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Introduction: Looking for Programmatic Benchmarks

Archives, records, and information management programs extend back in their
modern form far more than a century. Archival programs originated with the creation of
historical societies commencing in the late eighteenth century, and by the end of the early
third of the twentieth century they had evolved to their modern form as represented by
federal, state, and local government archives, a variety of institutional archives
(corporations, colleges and universities, museums and other cultural organizations –
nearly every type of organization is represented by some form of program), and, of
course, historical societies and other collecting programs with the oldest traditions of
collecting and preserving historical documents. Records management programs emerged
by the middle of the twentieth century in government agencies and corporate entities
striving to administer their current or active (apart from their historical) records, often by
first establishing archival operations caring for their historical records and gaining
experience with the challenges of managing organizational records that pressed for new
approaches to the rapidly increasing array and volume of current records. Information
management programs were being regularly established in the last half of the last century
as organizations began to adopt computers and other office automation systems,
sometimes in conjunction with archives and records management programs but just as
often independently as the needs to manage hardware and software became more
complex and challenging.

In more recent decades, these various kinds of records and information
management programs have converged, although not to the extent that some have
predicted and even though the assertions of such a convergence continue. In the 1980s
some predicted the end of some aspects of the records professions, and in the 1990s
others forecast that all the various segments of the records and information management
programs would merge into one seamless disciplinary entity.1 This never happened, and
the evidence for this not occurring can be readily seen in the disparate array of records
and information management programs residing in organizations. Nevertheless, there are
a growing number of institutions with operations focused on the information and
evidence found in records and documents, combining archives, records, information, and
knowledge management functions and responsibilities in practical and functional ways.
With all these developments and changes came a variety of professionals – archivists,
records managers, information resource managers and others challenging these older
experts (an example of a recent addition to the array of information professional is the
knowledge manager) – who were to play critical roles in how organizations administered
records and information.

While this is clearly a sweeping summary of the origins of archives, records, and
information management programs, the point is that these operations have been around
for a very long time, leading one to expect that there would be a sizeable literature about
their origins and the factors leading to their establishment. Every type of organization –
government, corporate, college and university, hospital, cultural agency, citizen group –
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supports archives, records, and information management operations to some extent and
most have had long experience with these functions. Given this reasonably long history,
along with the long-standing establishment of organized professions supporting such
institutional functions, one would expect to find a rich descriptive and research literature
about the factors leading to the establishment of successful records and information
management programs. There is a literature describing how and why these
organizational operations come into being, but it is one that varies wildly in quality and
one that is more anecdotal than systematic, autobiographical or public relations-oriented
rather than the outcome of objective research. Amazingly, to some extent, there is as
much (maybe more) writing predicting future trends about technologies and their
implications for records and information management technologies, written with great
confidence, then there is about case studies, looking back and drawing lessons from
reality; both are needed, and the latter is definitely required to assess how good are the
predictions.2 It may be that it is easier to write future predictions, often mixed with
grandiose claims for the importance of records and information management
professionals if they re-invent and re-engineer themselves, than it is to prepare detailed
accurate analyses of how records and information management programs have been
created, how they have evolved, and whether and how they have prospered or declined.

Records professionals, or others who might be interested in these records and
information management programs, have not created a strong literature of case studies,
institutional and programmatic histories, and the like. Some have commented on this
professional lacuna. Bruce Dearstyne comments, “While we have a vast literature and
canons of good practice on RIM techniques, there is much less by way of descriptions of
elements, benchmarks, and objectives for RIM programs. Leaders therefore need to
devise their own program standards rather than rely exclusively on professional
literature.”3 The lack of such benchmarks and objectives may be due, partly at least, to
the absence of serious case studies from which realistic professional and institutional
goals and objectives can be formulated. Larry Hackman, considering the development
and subsequent management of archives programs, echoes Dearstyne’s commentary:
“Despite the key role played by individual programs, our archival literature provides few
formal case studies of their development, either during a critical juncture or over a long
period of time. Nor do other archival writings provide systematic or comparative
analyses of archival programs. Archival writing has concentrated on theory and practice,
focusing chiefly on treating materials and making them available to users; we have given
less attention to ways to envision, create, advance, protect and sustain an archival
program that supports the core archival functions.”4 Hackman’s critical assessment
certainly can be extended to a broader sweep of records and information management
programs. Records and information management professionals, searching for practical
help or a basis for comparison with their own programs, face considerable challenges
when undertaking such tasks because of the weaknesses in professional scholarship.

Such assessments also seem rather surprising given the long history of the records
professions, and the many journals, conferences, and publishers providing outlets for
research and writing about their programs, but, in fact, it is quite understandable when
considering the attributes of these professions (a matter I will return to when I describe
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the purpose of this report). This is not meant to suggest that there is not a major
literature, with strengths and insights, supporting the work of records and information
management professionals. Indeed, there is a mountain of publications, but much of it is
characterized by general discussion, especially basic manuals about practice, rather than
specific and realistic case studies or a theoretical literature that might stimulate additional
research.5 We encounter either many hypothetical cases or discussions about generic
reasons organizations will establish records management programs. Many of these we
can assume are the product of experience or consulting, but it is nevertheless very
difficult to ascertain the level of reality represented by such discussions. This is a
weakness of the present study, in that it builds off of the existing literature, warts and all;
however, it is only in doing such projects as this one that we can evaluate more closely
and rigorously the quality, needs, strengths, and weaknesses of the professional literature.
In other words, this is a start (as most research projects are).

Such problems are especially evident in the basic textbooks in the field, the
backbone of practice and the codifier of shared knowledge for many archivists, records
managers, and others who consider themselves information professionals. Suzanne Gill’s
book on file management systems, published in 1993, provides many hypothetical cases
of file systems, presented in order to provide a “brief historic overview of indexing, from
manual, ‘first generation’ automation to the present.”6 The Lundgrens’ 1989 basic
records management textbook, for example, contains many case studies of corporate,
government, and other organizations’ records management programs, but nearly none of
them described in any detail the reasons why records management programs were
established, other than for the many benefits of economy, efficiency, compliance, and
other such well-known factors generally ascribed to by records managers in their
professional discussions or conversations with their bosses in their organizational
homes.7 These are typical of textbooks in the records and information professions. It is
as if archivists and records managers are content with the arguments or rationales for the
organizational and societal needs for their programs and their services, and, of course,
these professionals have spent considerable time and resources in developing and
marketing these rationales. Case studies, of real life situations, scrutinize just how
accurate is the rhetoric justifying records and information management programs.

Archivists, records managers, and information management professionals often
seem to have been content with general platitudes about the nature of their programs and
their activities, leading to a professional literature that is difficult to build programmatic
benchmarks:

 It is surprising, given the long history of archives, records, and information
management programs, that we have not had clear identification of the factors
creating and sustaining these programs.

 We have more focus on the rhetoric of why these programs are established
and predictions about future trends about records and information
management work than on developing specific case studies about how these
programs are created and sustained
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 The professional literature, while vast, is more focused on basic practice
rather than on real case studies, basic principles, or theoretical models

These weaknesses have been significant in affecting the eventual direction and outcomes
of this project.

This Report’s Purpose

There is still much to be learned by a project of this sort. It is possible to examine
the existing literature, taking into account its weaknesses, and develop a stronger (by
which I mean more coherent) sense of the reasons that records and information
management programs are created in organizations. The purpose of this study is to
develop a working set of the factors causing organizations to establish records and
information management programs, a set that must be considered to be preliminary given
the great need for additional research. I posed no specific hypothesis in this study to be
tested, but I tried to answer a simple research question – What causes any organization to
establish a records and information management operation? I framed my answer by a
close examination of the professional literature and a preliminary survey of a
representative group of organizations known to support records and information
management operations. As I started out, my commission was to identify the factors
leading to the establishment of “successful” programs, but the substance of what
constitutes a successful records and information management operation is a topic
requiring another study (especially given the preponderance of the relevant literature,
written by individuals usually closely associated with the subject of their essay, to
describe unabashedly their program as a success). For this present study, I assumed that
a records and information management program was doing well if it was established and
continued to have some degree of support by the parent organization. Clearly one might
wonder if a records and information management program needs to have an archives,
records management, electronic records or digital documents administration, or even
knowledge management sub-unit or emphasis for it to be considered truly successful.
There continues to be great debate about the nature of records and information
management and disciplinary fragmentation in orientation to even framing questions like
this.8

The main purpose of this report is to examine the reasons why archives, records
management, and information management programs are established in various kinds of
organizations. A secondary purpose, in light of the factors identified, is to consider how
records and information management programs can sustain themselves over time. I have
drawn on two sources. First, I have examined the existing literature that considers why
and how such programs are established. As I have already hinted, the literature is
somewhat sparse and weaker than one might expect. While there are some detailed case
studies, these are the exceptions. Nevertheless, there is an array of case studies and
writings with allusions to particular cases that can provide some valuable insights into
why these programs are founded within organizations. Given that no one has made an
effort to mine the existing literature in this fashion, this report makes at least this modest
contribution to professional knowledge. Second, I have queried individuals working at
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about fifty different kinds of archives, records, and information management programs in
the Pittsburgh region, the area where I live and work; I had originally planned to do
follow-up interviews but most of the individuals responding declined to be interviewed or
stated that their organizations would frown on their providing any additional information
about the circumstances of their programs. The purpose of these queries is to develop
more first-hand, practical knowledge of real-life cases of the development of these
programs, both testing out and enriching the observations embedded in the professional
literature. To be honest, this second source is a minor one, since I both spent far more
time striving to find a fuller published case study literature than I anticipated, and, I
sought to use these surveys as a way of testing and ranking the factors I had already
identified. The hesitancy of individuals to engage in interviews suggests the need for a
follow-up study of more in-depth interviews and more deliberate individual institutional
case studies, an effort that would require more negotiation with the organizations and
fieldwork and observation in them.

What I am doing here is not a case study; rather, I am trying to generalize from
existing case studies (no matter what their level of rigor and sophistication may be) in
order to develop some broader principles or theory about why archives, records
management, and information management programs are established. I am striving to
pull together a variety of existing descriptions of specific cases to form a collective
portrait, while technically the “case study is a research strategy which focuses on
understanding the dynamics present within single settings.” Also, “case studies typically
combine data collection methods such as archives, interviews, questionnaires, and
observations,” and while I have done some interviewing and used the existing literature
as a kind of archives, there is clearly a difference between what my study represents and
the optimal use of case study methodology.9 One of the dangers of case study
methodology, the researcher losing his or her way in a mass of data, is not present in my
effort. One experienced researcher suggests that the result of case study work “can be
theory which is very rich in detail, but lacks the simplicity of overall perspective.
Theorists working from case data can lose their sense of proportion as they confront
vivid, voluminous data.”10 The problem faced by records and information management
professionals is that they have very little data to begin with and very few case studies.
Hopefully, this report will suggest why archivists, records managers, and information
professionals need to correct this.

Again, the purposes of this report are as follows:

 To examine the reasons why archives, records management, and
information management programs are established in various kinds of
organizations, drawing on two sources, the existing literature considering
why and how such programs are established and selective interviews
individuals working at different kinds of archives, records, and
information management programs in the Pittsburgh region, the area
where I live and work.
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 To stimulate the records and information professions to recognize their
need for formalized case study literature, ones that can be used in the
field’s textbooks, training videos, and as the foundation for building a
stronger knowledge supporting work with archives, records, and
information systems.

 To generalize from existing case studies (no matter what their level of
rigor and sophistication may be) and the interviews in order to develop
some broader principles about why archives, records management, and
information management programs are established and sustained or not
sustained as they evolve over time.

Hopefully, these aims have been met.

The Challenge of Using Stories Rather than Case Studies

The tone of this report is exploratory and interpretive, namely, to set up an agenda
or to generate ideas for new and more systematic research in the field that can be
generalized, related to existing knowledge, assist in the education of records and
information professionals, and help records and information management practitioners
understand the situation they are presently in. Gummesson describes a research process
where a foundation for research is constructed examining existing paradigms,
assumptions, and values, then moving to generate systematically data leading to concepts,
conclusions, generalizations, and then ends in a presentation of the outcome – the results
and meanings, along with recommendations for future research. He argues that we need
to turn research into stories, and that “These stories must be told in a readable and
condensed way or they will not get published, nor read by practitioners. They become
story telling and an informed interpretation of reality, but not fiction.”11 So, this is an
assessment from a set of stories told by records and information management
professionals about why their programs and services are important and necessary.
Perhaps, records and information management professionals are good at spinning these
stories because the records and documents they work with are also stories.12 While the
professional literature is full of such stories, it is also obvious that archivists, records
managers, and other information professionals need more that are richer in detail and
more useful for developing practical observations and working theories about why and
how their services are deemed useful by organizations.

