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Records Management & Archives Program
Annual Report
For Fiscal Year Ended June 30, 2006

Executive Summary

This Annual Report to the Board of Supervisors is submitted as outlined in policy
A-43, approved January 13, 2004. This report seeks to advise the Board of
Supervisors on the progress made to date towards full implementation of this
policy and outlined in the R. Jackson Armstrong-Ingram’s Consultant’s Report
and Recommendations, approved for implementation by the Board of
Supervisors on May 20, 2003.

The priorities for the Records Management and Archives Program (RMAP)
continue to focus on laying a solid foundation for the program. While a more
complete list follows, highlights for this year include:

o Implementation of operations as an internal service fund aligned
with Board Policy A-43:

o Continued training and preparation of Departmental Record
Retention Schedules for several departments.

o Implementation of an off-site vault storage program for preservation
of records vital to the County of Riverside to ANSI/AIIM archival
standards.

o Preservation of official records to ANSI/AIIM archival standards.

o Continued destruction of non-records resulting from the
implementation of the Board-approved General Record Retention
Schedule.

The long-term business plan is integral to the future success of the program and
is attached. The business plan sets the direction, strategies and goals for RMAP
to proceed and is based on the program objectives and vision embodied in the

policy.

The Records Management and Archives Program (RMAP) aims to provide
records management, records storage and archives services to the County of
Riverside. The plan seeks to redirect department expenditures and thus,
significantly increase efficiency and savings from the delivery, creation and
implementation of responsible record keeping.

Consulting in the areas of records management, filing and indexing, and strategic
analysis and reporting services will be offered. Field consulting services and
preservation projects will fuel growth and represents approximately 15-20% of
revenue over the planning horizon. These targets are attainable by partnering
with departments to encourage responsible record keeping, reduce unnecessary
expenditure and risks, and facilitate access to departments and the public.
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Records Management & Archives Program
Annual Report
For Fiscal Year Ended June 30, 2006

Key Accomplishments

Financial Restructuring

¢ Successfully implemented operations as an internal service fund effective
July 1, 2005, based on a business plan submitted to the Board of
Supervisors in May 2005.

o Operations provided sufficient cash flow to repay the initial loan from the

general fund and grew Net Assets by approximately $292K, well ahead of
target.

Communication & Training

e Continued executive-level and management-level engagement to provide
on-going dialogue for county departmental needs and responsible records
management programs and training, including presentation to
Departments Heads on June 8, 2006

o Developed courseware to train departmental personnel on the basics of
implementing a Departmental Record Retention Schedule

e Delivered 10 seminars during the fiscal year on the topics of Developing
and Implementing a Departmental Record Retention Schedule.

Personnel

¢ Efforts continue to recruit professional records management and archivist
personnel, as well as secure professional contract resources.

Operations

e Completed nearly one-third of the proposed quantity of microfilm
preservation to archival standards for official records of the Assessor-
County-Clerk Recorder’s Office. To date, 1,964 rolls, representing six
years of county recordations have been preserved. Under this project, a
surrogate master and a security copy will be reproduced to ANSI/AIM
standards..

4 of 6




Records Management & Archives Program
Annual Report
For Fiscal Year Ended June 30, 2006

Key Accomplishments — Cont'd

Operations - Cont’d

¢ Secured contracts with two vault service providers to enable storage of
microforms to archival standards. Stringent environmental controls are
necessary to approach the estimated life of 500 years for vital County of
Riverside records.

» Developed a plan for packaging and storage of critical records maintained
on microfilm by the Assessor-County Clerk-Recorders office, and
commenced implementation. Over 20,000 rolls of film have been
repackaged and secured in off-site vaults.

e Provided limited consulting field services to departments to assist in the
preparation of Departmental Record Retention Schedules. A minimum of
seven departments have active projects in process and we anticipate
several of these will seek approval from the Board of Supervisors in
2006/2007.

e Based on the term guidelines in the approved General Record Retention
Schedule, provided information and guidance to departments to enable
purging of aged or duplicate records stored in the Record Center. Nearly
ten thousand cubic feet of space has been made available as a result.
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Records Management & Archives Program
Annual Report
For Fiscal Year Ended June 30, 2006

Financial Performance

FY 2005/2006
Budget Actual Variance
Total Dept. Revenue $2,973,000 $2,459,010 $(513,990)
Salaries & Benefits $1,903,678 $1,456,553 $ 447 125
Supplies & Services 935,322 706,613 228,709
Other Charges 44 000 12,070 31,930
Total Expenditures $2,883,000 $2,175,236 $ 707,764
Net (Cost) / Income 90,000 283,774 193,774

Profitability exceeded plan despite the shortfall in revenue. The budget had
provided for the recruitment of several analysts and the start-up of field services.
These recruitments were not successful and accounts for the miss in revenue
from plan. Recovery rates had provided for the overhead associated with these
personnel, favorably impacting net income in comparison to plan.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Executive Summary

The goal of this business plan is to provide a strategic framework for the Records
Management and Archives Program (RMAP) within which to establish the
environment and resources necessary to enable departments and agencies to
execute most effectively their responsibility for sound record keeping and
preservation.

