PREFACE

The City of San Angelo's Records Management Program is administered through the City Secretary's office by the Records Management Coordinator.  This plan was developed in accordance with City Ordinance adopted on December 18, 1990.

INTRODUCTION
What is Records Management?  To begin, a record is any form of recorded information.  It could be a document on paper, microfilm or microfiche, photographs, any electronic media, or a taped recording.  Records must be recognized as having a life cycle: creation, active use, inactive use, and destruction.  With these two criteria in mind, Records Management may be defined as a total concept concerned with controlling records through their entire life cycle.  It should seek to prevent creation of unnecessary records and unnecessary extra copies, ensure efficient, economical use of active and inactive records, and destroy the record when it is no longer needed.  Records Management performs a twofold job of promoting the efficient retrieval and use of information and keeping maintenance costs to a minimum.

Effective September 1, 1989, the Local Government Records Act, adopted by the Texas legislature, set out the duties and responsibilities of local government officials in the preservation, microfilming, destruction and other disposition of local government records.  The purpose of this act is for efficient management and preservation of local government records, to create convenient access to these records through establishment of a sound records management program, and to establish uniform standards and procedures for the disposition of these records.  Each local government is required to have an officially approved Records Control Schedule.  On December 18, 1990, the San Angelo City Council adopted an ordinance to address the requirements of this act and provide the city with the means for developing a Records Management program.

Prior to this act and ordinance, there were no citywide guidelines or procedures to determine disposition of records created and held in the public's interest.  Few have recognized how to maintain records properly so they can be retrieved in an efficient and timely manner, when to dispose of what records, or what vital records are and what purpose they serve.  On one hand, some departments have held records in their care from what seems to be time immemorial.  This may include rough drafts of proposals, scribbling made during telephone calls and meetings, and duplicates of "official records" to historical documents concerning development and implementation of a particular program.  Personnel turnovers have literally left file drawers full of "Joe's stuff" that no one can identify.  And Joe left five years ago.  On the other hand, other departments have arbitrarily removed records from their care without regard to content.  If there was a need for more filing space, it was created by throwing away or storing the "old papers" in the closet.  When space became tight, boxes were tossed to make more room.  Systematic retaining or destruction of records was rarely considered.  

Records have been stored in the strangest of places in the most deplorable of conditions.  Retrieval is haphazard at best, and sometimes dangerous.  Someone must be accountable for the costs involved in terms of personnel labor in searching for lost or misplaced records, for costs of excessive, inefficient, and redundant duplication, and costs of operating as an independent entity without recognizing how other departments may be creating a similar record with slight alterations.  Other intangible costs arise by having records occupy prime office space.  Estimated costs run as high as $158.53 per cubic foot of prime office space occupied by inactive records.  No one department or division should hold records without regard to providing access to information that may be critical in decision making processes where actions cross and affect many lines of authority.

The Records Management Program seeks to identify key documents and official records, document their location, and assure accessibility to the City's administration and to the public.  In effect it will preserve and protect records, establish policies, and implement procedures that will introduce cost-effective and efficient access for departments, administration, and the public.  The heart of this program is the Records Control Schedules.  Determining how long records will be kept comes under State guidelines as identified in the Local Government Retention Schedules.  However, the uniqueness of the City will be recognized and reflected in these schedules.

The City of San Angelo Records Management Program is coordinated by the Records Management Officer located in the office of the City Secretary.  However, each department head is the custodian of that department's records.  Supervision of the Records Management Program will be under the Records Management Committee, made up of the City Manager, Finance Director, City Attorney, Risk Manager and one City Council member.

This plan is presented with the intent to provide working guidelines for making daily decisions about the management of the City's records, as well as provide broader concepts that will need to be examined in greater detail in the future.  Our challenge here is to adapt our present organization to a different way of thinking regarding the administration of records and how they will be continually managed in the future.


THE VITALITY OF RECORDS MANAGEMENT
Records are an organization's memory.  No one person should be held accountable for remembering how tasks are accomplished, where certain information is, how to retrieve it, or act as the only authority to a particular set of information.  Organizational information is frequently less available to decision makers for a number of reasons: turnover of personnel, no sharing of information, nonanticipation of future information needs, and storing information that is not easily retrievable.  In an information rich environment, decision makers should have access to many modes and channels of information.  Much can be lost without recognizing the value of Records Management in an organization's information sharing network.