In a certain sense, archivists, records managers, and information management
managers have been spinning good stories for a long time. Some individuals striving to
develop theoretical aspects of records management have articulated general factors that
lead to success or failure of records and information management. David Stephens,
examining aspects related to development in national environments, identifies these
factors as influencing the establishment and subsequent development of records and
information management programs: the type of economic system, government system,
the nature of the legal and regulatory system, the nature of management practices, and
administrative systems and traditions.13 Mark Langemo, more in the storytelling mode,
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says, “More and more business owners – as well as executives in corporations and
administrators at all levels of government – are learning that organization-wide records
management programs usually pay for themselves at least once annually in documented
savings to the organization. Similarly, the results of computer systems research and the
experience of veteran IS/MIS professionals show that appropriate investments in
computer-based systems can be shown to pay for themselves often in short periods of
time. Good information systems can pay for themselves and positively affect their
organizations, their customers and clients, their own personnel, and the ‘bottom line’ in
several ways . . .” He then enumerates that the ways that this happens are “higher quality
and faster service to customers and clients,” “increased executive and managerial
effectiveness,” “measurable increases in staff productivity,” substantial reductions in data
and records volumes,” “vital data and records can be identified and protected,” “more
appropriate implementation and use of technology,” “greater assurance of being in legal
compliance,” and “increased profits and improved bottom-line position.”14 Both authors
are drawing upon their own work, observations, and existing stories prevalent in the
information professions.

Why do the records and information professions lack a sufficient quantity and
quality of real case studies? Michael Pemberton provides one explanation, when he
notes that “Records management practitioners. . . take a dim view of matters theoretical.
Generalizations failing to address a practitioner’s specific task at a particular time may be
dismissed as ‘mere theory.’ Yet without theoretical foundations, there can be no
meaningful research effort, and without research we have little more, only hearsay,
conjecture, anecdote, isolated case studies, and sometimes propaganda and
commercialism. . . . By any standard, records management today is the most research
poor of the several information disciplines. . . .”15 Records managers are not alone in the
records and information professions in facing this kind of problem. An archivist suggests
that the lack of research supporting archival practice might stem from the problem of
knowledge and status of theory in the field. The archives component of the records
professions has been far more theoretical in its orientation and, even there, insiders worry
about state of knowledge: “If archival studies are to be taken seriously as a discipline
with a theoretical or philosophical basis, they must offer something beyond solutions to
problems of description, arrangement, preservation, and so on.”16 This commentator on
the state of archival research argues that a profession must have “shared attitudes and
assumptions,” and a common theory and knowledge are a crucial part of this; case studies
are one means by which these attitudes and assumptions can be discerned and
strengthened.17 Experts on case study research contend that good case study research
must start from a theoretical base: “Every case study must begin with theory. Like with
all other research methods, it is the degree to which theory and related hypotheses have
been developed prior to data collection that allows for the testing of the theory. When
research hypotheses do not drive the research, findings can only be thought of as
exploratory and/or descriptive.”18 And, for sure, the study being reported here can be
viewed as an exploratory, descriptive analysis of the factors leading to the establishment
of archives, records, and information management programs.
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There are certainly problems with the studies that exist. The vast majority of the
studies are written by individuals working in the institutions and involved with the cases
being described. In an assessment about the lamentable lack of police archives in the
nation, as just one example, the author describes the histories undertaken by the
International Association of Police Chiefs: “These are excellent and professionally
written histories. Unfortunately, they have one thing in common: For the most part they
have all been prepared from selected contemporary agency records and reports by
individuals closely associated with the activities. None appears to have been written by
an unbiased jury or historians who have had access to all of the available files and records
with which to render their verdict.” He argues that this is a similar problem with business
histories: “We are not necessarily looking forward to reading commemorative public
relations efforts. We are looking for accurate (with as little bias as possible) statements
of social and political conditions and our agencies’ responses to these conditions in their
day-to-day activities.”19 There is little evidence of individuals from outside the records
and information management professions studying any aspect of archives, records, or
information management programs, although there are some excellent exceptions and
some evidence that certain aspects are beginning to be analyzed.20

The results of the present case studies and other research literature represent a
dilemma for the records and information management professions. Dearstyne cogently
argues that “There is a need for a practical research/development agenda or framework to
help the records management community and others concerned with these changes. This
framework could be used to address issues, share solutions, and generally approach
pressing records management issues in a systematic way. The most critical needs are at
the meeting point of technology, strategy, and alliance building.”21 Given such needs and
concerns, one might wonder why case studies just don’t naturally emerge from the
practical, daily work of records professionals. And, given that consultants play such an
important role in the records professions, one might wonder why more of these kinds of
reports are not transformed into workable case studies, even if the practical aims of
consultant reports are different from the research purposes generally undertaken in case
study investigation.22 Surely, the latter problem may have to do with contractual matters
of confidentiality and proprietary information, but these are problems that can be worked
out by generalizing the cases or by seeking permission from the sponsors for publication
of some form of the cases.

Archivists, records managers, and information professionals could develop
conceptual and other models to consider how their programs and particular activities are
developed by documenting carefully their own work. For example, the area of project
management – the “science of getting things done” – is a common way that many
organizations operate. Project management has been connected to the creation of
institutional memory: “How smart is your company? Industry-standard PM practices
require a critical project closeout phase that collects lessons learned and gives your
organization powerful historical knowledge from across the enterprise.”23 There are
elements of project management that are directly related to records and information
management activities, such as developing strategic objectives, developing time limits for
projects, empowering teams, measuring and quantifying project performance. Also
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project management works within organizational cultures, and each form of culture
brings different problems and challenges for implementing and monitoring successful
projects; in this there is a lesson for archivists, records managers, and information
managers -- the need for understanding the typical culture influencing the potential of
success for any project.24 Detailed case studies of archives, records, and information
management programs are definitely needed to accomplish such an aim. Without these
case studies, some within the information community see that the various professional
missions are endangered. One records manager, for example, concludes, “Records
management today is in danger of becoming the snake oil of the business community
with records managers the hucksters touting its grand benefits from the backs of
corporate and government wagons. We have for 50 years made claims of what records
management can do, but so far little result has been realized.“25

The records and information professions have a need for formalized case study
literature, ones that can be used in the field’s textbooks, training videos, and as the
foundation for building a stronger knowledge supporting work with archives, records,
and information systems. And archivists, records managers, and information managers
also need clearinghouses for sharing case studies.26 Most importantly, these
professionals need case studies that have “three essential elements: They are realistic,
they rely on careful research and study, and they provide data for consideration and
discussion by users.”27 There is a need for case studies reflecting a variety of
methodologies, but ones where the methodologies are explicitly described and that are
designed to support the development of broader theoretical and explanatory models.28

Perhaps the problem may be a lack of rigorous training within the records and
information management fields in such applied research methods as that of the case
study.

One of this study’s primary limitations was its being hampered by the greater
existence of stories rather then research case studies, because

 Records and information management professionals are not as keen on
theoretical matters or the building of professional knowledge as they are on
practical applications

 What passes for case studies are weakened by being written by individuals
associated with the cases

 Consultants, plentiful in the records and information management community,
do not seem inclined or able to prepare case studies for the professional
literature

 Records and information management professionals may lack formal training
in the use of research methods such as case studies

Nevertheless, there is a sufficient literature to at least start building a working set of
factors relating to the creating and sustaining of records and information programs.
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What Is Meant by Records and Information Management Programs?

One could derail a study such as this by becoming too particular about what is
meant by records and information management programs. As I was working on
completing a first full draft of this report (in June 2005), a discussion erupted on the
Records Management listserv about archivists and the controversy that surrounded the
process of nominating the recently appointed Archivist of the United States. In this brief
but acerbic discussion all the cracks and fissures existing in the relationship between
archivists and records managers appeared. Truth be told, it is hard to know how to draw
the parameters of what constitutes archives, records, and information management
programs – and this is not a new problem. In 1990, Kenneth Hayes wrote, “The
definitions and boundaries utilized in our profession have been the subject of much
discussion, and sometimes outright verbal battle. The terms records management, filing,
archives, libraries, media preservation, research data bases, electronic data,
micrographics, etc., all have differing connotations to different persons. Their
boundaries, standards, and interfaces all vary depending on the point of view of the
individual drawing the lines and making the definitions.”29 We often talk and write about
ARM (archives and records management) or RIM (records and information management)
as if there was some strong defining and binding aspects to these terms. For this reason, I
have opted not to use such acronyms in this report, but instead I have spelled out my
terminology so as to strive to be as clear as possible, as well as to not suggest that we are
all living and working in one happy professional community.

Like Presbyterians (of which I am one), records and information professionals are
products of nearly too many schisms to count. Records managers split from archivists,
some records managers have gone on to become information managers, archivists have
split into many different camps, and new variations such as knowledge managers have
swept by and pulled with them some archivists and records managers. All of these
different groups have different educational backgrounds, read different journals, and
attend different professional meetings. Even though all ascribe to some basic
foundational principles, such as the life cycle of records, few cross over the lines or act as
if they are part of one professional group. Nevertheless, many times these individuals
find themselves working in the same administrative units within their organizations; just
as often, however, they work apart and hold what can only be characterized as
stereotypical perspectives of the others. Thirty years ago, some were striving to derive
what any of it meant. Artel Ricks started an essay by asking, “What is records
management?” He explained that there was no easy answer “since every records
manager and archivist is likely to define it quite differently, an indication that records
management remains an emerging concept.”30 Of course, then there were just records
managers and archivists; today, there are data managers, document managers, records
managers, archivists, strategic information managers, knowledge managers, competitive
intelligence administrators, information auditors, information policy managers,
information architects, and librarians.31 All believe they are the capstone of the
information professions, and all believe they have contributions to make that are far more
useful and practical than the others.
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When I embarked upon this study did I strive to consider how all of these groups
had programs established within a range of corporate, government, and not-for-profit
organizations? No, this would have been unwieldy and would have turned an already
lengthy report into a major monograph, a task that neither I nor the ARMA International
Educational Foundation anticipated being carried out. Rather, I have focused on what
might be called fairly traditional archives and records management programs,
encompassing those that also seem to define their responsibilities to include information
management programs. A large portion of archivists and most records managers believe
they are part of the information professions, even though most all would provide basic
definitions and functions that reveal substantial differences. Sue Myburgh argues that
they are part of a “metacommunity,” sharing certain tasks and objectives, including
“identifying information needs; understanding how individuals search for and use
information identified as being useful to them; identifying and making accessible the
documents which provide such information, by describing the documents; protecting the
information, both physically and virtually, and preserving documents (and their
information) that are believed to have long-term historical or social value.”32 These are
all important components, and they are certainly included in how I have defined the tasks
and responsibilities of the kinds of programs I am examining and the factors leading to
their establishment and support. At times, I have made comments about differences of
opinions and approaches within this metacommunity of information professionals that
seem particularly relevant to why organizations support particular programs, but, in
general, I have tried to avoid too much analysis of this sort because it might lead more to
obfuscation of the main purpose of this report.

There are other means by which we can get at this definitional issue as well.
ARMA provides a one-page document, “What Is Records Management?” that is one
useful means by which to consider this matter. This document starts out by stating that
“information is at the center of everything an organization does,” and that the “systematic
control of records throughout their life cycle is the definition of records management.” It
then defines records, enumerates why records management is important, and then strives
to answer the question of “who is responsible for managing records and information?”
The issue to this latter question suggests that ARMA’s articulation of records and
information management poses more questions than it answers: “Everyone is. Each
employee has an important role to play in protecting the future of the organization by
creating, using, retrieving, and disposing of records in accordance with the organization’s
established policies and procedures.”33 While this latter statement sounds good from an
advocacy perspective, it is particularly weak as something to assessed and evaluated in
the kind of study being done here. A better way to approach the definitional barrier is to
draw on the international standard for records management (ISO 15489-1), as do the
Australians who were the original and chief architects for the standard, which focuses on
the notion that organizations keep records to enable business processes, deliver services,
provide consistency and continuity, meet legislative and regulatory requirements, protect
organizational interests and employee rights, provide evidence of business and personal
activity, and maintain corporate personal and collective memory.34
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Records and information management professionals and their programs are
complex and difficult to define, resulting from

 Numerous professional schisms

 Differing educational backgrounds

 Reading different professional literature

 Attending different professional meetings

 Diverging professional missions

This particular study has focused on traditional archives and records management
programs, with a stress on administering records and the information found in these
records. My sense is that the factors that result in the establishment of such programs are
the same, or very close to the same, as those stressing more complex information
management functions. Moreover, most information management programs have
evolved from or in reaction to the traditional archives and records management programs
mostly stressed in this report.

