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Introduction

The study was undertaken as part of the JISC’s Supporting Institutional Records Management Programme. Under this programme JISC provided funding for a range of pilots, studies and initiatives aimed at supporting good records management practice within the UK HE and FE community.
This project set out to examine the management of employee records and make a practical contribution to extending JISC’s work in providing records management exemplars to the HE/FE sector.  Employee information is held in various formats on several types of media and its effective management requires many parts of an institution to work together.  The increasing predominance of legislative compliance requires a common sector standard to be endorsed.  

It used Section 29 of the JISC Study of the Records Lifecycle model to define the key records series in human resource management activities and refine the retention guidelines identified there.  Its aim was to produce work that would enable the better understanding of the range of issues identified in the Continuing Access and Digital Preservation Strategy 2002-5, such as, the increasing complexity of records creation, storage, use and the expansion of web-based information.  The benefits of the project were defined as the better definition of the “employee record”, which will lead to increased productivity, by reducing the current level of duplicated effort, and the reduction of overheads of staff time.  The risk of litigation from badly managed records, under the Data Protection Act (1998) or employment tribunals will be reduced.

Organisational Context

Edinburgh and Glasgow are both large, long-established research institutions.  This offers benefits for a small project as it ensures that there is sufficient common ground for meaningful co-operation at a detailed level.  However, the two institutions have adopted different management structures, as Edinburgh has a highly devolved collegiate structure.  The involvement of both universities in the detailed development of the retention schedule will help to ensure that the retention schedule is applicable in different management structures and has relevance beyond Glasgow.  

Throughout both institutions there is a clearly articulated and high demand for guidance on the retention of HR records, particularly those relating to individual staff, so the timing of this project has been opportune.  In the HR functions, very few records are destroyed at present; most are archived on the HR premises, either as paper or digital documents.  

In Glasgow attempts have been made through the Human Resources Systems Development Project (HRSD) to deliver a co-ordinated approach to the development of systems and management information across the University's corporate HR and Payroll business systems.  The HRSD will provide information systems and associated business processes enabling Human Resources professionals and all dependent on these systems to realise their goals.  This programme will deliver HR Systems that provide a backbone of information to line managers to support staff management, and to other service providers from salary cost financial management to IT provision for individual staff.

At Edinburgh, an integrated payroll and HR system has been in place for a number of years. Innovative measures have taken effect over the past couple of years to deliver key HR business process through web-enabled technology. Key business processes now travel electronically from end to end, with significant savings in terms of administration and improvements in accuracy and speed due to single keying at source. Employees also have the ability to update their personal details direct on to the HR/Payroll system. A HR Management System is also well established: this is a “datamart” that captures all data held on the HR/Payroll system and provides management information reports and statistics.. 90% of all job applications are also received on-line through the University’s recruitment website, Jobs@ed.ac.uk.. There is an ongoing programme of projects to deliver an IT Vision for HR systems over the next five years that will build significantly upon existing innovative achievements.

Methodology

The procedure adopted in compiling this schedule was that Senior HR managers were trained and given extracts from the JISC model and recommended retention periods. They were then asked to list the university records that would meet the relevant definitions, and to make recommendations for their retention. In the University of Glasgow despite involving their Information officer it was sometimes difficult to complete the necessary liaison with the HR manager in the time allocated by the project, because of other work pressures.  

Both institutions began work on Section 29.7 (Workforce Recruitment) to test the project methodology and to provide some comparison of their working procedures.
Findings

Edinburgh:

It was sometimes difficult to identify the records that met the generic descriptions provided in the JISC model. In some cases, (eg workforce planning and strategy implementation) the JISC model assumes a set of systematic procedures that do not exist in reality.  The University’s Staff Committee and Joint Consultative and Negotiating Committees (JCNCs) are key bodies whose records play a role in more than one function.  There are also some central bodies, such as Central Management Group, whose records will contain relevant records.  Without filing multiple copies of the records of these committees, it is difficult to reflect their wide-ranging role in a purely functional model.