The implications for Records Management are multiple.  Our services should be based on knowledge about the characteristics of the organization's information use environment.  We need to determine what are the goals of the information users and what are their concerns.  Lines of communication between Records Management and the users are vital.  Networking, frequent verbal and written communication, and follow-up are integral roles the Records Manager will play in the organization.

Briefly, this role will involve a number of aspects, including, but not limited to the following:  Document information and develop retreival methods for effective use by managers to support the City and departments' missions; identify potential uses and sources of information to support these missions; participate in strategic planning groups to demonstrate the value of knowledge about information; support City and department functions; market what the City has to offer and what potential may be available for decision making; and, demonstrate interpretation and analytic skills to properly evaluate potentially valuable information sources.

Records Management has the potential to market a number of services.  Among these will be the identification and retrieval of media and information while responding to vague requests and exploratory information, evaluate all information needs, and develop a relational database for detailed searching that may be integrated into the City-wide electronic network.

Records Management is not a one-shot deal.  Properly managed, it will be an integral part in the administration of the City.  It will become a vital link between the decision making processes and the variety of information available throughout the City.


MISSION STATEMENT


For Records Management
Effectively direct the management and maintenance of all City records, from creation to ultimate disposition, toward a concept of preservation of essential information.


PURPOSE STATEMENT


For Records Management Plan
Set goals for Records Management.

Assess and define records management needs throughout the City.

Make recommendations for strategies to accomplish goals.

Coordinate activities between departments to enhance administrative efficiency and effectiveness and promote effectual decision making to meet public needs.

WHY GOALS HAVE BEEN DEVELOPED
No plan in place puts the City in a vulnerable position.
This vulnerable position may be looked at from a legal and financial standpoint.  Legally, the vast majority of documents are public records and subject to examination requests.  Records that are in disarray, haphazardously kept, and unnecessarily duplicated are potential time bombs from a litigation standpoint.  Having a Records Management Plan and Program in place is similar to having an insurance policy.  A consistent records management program helps protect the City from charges of destroying or misplacing records to conceal information.  The State has provided us with the catalyst to develop an excellent program.

Inconsistent as well as inappropriate filing methods and retention of documents.

Consistency and continuity needs to be addressed to make information the city does have available to all potential users.  Improvement of record keeping techniques and processes, including electronic, is vital to recognizing the dynamics of information retrieval throughout the entire City.  Assessing our strengths and weaknesses and implementing sound recordkeeping strategies will ultimately be reflected in the reduction of hidden costs throughout the City.

Inadequate storage of records and/or lack of storage.
City records are currently stored in a wide variety of areas:  Above offices in small attic-like spaces, behind bathrooms, storage garages, private storage companies, in rodent and insect infested attic by-ways that leak worse than your Aunt Edna's kitchen sink, and in closets under dubious conditions.  The condition of some of these documents is appalling.

The City as a decentralized organizational environment.
Wide spread departments working in a decentralized organizational environment have created the illusion for "need a copy of that".  This paper glut reduces efficient use of information for decision making processes.  Additionally, incorrect or sparse sharing of information produces problems.  Redundancy of records is a big problem.  Documents may be produced in rough draft form, typed, saved, printed, revised, saved and printed again until the final document is produced, then possibly photocopied, microfilmed, and all filed away under different titles, in different departments, and sometimes within the same department.  Controls must be established over these costly procedures.

Vital records identification and management must be addressed.
Human resources are vital in an emergency situation.  The authority to continue on in the event of a disaster lies in the need to retrieve business processes.  It is a proven fact that businesses that are unprepared for a disaster are highly unlikely to ever start business again.  The City has in place an Emergency Disaster Preparedness Plan.  Vital records protection and retrieval will become a part of that plan, ultimately reducing our insurance costs for protecting those papers.


GOAL 1
To Create and Maintain a Professional Records Management Program for the

City of San Angelo
Purpose:
To comply with the Texas Local Records Act, abide by the Open Records Act, and implement the City's Records Management Program as directed by Ordinance.

