interest of the records / archives people of an organisation.

Ability to access live session online
	PROV utilise more human capital in both communicating and marketing the legislative requirements and standards that affect the industry on a Government level. Instead of sending out letters are merely words on paper), delegates meet the heads of agencies and communicate direct what the functions/changes are and how they affect the organisation.

Develop a ‘marketing’ strategy to promote the effects of the standards, the mandatory requirements and the overall effects they hold.
	Agreed. This is an ongoing piece of work within Government Services (largely Training Strategy implementation) and not specific to the terms of the Disposal Review. 

	
	PROV governance to be clear and simple
	Lowering the intellect to please all is a gap in itself. PROV can have industry experts translate the Public Records Act 1973 into laypersons terms without making it over-simple.

Governance needs to be structured to show authority and what the role of PROV is. The focus is on who PROV is and what they stand for.

Support for the correct interpretation of PROV standards in particular elements specific to an agency
	Again, focus on a strategy that markets the functions of PROV and the powers and jurisdiction within the government framework. 

Subject experts create a two-fold governance dialogue, that is  clear and simple to the lay people and a more concise and stringent dialogue for the more experienced, clearly stating that PROV has a function to play and exercise.
	Agreed – see recommendations 2.5.4, 2.5.5 and 2.5.6 Agency Support

	Professional Mutual Respect 
	Recognition of Professional Judgement as well as Communication & Education of the Business Benefit and PROV’s Role.
	Lack of both understanding and respect within government department (records officers within) and lack of understanding of PROV’s function from departments who liaise with PROV.

PROV also acting as ‘sleeping giant’, not showing the authority it holds and exercises’. PROV is seen as another department but not feared like Ombudsman, VAGO or OPI on it jurisdictional powers.

The issue of PROV’s external promotion also fails to enforce who they are. Many just see them as a place where old records are stored, and fail to enforce and promote jurisdictional powers.

Appropriate level of communication within agency and from PROV with a more rigorous compliance regime
	PROV systems

PROV to undertake a more aggressive approach in marketing itself as a ‘service provider’ but also a government body that acts as a watchdog over the ways in which department keep/maintain their records.

Agency (qualified records manager)
	Agreed – see recommendations 2.5.0 Agency Support

	
	Standards to be robust Authentic and have integrity. 
	Easily applicable standards
	PROV Experts
	Agreed. This is an ongoing task for Government services and not specific to the Disposal Review, see recommendation 2.3.0 Authority Structure.

	The language used by agencies in RDA’s and disposal reports is inconsistent, making developing RDA’s time consuming.
	Standardised Disposal Action and sentencing tool terminology 

The use of Templates to ensure that the Language & Format of RDA’s is to be Non- Ambiguous, Easy to interpret and implement.

Useful Outputs (CSV Format) Integrate into Business Systems
	This is not a gap but a reality. Each agency holds different records and trying to cluster or ‘Big Bucket’ the terminology is not the ideal solution.

Unambiguous triggers and actions

Consistent RDAs

PROV is too theoretical, rather than providing easily integrate practical system tools
	PROV to create taxonomy of terminology from each agencies RDA and give a reference to each and the agency specific.
	Solution not recommended.

However ORDA implementation will support greater consistency of language.

	Agencies are unaware of system and legislative standards and requirements
	Communication & Education of agencies of PROV’s role and the Business Benefit of effective document disposal
	As stated earlier, PROV gives notification, but the message fails to be communicated to various factors, such as being seen as not important.

Agency internal training 

PROV info sessions for non-records agency staff; communicates authoritative info to complement internal training
	PROV gains assurance from the agency that information is received by the correct officer. In case of a director, a sign sheet for return upon receipt and reading and clear understanding of PROV’s communication.

Agency (qualified records manager)

PROV trainers
	Partially agreed, recommend PROV moves to an agency self-managed model with improved guidance to self assess the use of appropriate disposal techniques, risk and functional significance.

However recommend that responsibility remain with agency rather than PROV as regulator / enforcer. 

	How do we sell the concept of disposal (it is not just destruction, but also transfer
	Recognition of disposal authority as Risk Mitigation in addition to facilitating compliance requirements
	Many agencies see records as ‘just records’, bundles of papers and no importance.