This plan outlines a systematic approach to implementing sound practices
throughout county operations. Essential to the success of the program will be
the effectiveness of RMAP to demonstrate the benefits of its services and to
clearly articulate the economics of its methods, so departments and agencies
can make sound decisions based on best practices.

Field consulting services and preservation projects are expected to fuel growth
and represent approximately 20% of projected revenue over the planning
horizon. These targets are attainable by collaborating with departments to
reduce unnecessary expenditures, encourage responsible record keeping, and
facilitate access by departments and the public to county records while reducing
risk.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Program Objectives

As stated in Board Policy A-43, it is the intent of the county to establish a uniform
program of responsible record keeping applicable to all county departments in

accordance with applicable law. By doing so, it is the Board of Supervisors' goal
to:

1. SAVE SPACE by removing from offices records not required for the day-to-
day operations; by removing from storage areas records that no longer have
significant value; and by maintaining a consistent flow of records from office
space to off-site storage to destruction.

2. SAVE MONEY by better utilization of office space and imaging technology for
active records; by restricting the use of leased space for storage of inactive
records; by controlling the purchase of equipment and supplies to file inactive
records; by providing cost effective storage facilities for inactive records: and
by encouraging the use of automated micrographic systems for very active,
long term and archival records.

3. SAVE TIME AND LABOR in locating records by removing inactive records
from office files; by centrally locating inactive records in an off-site facility; by
maintaining a computerized records management system which provides for
retrieval and accounting of off-site records and utilize imaging technology and
automation for active records retrieval.

4. PRESERVE AND PROTECT documents of historical significance and/or
archival value.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Mission, Goals & Strategies

RMAP’s mission is to make the County of Riverside the premier records
management and archives program.

Through leadership and delivery of services that inspire them to embrace
responsible record keeping, county departments and agencies will understand
the economics and trade-offs associated with sound record keeping, and will
recognize the quality, value and partnership provided in RMAP'’s offerings.

By example, our leadership will bring leading edge concepts, industry standards,
best practices and technologies to the county to achieve a sustainable, cost
effective level of quality, in the creation, use, maintenance, retention,
preservation, archiving and disposal of county records.

RMAP’s Goals

1. Develop a framework and provide leadership in offering tools and services to
enable best practices in departmental record management, and to guide
departments to fully implement Board Policy A-43.

2. Develop and execute a financial plan that fully supports the program's revised
focus and provides for long-term capital needs.

3. Establish professional consulting functions that provide service to county
departments on the development of retention schedules, records and file
management and archival services.

4. Drive the completion of Board-approved departmental retention schedules by
the end of fiscal 2008. '

5. Develop a plan for safely archiving the present backlog of permanent and
historic records and facilitate access to these records.

Strategies

1. Develop in-house expertise to assist departments and agencies in meeting
their legal and service requirements cost effectively.

2. Position the program as the “go to” team from which to get advice on their
record keeping and preservation issues.

3. Become the vendor of choice for services that deliver sustained value and

quality in conformance to industry standard, and that make the most effective
use of county resources.

Page 5 of 20



Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Business Profile

Presently, RMAP offers record storage, reformatting and to a limited extent,
advisory services in the areas of record retention, file and indexing management
and preservation. While this has provided a valuable and cost effective service
to county departments and agencies, the program can do more in achieving
county wide archival and records management needs.

The formalization of industry standards, emergence of the Internet as an effective
tool for industry professionals and enabling technologies, such as digital imaging
has increased the records and archives management as a priority in
organizations. Implementing best practices can enable the program to pay for
itself and improve accessibility to the public. Recognizing these trends,
combined with renewed focus on the county archives, the Board of Supervisors
directed the implementation of the recommendations of an independent study in
May 2003, summarized in the following:

Reprioritize and refocus the program to meet both immediate storage as
well as long-term preservation needs for County records.

Restructure the program's staffing and budget to reflect these priorities.

Reclassify existing positions supporting the program to ensure that
personnel possess an adequate array of knowledge, experience and
qualifications.

Formalize practices and procedures at the highest level to ensure
compliance and to minimize risk and liability.

Provide qualified, professional leadership of the program.