Factors Contributing to the Establishment of Records and Information
Management Programs

Whatever the weaknesses of the professional literature about the factors
sustaining archives, records, and information management programs, there is reasonably
strong consensus about seven factors that cause the establishment of such operations.
These are as follows:

 Organizations tend to establish records and information management
programs, especially archival units, when they reach a landmark
anniversary or other critical juncture in their development.

 Many archives, records, and information management programs are the
results of efforts of individuals or groups, mostly from within the
organization but sometimes working from the outside, who function as
champions or advocates for their creation or strengthening.

 Professional and technical standards can be used to encourage
organizations to create new or strengthen existing records and information
management programs.

 Laws, the fear of litigation, and the news about the impact of mismanaged
records and information systems on court cases all can influence
organizations to pay closer attention to the administration of their records.
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 Records and information management programs are often established
because organizations believe that they will help their employees enhance
their productivity, make the organizations more competitive, enable the
better use of information technologies, or contend with a problem such as
the growing volume of records.

 Various crises and disasters inflicting an organization, including threats
about not complying with rules, best practices, and industry standards,
often inspire or force an organization to establish a records and
information management program.

 Organizations often see access to records and information as sources for
supporting public relations and marketing.

Each of these factors has been described in detail below. These factors seem to reflect
the elements found in the ISO standard on records management, the result of a
consensus-building (if not research-driven) process.

Anniversaries. One of the major factors leading to the establishment of archival
programs within organizations is when organizations reach a critical time, such as an
anniversary, in their existence. A business archives consultant, in a matter of fact
fashion, describes it this way: “Most business firms at one time or another have an
anniversary – of their founding, or of some other important event. It is at these times that
they are apt to discover unsuspected values. Ideally the interest generated by the
anniversary will not die out on the last day of the anniversary year, but a way will be to
found to use this asset that is the company history.”35 Some records managers have
described how their programs should and can encompass both an archives and the
supporting of writing an official institutional history, since the “archives section of the
records center is the company’s memory.”36 Often, an impending anniversary stimulates
interest in an organization having a commemorative history written, and the need to
consult the institutional archives brings closer attention to the condition of these archives.
A church, approaching its sixteenth anniversary, planned to celebrate the occasion by
doing a videotape history, and the inspection of available sources led to concerns about
the lack of centralized archives, resulting in the establishment of an archives program in
1991.37 The origins of a corporate archives at Boeing, formally established in 1962,
extended back to efforts to publish an authorized history of the company in 1955 on its
fortieth anniversary.38 Likewise, the Bank of America’s archives program also grew
from efforts to have an official history written.39

Sometimes, the catalyst for pushing an organization to establish a records
program is an anniversary, impacting other interests evident within an institution for
more systematic administration of its records. One of the two critical factors in the 1978
establishment of an archives program of the Archdiocese of Boston was the “balance
between historical and administrative concerns. The motive for establishing the archives
was distinctively historical.” There was an “impending anniversary.”40 The importance
of anniversaries in generating interests leading to an archives program has been
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recognized for a long time. Forty years ago one observer, an experienced business
archivist, described the connection in this way: “If the decision to preserve important
records can be made early in the life of the organization, so much the better. However, it
may be the approach of an important anniversary that brings management to the point
where it is willing to begin an archival program. The decision to have a company history
written may be the deciding factor.”41 There are limitless testimonies to the importance
of institutional anniversaries in the establishment of archives programs, and from these
programs often emanate interest in current records administration and the management of
digital information resources. In other words, once some sort of records and information
management program is established, other aspects of what these programs can encompass
usually emerge.

Such impressionistic evidence suggests that when either an archives or records
management program is established, the other is most likely to be created because of the
lessons learned about the creation of records, anniversaries and other critical junctures in
an organization’s development play important roles among the factors leading to records
and information management programs. The Oncology Nursing Society, founded in
1975, showed efforts to preserve its history when it appointed an historian in 1980,
although the person was not a trained archivist or historian. The Society formed a
standing Archives Committee in 1988, with volunteers, to strengthen its work with the
archival records. “As ONS’s fifteenth anniversary approached, both the Archives
Committee and the Executive Director became concerned that the histories of the
organization and the discipline were vanishing, while at the same time ONS’s records
were becoming increasingly voluminous and disorganized. They sensed the general
problem with contemporary records: two much (volume), yet too little (information).” In
1990, the Society hired an archival consultant, and two years later it hired a director of a
new Department of Archives and Records.42 Over time, the greater focus that can be
placed on the potential values of an organization’s records and information sources, the
more likely that these sources will be provided the professional care and other support
necessary for managing them.

Sometimes, the interest in a particular time in an organization’s history is
motivated by external events. The celebration of the Bicentennial of the American
Revolution is an example. Despite the long history of the Catholic Church in America,
there was a very slow development of archival programs in the church. “By the mid-
1970s, however, a change in attitude occurred as Catholic prelates began to show more
concern for the archival records in their possession,” observes one archivist. The
National Conference of Catholic Bishops issued a report as part of its Committee for the
Bicentennial, concerning the needs for fostering the establishment of ecclesiastical
archives. “The timing could not have been more auspicious. With preparations
underway for America’s bicentennial, communities and institutions alike became more
cognizant of the need to locate, collect, preserve, and make available materials that could
help document their contributions to the nation’s past. In the area of Catholic archives,
support arrived from two other directions as well. Shortly after the close of the
bicentennial, the Vatican admonished American bishops to make diocesan archives more
available to scholarly researchers instead of treating them as ‘private property.
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Concomitant with this concern, scholarly interests had also broadened in the preceding
decade.”43 Organizational and, better yet, public scrutiny about the importance of records
and information sources is likely to breed more resources being provided for their care.
Sometimes, it takes just a small seed to start what can become an effective records and
information management program.

The American Revolution Bicentennial also spread interest in corporate archives.
As one corporate archivist reflected, “Companies may have realized that an emphasis on
history could bring positive public relations benefits.” The interest of these companies at
the time was also helped by the era’s positive economic growth, shifts in corporate
culture from family oriented environment to more transient workforces and arguments by
historians and archivists about the value of corporate history.44 Others have painted even
more complex portraits of the factors stimulating interest in corporate archives in that era.
For a long time, there was little interest in corporate archives, then a “rebirth of interest”
in them emerged in the early 1970s for “many reasons.” According to David Smith, “The
nostalgia craze made instant antiques or ‘collectibles’ out of the relatively recent products
of many of our companies. Universities were turning out large numbers of history
graduates who, finding jobs scarce in the field of education, helped convince some
businesses that they could be useful in an archives program. The U.S. Bicentennial
celebrations on the horizon brought renewed interest in history. Many companies were
reaching major anniversaries and needed organized collections so that their histories
could be written. And, lawsuits against companies were becoming all the more common,
making easy access to historical files necessary to company attorneys.”45 Celebrations of
anniversaries, marked by special publications and exhibitions, have tended to generate
positive public relations for existing records programs.46

The degree to which such anniversaries and other landmarks result in the
establishment of viable archives and records management programs may be
counterbalanced by general suspicions about such programs and lack of understanding
about their purposes and activities. As a business archivist reflects on such matters, “If
one of the company’s founders is vitally concerned about the matter this can be an
important asset, particularly if he himself is historically minded. But even so, it may be
difficult to convince others of the importance of preserving historical records.”47

Establishing business archives has proved to be a considerable challenge, as attitudes
about these programs are often quite negative. One analysis of such archives mused,
“Many business managers view archives as little more than gloomy spider-infested
repositories of crumbling paper and rusty artifacts. These executives are often unaware
of the meaning of archives and do not understand their potential value.”48 One prominent
archivist, nearly four decades ago, lamented the then lack of development of substantial
business history and business archives, noting that “most business history is still the
history of firms and government policy and is based on published sources. Research
based on the records of firms tends to accept the values of business community and
narrow issues to questions of internal administration.”49 Maynard Brichford surmised that
business archives are usually established for public relations value, records management,
and as a hobby or point of pride by the organization and its leadership. Business
archives, according to Brichford, are not established because of businesses not wanting to
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spend money on something with little promise of return or because of fear of having
proprietary information stolen, but they are usually established for public relations and
marketing, protecting patent rights, and for maintaining a valued old employee on the
payroll.50

Some of these challenges are due both to general misunderstanding about the
nature of archives and records programs. While business archives have been identified as
being useful for many reasons -- including economic, legal, public relations, new product
development, orienting new employees, and other activities – the task of explaining why
these programs are useful can be onerous. As one expert writes, “The principal problem
in the establishment of a business archives is justification of the archives to top
management. Corporate executives are often unaware of the meaning of the word or do
not understand the potential value of an archives. The records manager or historian who
approaches top management with the idea of creating an archives should come prepared
with definite justification and perhaps a sample policy statement for management to
study.”51 Such advice is apropos for government agencies, cultural institutions, higher
education, and virtually every other kind of organization, due to the fact that the
importance of records, both current and archival, is often not understood by
organizational managers and executives. Records professionals must often start from the
beginning in explaining the importance of records and their mission, striving to overcome
the stereotypes that predominate in society, equating paperwork with inefficient
bureaucracy and records maintenance as merely potential legal liabilities.

Again Maynard Brichford demonstrates that the challenge here is both
misconceptions about such records programs and mistaken ways that they have been
advocated about. Brichford argues that “business attitudes toward archival programs
include a reluctance to spend money on an activity with little promise of a financial
return, a desire to preserve records needed to protect patent rights and defend the firm in
tax and anti-trust litigation, and a willingness to impress the public with the story of the
firm’s accomplishments and its interest in keeping basic records and relics. . . .
Management may harbor a suspicion that outsiders are likely to find valuable trade
secrets or company ‘skeletons’ in the old files, and they often nourish a hostility toward
muckraking historians, federal agents, and Ralph Naders.” These are understandable
concerns given the purpose of businesses to turn a profit and to support the investments
of their stockholders. Brichford provides a sense of a much broader mandate for these
programs: “Business archives exist primarily to serve the needs of management, not
historians. Records management is the most important reason that companies have used
to begin archival programs. The others are tax advantages, public relations values, and
the owner’s or manager’s personal interest in history. Historians often fail to understand
that governmental archives are primarily concerned with the needs of government rather
than the convenience of historical researchers. This is also true of business archives. I
believe that the interests of the historical researchers are best served where the archives
are established to meet corporate administrative needs.”52 As other organizations, such as
museums and universities, adopt the corporate model, records professionals might expect
that they need to at least address such issues. However, there are many in the records and
information management community who have long advocated that the primary reasons
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for managing and preserving (at least a portion) records stem primarily from the needs of
the records creators, even when acknowledging that historians, other scholars,
genealogists, and a host of researchers have important needs for access to the records.53

Anniversaries, or other critical times in an organization’s history and
development, tend to foster new interests in records and information management
programs by

 Stimulating reasons for marking a particular occasion in ways that focus on
records and information

 Drawing attention to possible new uses of records and information

 Sponsoring the preparation of corporate histories and special reports

 Developing means for understanding basic, practical values of records and
other information sources

 Bringing together the disparate interests of historians, scholars, and other
researchers with the interests of organizational administrators

Champions. Probably the most obvious reason for why organizations create
records and information management programs, or any program, is the existence of a
champion within the organization who promotes such programs. Historically, this reason
for spurring on the establishment of records programs extends far back to the traditional
origins of many special collections and archives being the result of a single scholar or
collector.54 Moreover, sometimes the champions come in the form of professional and
citizenry groups lobbying for creation or strengthening of a records program. We can see
this in the development of the Ohio state archives. From 1803 (statehood) to 1904 when
a historian surveyed state records, there was only neglect in terms of the care of these
archives. When a survey of the archives was published in 1906, historians began to
pressure for improvements in the care of these records. Ohio’s private historical Society
also lobbied on and off until 1927, when legislation was introduced and transfers of state
records began to be made to the historical society. In 1957 the Ohio Historical Society
hired a state archivist and in 1959 state law officially named the Ohio Historical Society
the state archives.55 However, it is also the case that since the establishment of this state
archives, that it has had a very checkered history of success and support, at least partly
because of the sustaining of any kind of leadership within it or support for it on the
outside.

Such examples abound. We can see similar trends in the success of North
Carolina’s local government records program, although in this instance there was a more
deliberate and progressive focus on building partnerships that generated strong and
sustained advocacy. “If there is a lesson that every state can learn from North Carolina,”
North Carolina’s former State Archivist H. G. Jones argues, “it is that the unconscionable
condition of local government records can be improved if the state assumes its own
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responsibility by providing a substantive program that enlists local officials as partners
with archivists and records managers. Time and labor spent on studies, surveys, and
grant applications may be spent more profitably on missionary work among one’s own
legislators and community officials. Archival salvation will be found at home, not in
Washington, D.C.”56 Jones’s criticism was being aimed at the archives community, since
he believed that it spent far too much effort touting local successes at national
conferences that were tentative accomplishments at best.

