RECORDS MANAGEMENT GUIDELINE 7
Performance Indicators for Records Management Units
The Solomon Islands Government has produced 25 Guidelines that set out the rules and procedures for Records Management in all Solomon Islands Government agencies. The other Guidelines available in this series are:

· Guideline 1: Solomon Islands Government Records Management Policy

· Guideline 2:  Introduction to Records Management for all Solomon Islands Government Officers

· Guideline 3:  Records Management Tools for all Solomon Islands Government Officers

· Guideline 4:  Requesting, Using and Returning Files

· Guideline 5:  Organising a Records Management Unit

· Guideline 6:  Choosing the Right Records Management Staff

· Guideline 8:  Electronic Records

· Guideline 9:  Creating a Record Plan

· Guideline 10:  File Registers

· Guideline 11:  Instructions for Records Management Staff for Creating New Files

· Guideline 12:  Instructions for Records Management staff for Issuing, Tracking and Returning Files

· Guideline 13:  Daily Procedures for Records Management Staff

· Guideline 14:  File Numbering and Titling systems

· Guideline 15:  Mail Handling

· Guideline 16:  Opening and Closing Volumes

· Guideline 17:  Access to Records by Government Officers

· Guideline 18:  Access to Records by the Public

· Guideline 19:  Proper Storage and Handling of Records

· Guideline 20:  Disaster Preparedness and Recovery

· Guideline 21:  Conducting a File Census

· Guideline 22:  Transferring Records to the National Archives

· Guideline 23:  Transferring Records to Secondary Storage

· Guideline 24:  Deciding Which Records Can Be Destroyed

· Guideline 25:  The Solomon Islands Government Administrative Record Plan
All Solomon Islands Government officers should be familiar with Guidelines 1, 2, 3 and 4.

Senior government staff are responsible for ensuring that the records of their agencies are being managed according to all of the guidelines. These staff should also be familiar with Guidelines 5, 6, 7 and 8.

Records Management or registry staff should have access to and be able to refer to all of the guidelines in order to carry out their day-to-day work.

Introduction

Measuring performance is part of the good governance of any organisation. It is particularly important to measure the performance of government activities, so that government agencies can be accountable and demonstrate that they have used public money efficiently, effectively and fairly.

Performance measurement helps to ensure that people and systems are operating well and do the job they are intended to do. Performance measures can also help you to detect when something is going wrong with the system so that you can start to make improvements. If done well, performance measures can also motivate staff by giving them goals to aim for and a sense of satisfaction when they achieve them.
Records management performance should be measured as for any other government business process. Because each organisation is different, the performance measures in each organisation will also be different. It is not possible for a Records Management Unit with only one staff member in a small organisation to perform the same amount of work as a Unit in a large Ministry with many staff. However, even though the amount of work will be different in each organisation, government Ministries and other bodies should all try to measure the same types of things in their RMUs.

Types of Measures

There are four common types of measures used in performance measurement. They are quantity, quality, efficiency and effectiveness measures. There are examples of each of these types of measures in the table at the end of this Guideline.
Quantity measures 

Quantity measures are usually fairly simple, and aim to measure how much work is being done. A count of how many new files the RMU creates in a year is an example of a quantity measure. Quantity measures can show how busy a Records Management Unit is and help to make decisions about increasing or decreasing the number of staff or other resources in the RMU.

Quality measures

Quality measures aim to ensure that the work is being done to the right standard. The number of file titles that have to be corrected by the supervisor in a year is an example of a quality measure, because it shows whether people are doing the job correctly or not. Quality measures can show how well staff are doing their jobs and can help to indicate if staff need more training, or if they need more time to do their work and avoid making mistakes.
Efficiency measures