The report findings and recommendations provide a framework for
restructuring the program. Revised Board Policy (A-43) defines more clearly
the responsibilities of the departments for responsible record keeping, and the
scope and role of RMAP. Considerable progress has also been made to date
on organizational restructuring and reclassification of personnel. The priority
is to hire the professional staff necessary to formalize these practices and
program procedures, and put us on track towards fulfilling our mission.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Business Profile — Cont’d

RMAP’s vision for the County of Riverside includes:

Systematic records management that clearly identifies the care needed for
records of indefinite term, or disposition for records of short term.

Record keeping costs and risks are contained.

Record coordinators and department management understand the
economic trade-offs for sound record keeping.

Paper records of short-term duration are stored in a record center.
Records of indefinite or long term are stored permanently on microfilm and
housed in a secure facility that will preserve the records for future

generations.

The rate of investment in office space and personnel is favorably impacted
by countywide use of sound archives and records management practices.

Archival repository is available to the public via the Internet.

Repository for records of historical significance is available for research.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Market Analysis
General

The County of Riverside is among the fastest growing counties in the state,
primarily due to in migration from nearby counties. This trend is forecast to
continue, increasing the cost to the county to meet the growing demands on
county services. In addition, it is anticipated the State budget crisis will continue
to cause tightening of state funding locally.

These factors dictate the need to improve productivity and space utilization,
which can be aided through improved records management practices and
adopting new technologies.

Image-based Systems

While many county functions are well suited to benefit from new technologies,
such as a document management system, implementation places greater
demand on sound records management and archival practices.

Image-based systems have been implemented or are being evaluated by
numerous departments as a means to improve workflow and record
management. This poses key questions from a records management
perspective:

1. Will the technology survive the retention requirements of the records?

2. Has business continuity planning considered access to records in the event of
business interruption?

3. Will the workflow incorporate sound file management practices and satisfy
public service needs?

Records Retention Schedules
To date, five departments in the County of Riverside have partially implemented
a departmental records retention schedule approved by the Board of

Supervisors. All County departments and agencies are in need of creating or
updating their records retention schedules.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Market Analysis — Cont’d
Buying Patterns

The key elements in departments’ buying decisions are:
« Impact on appropriations,
» Retrievability (response time & ease), and
« Quality of service.

The frequency and required response time for retrieving stored records varies
dramatically from one department to another, and may be dictated or influenced
by legislation. Knowing the customer is critical to achieving the right balance of
these factors in line with customer needs.

Third Party Comparison

Direct competition is somewhat limited. The opportunity for compromise or
product substitution is high. For example, record storage has minimal impact on
current year appropriations when compared to the initial cost of microfilm.
Another example, imaging, provides high accessibility and lower operating cost
(once investment made in DMS) although image quality and ability for system
migration for a long life record is a risk.

In the area of record storage, there is currently one major provider in the area.
Based on a study conducted in late 2000, the results showed that the County
Record Center is the more cost effective alternative. This was validated again in
2001 by a local government agency.

Comparisons with local microfilm businesses are difficult for a variety of reasons,
including limited providers, product quality differences, and the nature of the
source material (large scale maps, mixed sizes, etc.). However, RMAP does
ensure conformance to ANSI/AIIM standards, which is not the case for all service
providers. All factors considered, we believe our pricing is competitive and our
product superior.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Business Opportunities

Professional resources will provide higher levels of expertise to the County of
Riverside to support various record management practices, including:

Professional Field Services

Assisting departments to develop and implement department-specific
record retention schedules.

Providing tools and consultation to assist the understanding of economic
trade-offs in records management and archival preservation.

Developing vendor qualification criteria to facilitate conformance to
standards by third party providers.

Consulting with departmental personnel on best practices relating to
records management, including file management, process flow support,
storage & business continuity planning.

Imaging & Scanning Services

Providing scanning services to establish a digital library for departments
moving to image-based systems.

Providing scanning and indexing services for on-going applications that
are best suited for batch processing.

Supporting retrieval needs for record storage customers with scan on
demand service.

Providing image storage and access capability in smaller applications.

Preservation & Archival Services

Providing archivist services, including field services and preservation.

Establishing access to records of indefinite term or historical value
electronically to improve public service and to better preserve records.

Enable access of records for research purposes.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Marketing Plan

1. Position RMAP as the “go to” people to get expert advise on how best to
solve recording keeping issues and to help departments achieve their
responsibilities cost effectively.

a. The consultative approach will show the economic trade-offs of
sound record keeping, and the alternatives available to the
department to fulfill these requirements.

2. Develop criteria for measuring and monitoring product and service delivery
in line with industry standards for in-house and third party suppliers.

3. Conduct analyses of department and agency needs, and target
opportunities to focus RMAP resources on meeting departmental needs
while providing the greatest payback to the County overall and service
availability within RMAP.

