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BEST VALUE REVIEW OF ARCHIVES 

 IMPLEMENTATION UPDATE
Purpose of the Report

1. This report provides an update on the implementation of service improvements arising from the Best Value Review of the Tyne and Wear Archives Service.  

Background

2. Tyne and Wear Co-ordinating Committee agreed the final report for the Best Value review of the Tyne and Wear Archives Service on 14 November 2002. 

3. Upon completion of the review an implementation team was formed to ensure that the five-year action plan is implemented.  The implementation team is lead by Bill Macnaught, Head of Cultural Development, and includes representation from NEMLAC and the Trade Union.  

4. The Implementation team will continue to give update reports to the Joint Archives Committee every four months.  These implementation updates will concentrate on assessing whether the service is improving in the way that was envisaged during the review and if the improvements are having a positive impact for users.

What have we achieved so far?

5. Implementation is progressing and work continues on making improvements.  The following improvements have already been made:

· Accommodation – discussion continues with South Tyneside about a possible partnership project with a new library in South Shields, and consultation is ongoing with regard to South Shields town centre.  Additional accommodation at Blandford House has been offered, but investigations have shown that, currently, conversion costs would be high and the amount of space available is not deemed to offer a long-term solution. 

· Working proactively – Archive Awareness Month, which took place in September 2003 was very successful in gaining publicity for archives and in cementing partnerships within the region. The NEMLAC funded project to increase and improve the use of archives by schools in the region, led by Tyne & Wear, has produced an interim report and work, and a draft final report will be presented to NERAC on 10 March.

· Access to the service – the successful bid to the Heritage Lottery Fund for a project to encourage more people from minority ethnic groups to make more use of the service, both to preserve their records and to use the research facilities will start in April.   

Saturday opening starts on 7 February and will enable access by a more diverse group, as well as potentially facilitating the introduction of development workshops. The first Saturday coincides with a joint Family Learning day with Tyne & Wear Museums.

· Use of ICT – the online archives catalogues are being well used. An upgrade to the CALM system has been successfully implemented, including training for staff. This has, however, had implications on the upgrading of the locations system to a single database, although offering improved opportunity for the future. Improved digitisation facilities have been implemented including the purchase of a digital camera. Discussions on longer term ICT strategy based on the recent consultancy have commenced with Gateshead ICT unit.

· Improve rate of cataloguing – grant funding has enabled an improved number of catalogue entries being completed. The archives service partner project with Durham University to catalogue architectural records is now almost complete and Phase 2 in the Research Resources in Medical History (RRMH) programme is underway.

The HLF project planning grant for shipbuilding records will now commence in April. In the meantime it has also been possible to appoint another archivist on temporary contract, until she moves on to this project. Another regional partnership bid, relating to Quaker records, is almost ready for submission and will commence in April 2005 if successful.

· Preserving the collection – the prioritisation plan continues to be implemented including the microfilming and repackaging involved in RRMH phase 2.

· Improve services to users – the written service standard for the paid research service has been implemented and all targets have been met to date. 

In addition the changes to the opening hours agreed at the Joint Archives Committee in November 2003 came into effect with Saturday opening on 7 February.

· Discussion of the records management service continues with the five district councils, particularly in the context of implementation of the Freedom of Information Act in January 2005. A pilot project with Gateshead Council is proposed, but has been delayed due to a change in personnel within Gateshead.

· A plan for increasing income from the collections will be implemented this year, but is unlikely to raise sufficient funds for major development.

· Bids in line with the external funding plan are ongoing.

What impact has this had for users?

6. The improvements made to date have had the following impact on users:

· Users have been able to access a greater number of collections through externally funded cataloguing projects. For example the Ashington to Zanzibar project has created over 2000 catalogue records.

· Through Saturday opening a greater number, and diversity, of users will have access to the archives.  In addition existing users are now able to access the archives at different times to better suit their needs.

· All users of the paid research service are having their queries answered within the time specified in the service standard.

· Online catalogues have enabled researchers to prepare visits in advance and/or make better informed and targeted enquiries. 

What will we do next?

7. Any actions due for completion in the next four months, and on target are highlighted in yellow on the implementation plan (Appendix 1).  An update on progress to date is given for each of these actions within the plan.

8. However, where it is known that actions due for completion within the next four months will not be completed on time these are highlighted on the implementation plan in red.  Reasons for the delay and, where appropriate, remedial action to be undertaken are detailed in the next section of this report. 

9. Milestone 4.6 states that a Development Trust should be established by November 2004.  Work is continuing towards the formation of a Development Trust and a separate report detailing the Terms of Reference will be presented to Joint Archives Committee.

