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SCANDAL   
HOUSTON STYLE 

 
 
 

Leads to the creation of 
The Texas Public Information Act 



The preamble of the Public Information Act 
states: 
 
The people, in delegating authority, do not give their 
public servants the right to decide what is good for the 
people to know and what is not good for them to know.  
The people insist on remaining informed so that they 
may retain control over the instruments they have 
created. 



WHAT ARE RECORDS 



Records are typically kept within the confines of the department.  
Other times, the information is within one of approximately 230,000 
boxes that the City has in storage.   
 
More and more often records are being maintained electronically.   
 
A problem results when these records cannot be accessed.  

http://www.bing.com/images/search?q=pictures+of+stacks+of+boxes&id=19685C1E65AB649A7842F4FFC007F53AF8E31459&FORM=IQFRBA


RETAIN RETRIEVE DESTROY 
 
Retention schedules serve as a classification system to categorize these records 
for filing purposes that are designed specifically for the type of information 
maintained or produced by a department.   
• The Texas State Library and Archives Commission (TSLAC) determines these 

schedules.    
• Each type of record is given a minimum length of time for which it must be 

kept.   
• Some records are considered under the category of Administratively 

Valuable (AV), meaning that it is at the discretion of the owner/recipient on 
whether the records is to be kept, if at all 

• Other records, such as birth and death records, have a permanent retention 
schedule.   

• ARA has oversight responsibility to assure that departments are following 
the retention of records until such time that they are allowed to be 
destroyed.  



STATE MANDATES 
 

TSLAC grants permission to store records electronically through TSLAC’s approval of a local 
government’s retention schedule.  In 2006 the City of Houston filed an SLR 508 Declaration of 
Compliance certifying that 
 
 
 
 
 
 
 
 
  
 
1.  We have adopted records control schedules that comply with minimum requirements 

established on records retention schedules issued by the TSLAC; and, 
2. The administrative rules for electronic records, adopted by the commission will be followed 

for records subject to the rules. 
 

Once a local government creates, submits, and receives approval of their SLR 508, they are in 
compliance with this requirement and can store records electronically as an official record copy.   



LOCAL MANDATES 
 

The City of Houston Code of Ordinances Chapter 2, Article IV designates the Director 
of the Department of Administration and Regulatory Affairs, or designee, as the City’s 
Records Management Officer.  This position is responsible for the city-wide files 
management and the director and control of the city’s records disposition program.  
 

 
The City of Houston Administrative Procedure 8-5 provides a process for departments 
that desire to maintain electronic records as the official City records to receive 
certification to do so in compliance with TSLAC standards  A department that wants to 
store local government records and local government record data electronically must 
complete an “Electronic Records Storage Authorization Request for Certification and 
Acceptance” in which the records will be stored. The electronic records storage must 
comply with TSLAC standards.   



  IT Governance Committee (ITGC) – The ITGC Committee is headed by 
  James Koski, Mayor’s Deputy Chief of Staff, and department directors 
  from:   

Aviation 
Department of Neighborhoods 

Finance 
HITS 

Human Resources 
Library 

Municipal Courts 
Public Works and Engineering 

Solid Waste 
  
The Chief Information Officer, serves in a non-voting capacity to the Committee.  The Committee 
meets on a monthly basis to discuss enterprise projects dealing with three or more departments.  It 
also hears recommendations from IT advocates that serve on the IT Operating Committee. 
  
IT Operating Committee (ITOC) - The ITOC Committee is comprised of Assistant and Deputy 
Directors that serve as IT advocates for department seeking software for one department.  They 
analyze critical measures such as the citywide importance for particular software systems, funding 
issues, feasibility concerns and other issues to advocate projects to the ITGC.   
 
ARA does not have their own representative; instead, HITS serves as their IT advocate.   



SAP 
Lagan 

Chameleon 
Kronos 
OnBase 

SharePoint 
 





PROJECT CHARTER DESCRIPTION 
 
The Administration and Regulatory Affairs 
Department is responsible for verifying that 
the City’s records, including electronic records, 
are maintained in accordance to State law.  
Departments that store records electronically 
as their official City record (rather than in a 
paper format) are required to have their 
methodology of storage certified to ensure 
their compliance with Texas State Library and 
Archives Commission standards.  
 