The nature of such salvation can be seen in the origins of the University of
Pittsburgh’s Archives of Industrial Society. As its first archivist recounted, “Pittsburgh
and its metropolitan satellites represented an urban industrial society which offered a
stimulating challenge for testing new historical hypotheses or investigating the relevancy
and applicability of conclusions reached in other studies in different geographical loci. It
soon became apparent that there was a paucity of diverse historical records readily
available to enable extensive and intensive study.”57 The Archives of Industrial Society
was established to deal with the lack of records for historical and other research: “The
Department of History at the University established the Archives in 1963 in an attempt to
locate, gather, preserve, and make known and available records which had not appeared
important in the past but which had become invaluable.”58 My own observations of this
program in my nearly two decades of working on the faculty of this university also
suggest that a champion is necessary for its success. During my time, I have seen two
interim university library directors and two permanent holders of this position, and with
each the varying level of interest and support has resulted in both troubles and successes
for this program. When I arrived in the late 1980s, the program was dormant,
understaffed, and run by a demoralized group; today, it is quite active, with a large and
knowledgeable staff – the latter principally due to the interests of the present incumbent
in the university library system directorship.

Pressure from the outside often materializes into action in the creation of new
records archives, records, and information management programs. This has been
especially the case in the government sector, where citizens often demand access to
public records in order to hold officials accountable, be able to use records for
genealogical and other research purposes, and where archival agencies are often seen to
play public memory and other culturally significant roles. Describing the passage of a
Maryland law on forms management, that state’s then new forms managers states that the
impetus for a series of efforts to pass this law from 1975 to 1978 came from legislators
“acting upon complaints emanating from private citizens and businesses about the
burdens that State reporting requirements have imposed upon them . . . .” Previous
efforts before 1978 failed because of new administrative burdens, perceived
“infringement” of various agencies’ “managerial prerogatives, and requirements for large
staff.” Meetings were held to produce a “more workable bill.” The bill gave
responsibility to the existing Records Management Division to “coordinate the program
and establish guidelines for use by all departments and agencies. Each department and
independent state agency is permitted much latitude and independence in managing its
forms,” with a series of requirements for department and agency to have plans and
appoint a forms management officer.59
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Sometimes such efforts are confounded by misinformation and misassumptions. The
many efforts, dating back to the early nineteenth century, to create a state archives in
Maine, finally being successful in 1965, were weakened by the idea that the records were
being administered adequately. As one chronicler of the movement suggests, the “fact
that Maine has a quasi-official establishment in the office of the Secretary of State, which
provides reasonably adequate storage for the more important State papers, has
undoubtedly led many to believe that all State records were well cared for. This belief,
combined with continuing indifference on the part of the public and the legislature
concerning the overall condition of State records, seems to account adequately for the
lack of concern for their care and preservation and the delay in recognizing the need for
an efficient archival program.”60 This kind of scenario is a perfect illustration why an
individual champion is often necessary, someone who can see through political and other
rhetoric to discern the real needs and problems associated with the administration of
records and information sources. In New York State government, for example, the
energetic and creative leadership of its state archivist transformed its records program
into a national leader.61

More often than not the champion or champions arise from within the ranks of an
organization. One of two critical factors in the 1978 establishment of an archives
program in the Archdiocese of Boston was due to the efforts of such champions. “At the
outset, the archives faced the usual range of administrative interest: there was some
skepticism, little outright hostility, and plenty of indifference.” Two leaders emerged, one
being the Bishop: “He was a genealogist and local history enthusiast, but more
importantly a man who instinctively asked historical questions of current-day
management problems.”62 A similar situation can be seen in the 1980 origins of the Yale
University’s “first systematic archives/records management program.” This program
developed because of the earlier appointment in 1968 of a professional archivist to head
Yale’s then new Department of Manuscripts and Archives. This person and his successor
led the efforts to establish a far more comprehensive records program. Lawrence Dowler
joined Yale in 1975, and he was “convinced that the quantities of records moldering in
university attics and basements had immense research value” and that the university also
needed to cope better with its paperwork. He began a “systematic campaign” to establish
the program. The first critical factor in the successful establishment of the program was
“outstanding managerial and professional leadership provided” by Herman Kahn and
Lawrence Dowler. “Both Kahn and Dowler stressed professionalism and the importance
of archival training and standards. Dowler’s managerial style was well matched to the
context; he delegated responsibility readily, encourage staff to take initiative, and treated
subordinates collegially. The result was a highly motivated, professionally committed
staff that functioned as a well-balanced team.”63 Many records professionals can point to
individuals who have functioned in this way, and probably most records programs are the
result of their activities.

How champions operate and where they get their inspiration as well as their will
to become advocates has not been systematically studied, but there is a plentitude of
anecdotal evidence chronicling their activities. The origins of one corporate archives
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emanated from a visit to another company possessing such a program. A librarian from
“one of the large pharmaceutical companies” visited the established Lilly Archives,
leaving with enthusiasm for starting an archives in her own company. While the program
was never developed because of other pressing responsibilities, the seeds were planted:
“Later the director of institutional advertising became concerned about the company
archives and since his retirement from his administrative position he has been named
company historian and is now turning his attention to historical records.”64 Sometimes
the most serendipitous of events leads to the establishment of a program. The description
of the evolution of one corporate records management included this commentary on the
catalyst for the program’s origins: “One day the company president asked for everything
we had in file on a certain subject. Dutifully, we produced a file about one-half inch
thick, whereupon a thunderous roar arose announcing that we should have reams of
records on the given subject. A thorough search in various departments did, in fact,
produce a small mountain of records. This little incident became the impetus which
launched our company records management program.”65 It is probably an event that was
ingrained in the program’s memory, and one that prompted it to strive to provide similar
service every time the organization requested information that could be supplied from its
holdings.

Sometimes, the champion is a group of people or a committee, as this assessment
of how a university records management program came about suggests: “Records
management at the University of Alberta came about as a result of the activities of an
historically oriented Archives Committee. . . .” A rare books and archives section had
been established in 1963, and a full-time archivist appointed in 1968. An archives policy
was formulated in 1969, the “first concrete step in the establishment of a records
management program at the university.” The policy included a section on records
management. All of this occurred because of an advisory committee, with a broad vision,
working with the institutional archives operation and that committee morphing into
champions advocating for serious change and new commitment by the university.66

Again, this kind of success is dependent on how an organization normally functions, but
so many continue to work through committees, standing and ad hoc, that this is a fairly
normal success story in the establishing of records and information programs or in their
gaining their continued support from parent organizations. Whether this is a possibility or
not rests on what one discerns about how the organization makes decisions and functions
on a daily basis.

Advocates for establishing or further developing archives, records, and
information management programs sometimes emerge from efforts to contend with and
resolve particular problems. Archivists and other records professionals like to fix things.
In late 1985 some members of the University of Delaware professional staff began a
study of issues related to electronic recordkeeping on decentralized computers. An ad
hoc task force consisting of two members of the Archives & Records Management
department and one staff member of the Management Information Services started the
effort. In February 1986 they sent out a survey on the topic to see how other
organizations were dealing with the issue. In mid-1986 they reported their findings to the
Provost. Following the recommendation of the report, the Provost appointed on February
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24, 1987 the Information Resource Management Committee with broader representation
of the units of the university. The new committee sent out a survey to every unit within
the university, leading to a policy on electronic recordkeeping, approved August 9,
1988.67 We can find many examples of such stories, although they are often shared
informally at conferences and via listserv discussions rather than as part of formal case
studies; systematizing our understanding of how such successes are achieved through
case studies would help records and information management professionals to develop
basic principles and models for replicating such successes.

Champions, at least those who have some prospects for being successful, must
have interpersonal skills as well as a cogent message to market. A business archivist
provides a sense of such issues, stating, “There are many basic arguments an archivist
must utilize if he is going to persuade top management of the need for such a program.
While the exact nature of the program includes legal, public relations, production,
educational, and historical arguments, much also depends on the archivist. He must be a
salesman, able to communicate his program effectively to a group of businessmen who
are essentially opposed to it. Advocates must justify the costs and the risks. To be
successful, a business archivist must formulate historical problems and develop historical
products and series that bear on the current concerns of business management.”68

Likewise, records managers have the opportunity to bring their experience and expertise
to bear on solving critical organizational records and information challenges. One
consultant describes three cases where a records manager takes leadership in creating
new, practical solutions for electronic records management, by observing a problem,
inquiring about employees needs, and cobbling something together. “Records managers
have assets that do not require large staffs and generous budgets to build,” the consultant
contends. “Credibility is one of the most valuable, and it should never be squandered.
Records managers establish credibility by being current on the principles, practices, laws,
and regulations relating to ERM.” They also “sell” the benefits, define the problems, and
communicate the values.69

Such successes do not always, or even frequently, occur in organizations.
Reporting on the 2003 ARMA International/AIIM International/Cohasset Associates
“Electronic Records Management Survey,” Cynthia Launchbaugh summarizes details
about how most organizations have not set in place electronic records management
programs, putting the organizations at risk. She writes, the “results suggest that records
management professionals have not adequately communicated the fundamentals of
including electronic records in their organization’s records management program. Nor
have they effectively educated their employers and colleagues about the significance of
electronic records and the special challenges associated with their management.” She
argues records managers “should view this as an opportunity.”70 But such opportunities
can create confusion and other problems.

What if records professionals don’t have models or success stories that they can
easily point to in building their cases? David Stephens, in one of his international
commentaries, in this instance looking at Africa, wisely argues that the “role of the
national archives is of crucial importance in ‘sponsoring’ records management within the
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country, and serving as a model for its development at lower levels of government
throughout the country.”71 Or, what if records professionals are unable to convey a
message that can be understood? A corporate records manager indicates that
organizational administration often does not understand and is not interested in records
management because the administrators do not understand it. They are also preoccupied
with other more important issues.72 In describing the archives and records management
situation in Ghana, we can discern how such a lack of understanding about these
programs occur: “Primarily there was a lack of interest on the part of the political class.
The fundamental reasons for this indifference was the typical lack of understanding of the
authorities of the contribution that a properly functional archives and records service can
make to nation building, in providing the mechanism for governmental efficiency,
accountability, human rights, or in supporting national economic, social and intellectual
development through the preservation of the documentation of the past so necessary to
carrying out the government’s mission.”73 Bruce Dearstyne aptly sums up the challenge
in this fashion: “Records management has in the past been known as a valuable but not
essential administrative support service. In the future, it needs to be accepted more as a
central operating requirement. Records managers need to demonstrate to administrators,
legal counsel, auditors, and others the importance of sound records management to the
successful operation of the enterprise.”74 While Dearstyne is issuing a particular call for
action, it is call that could be substantially assisted by the availability of well-documented
case studies that either provide insights into successes or enable records and information
management professionals to learn from mistakes.

Many internal critics in the records professions point to the inadequacy of the
messages often conveyed by archivists, records managers, and others about their
professional and organizational missions. One records manager argued that records
professionals tend to provide the wrong message and, as a result, they lose influence in
their organizations. Records professionals don’t respond to problems, but, instead, they
offer grandiose long-term benefits and schemes, certainly a discernible problem when
searching for realistic case studies for this present project.75 Others have taken a much
broader view, contending that organizations and their managers are really interested in
information not records.76 Indeed, many have focused on the latter problem. Jim
Coulson argues that many records management programs are “underfunded, limited in
scope, and poorly positioned within their parent organizations.” He gives as the reason
the fact that their records management RM programs focus on inactive records, seem to
be interested only in paper records, and lack a “well-defined, consistent set of
professional skills and experience.” Administrators often don’t think of records, he
argues, because records are managed well below them. Coulson argues that records
managers must think like administrators and not janitors.77

Champions, in the form of individuals and groups, often create new interests in
organizations for establishing records and information management programs by

 Lobbying for the improvement of care and effective administration of
records and information
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 Identifying particular reasons, such as accountability, genealogical
research, and historical and other research, for why such records and
information management programs should be cared for

 Raising above individual or group needs, concerns, and interests to make a
compelling reason for the establishment of these programs

 Encouraging individuals with particular skills and vision to become
advocates for the improved administration of records and information,
often against commonly held stereotypes of records and information
management

 Building on memorable events, such as visits to established records and
information management programs or particular failures to retrieve
effectively evidence and information, to grow interest and support within
the organization to build such programs.