Understanding of senior exec risk mgt. committee of agency

Appropriate agency systems
	PROV to greater promote the importance the transfer of historic records and educate the people through a ‘what if’ risk mitigation strategy.

PROV communication

Agency systems
	Agreed, see recommendation 2.1.3 new appraisal statement, 2.5.1 communication strategy. Also an ongoing task for Government Services.

	
	Commitment & Resources
	
	Agency/PROV
	Agreed, see recommendation 2.5.2

	
	Agencies are to be responsive. 

Use of Peer Review Networks to improve standardisation, share knowledge and identify overlaps.
	
	Agency policy and systems
	

	
	Funding/Support for Implementation or VERS
	PROV info session/training for agency IT staff
	PROV
	This recommendation is outside the remit of the disposal review and relates to the scope of the Government Services work program. 

	
	Agency Proactive with Vendors regarding requirements/cost
	PROV support in negotiating a one off cost for implementation of VERS (especially where the product is widely used within govt.)

Agencies will need to be responsible for ensuring this occurs
	PROV/Agency IT and systems
	This recommendation is outside the remit of the disposal review.

	RDA’s contain valuable information but there is no way of accessing Historic RDA”s
	Coordination and Facilitation of exchange of information and knowledge by PROV
	Out-dated RDA’s and GDA’s are not published on the web. These documents need re-publishing but watermarked as ‘SUPERSEDED’ or ‘EXPIRED’.
	A dedicated section of the PROV website that holds resources to expired or superseded RDA’s and standards. A disclaimer stating that such material is out-dated is also shown to avoid liability if people fail to understand that the documents are not current.
	Partially supported. 

Recommend that data from pre-existing RDAs be made available on a case by case basis as the quality is variable.  Experience demonstrates that the provision of poor quality and / or misleading information can be more of a hindrance than a help. 

	
	PROV to be proactive to facilitate the exchange of Knowledge and information between States through the use of a forum.
	Each state has a different GDA and each sister agency has a different RDA. These documents are a good reference tool, but the actual archives never seem to come together on a liaison point.

PROV support in negotiating a one off cost for implementation of VERS (especially where the product is widely used within govt.)
	PROV leads the direction in calling interstate keepers together and builds a cross-functional resource that allows a searcher to cross within other archives resources. A shared knowledge base for all.
	Agreed see recommendations 2.6.1 and 2.6.2.

	Developing RDA’s is time consuming and inconsistent
	PROV to have short timelines, rapid processes.
	The development of the RDA is not the time consuming part, tis the Appraisal Report. This document needs a high level of research and interaction to justify the reasons for retaining or keeping a record.

PROV  support for agencies to develop RDA with minimum/no dependency on consultants
	PROV (at the agencies discretion) publish the appraisal reports along with the RDA. PROV also has dedicated staff who help the agency develop an appraisal report, but do so in away that gives guidance to doing so, not actual advice concerning the agencies function.

PROV experts/service
	Agreed, existing appraisal decisions will be more readily available through the implementation of ORDA, see recommendation 2.2.1. See also recommendations 2.5.4 for improved agency guidance and 2.5.2 for provision of opportunities to share knowledge.

	RDA development can be expensive with external consultants often engaged to ensure PROV’s standards are met
	Simplifying the development via standard phrases/consistent approach across RDAs so that agencies are empowered to create RDAs themselves, as they know their own records
	
	
	Agreed, will be supported by ORDA implementation.

	
	The roles of PROV and agencies to be clearly defined and the expertise of both parties is to be respected
	Dependency on consultants
	Agency (qualified and informed records and IT staff)
	Agreed, see recommendations to support agency self-management, 2.5.0.

	
	PROV to be able to deal with digital archives and  electronic records associated with social media and cloud computing
	Ongoing PROV advice with emphasis on risk management and compliance
	PROV experts
	Issue not strictly within the remit of the Disposal Review, 

	
	Clear definition of who’s responsible for documenting machinery of government changes. PROV could promulgate ad hoc disposal schedules to cover bodies like Major Projects Victoria that are moved around between central agencies continually.
	Timely PROV advice that is  consistent with advice from other relevant departments   
	PROV communication and systems
	Partially agreed. Continue to structure RDAs around functions to support continuing application and relevance through administrative change. 