Efficiency measures aim to calculate whether the work is being done at the right cost, either in dollars or in the amount of time it takes to carry out the work. The amount of time it takes to create a new file is an example of an efficiency measure. Efficiency measures compare quantity with quality, and can help you to decide if it is costing too much to do a high quality job when it might be more efficient to have a lower quality result that costs a little bit less.
Effectiveness measures
Effectiveness measures aim to ensure that the work is achieving the outcome or effect that is wanted. Testing participants’ understanding of a subject after they have completed a course is an example of an effectiveness measure – it shows whether or not the course had the result of teaching staff the information they needed to learn. Effectiveness measures are the most important of all performance measures, because they can show if your work is getting the results you need.
Combining types of measures
It is usually best to have a combination of quality, quantity, efficiency and effectiveness measures for your Records Management Unit. This can give you a better picture about how the Unit is operating. For example, there is no point in creating lots of files if all of their titles are wrong, and you may not discover that you have a problem if you have quantity measures but no quality measures. As another example, there is no point in having a training course that is very cheap if no-one understands its content, and you may not discover a problem if you have efficiency measures but no effectiveness measures.

Setting Objectives
Before you can measure your achievements you need to know what it is you are trying to achieve. The aim of any Records Management Unit should be to enable the creation and management of records as evidence of decisions and actions. To do this, the RMU’s objectives should be to ensure that:
· staff keep full and accurate records of their work;

· records can be found when they are needed; and

· records are safely and securely stored.

There are examples in the table at the end of this Guideline of measures that can indicate if each of these objectives is being met.

Choosing the Right Measures

Ministries need to choose performance measures that will indicate whether or not the RMU is meeting these objectives. When you are measuring the performance of any activity, you should make sure that the measures you are using are ‘SMART’:
· Specific – the measures should be clear so that people will understand what is to be measured. 
· Measurable – make sure that you are monitoring something that is actually measurable. The number of folios placed on the incorrect file might be a good quality indicator, but it can be very hard to measure this. Choose instead something you can more easily measure, like the number of incorrect file titles.
· Achievable – while you should set targets that will encourage staff to work hard, don’t set them up for failure. If it is unlikely that you will have 100 per cent accuracy in file titling when you start out, don’t make this your target. Choose a lower percentage that is more realistic but encourages people to keep improving their performance.

· Repeatable – performance indicators are often most valuable when they can be compared year after year. Try to measure performance in the same way each year so that you can compare performance from one year to the next.
· Timely – choose indicators that you can count in a reasonable time. The number of members of the public who find the information they need in your files might be a good measure of how well staff are keeping their records, but this measure is not very much use to you now if the public won’t see the records for 30 years.

You should also consider the cost and difficulty of using a particular performance measure. While it may be a good to use a staff survey to decide if users are happy with the RMU service, this may cost a lot of money to do properly, and your staff may not have the right experience to conduct a good survey. If this is the case, you might consider simpler ways of getting a similar measure, such as counting staff complaints.
Establish a Baseline

Most performance measures will involve counting things. When you first start measuring performance it may be hard to decide what sort of level of performance is achievable. For example, if you are setting up a Records Management Unit for the first time, you may not know how many files you should expect to create each year. You first need to establish a baseline, so that you can then set targets that will encourage people to improve each year. 
For some types of measures it may be enough to make an estimate. For example, you may be able to be fairly sure without doing much investigation that only half of the divisions in your Ministry are using RMU services. Your baseline would then be 50 per cent, and you can set a target for the next year that is higher than 50 per cent, to encourage people to improve.
For other measures, it may be possible to take a small sample to estimate a baseline. For example, if you count the number of new files created in a week, multiplying this number by four may give you a reasonable estimate of how many files you can expect to create in a month.

Some measures will be minimum standards that your Ministry has decided that it must meet. For example, you may decide that it is unacceptable not to meet the storage standards in Records Management Guideline 19. Your baseline would then be that the standards are met, and your target for the future will be to ensure that the Ministry’s storage does not fall below these standards. 
There are suggestions of how to establish a baseline for some types of performance measures in the table at the end of this Guideline.