Standards. Archivists, records managers, and other information professionals
have devoted considerable attention to the role of professional, technical, and other forms
of standards in supporting and improving their work. Much of their activity has been in
responding to particular standards, but records and information professionals have also
put considerable energy into creating standards that will assist organizations in
establishing and supporting records and information management programs. Archivists,
for example, have worked on various descriptive standards over the past three decades to
formalize the production and use of finding aids to their holdings. Records managers, in
the past decade, have created an international standard defining and enumerating the
functions of their programs. In considering the array of existing standards, one records
manager notes, “As with any good investigation or analysis, these standards help resolve
the who, what, when, where, and why of RIM protection.”78 This statement captures the
sentiment about standards shared by many records professionals, that standards are the
backbone of what they do and that they are critical to helping others to understand
records and information management work.

One of the chief sets of standards records managers have been concerned with has
been that of the ISO 9000 standards on quality assurance.79 David Stephens provides an
excellent assessment of these standards when he asserts that “Multinational companies
which sell products or services to the European Community need to establish
recordkeeping systems and procedures that comply with the International Standards
Organization’s 9000 Series of standards, which addresses quality assurance (QA) issues.”
One of these standards, ISO 9004, states that, ‘The quality management system should
establish and require the maintenance of a means for identification, collection, indexing,
filing, storage, maintenance, retrieval and disposition of pertinent quality documentation
and records . . . Quality records should be retained for a specified period in such a manner
as to be retrievable for analysis in order to identify quality trends. . . . While in storage,
quality records should be protected from damage, loss, and deterioration due to
environmental conditions.’”80 Records and other information professionals strive to use
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such standards not only to measure the effectiveness of their own programs, but they use
these standards to advocate for additional support or the creation of new aspects of their
operations. Most organizations, especially governments and corporations, will be
sensitive to standards that guide, affect, or make possible their business and other
dealings. Records and information management professionals need to be aware of those
standards with implications for the creation and maintenance of particular kinds of
records and information systems.

Records and information management professionals not only monitor standards
but they create and sustain them, sometimes for the purposes of influencing organizations
in comprehending and supporting the importance of their mission, work, and programs.
One of the main standards achievements of the records management field was the
development of the Australian national standard (Australian Standard AS 4390 Records
Management), “a national standard, comprehensively describing ‘best practice’ in records
management, issued by the nation’s standards setting organization, [and with] the
potential to elevate records management as a professional business practice in a way that
nothing else can, not even legislation.”81 As advocates for this standard argued at the
moment of its creation, such a standard provides “a benchmark, a model, against which to
evaluate the status and effectiveness of their records management program.” The standard
is a tool a records manager can use to obtain stronger support. “But perhaps the greatest
significance of a national standards lies in its potential impact on those thousands of
organizations, in both the public and private sectors, which have no formal records
management program at all. While not mandatory, a national standard for records
management will provide a strong incentive for an organization’s management to take a
serious look at records management and its benefits in improving the quality of
information and recordkeeping throughout the enterprise. When used in this way, a
national standard will provide a legitimacy for records management that is, in some ways,
even better than laws mandating the implementation of these programs.”82 The hope for
this standard was, at least in part, to motivate organizations of all types to establish
records programs. Clearly, more research about its practical impact, especially in the
creation and maintenance of programs, would be very useful.

The Australian standard ultimately became an international standard, ISO 15489-
1: Information and Documentation – Records Management. The development of the
international standard generated considerable optimism for the positive role such
standards can play in establishing and strengthening established records management
programs. Standards can be useful in assisting companies that have merged consider how
to establish their document and records management program. ISO 15489 has been
declared to be particularly useful in this. The standard was used in one merger as a
“global best practice to use as a model and tool” for considering records management
implications of a merger.83 As one consultant reflects, “Using ISO 15489 as a framework,
the merger transition team’s checklist was useful for evaluating and determining the
strengths and weaknesses of each company’s program. While one company had already
implemented an enterprise functional retention schedule, the other company and a
departmental retention schedule process and system. ISO 15489 clearly provided the
global model to follow. Using the standard to develop an objective checklist helped to
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reduce change resistance and to minimize the politics inherent in merger planning.”84

Another observer of the utility of this standard suggests that ISO 15489 changes
management’s orientation to records from costs and other concerns to improving quality
of service and reducing risks. “Applying the principles of ISO 15489 can help
organizations avoid expensive litigation or counter litigation. Moreover, the standard can
offer protection against reputation damage by providing accurate evidence of
activities.”85 Likewise, the United Kingdom, as part of a series of sweeping legislative
and administrative changes, issued from the Lord Chancellor’s Office a Code of Practice
on the Management of Records, consistent with the new ISO standard on records
management and designed to help government leaders and policymakers understand the
basic components of such programs. An early assessment of the code indicates that it is
“proving to be a valuable tool for persuading organizations to take records management
seriously by providing a quasi-statutory standard of good records management
practice.”86

There have been few serious efforts to prepare specific, detailed case studies
about the impact of these standards on the creation or strengthening of records
management programs. The reasons may be the general weaknesses described earlier
about such research, or it may simply be the fact that the more important standards are
relatively recent in origin. Most records professionals would agree that a lack of
standards harm the creation and nurturing of records management and other records and
information programs. Considering the need to preserve and manage Web-based records,
John Phillips comments on some recent ideas suggesting that organizations experiment
and try different approaches. Phillips writes, “The moving target of managing
information properly in technology-driven environments often precludes waiting for
industry standards or best practices to be firmly established. Increasingly, professional
records and information managers will need to take the initiative to advise their
management of recordkeeping solutions, even when elements of those solutions will need
to be developed internally.” With this assessment, we have the other challenge of
working in a field that seems to be always evolving and quickly.87

Professional and technical standards often promote the establishment of records
and information management programs by

 Enunciating the nature and importance of such programs

 Providing clear and useful tools that can be used to advocate for such
programs

 Providing benchmarks or models to measure the success and performance of
records and information management programs

 Helping organizations understand records and information management
programs by providing clear, unambiguous descriptions
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Legal. Records professionals, especially records managers, have given serious
attention to the legal requirements of organizations for administering records and
information systems. Legal requirements are seen as being precise for identifying what
the organization must do in regards to administering records, such as establishing specific
retention periods, but there are also a lot of legal considerations that are not as specific,
where risk management is more of a need.88 Or, to state matters much more bluntly, if
records are destroyed too soon, without adequate records retention schedules, there will
be serious, negative consequences for the organization engaged in such activities.89

Some records and information management professionals have critiqued the concept of
evidence used in their community because they have seen it as too confined to legal
definitions and case law.90

Some of the emphasis on the legalistic aspects of evidence may have to do with
seeking to motivate organizations to administer properly their records and information
management systems. In fact, there are numerous essays in the records management
literature that are more generally scare tactics, offering no advice or commentary about
how litigation may lead to new or better records management programs. Citing a number
of legal cases, one records manager concludes that writing on documents creates new
documents, that notes taken during meetings may be harmful, that organizations must
have records retention schedules in place, that if items are disposed of via retention
schedules, courts will not hold any organization liable, and that poor records management
will hurt the organization.91 Again, what are needed are more specific case studies of the
actual impact of legal cases on how and why organizations manage their records. One
records management textbook describes a company paying a million dollars in lawsuits
“resulting from non-compliance with several federal statutes. Immediately after the suits
were settled, Sampson’s Board of Directors demanded that a total program of records
management be implemented.” It would be good to have more details of cases such as
this.92

In quieter days, the advice about the legal implications of records work seemed
reasonably straightforward and calm. As one corporate archivist wrote nearly four
decades ago, “Important legal advantages can be derived from the possession of old
company records.” This individual describes the case of the Lilly capsule trademark, first
manufactured by Lilly in 1898 and refined over the years. “In 1960 an application was
made for trademark registration. Archives personnel were asked to gather material to
accompany the application which would prove that Lilly gelatin capsules have been and
are sold in bulk form and that there was a need to distinguish between the Lilly filled
capsule and those of other manufacturers. Much of the documentation that accompanied
the trademark application came from the archives files.” The trademark for the capsule
was registered on June 5, 1962.93 Such straightforward concerns about the importance of
archives and records management purposes shifted a decade later as new and more
pervasive federal legislation about matters like privacy began to have an impact. Writing
about the 1974 amendments to FOIA and the 1974 Privacy Act, one federal records
manager notes that these acts “powerfully influence their professional lifestyle, for they
place burdens on them which affect just about every phase of records management.”94

This observer then argues that records managers should seek to take responsibility for
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FOIA/Privacy Act programs in their agencies, making sure that records creation is done
according to the laws and that the agencies are more efficient in retrieving records.

The times have changed. A decade ago, one consultant wrote, “No records
manager in this day and age can afford to be caught off guard. For a company with even
a low litigatory profile, the need for a basic records program is essential.”95 Fear of, or
mechanisms for coping with, litigation seems to have become a major catalyst for the
establishment of records management programs. Ira Penn argues, for example, that the
litigious era of the 1980s brought or forced records management out of the basement and
into the boardroom because of legal decisions determining that records management
programs were poor and fining agencies and organizations were one result of this.96 The
problem may be that such hopes have been expressed before, and the resulting impact has
not been well-documented or long-lasting. Writing in the wake of Watergate
investigations thirty years ago, one observer notes: “No longer can any records manager
or archivist operate within the quiet backwaters of his or her organization’s operations.
The bright spotlight of publicity involving the records problems affecting the rights of
citizens has brought the records managers to the forefront in their agencies in plain view
of top managers. Similarly, the many headlines also have focused on the work of Federal
archivists, particularly in dealing with Presidential papers. For the time being, at least,
the occupational obscurity of the records profession appears to be a thing of the past.”97

This is a statement that could have been written yesterday, with the same hopes
(unfulfilled) and promises (not yet met) expressed.

There have been, nevertheless, shifts over the years in how organizations
consider, in the wake of various social, economic, political, and legal crises, their records
programs. Long before, in the 1980s, the unfortunate events of Enron/Arthur Andersen,
businesses were speeding up the destruction of records in order to avoid litigation, protect
corporate secrets, reduce storage of records, and to try to do this as part of a regular
program seen as a regular part of the business routine.98 Moreover, within a decade
essays began to appear in business magazines with dire predications of the implications
of the increasing uses of new technologies, such as email and personal computers, and the
possibilities of companies being sued and losing court cases because of incriminating
records being discovered. These essays generally offered advice for the creation of
electronic document retention programs and the enhancement of existing, mostly paper-
oriented, records operations.99 By the early twenty-first century, the old mantra of
destroying as many records as fast as possible right up to the point of litigation and the
first subpoena had dissolved, as the growing number of court cases now suggested that
companies must administer and shred records carefully.100

Concerns about the potential liability of companies in the administration of their
records has led to the establishment or strengthening of records and information
management programs. Various federal legislative acts such as The Privacy Act of 1974,
The Paperwork Reduction Act of 1994, the Economic Espionage Act of 1996, and Health
Insurance Portability and Accountability Act all have worked as catalysts for new and
improved records and information management operations. The Economic Espionage
Act, making it a federal offense to violate trade information protections, “heralds a
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landmark of protection for corporate America whereby the federal government itself will
protect trade information and severely punish the culprits. The only impediment is that
the organization victimized by the trade information violation must be able to prove that
it took all reasonable measures to identify and protect that information.”101 So
organizations are advised to establish records programs and to destroy more carefully and
deliberately unnecessary and obsolete records. Indeed, this may be good advice because
the more recent government regulations have “teeth.” For example, “Five Wall Street
firms were fined $1.65 million each for not properly saving and retaining their email in
2002. Regulatory compliance failure can result in censure or fines, litigation, reduced
market capitalization, federal and/or state suspension from normal business activities and
criminal penalties. As a result, enterprise records management (ERM) – the systematic
control of records throughout their lifecycle from creation/receipt to use/circulation to
maintenance to disposition – has become a high executive-level priority.” The risks of
improper records management – censure or fines, litigation and high legal discovery
costs, reduced market capitalization, regulatory suspension of normal business activities,
and criminal penalties – are all good reasons for the establishment of records programs.
102