THE PROBLEM 
 
To date, the majority of these systems have 
not been certified.  Thus, the City is not in 
compliance with State Law. 



WHAT IS THE POTENTIAL  
 

CONSEQUENCE FOR  
 

NON-COMPLIANCE? 
 



$50 million in fines against the City of Houston 



To date,  only 13 of 33 database application systems, or 39%; and, 11 of the 18 
shared network storage files, or 61%  (known to the Records Administrator) 
have been certified since 2009, with some applications taking up to four years 
to process, while other department not beginning the application process; thus 
creating noncompliance issues with State Law.  

Total Applications Number Approved Number Outstanding
DATABASE 33 13 20
SHAREDRIVE 18 11 7
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MISSION STATEMENT 

Reduce the average processing time to certify an 
application to less than six months and implement an 
ongoing outreach program to departments with electronic 
record storage systems that have not submitted an 
application, resulting in an increase in the number of 
certified record storage systems throughout the City and a 
95% compliance rate within the next two years 





   
  The former HITS Director’s goal was to streamline the  
  City’s database applications by using a suite of INFOR  
  Products at a cost of $7 million. 
 
CASE MANAGEMENT SUITE 
• INFOR Case Management Suites are currently being utilized by: 

 PWE’s Utility Customer Service Division  
 PWE’s Traffic Operations Division  
 Department of Neighborhoods  

 
INVENTORY ASSET MANAGEMENT SYSTEM 
• Aviation  
• Houston Police Department 

 
OTHER SYSTEMS 
• A Call-Center Module is also available to replace the current system that is not 

certifiable. 
• Parks and Recreation Dept. (Greenspace Management and Facilities Maintenance 

Divisions).  Current work order system is 20 years old.  The Forestry Division owns 2/3 
of the necessary modules and needs additional funding to implement a mobile  work 
order system). 

 



Excluding PWE PWE Only
Percent Outstanding 62% 20%
Percent Approved 38% 80%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

PW&E vs. Other Departments 



Public Works and Engineering (PWE) requires that their IT group initiates the 
implementation of a file share drive by coordinating with RM.  This resolves many 
issues as it relates to the retention, security, and destruction of records.   
• PW&E’s IT group requests the Record Control Schedules from RM and confirms all 

files are listed on a schedule.   
• Upon confirmation, IT sets up on their archives server the organization chart, office 

codes and record titles.   
• The records are tagged based on the corresponding retention control schedule.  
• Governance policies are established so that RM is notified when files are eligible for 

destruction.  
• RM then begins the authorization process for the destruction of these records (i.e. 

notify appropriate department and Legal).  
 
If the departments that HITS supports would implement this system, 95% of the ERRS 
application would be auto filled. 

DON’T REINVENT THE WHEEL  
REFINE IT! 



 HITS SUPPORTED DEPARTMENTS 
Administration and Regulatory Affairs 

Mayor’s Office 
Department of Neighborhoods 

Health and Human Services 
City Secretary 

Municipal Courts 
Finance 

Department of Neighborhoods 
Solid Waste 

Office of Business Opportunity 
Planning and Development 

Human Resources 
General Services 

Fleet 
Housing and Community Development 

Houston Emergency Center 
Fire 

City Council 
Parks  and Recreation 

 



LESSONS LEARNED 

• Neither the Director of ARA nor her designee serves on the IT Governance Board 
or on the IT Operating Committee.  Yet, ARA is responsible for certifying that the 
City’s electronic record systems are in compliance with State Law. 

• Specifications to help guarantee that software purchases meet certification 
guidelines prior to their actual purchase are lacking. 

 
• The average employee has difficulty completing the current application. 
• PW&E has implemented a process that simplifies the certification of their 

systems. 
• There are electronic record systems that Records Management does not know 

exist. 