However it should be noted that even functions are not necessarily constant and unchanging as they can modify due to a government’s particular political philosophy.

	The justification for retention periods is not transparent. Accessing this information would be useful for other agency’s developing their own RDAs
	PROV to publish Appraisal Reports  of Agencies
	Formal approach to documenting Appraisal reports
	PROV systems
	Agreed, ORDA implementation will provide.

Appraisal Reports could be published on the website in the interim.

	
	The Variation process needs to be simplified. 
	
	
	Agreed, ORDA implementation will streamline the Variation process.

	
	PROV to have Online Templates to facilitate standardised and simplified documentation
	
	
	Agreed, ORDA implementation will meet this proposed future state.

	
	Group similar agencies RDAs online
	
	
	Agreed, see recommendation 2.2.3

	
	Agencies to be able to update online through a secure process
	
	
	Agreed, ORDA implementation.

	Legislation needs to be updated and there are no consequences for non-compliance.
	A decent legislative framework (review of the Public Records Act 1973) giving PROV more power to control and support agencies’ record management, and consequences for non-compliance.  Consequences may not necessarily be financial – an approach similar to the Ombudsman where reports are published relating to agencies may suffice.  PROV needs to be seen to have a level of authority similar to the Ombudsman/VAGO.
	PROV governance and commitment
	PROV policy and systems
	The Team did not consider changes to the Public Records Act. As this was outside the remit of the review and has been covered by other projects both within and outside PROV.

	
	Scheduling of RDA’s (commitment/contract with developers
	Timeline slippage into a second financial year can cause financial issues

Formal agreement/contract; will give more credibility to development and implementation of RDA
	PROV policy and systems
	Agreed, see recommendations 2.2.0 to create a more efficient process and 2.3.0 recommending a simplified authority structure. These recommendations should create a shorter process and less slippage across financial years.

	Agencies do not communicate information with each other
	Integration of departmental systems and networking to establish/promote peer review of agencies records management 

While there are significant privacy risks in integrating government systems, they should be mapped, so that fields in one are equated to fields in the other. 

A “Vic Gov. RM Portal” could potentially be run (fully or in part) in a similar manner to Wikipedia – with the RM community contributing to the portal. This would have several benefits – lifting the sole burden of upkeep from PROV; foster a sense of teamwork between agencies and PROV, and as a way to acknowledge the expertise and skills within the RM community.
	Agencies don’t communicate their information as security classifications and other factors prevent this from occurring..

Especially within portfolio agencies and departments; this will reduce duplication of effort and resources

Current resistance will need to be overcome
	PROV enhances a standard of a singular software system (i.e. TRIM VERS) and a stringent taxonomy and indexation system that is aligned with each agency

PROV policy

Agency policy
	Partially agreed, “Future State” here seems to be covering different issues.

Integration of departmental systems is outside the remit of the review however the team recommends that PROV should aim for a future where disposal decisions/ retention times are automatically transmitted from PROV into agency systems. Treating and capturing disposal directions and retention times as data in ORDA is a logical first step to this desired future state. .

See recommendation 2.5.2 establish disposal community of practice to facilitate knowledge sharing.

	
	Defined and simplified access process
	
	
	This recommendation is outside the remit of the Disposal review and has been addressed by the Transfer Service Remodelling project.

	Agencies do not communicate information with each other
	Integration of quality Information architecture
	Central information portal applicable across govt.
	PROV systems
	See response above.

	
	Both PROV and Agencies to have confidence in the process and decisions
	PROV and agency collaboration
	PROV experts

Agency records staff
	Agreed, team recommends a number of initiatives to shift to an agency self managed process, see 2.5.0

	Developing RDA’s is time consuming and inconsistent
	PROV to develop standardised process and disposal training. (More training for government in general not just disposal)
	Feedback from PROV is not always consistent. One officer states one direction and another officer goes a different direction.