The University operates a devolved structure consisting of three academic colleges and three support groups, each of which has its own HR function.  Corporate HR currently retains responsibility for staff development, policy and employee relations.  The current structure has recently been introduced and procedures and working practices are still being defined.  It may be that functions relating to the development of HR strategy, policies and procedures and some negotiations with trade unions will be devolved to the new colleges.  Local interpretations of central policies already exist.  In this environment it is important that the colleges and central HR adopt a standard approach to the retention of records.

The devolved HR functions hold in total some 7,000 paper files covering all current staff.  The files are not subdivided, and the papers on the files are not weeded.  When a member of staff leaves the University, the file is scanned in its entirety.  Thereafter the paper file is destroyed and the electronic file is held indefinitely.  The University estimates that it currently holds over 15,000 files for former members of staff.

Similarly, policy files and the records of major committees are held indefinitely in Corporate HR, with no arrangements to transfer them to the University Archives.  However, there is already guidance in place for the retention of drafting materials leading up to the adoption of a policy; these are kept for only two years, as all substantive issues will be reflected in the minutes and papers of the Staff Committee.

The devolved nature of the University, and the fact it occupies over 200 buildings, means that there is considerable duplication in the retention of staff records by HR staff and University managers.  This is unavoidable until a networked electronic HR records system is installed; this appears in the HR vision.  There is also some confusion as to what information needs to be kept by managers, and for how long.  To address this, the draft schedule from this project will be discussed with the Senior HR Management Team, as the first step towards adopting a schedule for the whole University.

Glasgow:

There are approximately 6,000 live personal files held within the paper-based records keeping system in HR.  These are filed in a single alphabetical sequence that distinguishes between the five staff categories by the colour of the file folder.  They are not generally sub-divided and only infrequently weeded, even when they become semi-current (once the staff member either leaves the institution or dies in service).

There is a digital record system for maintaining central HR records, which is an Ingres database, and was purchased primarily for administering the payroll.  Downloads from the HR database are taken annually and used by the University Health Service (UHS) so that they can verify the identity of the staff member seeking treatment.  UHS maintains both digital and paper records.  Although UHS may not access all the staff records that they download the only other way of verifying staff identity is to dynamically interrogate the main database through BI-Query and the staff in UHS do not yet have these skills.  The UHS, together with the Radiation Protection Service, Safety & Environmental Services and Biological Services, may create additional employee records that are linked to the central employee record but held locally.  The retention periods for these records have to be considered principally in terms of the Health & Safety at Work Act.

Elements from the central digital staff record are also utilised by the Library and Sports & Recreation Service (SRS) for membership of their services.  However they only extract name, department, and contact information and then create their own staff reference number, which is linked to the barcode on staff identity cards. 

The University of Glasgow is less devolved than Edinburgh but it has 107 departments, numerous research centres and related units over three campuses and this means that there is considerable duplication in the collection and retention of staff records.  This is unavoidable until a networked electronic HR records system has been further developed and a higher level of staff engagement with the technology and information management principles.  This environment has not yet appeared from the implementation of new procedures that should emerge from the HRSD project over the coming years.

The following departments and offices are allowed to send out letters of appointments and contracts to low grade temporary staff: the Library (e.g. low clerical grades, library assistants, shelvers), Catering Services and the Accommodation Office (e.g. catering and cleaning staff for Halls of Residences).  If there is a query in any of these cases, e.g. an examination or review of a member of staff because of absence problems, and HR gets involved, all records created by HR will be retained on the departmental employee file.  Whereas HR generally creates the authority employee file, the above-mentioned departments take on this responsibility for low-grade temporary staff.

Personnel records are only created if a contract is longer than approximately four weeks (there is no definite cut-off date) and if it is likely that the contract will be extended. Otherwise letters of offers, contracts etc. are only held on file.  The JISC Model does not indicate the impact of changes in employment legislation that have afforded similar employment rights to temporary employees and the development of such tools as the "Job Seekers Register" which seeks to place staff about to finish their contract for consideration for a similar post.

At present, there is no clearly defined policy for the retention of records of temporary members of staff.  The paper records from non-current members staff and the recruitment process are retained in the University Records Centre, which is managed by Archive Services, and thereby ensures that timely destruction of records is maintained.  At present there is no central advice from HR regarding the retention of the records created by departments. 