Is the implementation on target?

10. All of the milestones due for completion up to February 2004, that can be carried out within existing resources, have been completed.

11. The vast majority of actions due for completion within the next four months, to June 2004, are on target.  However, there are exceptions and these are listed below: -

· Milestones 2.1  and 2.2 – Gaps in the existing holdings were due to be identified by March 2004 and these gaps addressed on an ongoing basis from March.  Due to a slight delay in receiving HLF funding this project will now be completed in April,  with further work ongoing from then.

· Milestone 4.4 – The locations system was due to be updated to a single database by April 2004.   Due to an upgrade to the CALM system being successfully implemented and the training implications for staff that this entailed the deadline of April will not be met.  However work has commenced and is likely to be completed by the end of the year.

· Milestone 6.1 – A strategic advice service to all Tyne and Wear Councils was to be introduced by April 2004.  Discussions with the five Tyne and Wear authorities have commenced, and the possibility of introducing a pilot project is being investigated, but it is proposed to delay the introduction of the service to coincide with the implementation of the Freedom of Information Act in January 2005.

12. The final report to Tyne and Wear Co-ordinating Committee in February 2003 recognised that in addition to the number of improvements that could be made within existing resources, there were others that would require additional funding.  The funding may be generated by increased income, external funding or grants or from additional contributions from the Tyne and Wear Councils.

13. The improvements were categorised as follows: 

Implement with existing resources or revised charges

· Identify gaps in existing holdings

· Devise a strategy for Archiving electronic records

· Conservation prioritising

· Document handling and transportation training for staff

· Extended opening hours

· Establish mentor scheme

· Establish Development Trust

· Digitisation of records

· Upgrade locations system

· Paid research standards

· Develop the website

Additional funding needed

· Improved Accommodation

· Improve rate of cataloguing

· Purchase ‘Kasemake’ box making machine

· Development workshops

· Improved Marketing of the service

· Exhibitions and displays

· Improved Education/Outreach service

· Cease the records management service to private clients (loss of income)
14. Overall the implementation plan is on target for those improvements that can be implemented within existing resources, with the exceptions detailed in this report.  The implementation plan (Appendix 1) separates those improvements that cannot be initiated until additional finance is attracted and approval given to implement.
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TYNE AND WEAR ARCHIVES SERVICE – IMPLEMENTATION PLAN UPDATE (February 2004)
Key to milestones


Milestone completed 

Milestone on target  - due for completion during the next four months and 

Milestone not completed, or not expected to be completed, on time

Milestone not due for completion 

Service Option 
Management of Resources

Impact on User
Whilst not affecting users directly the services ability to manage available resources will have an impact on the six service options identified by the review.  It is therefore inextricably linked to all six options.

Ref.
Milestones
Target for

Completion
Lead

Officer
Progress

0.1
Plan increased income from collection
Jun 2003 and then ongoing
Liz Rees
Plan completed; implementation ongoing

0.2
Develop a plan for external funding
Jun 2003 and then ongoing
Liz Rees
Plan completed; implementation ongoing

0.3
Investigate alternative methods of service delivery
Mar 2004
Liz Rees
Investigations ongoing – have already led to some improvements being made.

Service Option 1:
To look at ways of providing improved accommodation

Impact on User
In the short and medium term the facilities at Blandford House will be improved both for users and for the better storage and preservation of the holdings.  In the long term users will be provided with proper facilities for the consultation of documents in original, microfilm, digital and audio-visual formats, together with access to group, meeting and social spaces, through the provision of new accommodation.

This option will require additional funding
Ref.
Milestones
Target for

Completion
Lead

Officer
Progress

1.1
To re-examine the potential of the existing accommodation in the short term
44 weeks from approval
Liz Rees
Dialogue opened with Tyne & Wear Museums – no funding currently available.

1.2
Identify site for new accommodation and prepare for works to commence.
54 weeks from approval
Liz Rees
Discussions ongoing with South Tyneside Council and with Tyne & Wear Museums about long term possibilities of accommodation at Blandford House – at present judged not cost effective

1.3
Complete works on site of new accommodation
158 weeks from approval
Liz Rees


Service Option 2:
Improve the collection of material held at Archives

Impact on User
Current and future users of the service will benefit, as there will be a greater range of records available, in a greater number of formats – for example electronic records.  The prioritising of records for cataloguing will also benefit users, as this will ensure that most frequent needs are met.

Ref.
Milestones
Target for

Completion
Lead

Officer
Progress

2.1
Identify gaps in existing holdings
Mar 2004
Liz Rees
HLF Cultural Diversity project will now start this work in April.