PROV support in mapping disposal authorities with agency records and reduce dependency on consultants
	Consistent dialogue between PROV experts that helps the agency seeking guidance can gain a clearer picture.
	Agreed, see recommendations 2.2.0 relating to Development Process, 2.3.0 Authority Structure and 2.5.0 Agency Self Management.

	
	PROV to develop a universal sentencing tool to be used by all departments
	Each department is different and has its own unique records. A ‘Big Bucketing’ approach is not the answer to the question. PROV needs to develop more stringent guidelines for agencies to write RDA’s and give guidance both verbally and written as agencies staff develop an RDA.

Systems compatibility
	PROV experts and systems
	Partially agreed, see recommendation 2.1.8 PROV to develop agency agnostic disposal direction for agency use (with self assessment guidance). 

	
	Agencies to be able to access FAQ’s
	The PROV website is not the easiest to navigate. There is no real means to find articles quickly. The Q&A is possibly there somewhere hidden.

Central information portal
	A more streamlined PROV website that allows the user to navigate and find what they are seeking. A dedicated section on Q&A’s could be added to allow the user to navigate and find the needed answers.

PROV systems
	This recommendation is outside the remit of the Disposal Review and is covered be the PROV Website Transformation project.

	Agencies are unaware of the requirements of PROV and relevant legislation
	PROV To maintain Legislation Experts to identify legislative record keeping requirements and regulatory updates and communicate these regularly via PROV website
	Not everyone keeps abreast of legislative changes and when announced, a legal expert is the one who holds the interpretation.

PROV liaison with agency legal units; improve understanding and interpretation of relevant legislation

Collaboration with legal unit
	Legislative experts within the PROV framework are needed to both update the agencies with legislative change and give the interpretation needed for non-legal experts to understand the requirements the legislation outlines.
	This suggestion is not supported as it is unsustainable and does not align with the overall approach of agency self management.

Team recommends that agencies continue to take responsibility for keeping up to date with legislative and regulatory change that impacts recordkeeping requirements.

	Agencies are unaware of the requirements of PROV and relevant legislation because the current website homepage is focused on researchers, the government services section is “hidden”
	Dedicated interactive Records Manager portal with a clearly defined audience
	Again, not everyone keeps abreast of legislative changes on announcement, is a portal on the web going to attract attention any further?

Central information portal
	PROV to uptake its methods of communication for both the internet and directly on an agency wide basis. This could see physical correspondence, seminars and agency visit to understand the new changes.

PROV systems
	This recommendation is outside the remit of the Disposal Review and is covered be the PROV Website Transformation project.

	Agencies are too insular
	PROV to have a Disposal Forum to foster communication between agencies
	Agencies tend to leave disposal (transfer and destruction) off the agenda until the capacity has reached bursting point.

As opposed to Communities of Practice; forums will bring greater consistency across govt.
	Develop a forum executed by PROV where agencies are educated on the importance of disposal. 

PROV to also conduct high level audits of agencies to ensure the insular attitudes are not maintained.

PROV systems
	Partially agreed, this is covered by the general Government Services work program, including the Training Strategy.

Audit recommendation is not agreed with. Rather than a policing role, Review team recommends enhancing the advisory approach with further support for agency self management and responsibility.

	Agencies are unaware of the requirements of PROV and relevant legislation
	PROV to act as a Central proactive body to communicate information and knowledge to agencies
	Agencies are not aware and often don’t care or simply don’t communicate material from PROV to the higher staff.

PROV governance and commitment
	PROV experts to enforce communication of material to agencies through both the internet and the means of correspondence. 

PROV could also develop ‘communications audits’ to ensure that governing legislation is received by the appropriate parties, a strategy is conducted and understanding is adhered to
	Not recommended. The overall direction of the Review recommendations is for agencies to self-manage and take responsibility rather than PROV to act as an enforcement agency. 

	How do we stay on top of our agency’s Admin history?
	Administrative history editable by the agency and allowing access to historic RDA’s
	
	
	ORDA will provide access to a database of appraisal decisions.

Enhanced PROV website delivered by a separate project (i.e. Online Services Transformation) should make it easier for agencies to access historical agency data and records series in PROV custody for which they are responsible.