Set Targets

The purpose of performance measurement is to ensure that performance continuously improves. Once you have identified the baseline for your performance measures, you should usually set targets that encourage staff to make improvements next time. For example, if you have decided to measure the number of errors found in the File Index at each file census, you will first need to establish a baseline of how many errors there currently are. If ten per cent of the File Index Cards have mistakes on them, you might choose a target of five per cent next year. This gives an incentive for staff to keep improving their work so that they can meet the new target. 

Don’t forget to keep your measure ‘SMART’. In particular, don’t set targets that aren’t reasonably achievable. You want to encourage your staff to stretch their capabilities, but if you make the target too hard to achieve people may stop trying to achieve it.
Collect Performance Information

It is important to think about how you will collect the information when you are deciding on your performance measures. While some types of measures may be able to be counted up at the end of the year, others will need to be recorded along the way to make sure that you have accurate information. It may be possible to use your File Index to count how many files have been created in a year, but if you want to measure how long it takes to retrieve files you will need to think about how you will get this information and how you will record it so that you have all of the information you need at the end of the year.
There are some suggestions of how to collect performance information for different types of measures in the table at the end of this Guideline. 

Analyse Performance Information

We don’t measure performance for its own sake. Performance information is important to help systems and staff to improve the way they do things. Looking at changes in your performance information each year can help you to identify where there are problems and can help you plan for the number of staff and other resources you may need in the future. 

If there has been a change in the results of your performance measures, try to think about what may have caused this. If the number of files created per year has gone down, is this because staff have stopped using the RMU or is there another reason? If staff have stopped filing their records properly perhaps they are finding the system too difficult to use, or there may be a lot of new staff who have not had training in how to create files. This kind of performance information can help you to plan your activities for the coming year to make sure that the RMU is still meeting its objectives.

If your Ministry is consistently failing to meet its performance targets, it is possible that you have set them too high. While you should always first look for ways to improve and meet your targets, sometimes it may be more realistic to set the targets a bit lower.
There are some suggestions about what changes in some performance measures might mean in the table at the end of this Guideline.

Implement Improvements

Once you have analysed your performance information you should begin to implement improvements. If, for example, the number of files created per year has gone down compared with last year, you may investigate and find that there are a lot of new staff who have not had any records management training. You can begin to make improvements by scheduling training in records management processes for all new staff. 
If the time it takes to retrieve a file has gone up compared with last year, you may investigate and find that RMU staff are receiving many more requests than they did in the past, and so it is taking them longer to do their work. This may be a signal for you to start recruiting additional records management staff to help with the workload. Alternately, you may find that the number of requests is the same, but staff are not working as quickly. This should prompt you to talk to the records management staff and remind them of their duties to do their work quickly and try to meet their performance targets. 

There are some suggestions of how to improve performance against some measures at the end of this Guideline.

Report on Performance

The Solomon Islands Government Records Management Policy (found in Records Management Guideline 1) suggests that Permanent Secretaries should report on the performance of their Records Management Units in the Ministry’s Annual Report.

Reporting on performance is an important part of good governance and accountability. It allows members of the public to see whether or not the Government is making efficient use of public money. It also encourages public servants to perform to the best of their abilities if they know that others will be able to see how well they have done their jobs and met their targets.

As with reporting on any activity, you should set out in your report what your performance measures were during the year, what targets you set for each of those measures, and what the actual measure at the end of the year was. If you fail to meet a measure, you should explain why. Often there are very good reasons for failing to meet a performance measure, and people will often be very understanding if you can explain why you weren’t able to do as good a job as you aimed for. It is much better to report honestly and explain why a target was missed than try to hide poor performance.
It is usually a good idea to report on trends in your performance over time. The number of files you created during the year may not mean very much unless you can compare it with how many you created last year. If you report the figures for last year’s performance alongside this year’s results, people reading the report will be able to see if you are improving your performance.
Suggested Performance Measures

Objective 1: Staff Create Full and Accurate Records

	Measure
	Type
	Baseline
	Collection Methods
	Analysis
	Improvements

	Proportion of divisions using the Records Management Unit’s services
	Effectiveness
	· Estimate using staff knowledge of users 