Of course, every records professional is now aware of the importance of the
Sarbanes-Oxley Act, enacted in the aftermath of the colossal failures of Enron and the
unethical activities of Arthur Andersen, events that should have shaken the foundations
of what records managers do since they attacked the very root of assumptions about
critical professional practices. According to one observer, “The Sarbanes-Oxley Act of
2002 represents the most meaningful and consequential corporate accountability
legislation passed by the federal government since the 1930s.” This individual continues,
“How the federal government will enforce the provisions of the Act remains to be seen,
but Sarbanes-Oxley already has opened a lot of executive’s eyes to the critical
importance of records and information management in corporate America.”103 Among
other things, the Act creates the Public Company Accounting Oversight Board to
establish or adopt “auditing, quality control, ethics, independence, or other standards for
preparing audit reports”; inspecting public accounting firms; doing investigations and
imposing sanctions on public accounting firms; and enforcing compliance with the Act,
Board rules, professional standards, and securities laws.104 The Act requires companies
to manage electronic records, including email: “The new rules demand that records
managers familiarize themselves with information technology concepts in order to
implement and maintain the records and information management policies that Sarbanes-
Oxley necessitates.”105 At the crux of this new legislative mandate is an impetus for
companies to establish strong, effective records and information management programs:
“It is important to understand that if a record cannot be found or retrieved, the legal onus
is on the organization to prove its innocence. Whether a record was ‘lost’ intentionally or
as a result of sloppy records management is of no concern to government investigators.
Thus, organizations large and small should consider this legislation a wake-up call to
clean up, reorganize, or revise their records management procedures. To not do so is to
risk their company’s well-being.”106 If records and information management
professionals can demonstrate how they can reduce their organizations’ risks, they will
have a much better chance of generating continuing support for their programs.
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The increasing uses of electronic information systems have also caused many
organizations to reconsider the potential porous nature of using these systems for records
creation and maintenance. A recent assessment of such matters indicates that “high-
profile court cases have outlined the consequences of not managing information properly
through secure, tamperproof retention to timely destruction. Those cases have in parallel
raised the profile of technologies like ERM, but their main effect has simply been to
convince organizations of the need to retain their information in an orderly manner, fast.”
Given the new regulations related to these systems, organizations must consider both
long-term storage and orderly destruction of records, with an increased need to focus on
records retrieval on demand in an as efficient and effective a way as is possible. “For
example,” these authors contend, “if you can quickly find a record of last year’s customer
contracts, verify the discounts you gave and use them as a baseline for this year’s
contract, you’re saving time and money, as well as looking good in the eyes of the
customer.”107 Here, of course, we have it all – from being compliant and efficient to
generating positive public relations, all given by others as being important factors in the
reasons organizations establish records programs.

New technological approaches to managing information are useful to
organizations, but there must be safeguards concerning the nature and reliability of the
records and information, and these safeguards also fall over into reasons that are critical
to the establishing of records and information management programs. “For electronic
information to be stored and processed in a manner that assures the data are just as
reliable, authentic, and secure as the information processed in paper based systems, both
new information policies and new technology solutions must be developed and
implemented,” writes one consultant. “In order to properly address business concerns
about potential litigation, business audits, and government regulations or compliance
issues, it is especially important that these new technology driven business solutions be
integrated with existing policies and procedures to prevent dual sets of operating
requirements. It is also very important to assure that new computer systems implement
embedded records management controls to enhance the ability of both users and records
managers in making decisions about retaining or disposing of electronic records.”108

Obviously, a records management program is needed to ensure that any of this happens.

The changing nature of both recordkeeping technologies and laws governing or
influencing how records and information systems are managed has caused many records
professionals to rethink their role and activities in organizations. Donald Skupsky argues
that legal counsel don’t have the time to be on top of every legal requirement for keeping
records, so records managers can assist by applying legal issues to retention matters,
even though legal counsel must review the work done. “When upper management. . . is
concerned about legal issues, costs are generally not a major factor. For example, when
the organization is confronted with important litigation or a tax audit, all necessary
resources – staff, facilities, equipment and supplies – are provided to bring about a
favorable resolution. Records management, too, will often be provided additional
resources when it is clearly demonstrated that it makes a significant contribution to
protect the organization related to legal actions and legal compliance.”109 In other words,
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the need for organizations to observe legal guidelines and requirements should be a major
factor why records and information management programs are established and supported.

Legal requirements and litigation cases (or their possibility) have promoted the
establishment of records and information management programs by

 Focusing on the potential damage done to organizations when they keep
records too long or destroy them too quickly

 Drawing attention to the potential role of record and information management
programs for assisting organizations in protecting their proprietary
information or for dealing with intellectual property cases

 Highlighting important government laws with implications for records and
information management

 Enabling organizations to understand the problems generated by digital
records and networked environments

 Providing an interpretative framework for comprehending the corporate and
government scandals and controversies with records and information
management implications

Administration. Archives, records, and information management programs are
established when organizational leaders and managers recognize how having such
programs can support, in practical ways, the efficient and effective running of their
organizations. This seems so obvious that it might not be deemed mentioning, except
that it enables us to understand how such programs and the various professionals that
staff them must be integrated into the heart of any institution’s culture and mission if they
are to have any chance to prosper. This relates to the classic formula of records values,
long ascribed to by archivists and records managers, encompassing administrative, legal,
fiscal, and research uses of documents, often used in conjunction with the concept of the
records life cycle or continuum. Records and information professionals, as well as others
considering such functions within modern organizations, have written extensively about
such matters, but not always in a specific or convincing manner. Some, at least, have
written about such matters with self-effacing humor. In an essay describing the
successful installation of a microfilm retrieval system, the article begins – “In many
organizations records management is a minor nuisance that’s spread across the
company.”110 This seemed like a good working title for this report, since in nearly every
reason ever given for how a records and information management program came to exist,
one senses that there was some nuisance involved.

Successes where records and other documents are drawn upon can result in
generating increased support for establishing archives, records, and information
management programs. As one corporate archivist explained decades ago, institutional
archives can provide answers about company employees, relating “Earlier this year



F
U
N
D
E
D
 B
Y
 A
R
M
A
 E
D
 F
O
U
N
D
A
T
IO

N

32

[1969] the archives was asked to assist in locating survivors of deceased Lilly employees.
On January 1 when new benefits for survivors were added to the company’s survivor
benefits program, they were made retroactive for eligible survivors of every qualified
active or retired employee who had died at any time since the company began its
retirement program. With information provided by the archives and from other sources,
more than 300 eligible survivors have been located and are now receiving monthly
benefits from the company.”111 The obvious, abundant public relations benefits derived
from such activities can go a long way in building support for records operations. And,
of course, records professionals understand that administering records and information is
a need for any organization, no matter what its size, age, or business. Donald Skupsky
matter-of-factly notes that organizations maintain records so that employees can perform
their duties and meet legal requirements, but these are two very separate activities and
these values should be considered independently when developing records schedules.
Historical and research needs also emerge, but they too are very different than legal
concerns. While Skupsky cautions that user interests can result in keeping records too
long, whereas the organization’s needs must be overriding ones in order to keep costs
down, management more practical, and litigation problems under control, his connecting
of normal business to all records and information work is a message records and
information professionals must learn to convey.112

This relationship between records and information and normal business functions
is why we find so many records professionals trying to sidle their programs up against
key activities and projects in their organizations. Coulson, for example, connects records
work with strategic planning, arguing that records managers must think like executives
not janitors: “Records managers are often wrapped up in the detail orientation required
by such activities as developing effective filing systems or retention schedules. This
sometimes makes them too focused on specific problems to see the total organizational
impact of innovations. Senior management, however, is oriented in this type of overall
thinking and planning, called strategic planning.”113 Dearstyne, in his advocacy for
strategic information management, argues that a “lack of systematic, reliable information
flow causes business failure and decline.” This can result from many reasons, such as
employee inability to be able to “evaluate information for its strategic importance” or
because “executives suppress negative information or information that might reflect
negatively on their decisions or performance,” leading everyone to be “reluctant to share
negative information.”114 Presumably, one would think that any organization would
grasp this obvious connection and support records and information management
programs.

Others commenting on the role of established records and information
management programs have shown how these programs need to react to changing
organizational trends and needs, blurring the administrative rationales with that of the
championing and marketing attributes. Michael Pemberton and Raymond McBeth wrote
a decade ago that there were “significant trends” influencing what records and
information management professionals should be doing. They identified the trends as
including “mergers, acquisitions, business process re-engineering, downsizing,
outsourcing, broad-banding of salaries, and related phenomena.” They added to these the



F
U
N
D
E
D
 B
Y
 A
R
M
A
 E
D
 F
O
U
N
D
A
T
IO

N

33

“widespread availability and use of powerful information processing technologies in the
form of personal computers (Pcs), software, networks, and related developments which
are changing the nature of work in unprecedented ways.”115 Pemberton and McBeth
argue, in the light of such changes, for records managers to “aggressively seek out and
analyze the records and information management needs and practices throughout their
organization and [to] make specific recommendations for change at the unit level as well
as organization wide.” For the records and information management professionals to be
successful, they “must forge beyond the familiar – but limiting – records management
processes and techniques. They must also become aware of the rapid acceptance of such
technologies as telefacsimile, electronic mail, electronic data interchange (EDI), and
imaging systems, which are changing the forms and flows of information in their
organizational environment.”116 These observers stress that records professionals could
use their basic knowledge to deal effectively with such transformations and threats by
opening their own business for companies to outsource to, becoming an independent
contractor, taking on a vendor role, or joining with an established outsourcing company –
all suggesting stronger entrepreneurial and marketing roles. Of course, they have written
a general blueprint for change, providing no case studies of actual success stories that
would support how individuals can transform their organizations’ outlook about records
and information systems or their own careers and professional aspirations.

In reality, much like when organizations reach a particular benchmark like an
anniversary, institutions turn their attention to the necessity of professional,
comprehensive records and information management programs when they reach a certain
critical point in their development. A company that has “experienced rapid growth in
services provided and in the number of personnel employed in the past two years,” has
reached the point when it determines it must undertake the hiring of a records manager to
help the organization “out of their paperwork jungle.”117 The same authors describe a
company, founded three years earlier, storing all of its records within its departments,
records that were active, inactive, and archival. They note that little attention was given
to the records as the company grew rapidly because of other priorities, but that filing
cabinets had become crowded and there was no available space for additional storage.
The end result was the company considering implementing a records management
program.118 One article describes the establishment in 1967 of the Port of Portland’s
records management program, noting that “because the Port of Portland is a quasi-
governmental agency, it must carefully document activities and authority to conduct its
business.”119 The authority underwent rapid growth and the management of its records
and information became a serious problem. The commentary about this case continues,
“Access to information had become tedious and frustrating. Valuable time was lost
searching for information because correspondence was not properly collected and
retained in the central file. There was no program for the disposition of outdated records
or the preservation of vital records.”120 The authority finally, then, established a records
management program.

At times, fairly routine interests in improving some aspect of the administration of
an organization is transformed into concerns about records and information management.
One observer equates records management surveys with the start of records management
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programs: “Most Records Management Surveys are initiated by an operating component
that is experiencing some difficulty with its paperwork handling operations. Many start
because the office chief feels the secretary cannot retrieve the requested information from
the files; some stem from registry problems (document control, lack of or over control,
mail backlog, and the like); others involve poor office arrangement, wasted motion,
fatigue, inappropriate file equipment, poor utilization of floor space; while others result
from lack of a uniform file plan or operating procedures manual, the need for more
effective correspondence control and more appropriate clear and concise forms, reports,
and the like.” Such matter-of-fact, routine origins of records management may account
for the general sparseness of detailed case studies.121 Of course, such routine surveys
often can languish unless a champion emerges. The Los Angeles City Council passed an
act in 1948 to survey the records of the municipal government, but this did not lead to a
full-fledged records management program until 1967 when the City Clerk’s office was
made responsible for municipal-wide records, leading to the establishment of a Records
Management Division in this office.122

As it turns out, such observations are often written by an external records
management consultant, and engaging consultants also seems to be a catalyst for the
establishment of records programs, although as I indicated before, there has been little
written about such a connection between their use and the establishment of records and
information management programs. Often, for example, consultants are hired to establish
records management programs when organizational administrators realize that they need
to be more proficient in how they manage records and information. One report described
how a large real estate developer decided to engage consultant to establish
comprehensive records management program because of problems in getting access to
information in a competitive way: “The client company’s files were not in bad shape. In
fact, they were functioning well enough to enable it to rise to a position of world stature.
The main problem was that nothing was coordinated. A lot of individual efforts had been
initiated to control the accumulation of paper records, but there was no overall program
to ensure that what was being done was correct and in the best interests of the
company.”123

Just as administrative foresight, cleverness, and wisdom are seen as catalysts for
archives, records, and information management programs, at least by the records and
information professionals who guide these operations, so management can be the source
of factors resisting the establishment of such programs. In discussing electronic records,
David Stephens sees technology obsolescence as a main problem, but perhaps not the
greatest problem. “Organizational commitment” may be the bigger problem: “The
vicissitudes of organizational life make it highly problematic to sustain any management
program in perpetuity. Organizations and the people who run them change
frequently.”124 Sometimes, traditional perceptions of records management held by upper
management works against an organization developing an interest in supporting this
function. Coulson believes that records management programs are not supported for
three reasons: the programs often focus on inactive records of the organization, records
management is seen as only being concerned with paper records, and the field lacks a
well-defined set of professional skills and experience.125 What such matters imply is that
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the corporate culture of an organization, as well as how the records and information
management professions portray (deliberately or inadvertently) themselves, has a
substantial impact on whether an organization adopts and continues to support the
administration of records and information.