RECOMMENDATIONS 

Develop an application list from HITS/departments 
Revisions to application 
 Workflow application 
 Autofill for departments utilizing HITS servers 
Coordinate efforts among HITS, RM, and departments 
Develop a marketing plan on the need to educate users on the 
importance of certifying their systems  

  



CURRENT WORK FLOW  
 ELECTRONIC  RECORDS STORAGE SYSTEM CERTIFICATION 

 

Presenter
Presentation Notes
The main work flow has 16 steps with a possible addition of 10 if there is a request for revisions which pushed the application back to the department. So, hopefully you would agree that, due to nothing being perfect that the possibility of 26 steps seem a bit overdone!!



Before we begin I would like to clarify a few terms that I will be using interchangeably. 
Application = system= system application
Form = data
HITS = Application Operations (Apps Ops)  - IT Operating Committee (ITOC) 
IT = Information Technology staff City-Wide  - IT Governance Committee (ITGC) 
Preparer = Designee = Records Custodian = Department

Slide 25: Current work flow Electronic Records Storage System Certification

This diagram has 16 steps through the main work flow which is a bit much considering what the form (application) is for, with that in mind there is an addition 10 steps that may be required and that is only if there are no further clarifications or revisions that will be needed. 
So, hopefully you would agree that, due to nothing being perfect that the possibility of 26 steps seem a bit overdone!!




Current Workflow: Alternate Path 

Application stalled Application  stagnant 

Presenter
Presentation Notes
Slide 26: Alternate Path (6b – 6c) application is stalled or delayed. 
We have found causes behind some of the stalls or delays: 

Records Custodian do not know where and/or how to acquire the information and are frustrated by inconsistent information.  
 
The Records Custodians find it hard to connect where the task fits in with the department/division’s overall goals and gives the certification for low priority. 
 
There is often a lack of cooperation and support and the records custodian begins to debate if a trip to the dentist office would be less painful. 
 
Due to the form’s narrative format it can seem like a complex and time consuming task




Current Workflow:   Records Management Review 

Records Management 
reviews application 

Application is sent 
back to department 
for revisions and or 

clarification 

Presenter
Presentation Notes

Slide 27: Records Management Reviews Application (step 8c) 

We would just like to mention that there seems to be an overall assumption that Records Management automatically knows how electronic records are maintained which would be difficult since records management has not collaborated in any stage of a system acquisition. 
 
Records Management reviews the application finding that responses are vague, uncomprehensive, illogical (maybe text was inserted from a different system’s approved application), or just left blank resulting in the request for revisions.  At this point the process seems like a tug of war and momentum begins to decline. 
 
 Which bleeds into the next step of the current workflow









Current Workflow: Request for Revisions . 

Department 
submits 

application to 
RM for review 

RM reviews for 
completeness and 

accuracy 

Sent back to 
Department  

Department 
makes revisions 

Presenter
Presentation Notes
Slide 28: Depicts what happens after a Department is asked to make revisions 

Not all 2nd submissions go smoothly and the requests for further clarification results in a cycle that can seem never ending.  
 
And the question of “Why do we need to do this?” grows louder as the records custodian begins to interpret the form as an overly procedural bureaucratic chore at the expense of common sense.  
 
	Reasons for this endless cycle: 
 
Jargon – the jargon used in the questions makes it difficult to determine the scope of what is actually being asked.  
 
Preparer – the records custodian is not the preparer and even if they were much of the information requested they simply do not know or they do not know who to get the answers from. 
 
Misconceptions - Records Management’s responsibility is to ensure that all COH systems are certified by meeting the requirements set by the Texas State Library Archive and Commission (TSLAC). These requirements are there to ensure the integrity of data.
Records Management does not determine the requirements and are currently not privy to when departments are considering using a new system or even what systems are currently being used by departments. 
 
So even though Records management aides in deciphering terminology and acquiring acceptable responses, the groups best suited for providing accurate answers are Information Technology and those in the department, who requested the system.  




A NINTEX WORKFLOW 

Presenter
Presentation Notes
Slide 29: 
We analyzed each step within the process to determine what was necessary? And
What other methods can be used to compress the workflow. 
 