	How to apply simple systems to outputs of disposal
	Access to common cost effective systems across govt./interstate
	
	
	ORDA implementation is the first step supporting output of disposal data in machine readable formats.

	Lead times for getting RDA’s signed off
	Coordinated and formalised approach and systems
	Formal agreement/contract

PROV resourcing
	
	Recommendations to improve process and outputs (2.2.0 and 2.3.0) should build efficiencies and shorten all project lead times.

	Need execution consequences
	Agency confidence in disposal program/authority (risk, cost and efficiency well managed)

PROV to report on agencies which are not meeting / are not putting steps in place to meet Standards (name and shame!)
	
	
	Partially agreed. 

Review recommends improved communications about PROV’s appraisal objectives, risk mitigation and enhanced agency guidance. 

However as noted above the overall direction of the Review recommendations is for agencies to self-manage and take responsibility rather than PROV to act as an enforcement agency.

	How do we start the process of disposal ending access? i.e. when an agency transfers records to PROV they become open access unless an Access Authority has been agreed to between the agency’s Minister and PROV’s Minister to restrict access to the records for a period of time on transfer to PROV.
	these access requirements could be built into the RDA rather than having to get Ministerial approval to restrict access to particular groups of records each time an agency wishes to transfer records to PROV.  This would expedite the transfer process as gaining Ministerial approval can take months
	
	
	Improvements to the access approval process are within the remit of the Transfer Service Remodelling Program.

	Self-Audit Tool (PROV)
	PROV supported inter-agency audits, common tools and learning

Results of audits can be used by PROV to develop further training or guidelines on areas where many agencies are non-compliant
	
	PROV systems and tools
	Agreed. This work is covered by the VERS Project – Measurement Framework.  

	PROV needs to visit agencies to ensure they are complying with standards 

Not all staff who manage records in an organisation have a records management background, and may not be aware of standards.  Smaller agencies may only have one records person, which can be isolating and lead to poor records practices if the person does not know of the support available.
	PROV has liaison agents whose core function is to visit the agency and carry out spot checks and audits as well as visits of a more informal nature, the coffee meeting.

An annual visit would promote good communication

PROV-agency collaboration in the management/compliance of records disposal


	In the modern world, agencies have to visit PROV for information and liaison.

As opposed to leaving compliance management with agency or VAGO etc.
	Dedicated PROV experts that hold the role of visiting, spot checking, auditing and giving advice on the requirements from both a legislative and standards view.
	This suggestion is not supported. PROV does not have the resources to support this type of model and it is broader than the approach to disposal. Guidance, support and advice is delivered through other mechanisms whether it is in the general standards, spec and guidelines etc or within the context of a specific project.

PROV approach to training is dealt with in the Training Strategy.

	Know who agencies are
	PROV is the all-powerful in the future state. PROV is in full contact with its agencies, its people (from executive down) and their exact function.
	At present PROV is the ‘Sleeping Giant’, a force of legislative power that has is neither feared nor seen as a force of power.
	The giant awakened is not the enemy but the friend to the agencies. A large database of all agencies and staff helps PROV know who to deal with and when the time comes for disposal (Transfer and destruction requests).
	A client management system would support this objective and would support Government Services program generally – not just disposal.  Details of Agencies and functions are documented in Archives One. 

	Inconsistent terminology used across RDAs for similar types of records
	The ability to perform keyword searches across all available RDAs
	
	
	Agreed, ORDA implementation will support consistent use of terminology.

	
	Agency compliance with VERS is high and consistent, due to:

·  funding and support from PROV.

· PROV has been proactive with Vendors regarding requirements/cost to ensure tools are equipped with required elements, and of a reasonable cost.

· PROV to be able to deal with digital archives and  electronic records associated with social media and cloud computing


	
	
	



PROV Disposal Work Shop


June/July 2012


Building Blocks for Future State 








Peer Review Networks


(Similar Business Functions)





Dedicated RM Portal





Information Architecture





Admin History	





Standards





Key Updates





PROV








� Online Retention and Disposal Application





PAGE  
Page 1 of 1