Concerns such as corporate culture take us back to the role of champions,
discussed earlier. In a discussion of the transformation of the Utah State Archives in thee
mid-1980s from a “program primarily devoted to the microfilming and storage of inactive
records” to a “balanced archives and records management program,” it was
acknowledged how important the governor was to the process. “The governor was
committed to improving the management of information,” this assessment goes,
“recognizing it as a valuable resource to be managed effectively and shared as
appropriate. The plan called for a more active role for the State Archives in information
management.” In other words, the state government’s corporate culture was also being
transformed: “The active sponsorship of state government administration was a key
factor in the development of the Utah State Archives. The success of the archives was
linked directly to the achievement of broader goals of the administration.”126 It would
have been easier if this state archives had opted for a less active role in the changing
government approaches, although this would have weakened its role in the government
and lessened its credibility for working on more difficult records and information
management challenges.

One aspect of administrative decisions and activities that has not necessarily led
to the development of substantial records and information management programs has
been organizations’ increasing interest in adopting and using sophisticated modern digital
information technologies. Given the rhetoric suggesting the evolution of archivists and
records managers into information professionals, this assertion may seem odd. Cynthia
Launchbaugh provides one glimpse into this problem, writing “As organizations look at
managing information to gain a strategic advantage within their industries, the pressure is
on at all levels of the organization to make information management a business
imperative.” There comes a shift from a focus on technology to a focus on information, a
change that ought to bring a realization of the importance of the role of records
management. Launchbaugh explains, however, that “Unfortunately, records management
has also traditionally been tied to the medium – specifically paper – as opposed to the
information. The role records management can and should play in managing information
enterprise-wide consequently has gone unnoticed in many organizations and even by
some records managers. Slowly but surely, records management has been forced to
reinvent itself, moving away from being medium-focused to being information-
focused.”127 One wonders, however, whether this kind of re-invention has really
happened?

Records professionals have long argued that the adoption of new information
technologies have had substantial impact on how organizations view them and how they
support records and information management programs. In some cases, there have been
notable shifts in the array of functions that define the work of records management units.
One observer, a quarter of a century ago, argued that the development of an array of



F
U
N
D
E
D
 B
Y
 A
R
M
A
 E
D
 F
O
U
N
D
A
T
IO

N

36

copying equipment had something of a negative effect on organizations and their work.
The immense number of copies “fosters waste and laziness,” “stifles creativity,”
“damages our ability to write effectively,” and “infringes upon the copyright law and the
concept of confidentiality.”128 The end result was the emergence of copy management, a
“relatively new member of the Records Management family” involving the management
of copying practices, office procedures, and the copiers and duplicators themselves,
leading to a remarkably positive assessment about the continuing evolution of office
technology where word processing, data processing, communications, graphics, and
copying capabilities will all be married together. “What this means is that in the future,”
this assessment continues, “much more of the burden for the responsible use of office
technology will fall upon the individual office worker. Therefore, this is where we
[records managers] must focus our attention – not on the machines, but on the real live
people who use them. This is the thrust of the emerging program called Copy
Management.”129

Among the records and information management professionals, records managers,
at least, can point to the growth of records volume and the need for organizations to
control these records as important reasons why such programs are established. Most
basic records management textbooks play up this aspect. One of the classic textbooks,
more than thirty years ago, includes such statements as “The advent of World War II
increased the need for more effective records management programs because emergency
agencies began to proliferate and create voluminous records with no organized plan for
disposition and no restraint upon quantity” and “Records continued to accumulate at a
greatly accelerating rate during World War II. The need to keep this accumulation from
becoming unmanageable resulted in the establishment of records administration programs
on records disposition in the federal government.”130 For a long time records managers
have focused on the reduction of paper records, with general statements such as this:
“Typically, a records management program initially results in the destruction or transfer
of approximately 50% of the records maintained in high cost office space. This, in turn,
means a reduction in filing equipment and supplies; less space required for files and
fewer file clerks. The end result is that dollars spent on costly, antiquated systems are
released.”131

From time to time, specific references to real institutional cases are also made.
Boeing established a records management program decades ago in order to reduce the
bulk of paper records and to meet legal requirements.132 Describing the establishment of
the records retention program, at roughly the same time as Boeing’s, at Northwestern
National Life Insurance Company, one assessment ties its creation to the problems with
the proliferation of records: “Immediately after the installation of our computer it became
apparent at NWNL that careful and rapid progress must be made in cutting down the bulk
of our stored records. A crowded Filing Department, heavy computer output and the
impending move to a new building were the final factors which caused Management to
appoint a Retention and Microfilm Committee (sometimes referred to as the Destruction
Committee) to make a complete review of all NWNL’s retention schedules.”133 The
origins of the District of Columbia Police Department records management programs,
fully established in 1947, dates to the establishment in 1942 of a D.C. Committee on the



F
U
N
D
E
D
 B
Y
 A
R
M
A
 E
D
 F
O
U
N
D
A
T
IO

N

37

Microfilming and Disposal of Obsolete Records, charged to study how to reduce storage
space and costs by microfilming and destruction of obsolete records. The police
department did its own study, reporting in 1944, with a proposed records retention
schedule. Later records surveys and studies were done, supporting the establishment of a
records management program.134 Records management was introduced to Plantation
Pipeline Co. in 1964, also developing from renewed attention on the volume of records.
“Each office in the company was keeping records just as the Supervisor in charge wanted
to maintain his files. Practically no records were ever destroyed for fear they might be
needed some day. A pending move to a new office building pointed to management the
high cost of storing records. The need to implement some techniques for cost reduction
in this area was apparent. Our problem had been studied and in April, before our move to
the new office building in July, the decision was made and Records Management was
created.”135

Even when consultants are hired to do some simple analysis of how much records
storage space is needed, the end result might turn out to be far more ambitious. Well-
known records manager Ann Balough relates this story of a consulting experience: “My
first consulting contract was for six months. The client wanted me to inventory some
boxes of records and tell them how many file cabinets to buy. I quickly convinced them
that the organization needed to establish records management, as it had none. I also
made a good inventory of the boxes in question. The contract lasted three and one-half
years and the organization ended up with a complete records management
department.”136 Another consultant, describing a project in an oil company in a South
American nation, notes that the company’s interest in considering what would be
involved in establishing a comprehensive records management program emanated from a
smaller, earlier consulting effort to “better organize the technical exploration and
production information.” That earlier project “increased an overall awareness of the
benefits of records management. That awareness coupled with the constant growth of
paper within support services departments, prompted senior management to explore the
benefits of developing a full records management program for the non-technical and
administrative records.”137 While this consultant offers no explanation of what prompted
the company to undertake the earlier project, it is obvious from such descriptions that
once a good consultant gets inside an organization they can act as advocates, champions,
and educators to transform their projects into more meaningful and influential projects
with permanent or long-term benefits.

Sometimes, however, intense needs about the control of the growth of records are
counterbalanced by weaknesses in particular organizational cultures. The University of
Washington had four commissions between the Second World War and 1965 to study the
management of university records, a movement that finally took hold with results in
1965. As later described, after a program was established, “While various estimates of
the volume of inactive records on campus had been made with an eye toward the
establishment of a centralized records storage facility the obvious economy of such an
operation was always overshadowed by the belief that Departments would be unwilling
to release their records to a centralized depository. Thus, the best planning and
deliberation must include many of the pervasive psychological factors in its agenda if the
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program is to succeed.”138 Fortunately, however, there are as many success stories
suggesting where very practical concerns override internal turf wars and professional
divisions. Covington & Burling, a large law firm in the District of Columbia united
everything having to do with information: “Among other things, the move reflected the
firm’s recognition that records management is a critical element in the management of
information. The fully integrated department . . . comprises five functions, including the
corporate library, IT, and records and information management.” Only time will allow us
to see just how successful this consolidation will be against other divisive forces.139

The strong association of records management with growing quantities of paper
records a few decades ago also may have worked against stronger organizational support
for such programs, especially as organizations became enamored with and immersed in
new information technologies. In the early 1970s one records manager mused, “As a
profession, Records Management is fighting the same battle Accountants were up against
35 to 40 years ago when many operating people thought of Accountants as a bunch of
pencil pushers. But then Accountants began to think creatively about their
responsibilities. In many circles today the mention of Records Management is a reminder
of a file clerk rather than a profession providing information to management in the most
efficient manner possible.”140 The reference to the success of accountants in our post
Enron/Arthur Andersen era may be a bit eerie, but this commentary does show that the
image of records professionals has been an issue for many working in these fields for a
long time. The legacy of the split between archivists and records managers has not
helped organizational leaders understand what records professionals do, who should be
hired, or how the programs they staff should be structured and placed within the
organizations.141 After all, the general perception is that records managers want to
destroy records as fast as possible, while archivists want to preserve as many as
possible.142 Nearly forty years ago, a corporate archivist describes how few companies
hired an archivist, opting instead to assign archival duties to the records manager, the
librarian, or the secretary.143 Some might argue that the complexities of professional
identities and functions among archivists, records managers, and information managers
have not alleviated such problems.

Some of this concern has translated into great angst about whether these various
fields within the information professions represent true professions or not.144 Much of
these concerns have been buried under broad and far-reaching projections about future
trends in the records professions. Many observers continue to see the growth in
electronic records and systems as outstripping paper systems, with fundamental
implications for a shift from records to information, from administrative support to
supporting business processes. Many, however, discuss in generalities and with
convincing predictions but not with hard data about how organizations really view
RM.145 While these are real issues, they may be far down the list of concerns of
organizations concerned about their records and information management programs.

Such aspects may explain why records managers often put a premium on their
roles as communicators, facilitators, and partners. Looking at the split between records
management programs and computer operations in organizations, one records manager
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says that this is the “failure of the computer people and the records management people
to coordinate and work with each other as systems are being developed. The lack of
communication between the two groups can, in part, be explained by the tremendous
parallel growth of both groups during the last ten years.”146 Noting the problems many
organizations have with effective management of information technology, another
records manager argues that the source of these problems is due to communication and
other “gaps” in the organizations: “Being familiar with the operations of all units in the
organization, RIM practitioners are in the most logical position to facilitate
communications and cooperation among the stakeholders, to mend the tear in the
organizational fabric as they maintain ongoing contact with all of them.” They can do
this by “becoming true internal consultants who facilitate communication and improve
understanding between all of the stakeholders,” but these professionals must not only
understand records and information management, they must also have a firm grasp of
program management, information technology, and legal concerns.147 That this is
difficult to achieve can be seen in the Cohasset Associates report revealing that a large
portion (46%) of U.S. corporations have no “formal process” for electronic records and
more (59%) lack policies for e-mail and other electronic documents. One reason cited in
the report on this research report is that “often, information technologists are responsible
for electronic records though they lack records management experience.” In other words,
the partnerships are not forming and the proselytizing of traditional records managers is
not happening or is not being effective.148

Those individuals who have been engaged in intensive research projects about the
organizational administration of records in all forms have developed more specific
recommendations, usually involving skill sets and working relationships. Phil Bantin
believes records professionals must define their focus and responsibilities, work to form
partnerships with other information professionals as needed, identify and acquire the right
skills to manage digital records, understand the nature of the organization’s
recordkeeping systems, develop approaches for both paper and electronic records, and
have in mind conceptual models to guide their work and enable the development of
appropriate strategies.149 Elizabeth Yakel argues that records and information
professionals need to recognize that there are many players trying to assist organizations
how to manage information and knowledge. For example, “In the college and university
environment . . . multiple offices are in direct competition with records managers in
providing information (i.e., libraries, academic departments, intranets).”150 And, as well,
there are many other sources, other than records, for organizational memory. Yakel
writes, “Records have long been seen as a source of organizational memory. To some
extent this is true; however, organizational memory is also embedded in routines, stories,
rituals and gossip, among other aspects of organizational life.”151

Many of the reasons why organizations create records and information
management programs derive from fairly straightforward administrative reasons
including

 Recognizing successful and valuable uses of records and information to
support organizational mandates and goals
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 Supporting critical organizational functions such as strategic planning

 Contending with increasing volume of records and growing complexity of
digital records and information systems

 Hiring of consultants to pinpoint solutions for administering records and
information systems

 Administrative leadership assuming the role of champions in supporting
work with records and information management systems