Objective:
Release space and reduce the need for on-site storage and additional filing equipment.  This will be initiated through the development and implementation of Records Control Schedules for all departments and divisions.  It will seek to reduce unnecessary duplication of documents, create efficiency in retrieval, and maintain the legal, financial, and historical value of City records.  Inadvertant destruction of official records will be eliminated, as will retention of unnecessary documents.

Objective:
Create and develop a core of knowledge and information to build on for decision making processes City wide.  A knowledge base will be developed providing access to different types of information available for potential future use.

Objective:
Develop a policy and procedure manual for use by all personnel who deal with records, periodically updated to address changing needs.


GOAL 2
To Retain Records of Value to the City, Held in the Public's Interest,

in a Controlled Manner

Purpose:
To develop and maintain an efficient documentation and retrieval operation for both active and inactive records.

Objective:
Two years of active documents kept on site for easy access, and all past that point put to storage.

Objective:
Eliminate inadvertant destruction of official records and retaining records having no further administrative, financial and legal value.  Under Records Control Schedules we have the legal authority to destroy and preserve records in the best interests of the City.  We will confidently be able to counter misinformed charges that the City may be hiding or destroying records.

Objective:
Reduce costly and unnecessary duplication.  Redundancy in duplication is one of those many items that will require educating the record user.  As advancing technologies provide us with opportunities to retrieve a document at the push of a button, early education will control unnecessary duplication.

Objective:
Centralize storage of records.  Systematic storage and destruction of official records under an approved records control schedule.  Information should be accessible to all, whether government employee or the public.

Objective:
Vital records identification and protection.  Establish emergency management procedures to retrieve important records as soon as possible in the event of a disaster.

Objective:
Assess viability of using micromedia for storage and retrieval of records.  Already in place are many records in electronic media, some being transferred directly to microfiche.  A few departments are using microfilm or microfiche, and many could benefit from this technology.  As City enters a more dynamic, electronic environment, demands will increase for accessibility of more public records, whether internal or external.  Conversion to microforms reduces paper costs, storage costs, and numerous other hidden costs,  and increases efficiency of retrieval and accessibility.  

Objective:
Standardization of filing procedures and equipment.  Continuity, especially in high turnover areas, and documentation assures decreased training time and increases effectiveness of employees.  Meeting ADA requirements when a central records center is established and reducing the possibility of Worker's Compensation Claims are additional concerns under Records Management.

Objective:
Assure and maintain security of records.  Control of access to sensitive and confidential records, even though in the Public Domain.  System development for establishing procedures and controls to enhance safety of stored records.


GOAL 3
Evaluate and Develop Micromedia and Electronic Media Environments

for Records
Purpose:
Reduce dependence and need for storage, thereby reducing costs.

Objective:
Examine alternative methods of retrieval and retention for active records and those with short life span.  Assessing actual usage of records will considerably shorten how long records are kept in an office, thereby reducing need for additional storage equipment.  Alternatively, those records having high use may be better suited to a microfilm or microfiche enviroment, or optical disk if the number of users is high.

Objective:
Reports management through cooperation with Data and applicable departments to reduce duplication of information and assure access to the right information for departmental needs.

Objective:
Forms management.  Controlling creation of new forms and redesigning current forms seeks to eliminate unnecessary duplication and place further controls over records creation.

Objective:
Reduce operating costs of storing papers.  Assessing records having longer than two year retentions and high use will necessitate further examination of micromedia procedures currently in place.  Presently some of the City's records are microfiched from magnetic tape and some are excessively microfilmed, all the while keeping the hardcopy source document.  This redundant duplication is unnecessary and costly.  Additionally, other departments could benefit from use of processes already in place at a minimal cost to the City.

Objective:
Under §181.002 Local Government Code of Local Records Act, the governing body of a municipality by ordinance may provide for the accurate and permanent copying, reproduction, or origination of public records on film by microfilm process.  This must specify the types of records to be recorded on microfilm; require indexes to microfilm records; require microfilm, to meet the requirements of the USSI for archival quality, density, resolution, and definition; require a person to check and certify that each microfilm record is an accurate duplication of the original public record; and, guarantee the public free access to information that is contained on microfilm and to which the public is entitled under law.