Identifying The Employee Record

The “core” employee record means different things at different times and to different people and agencies.  The elements that the employee sees as vital may not be what the HR manager values.  Any decisions concerning retention of the core record must also take into account the principles of the Data Protection Act.  In terms of managing the employee records there are several aspects to consider:

· For how long is a piece of information part of the “core record”?

· From whom is the authoritative record or data received?

Is the “core record” needed for:

· Efficiency of internal administration?

· The statistical and/or quality monitoring for external bodies, such as HESA, to meet the requirements of the Disability Discrimination or Equal Opportunities Acts?

· A safeguard against potential litigation?

· The expectation of the employee for long-term availability of information (e.g. for references)?

It could be said that the core record should comprise only that data which the institution needs to fulfill its obligations to the employee over the time of the recruitment process and then their employment.  The core data found that the essential record comprises:

· Employee name and unique identifier

· Date of birth

· Address at initial commencement and completion/termination

· Educational background (Name, date and qualifications achieved)

· Performance/assessment or appraisal

· Disciplinary procedures

· Promotions gained

Conclusion

There was more difficulty associated with documenting the process of creating and maintaining the employee record from core HR offices that was initially anticipated. The study revealed that in Glasgow, which has basically a central HR function, there was considerable variation of understanding and practice in identifying the record series attached to each activity.  

The encroaching timetable for implementing the Freedom of Information (Scotland) Act put pressure upon completing this project and the simultaneous implementation of procedures that relate to the Disability Discrimination Act and SHEFC Quality Audit have adversely affected the completion of the study.

There is some difference in the granularity of information provided by the partners and this is a reflection of the time that HR staff could invest in the study.  In addition it is regretted that a decision tool (matrix), which was anticipated as part of the results from the project, has not been completed within the scope of the project though this will appear as part of the wider project results.

The underlying record-keeping and intellectual issues of improving information management in the digital order require that record creation, management and long-term storage in the digital order requires a greater level of understanding and integration between the record creator and custodian.  In the management of employee records it means that HR staff, Data Protection Officer, and guidance produced by the Chartered Institute of Personnel and Development need to be integrated comprehensively and disseminated to staff.  

The identified duplication of record-keeping in this activity could expose the Institutions to the risk of not complying with the principles of the Data Protection Act 1998.  In practice, a risk of non-compliance is created by the existence of unstructured information and data that is not being deleted which it is time-expired from either the paper files or central HR system as part of a structured procedure to remove redundant data.  In addition, large amounts of duplicate information are being retained in multiple locations in local databases.

The creation of multiple file creation also raises questions about the efficient use of physical space and the cost of storing duplicate material.  In the University of Glasgow the storage of multiple files in the University Record Centre wastes space in a temperature and humidity controlled secure storage facility.
In addition, particular attention needs to be paid to maintaining employee records in the digital order because:

· An increasing proportion of records in Universities are now produced digitally (albeit with printing in mind),

· More flexible distribution and consultation methods are possible,

· There is a need for a reduction in paper storage,

· A high level of ‘consistency’ is desirable,

· A better integration of record keeping with other aspects of process can now be achieved.
This project is part of a long-term initiative to identify more clearly the roles and responsibilities of key records creators and improve their understanding of the creation, use, dissemination and disposal of all records, especially digital records, and train them in good records management practice.  The records retention schedule produced from this project will provide a key tool to reduce the organisational risk from unmanaged records and ensure the appropriate retention of records and better resource management.

Benefits:

The project has raised awareness of the difficulties inherent in devolved structures, in particular:

1. The duplication of effort and information across the various levels in the institutions;

2. The need to ensure that the terms of the Data Protection Act are properly implemented;

3. An awareness that there is no quick-fix solution to either the creation of or long-term retention of the “core” employee record.

The project has revealed the following issues:

1. The need for clarification of requirement and procedures across a number of disciplines.

2. The need for a consistent approach to dealing with different media.

3. The difficulties in auditing that consistency of retention is followed in a hysically disparate and highly devolved institution.
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