4. Develop a program to provide continuous contact and survey information
from departments and agencies.

5. Define product or service offerings clearly, and align pricing accordingly to
ensure value added to the customer.

6. Become the vendor of choice for services that deliver sustainable value
and enduring quality in conformance with industry standards.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Operating Plan

1. Deliver services that represent the prudent use of County resources and
maintain standards to monitor the quality of output to ensure consistency and
value to the County.

2. Discontinue products and services that do not provide a clear advantage to
the county in terms of price, quality or delivery.

3. Document processes and benchmark to third party suppliers as a means to
provide continuous process improvement and value added to the county.

4. Develop a long term operating plan that provides adequate facilities with:

a.

b.

Sufficient capacity to meet county needs for short-term records.

Suitable environmental controls to preserve county records to
industry standards.

Secure and environmentally controlled work area for preservation,
cataloguing, appraisal, and accessioning of archival material by
county personnel for on-going maintenance of the county archives.

. Provide suitable and secure public access and work areas for

research.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Organizational Plan

1. Recruit the professional resources required to provide necessary
expertise.

2. Define clearly the responsibilities and expectations for employees and
hold them accountable for achieving results.

3. Explore alternate resource solutions to supplement specialized functions.

4. Organize the department and provide the resources to place the priority
and focus on establishing the field services function.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Financial Plan

For the past six years, RMAP has operated at zero net county cost. As an
internal Service Fund, the recovery rates and revenues are set to provide for a
contribution to the working capital needs of the program. The program is able to
consider the total economic costs, provide for on-going capital needs and provide
for rate stability, in support of the objectives set forth by the Board. The
projected revenues and expenses follow on the next page, Statement of
Revenues, Expenses and Changes in Net Assets.

Revenues are projected to grow from $2.5 million in fiscal 2006 to $3.5 million in
fiscal 2011. As county departments develop and implement best practices,
revenue will be derived from consulting services, preservation of aged records,
and the increase in the level of reformatting of records newly created. Record
center activities will shift from maintaining permanent records to temporary
records, with increasing volumes and inventory turns.

Revenue by Year
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Financial Plan — Cont’'d

Traditionally, revenues have been sourced from record storage and reformatting
services. Images filmed were as low as 4.5 million in the mid-1990’s and have
grown to 8.7 million converted in fiscal 2006. In 1995, cubic foot boxes in
storage were less than 20 thousand, and were more than 130 thousand by fiscal
year end 2006.

Preservation services for the County Recorder alone are estimated at over $1MM
from fiscal 2006 to 2008. An additional $2MM is anticipated over the planning
horizon for field services and preservation services to assist County departments
and agencies with the development of department-specific record retention
schedules, planning and implementation of best practices for record
management and preservation services.

Revenue By Year
Fiscal Years 1995 - 2011
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Financial Plan — Cont’d

As the program shifts its focus, a greater percent of revenue will come from
consulting and preservation services provided to County departments and
agencies. From a County perspective, the costs for these services will be offset

over time by improved utilization of people and office resources and improved
risk management.

i
' Revenue Distribution

100%

80% |
60% |

40% 1

i | @ Reformatting m Record Center [ Field Senices & Presenation '

The Statement of Net Assets shows strong growth in the net assets from
inception in 2006, growing to $1.1 million in 2011. Throughout the planning
horizon and beyond, net assets will be designated to build the necessary working
capital and funds for capital assets. This will provide the foundation for financial
stability. Working capital goals are 60 days revenue on hand. Building and
maintaining a strong Net Asset position is essential to the long-term development
of a County archives program.

Investments will be needed to support present services as well as suitable to
accommodate archival materials and access to the public. Over time,
depreciation will provide a means, in part, for setting aside funds for investments,
and is supplemented by a capital provision of 3% of revenues in this plan.
Presently, net book value represents only 7% of gross asset value, reflecting the
aged state of the fixed assets. Over the five-year period, net book value as a
percent of gross asset value grows to 12%.
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Records Management & Archives Program
Business Plan Fiscal Years 2006-2011

Financial Plan — Cont’d

As illustrated on the Statement of Cash Flows on the next page, the source of funds will
be provided primarily from operating activities. Financing will be pursued as needed to
maintain an adequate and cash flow, and will fund annual operational capital assets.
Longer term, major financing will be required to acquire a single facility to provide
operational efficiencies, provide for County growth and provide suitable archival
housing, preservation and accessibility to the public.

The financial plan is summarized in the following:

1. Maintain a fee structure that aligns with services offered and that fully supports
the program's revised focus.

2. Build and maintain a net asset balance of approximately 60 days revenue on
hand designated for working capital to provide for short-term cash needs.

3. Provide for the investment in capital assets to support services and suitable
archival facilities, and designate net assets for this purpose.
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