2.2
Address gaps in existing holdings
Ongoing from Mar 2004
Liz Rees
HLF project will begin to address this – now from April as above

2.3
Improve the rate of cataloguing of collections
Mar 2004 and then ongoing
Liz Rees
Good progress already achieved and ongoing.

2.4
Devise a strategy for the archiving of electronic records
Mar 2005
Liz Rees


Service Option 3:
Preserve the Collection

Impact on User
Users will have access to a greater range and number of records through the prioritisation of future conservation work.  Future users of the service will also benefit from the greater number of records safely preserved and better handling of archival material, thus ensuring that they will be available for use in the future. 

Ref.
Milestones
Target for

Completion
Lead

Officer
Progress

3.1
Prioritise conservation work on a more proactive basis
Jun 2003 and then ongoing
Liz Rees
Prioritisation plan completed; implementation ongoing

The following milestone will require additional funding

3.2
Develop a strategy for implementing the Preservation Policy
9 months from approval and then ongoing
Liz Rees


Service Option 4:
Improve Services to Users

Impact on User
The option will have a significant impact on the quality and level of service provided to users through a number of improvements.  Users will be able to access the service from local libraries, and at different times, including Saturdays.  Current and future users will also be able to access more information online through the introduction of catalogues on the website. 

A mentoring scheme will be introduced, encouraging new users to fully utilise the archive service.  In addition introductory and development workshops will be provided, ensuring assistance, information and advice is given to both new and established users of the service, enabling the full use of potential resources.

Users of the Paid Research service will enjoy a reduction in the waiting time for a reply through the introduction of service standards.  Users requesting documents in the search room should also enjoy a reduction in the waiting time, and more documents will be available for users, through the prioritisation of conservation and cataloguing work.  

Regular users will also be encouraged to be involved in a Development Trust, enabling them to participate in many activities that will contribute to the Archive Service.  

Ref.
Milestones
Target for

Completion
Lead

Officer
Progress

4.1
Establish set service standards for the paid research service
Sep 2003
Liz Rees
Standards set out in documentation – now implemented and targets achieved.

4.2
Change opening hours to improve access outside traditional office hours
Feb 2004
Liz Rees
First Saturday opening 7 February.

4.3
Increased partnerships with libraries in the five districts to provide copies of documents which may be in microfilm and/or electronic format
Mar 2004 and then ongoing
Liz Rees
Contacts and dialogue established – audit of existing materials followed by plan to increase range and quantity.

4.4
Update the locations system to a single database
April 2004
Liz Rees
Work ongoing, but unlikely to be completed until later this year. 

4.5
Establish a mentor scheme for new users
Nov 2004
Liz Rees


4.6
Establish a Development Trust
Nov 2004
Liz Rees
Work ongoing.

4.7
Develop ‘Front Ends’ at other libraries to provide a visual presence for the Archives service
Mar 2008
Liz Rees


The following milestone will require additional funding

4.8
Establish a programme of introductory and developmental workshops for new and existing users
4 months from approval
Liz Rees
Saturday opening will help to facilitate this

Service Option 5:
Improve services to those who use the service indirectly

Impact on User
There will be an increase in the number and quality of exhibitions and talks, which will raise general awareness of the service throughout Tyne and Wear.

The information available online will be increased, with the introduction of catalogue information on the website.

Ref.
Milestones
Target for

Completion
Lead

Officer
Progress

5.1
Expand and improve the website to include catalogue information and increased content from the archives
Jun 2003
Liz Rees
New domain name registered and site set up; catalogues available; design work ongoing

5.2
Build on existing partnerships to increase the number of publications of archive resources
Mar 2005 and then ongoing
Liz Rees


The following milestones will require additional funding

5.3
Increase the number and quality of exhibitions and displays
2 months from approval and then ongoing
Liz Rees
Quality already improved; joint Mauretania exhibition agreed for 2006

5.4
Implement a suitable programme for learners outside the service
6 months from approval then ongoing
Liz Rees
Regional research funded by NEMLAC underway

Service Option 6:
Examine the future of the records management service

Impact on User
The option will enable the service to provide a comprehensive level of records management, including the provision of e-records management advice, throughout the districts of Tyne and Wear.  It would also give a sound footing for the districts’ obligations under legislation such as the Freedom of Information Act.

Ref.
Milestones
Target for

Completion
Lead

Officer
Progress

6.1
Offer strategic advice service to T&W Councils
April 2004 then ongoing
Liz Rees
Discussion with the 5 councils underway; proposed to coincide with implementation of Freedom of Information Act in January 2005.

6.2
Discontinue the service to private clients
Mar 2007
Liz Rees
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