 Findings can be addressed through the Form itself and the clarification of Goals (training) 
	
Form:
System certification was being delegated to the wrong employee
Production of unnecessary documentation (memo of intent, cover sheet to ARA Deputy Director, Findings memo…)
The form itself seemed tedious and antiquated 
 
	Training: 
 
Department’s management does not understand the importance of data management or the severity of financial consequences from the inability to produce accurate records in the event of legal action. 
 
Data management technologies that advance at a much quicker speed than the passing of laws regarding protection of data therefore, making it difficult to enforce standards in the methods and requirements used in data protection. 





Future Workflow of the Electronic Storage System Application Form 

Presenter
Presentation Notes
Slide 30: The Future Workflow of the Electronic Storage System Application Form

Detailed in swim lanes we reworked the form with many of the prior “hands-on” steps as automated tasks running in the background while cross-referencing list and logs. BY - 
	 
Coding the workflow so that the designee from the system’s department, Information technology and records management will be able to view, revise and approve the sections that pertain to their functions   How? (click)      
 



Presenter
Presentation Notes
Slide 31:  Initiation by Department
The form will become a Nintex workflow on ARA’s forms page of the CityPointe website.
 
Clicking the link will take the Records Custodian to a page that the custodian a few qualifying questions which prepopulates responses where applicable.




City of Houston 
Application for Electronic Records 

 Storage System Certification 
Data Management has progressed at a much faster pace than that of the law or any court and as technology 
evolves so does the meaning of terminology used within the industry.   
The necessity for the City of Houston’s electronic records storage systems to be in compliance with Texas State 
Code continues to encompass new technology and terminology. ARA continually tires to translate jargon into terms 
that are easily understood reducing ambiguity so that standards can be established.   Therefore the certification 
process is to be considered a dynamic document with its context being revised through open collaboration amongst 
Houston Information and Technology, City Departments and Records Management. 
Certification of a system that is “limited” is highly acceptable and allows the organization to anticipate future 
changes and a strategy in data maintenance and management. 
 

Department Name    

System Name            

Managed by               

REFERENCES: Texas State Library and Archives Commission. Electronic Records, Standards and Procedures 
  http://www.tsl.state.tx.us/slrm/recordspubs/lgbullb.html  
   City of Houston Charter http://www.houstontx.gov/adminpolicies/8-5.pdf  
  

Presenter
Presentation Notes
Slide 32: CityPointe qualifying questions
Records management lacks luster in any industry and in the governmental setting can be mind-numbing therefore we have written this brief introduction explaining the purpose and importance of data management and rid the form of three Index pages by replacing it with reference links in an attempt to ameliorate the form






 
Steps 1 -4 of the current workflow are rolled up into the one by answering the qualifying questions that will cross-reference with the records control schedule, the records custodian list and the certified systems data base then the HITS list of managed departments (other).   
 
Nintex will automatically:
Assign a tracking number to the application and notify the RM staff.  
Criteria regarding status (start date, department, system and preparer’s name) will be tracked by Nintex. 
 
 And the Memo of intent is eliminated from the process completely




Department accesses form via 
SharePoint to begin certification 

process via Nintex workflow 

Future 

Records Custodian (RC) or 
designee enters qualifying 
data used to autofill the 
form 

Current 

Reduction of Current Workflow 

Presenter
Presentation Notes
Slide 33: Reduction of Current Workflow
Steps 1 -4 of the current workflow are replaced by answering the qualifying questions that will cross-reference with the records control schedule, the records custodian list and the certified systems data base along with the HITS list of managed departments (other).   
 
Nintex will automatically:
Assign a tracking number to the application and notify the RM staff.  
Criteria regarding status (start date, department, system and preparer’s name) will be tracked by Nintex. 
 
 And the Memo of intent is eliminated from the process completely








Step R2:
This is a process that is worked in the background by Nintex through cross-referencing

Compare the current four step (Diagram) with the revised (diagram) first that incorporates them in to one by department and one done in back ground by Nintex workflow. 

	Replaces steps 1 -4 of prior process
	Step 1: Departments contact RM and request a tracking number. 
	Step 2:  RM assigns and records tracking number along with the following criteria Department Name, System Name, Contact, and 		Status into an Access database.  
	Step 3: RM contacts department with the tracking number
	Step 4:  The requesting department creates what I like to call, a memo of “intent” that is sent to the the Deputy Director of ARA 		explaining the application’s goal and how it intends to accomplish them.  
	The goal is to become a certified system with is the purpose of the application therefore explaining why would be a needless 	repetition. 
 