Objective:
Integrate retrieval methods to fall in line with advancing technology.  A consistent database should be tied into the city's network for efficient retrieval.


Goal 4
Integrate Vital Records Recovery Program into Disaster Preparedness Program

Purpose:
To identify those records containing information essential to the survival of the City in the event of a disaster (natural or man-made), whether on magnetic, digital, micrographic, paper, audio-visual or other medium.  Such records are necessary to continue operations without delay under emergency conditions.  These contain information necessary to recreate the City's legal and financial position and to preserve its rights and those of its employees, customers, and the public.

Objective:
Identify those records necessary to continue business in the event of a disaster.

Objective:
Write a disaster recovery plan compatible with emergency disaster preparedness plan.  Plan should address rotation of records to retain currency as well as identify existing duplication which may substitute as rotation.  

Objective:
Plan a preliminary run-through of recovery program with key actors in place.  Eventually integrate into annual disaster day held in the Spring.  Look into coordinating with other government agencies such as the school district, Goodfellow Air Force Base and Tom Green County.


Foreseeable Impact
We will be creating a change in thinking and in the way of doing business throughout the city.  Information will be condensed and information will get to the right people at the right time in the right order.  Our ability to address and anticipate public needs will improve, creating a potential atmosphere of trust within city departments and the public.  We foresee assisting in the decision making process and eliminating a glut of useless and inappropriate information.  We will be able to do our jobs better!


Staffing
A full-time records manager who coordinates all records related activities for the City, operating through the City Secretary's office.  This person is responsible for indirectly supervising over 50 personnel throughout all City departments to maintain the program, providing training and guidance.  Frequent contact with department heads and supervisors will be maintained to mold the records management program to their needs and act as information conduit for decision-making information retrieval.  Records Management will participate in developing policies for electronic records and use of micromedia support for active records.  Active participation in continuing education for enhancement of profession, participation in professional organizations, and providing community education will all enhance the value of Records Management for the City.   The Records Manager actively directs Records Management Committee and the Vital Records Committee and is the key records recovery director in the event of a disaster.

Future staffing may include records center supervisor and support staff, depending on direction City takes for centralizing storage.  Coordination with the Archivist at Fort Concho will be imperative in developing for the City an Archive/Records Preservation Program using professional archival standards.


Costs and Funding
At the individual department level, costs may include storage boxes to meet Records Management requirements.  Initally, this cost will be absorbed by the City Secretary's office.  For those departments needing long term storage, there will be a charge from an outside vendor.  This cost will be incorporated into the City Secretary's budget on a separate line item for Records Management.  Individual departments will not be charged back for these costs, but an approximation of these costs will be presented annually to the Council.  We may be able to develop a self-help type plan with discounting available for supplies through Purchasing.  Costs directly associated with Records Management will come from the General Fund.  Those funds currently being used by individual departments for storage will be appropriated for Records Management use.  Current micromedia costs will be at the individual department level. 

Tracking information, identifying location of records and appropriately documenting the services of Records Management ideally requires specific records management software.  In the City's decentralized environment, it becomes vital to be able to document where records are, when it is time to turn those records over to storage, and when it is time to destroy.  This software should have the capability for global changes, be adaptable to changes in procedures, and include upgrades as necessary.  Initial cost will be a one-time expense, with annual maintenance cost of about 10% of the initial cost.

If city opts to develop own central storage facility, the possibility of cooperation withother governmental organizations will be assessed.  Is a service delivery, customer-oriented product possible, or is this beyond the scope of what the city wants to accomplish?  Expansion of such a facility could eventually help Records Management pay for itself.  This storage facility must meet standardized requirements for storing records: humidity and temperature controls, structure needs, security, office and processing space, and specific site conditions for storing micromedia and electronic records.

Grant funding is available through the National Historical Publications and Records Commission (Records Program, NHPRC - NPR, National Archives Building, Washington, DC  20408, 202/501-5610).  Primarily the Commission provides consultant grants for the development of archives and records management programs.
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