· Survey of Divisions
	· Keep statistics of which Divisions files are issued to
· Survey of Divisions
	If some divisions are not using files:
· more training may be needed;

· Record Plan may need review
	· Conduct training
· Review Record Plan

	Number of files created per year
	Quantity
	· Sample number of files created per week and estimate for the whole year
	· Keep statistics of number of files as they are created
	If number of new files has gone down:
· RMU staff may be working slowly or may be too busy

· Staff may not be using file system
	· Recruit more RMU staff
· Discipline RMU staff

· Find out why staff aren’t using file system and address these problems

	Number of file titles submitted by staff that need to be corrected by RMU officers
	Quality
	· Sample number of file titles needing correction per week and estimate for the whole year
	· Keep statistics of number of titles needing correction as new files are created
	If more mistakes are being made:
· Staff may need training in using Record Plan;

· Records Plan may need review
	· Conduct training
· Review Record Plan

	Number of Audit Recommendations that relate to recordkeeping
	Effectiveness
	· Count number of recommendations for previous year
	· Examine audit reports as they become available
	Investigate reasons for the problems the Auditor has found
	· Implement Auditor’s recommendations


Objective 2: Records can be found when they are needed

	Measure
	Type
	Baseline
	Collection Methods
	Analysis
	Improvements

	Amount of time taken to retrieve a file
	Efficiency
	· Date stamp all file requests when they arrive in RMU and again when file is issued. Keep statistics of time taken to retrieve files for a week and calculate the average time.
	· Use date stamp method used to calculate baseline to keep statistics throughout the year.
	If retrieval time is increasing:
· RMU staff may need more training;

· RMU staff may be too busy;

· RMU staff may be working slowly
	· Conduct training

· Recruit extra RMU staff
· Discipline RMU staff

	Number of errors in the File Index at file census time
	Quality
	· Count the number of errors found in the File Index during the next file census
	· Count the number of errors found in the File Index during each file census
	If number of errors is increasing:

· RMU staff may need more training;

· RMU staff may be being careless

· Staff may not be using File Movement Slips
	· Conduct training

· Discipline RMU staff;

· Remind staff of need to report file movements

	Number of complaints about RMU service
	Quality
	· Collect in a suggestion box. Count them for a month and calculate for the whole year
	· Count the number of complaints for the year
	Investigate cause of complaints
	· Make improvements that address the cause of complaints


Objective 3: Records are stored safely and securely

	Measure
	Type
	Baseline
	Collection Methods
	Analysis
	Improvements

	Number of files missing at file census time
	Effectiveness
	· Count the number of missing files at the end of the next file census
	· Count the number of missing files at the end of each file census
	If number of missing files has increased:

· File Room may not be secure

· Staff may be keeping files in their offices
	· Upgrade file room security

· Remind staff of need to return files to RMU

	Number of files needing repair per year
	Quality
	· Count the number of files needing repair in a week and calculate for whole year
	· Keep statistics of file repairs as files are returned to RMU
	If number of damaged files has increased:

· Staff may need training in file handling;

· File storage equipment may need to be improved;

· File storage room may not be up to standard
	· Conduct training

· Consider purchasing better equipment

· Check file storage room for leaks and/or rodents

	Number of file sent to Archives
	Quantity
	· Count the number of files sent to Archives as they are being prepared for transfer
	· Count the number of files sent to Archives as they are being prepared for transfer
	If the number of files has gone down:
· RMU staff may be too busy;

· RMU staff may slow
· More storage may be needed
	· Recruit extra RMU staff

· Discipline RMU staff
· Investigate the need for extra storage

	Storage areas meet standards in Guideline 18
	Quality
	· Inspect storage area and make an assessment of compliance
	· Inspect storage area and make an assessment of compliance
	If standard of storage area is going down:

· Regular maintenance may not be done
	· Arrange repairs

· Ensure regular checks are made

· Ensure repairs are carried out
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