Steps 1 -4 in the current workflow are rolled up into the one when the criteria questions, determining the workflow by cross-referencing, are answered.

Nintex will automatically:
Assign a tracking number to the application and notify the RM staff of the number, while recording the start date, department, system and preparer’s name. 

Cross reference the records control schedule and send a courtesy notice to the appropriate RM staff, preparer and departments’ director should one not be found for that department/division.  

Memo of intent is eliminated from the process completely



Current 

Future The Elimination of Endless Cycle 

Presenter
Presentation Notes

Slide 35:  Elimination of “Endless Cycle”
In this section we can see the benefit of programing standard responses for autofill in Nintex. 

Formerly what I referred to as the “Endless Cycle” has been simplified to reviewing and revising by those in positions who are not only privy to the information but they work with it on a daily basis.

And before moving forward, it is approved by management of that group.  This works whether we are talking about the end users/departments, Information Technology/HITS and Records Management/ARA. 

This also prevents the process form being delayed or becoming eternally stagnant.  Nintex will remind the preparer that it is “pending” within a set time frame and if not completed notification will be sent to supervisor or department director 

Then we focused on





This Area of current work flow pertains to the application itself.  Here we are trying to completely eliminate the alternate path “Delay/Stagnant” by converting the “manual” completion of the application into a Nintex function where applicable. Steps 5 – 8b, c, and 8d

Steps  R3 – R6

R3 – Department reviews and/or revises sections 7.3, 7.4 & 7.9 of application clicking “ Next”  this action saves any revisions and moves process forward.

R4 – Department Director reviews clicking “submit” signifying approval moving the process forward. 

R5 – HITS will review and/or revise all sections with special attention to 7.5 – 7.8 then clicking “submit “ as agreement and verification of information by appropriate staff that have been designated and named within the workflow. 

 R6 - HITS supervisor (Abdi Sadeghi) Verification of responses: 
	The steps within the workflow will be assigned to appropriate staff that as “authorized” users can review, edit and 		save any portion of responses accordingly. By clicking the “submit” button the user is confirming the information is 		correct. 

This takes care of steps 6– 8 of the current process

as agreement and verification of the information. 





7.75  Security of Electronic Records: 
           Local governments must implement and maintain an electronic records security program 
for office and storage area that meet the following standards: 
 
 (1)  Define security system which allows access to authorized personnel only. 
 
AUTOFILL RESPONSE:  The hosting facility requires all of its customers to use a biometric hand 
scanner plus card swipe at the entrance to the facility with an additional card swipe to gain 
access to the room containing the customer’s equipment.  Video cameras monitor all access 
points; tapes are stored for 90 days and reviewed upon request.  Visitor logs are retained for a 
year or longer.   Visitors are given visitor tags to wear that expire in 24 hours.  An expired tag will 
show stripes through the tag.  The tags are not required to be surrendered as they expire and 
access to a secured room requires ID check. 

Example of Autofill   



Future 

Current 

 
  Reduce Document Creation & Improve Efficiency  

Presenter
Presentation Notes

Slide 36:  Document Elimination and more Efficiency 
The current state has 3 additional documents that are created: the action sheet, finding memo and certificate that can be eliminated because, in theory, once the “Submit” button is click, which essentially approves the responses automatically moving the form forward through the process. 
 
For the sake of reality we have made considerations for clarification and/or revisions.  If any, we have them at the Deputy Director of ARA review.  Request can be made directly to the department or IT. 
We do not foresee this occurring often if at all.  Each swimmer, if you will, has a final approval built in resolving the need for revisions at this level.  
 
Once the ARA Deputy Director clicks “Approved”






Step R7: RM reviews  after HITS’ submission it will go to  RM for review  then forwarded to ARA Deputy Director
Elimination of steps 9, 10, 11a,12, 13, 14, and 15 of current workflow will be tested at this point. 
9- the creation of request for action sheet
10- manually forwarding action sheet and application to Deputy Director for review and signature
11a – creation of findings memo and certificate
Note: 
At this step it is possible that a Notification will be sent to Department R3 and/or HITS R5 for clarification or revisions but it is highly unlikely.





Current 

FUTURE 

Presenter
Presentation Notes
Once the ARA Deputy Director clicks “Approved”
Slide 37: Certification Achieved!!
Currently once the ARA Deputy Director approves the form Records Management will proof read, format, scan, and convert the form and all accompanying documentation then they will store and send the form electronically as well as inter office all documents back to department.
  
In the future all will be eliminated simply due to the method (Nintex environment) used to fill the form. 








Steps R9 – R10
R9:
12- the request for signature page and; 
13 – signature page is signed by records custodian and hard is then interofficed to RM 
Have both  been eliminated from process by the revision of Step 4 where the Department Director approves moving the process forward
R10: (Nintex process)
14 – formatting of a hard copy application		
15 – physically scanning and electronically converting and storing of all documents. 
16 – Notification to department of certification 		
17 – inter-office delivery of original packet.   ------  all documents are now part of an electronic form and the workflow it follows

	At this stage Nintex will also:
		Update statue page



City of Houston 
Administration and Regulatory Affairs Department 

Records Management Office  
awards electronic records certification for  

  
System Name  

  
The Department Name has demonstrated an understanding of compliance with the administrative rules for 
electronic records, adopted under Local Government Code, Chapter 205 and the Texas Administrative Code, 

Title 13, Chapter 7. 
  

Effective electronic records management program requires the cooperation between the information 
resource managers and records custodians whose evaluation of the system should occur regularly ensuing 
that recommendations are made as technology advances. The necessity for the City of Houston’s electronic 
records storage systems to be in compliance with Texas State Code continues to encompass new technology 
and terminology. ARA continually tires to translate jargon into terms that are easily understood reducing 
ambiguity so that standards can be established.   Therefore the certification process is to be considered a 
dynamic document with its context being revised through open collaboration amongst Houston Information 
and Technology, City Departments and Records Management. Certification of a system that is “limited” is 
highly acceptable and allows the organization to anticipate future changes and a strategy in data 
maintenance and management. 

Issued Day Month, Year by: 
  

______________________________  
Francis X. Carmody, Deputy Director for 

Records Management Officer 
 



LOOKING FORWARD 

Cooperation 
• Include Records Management 

in the initial stages regarding 
the acquisition of new 
systems. 

•Agreement from Departments 
not supported by HITS submit 
text for autofill. 

• Collaboration to analyze city-
wide system needs and 
strategize ways to limit the 
number of systems that can 
perform similar functions.  

Maintenance 
•Project Managers need to 

ensure that new systems 
meet requirements.  

• IT Department should be 
informed of technological 
advances that may require 
changes in the methods of 
electronic records 
maintenance. 

• Thoroughly review autofill 
responses  at all stages of 
Nintex workflow revising  as 
necessary. 

Training 
•Records Management will 

update HITS and Records 
Custodians on  any changes 
or new requirements from 
TSLAC. 

•On-line Electronic Records 
Storage System training for 
Records Custodians and their 
staff and members of the IT 
Operating Committee. 
(required yearly refresher)   

Presenter
Presentation Notes
Slide 39: Looking forward 
 Focus will be on Cooperation, Maintenance and training.
 
Cooperation
Include Records Management in the initial stages regarding the acquisition of new systems.
Agreement from Departments not supported by HITS to submit text for autofill.
Collaboration to analyze city-wide system needs and strategize ways to limit the number of systems performing similar functions. 
 
Maintenance
Project Managers need to ensure that new systems meet requirements. 
IT Department should be informed of technological advances that may require changes in the methods of electronic records maintenance.
Thoroughly review autofill responses  at all stages of Nintex workflow revising  as necessary
Training
Records Management will update HITS and Records Custodians on any changes or new requirements from TSLAC.
On-line Electronic Records Storage System training for Records Custodians and their staff and members of the IT Operating Committee. (required yearly refresher)  
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