Crises and Disasters. No one can think or write about the nature, mission, and
activities of the records and information management professions and their
manifestations within organizations after September 11, 2001 without considering the
impact of security and other needs. We can add to this, as well, the corporate scandals
occurring nearly at the same time. One records manager writes about all this as follows:
“In the aftermath of 9/11 and the Enron/Arthur Andersen scandal, legislators rushed to
pass reforms aimed at better securing our nation and protecting against corporate abuses.
National identification cards and data sharing among federal and state government
agencies were among the proposals. These two events, together with the subsequent war
on terrorism and heightened emphasis on national security and individual privacy,
changed everything.”152 For this particular individual, much of the reactions to these
events suggest a renewed interest in the activities of records and information
professionals: “Indeed, the past year’s events have forced business and government
worldwide to realize just how valuable and critical their information managers are. Now
more than ever, these professionals are called upon to provide strategic information,
global knowledge, and disaster-recovery planning. RIM professionals must help make
crucial policy decisions that will affect the future of their organization and their
profession.”153 Some of the specifics of these events related so directly to the
administration of records so as to make the case about the significance of this work much
easier to explain; for example, we can reflect on the Enron case/Arthur Andersen case:
“While Enron’s demise has been a boon for document shredding businesses, it has served
as a wake-up call to all senior executives, who are keeping a closer eye on their
accounting practices as well as their records retention policies.”154 The events of 2001
constituted a “critical turning point for the RIM profession and that RIM professionals’
jobs will never be the same,” especially leading to new needs for disaster-recovery and
business-continuity planning.155 Or described more dramatically, “The sight of
documents raining from the sky as the World Trade Center towers fell to the ground
September 11 will stay in the public mind for some time. As a result of this massive
destruction, many organizations are now examining how they are protecting their records
and information – especially those records that are vital to the survival of the
organization.”156 While the impact of these events will linger in public memory, the issue
of whether they will transform records and information management work and status
within organizations and public policy remains to be seen.
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Along with most others (from journalists to scholars), records and information
management professionals made sweeping initial conclusions about the importance of the
corporate scandals and the events of September 11 th. Archivists and historians, in their
race to document the events of September 11, 2001 nearly threatened to re-imagine the
nature of their work and the definition of historical evidence, not always in a positive
fashion.157 The prolific commentator David Stephens, while admitting that the impact and
implications of 9/11 will be felt and only fully understood over decades, also reveals how
most companies immediately realized that their disaster preparedness plans needed to be
revised and that companies that most relied on paper systems were the most susceptible
to major problems in the event of such disasters. He argues: “The major conclusion and
lesson to be learned: The 9/11 tragedy is very likely to spur use of the Internet and
Internet protocol (IP)-based networking as the next generation of disaster recovery plans
evolve.”158 Companies affected by the destruction of the World Trade Center on that day
and that possessed effective disaster preparedness plans were able to recover remarkably
quickly, gaining both knowledge and experience about the importance of such aspects of
records and information management plans that most likely will influence how such
organizations will support these programs in the future.159 Again, while it is difficult to
imagine the long-term consequences of these events, it is not difficult to understand that
such disasters and crises have been generating organizational and societal interests in
records and information management for a very long time. One Australian commentator,
Frank Upward, reflected, “The United States’ 150-year history of battling against
carpetbagging in their own society has reemerged within accountability discussions as
economists, archivists and regulators look at the catastrophic economic effects of massive
corporate collapses at the beginning of the twenty-first century. The War on Iraq, with its
public justifications based on hopelessly inadequate and unreliable intelligence
information, can only deepen the need for the United States to give even greater thought
to recordkeeping-based activity-theory.”160

There are countless examples of disasters that in their aftermath leave a newly
created or strengthened records and information management program. In describing the
impact of a 1989 hurricane on the City of Charleston’s records, that city’s records
manager notes: “Since I have been honest about the horrors of a hurricane, I would like to
conclude on a semi-positive note. A hurricane can be the impetus for the acquisition of
new equipment and a reason to publicize the importance of records management. I
firmly believe that the City budgeted funds for a new microfilm camera because of the
fear factor of “What If” the worst had happened. Departments that had been very
reluctant to participate in the records management program now call for assistance with
microfilming and off-site storage.”161 Even if such a disaster occurs, just planning for the
possibility can pay dividends for the organization. “One of the most apparent benefits of
scenario planning for RIM managers is its value as a means of sharing within an
organization the urgency of addressing records and information issues,” writes one
proponent for such planning.162 “Scenarios are an excellent way to evaluate and
communicate risk to decision makers,” the argument continues. “For a RIM manager,
creating various information scenarios that describe possible implications for different
records and information strategies in light of potential events (e.g., cyber-terrorist attack)
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can be a powerful tool that contributes to creative thinking, strategy formulation,
contingency planning, and risk assessment.”163

Unfortunately, such hypothetical planning is critical since disasters are more
frequent than we generally want to think about. Most companies/organizations will
experience a disaster. As one report clarifies, “The research statistics are just too clear-
cut to refute. National Fire Association (US) figures show that 40% or organizations that
suffer a major disaster go out of business within a year. A study by Datapro Research
maintains that 43% never re-open and a further 29% go under within two years. A
survey of insurance companies supports the findings that a company without a disaster
recovery plan for its computer systems has a less than 10% chance of surviving a major
disaster.”164 This assessment, now a decade old, was compiled before the heightened
tensions of terrorism. A more recent assessment indicates that “93 percent of companies
that suffer a significant data loss are out of business within five years” and “only 35
percent of small and midsize businesses have a comprehensive disaster recovery plan in
place,” a portion that is not much higher (36 percent) in larger companies and
government agencies.165

Disasters destroying records and information systems are nothing new. Forty
years ago the following astounding statistic was offered by one records manager: “Today,
the Seattle average stands at six businesses per year that lose their records due to fire,
with an average daily loss of $3,297.00 in 1967.”166 Indeed, many records management
programs have their origins in organizational sensitivity to such matters, something that
can be detected in the growth of vital records functions as well. One corporate records
manager provided this analysis of how such a program came about: “International
Harvester Company’s concept of vital records protection, like that of many other
organizations and institutions, emerged from World War II. Originally, the vital records
protection efforts were nuclear disaster oriented and integral part of the Company’s civil
defense planning.” Gradually, other potential disasters were recognized, including “local
disasters, which are not the result of military action, but which could cause the
destruction of a segment of the Company, such as – explosion, fire, flood, earthquake,
windstorm, theft, riots, and vandalism. New threats are posed by the spread of industrial
espionage and related activities which might compromise the value and integrity of
records by unauthorized copying or by deliberate alteration of record content.”167 The
connection between the loss of records and information and the health of an organization
has been discussed frequently, leading one observer to frame this particular principle:
“History has repeatedly shown that losses or damages to information cause irreparable
harm to businesses.”168

The increasing use by organizations of information technologies, especially those
that are networked, has led to concern about another form of disaster – the security
breach. There were two cases in the mid-1990s where New Zealand organizations, one a
financial institution and the other a government agency, had records discovered on old
personal computers discarded by them: “A comprehensive information management
program, covering both paper based and electronically stored information, would have
been instrumental in preventing [these] careless losses. . . .”169 One observer says, the
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“need for a centralized view of security has led to a worldwide rise in interest in the
position of chief risk officer,” with responsibilities for developing an “integrated
framework,” policies, implementing “metrics,” training programs, and so forth, building
off of ISO 17799, the standard for information security management.170 Another
observer, commenting on the rise of personal security theft, a concern for all companies
and government agencies, suggests that existing records and information management
professionals “can play a key role in preventing identity theft,” since “many of the
information manager’s responsibilities dovetail with prevention measures: creating
retention schedules, properly tracking and filing information, and training staff on
information management procedures.” In other words, organizations do not necessarily
need to hire new, specialized staff; “new opportunities await records and information
managers who are open to additional responsibilities.”171

Despite the potential positive impact that a crisis or disaster might have, leading
to the establishing of a new or strengthening of an existing records and information
management program, many individuals still believe that some sort of organizational or
societal stability is necessary for such programs. Looking at Africa, David Stephens
reflects, “In order for records management to take root and develop in a country, a
reasonable degree of economic and political stability is required. This enables a ‘records
management infrastructure’ to develop, consisting of a community of vendors to
distribute products and services, educational courses of study, and professional
association activity.”172 Others see in the chaotic and uncertain times, new opportunities
for records and information management professionals. Many things are changing. We
are coming to realize more about the challenges of information overload, that the
problems have more to do with people than technology, the continuing critical stance of
courts about inadequate records or information management, and other similar problems.
Dearstyne writes: “The opportunities for records and information managers have
probably never been greater or more promising. As the central importance of strategic
information grows, so also grows the need for professional RIM expertise. The definition
of what it means to be an ‘information professional’ also continues to evolve.”173

Closely related to the notion of contending with disasters and crises is that of
transforming records and information management programs to play a role in assisting
organizations to be compliant. One expert advocates the notion of “information
management compliance,” merging compliance with records management, and requiring
“good policies and procedures,” “executive-level program responsibility,” “proper
delegation of program roles and components,” “program dissemination, communication,
and training,” “auditing and monitoring to measure program compliance,” “effective and
consistent program enforcement,” and “continuous program improvement.”174 For
example, electronic records management in the wake of the formation of the European
Union reflects the kinds of compliance records and information management
professionals now face. One of the factors “driving ERM in Europe is the increase in
regulations affecting both private and public sector organizations. Regulations have
spread to virtually all sectors, not just traditionally regulated ones such as
pharmaceuticals and aerospace. More companies must implement strategies for
managing business information and plan for long-term data storage and retrieval. Not
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only must these entities act properly, but they must also have proof of doing so, and such
records are not limited to financials but include personnel records and others covered by
new laws. Increased regulation intensifies focus on ERM as the discipline needed to
meet compliance requirements.”175

Case after case demonstrates the importance of records and information
management programs for assisting organizations to be compliant. Discussing why
Pfizer, a “United States-based international pharmaceutical company employing some
46,000 people in 57 countries,” has created a digital archive program, David Stephens
observes, “As creator, user, and custodian of electronic records, Pfizer’s needs include
long-term, secure, managed storage of identified, business-critical records. In the
pharmaceutical industry, new drug products may take 10 years or longer to develop.
Products are subject to rigorous inspection by national regulatory bodies to establish their
safety for human (or animal) use and their effectiveness for intended purposes. Records
and data that support a marketed drug’s development must be available for regulatory
inspection during the compound’s lifetime, a period generally assumed to be 40 years or
longer.”176 Development of a “management portal” for the University of North Carolina
health care system started with “investigating solutions to help it meet federal mandates
for the privacy and security of patient information.” The impetus for this effort emerged
from the “need to support numerous applications centered attention on operational issues
related to meeting HIPAA guidelines and improving internal utilization of
information.”177 In the area of local banking enterprises, we can see how their efforts to
administer their records and information management systems often derive for their need
for compliance: “Storage continues to be an especially challenging issue for community
banks because nearly every banking document involves compliance, legal,
administrative, or managerial risks, and rules governing those factors vary at both the
federal and state levels,” concludes the executive editor of a banking journal.178

The focus on compliance is not one that is perfect, nor universally acclaimed.
There is a strong role for vendors in the records management community, for example,
and many vendors try to scare organizations, at least according to some critics, that unless
one’s organization obtains their product that it will face “impending compliance horrors.”
In records managements it seems to be a “truth universally acknowledged that a business
problem must come accompanied by scare tactics to make us all take notice.”179 Ira Penn
is another critic of the importance of legislation as a chief source for promoting
compliance in a way that leads to the establishing or strengthening of records and
information management programs. Discussing the problem with the Paperwork
Reduction Act of 1980, legislation seeking to minimize the paperwork burden and to set
up uniform information policies and practices, Penn notes: “Managerial concepts do not
usually result in legislation – and for good reason. One cannot legislate good
management any more than one can legislate morality.”180 OMB Circular A-130 was an
effort to implement the act, and it deals mostly with information technology with poor
language and platitudes. Penn argues that the circular focuses on the equipment rather
than the information itself, providing no real definition of information resources
management. Penn also considers the occurrence of NARA independence in 1984,
giving up records management, sending all the trained and experienced records
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management personnel into the General Services Administration (GSA), and the GSA
seeing records management as nothing more than technology; Penn believes that the
records management function in both NARA and the GSA has disappeared. The
Paperwork Reduction Reauthorization Act of 1986, while defining IRM, had not one
mention of records management in it, according to Penn. The Paperwork Reduction Act
of 1995 did not improve matters. For Penn, all of this is an indication that there is no
federal leadership on records management: “The information management legislation of
the last quarter of the 20th century has been a records management disaster. One law is
based on the erroneous assumption that information is synonymous with media and
machines, and another focuses on separating the inseparable – dividing the archives and
records management functions.”181 So, the issue becomes, what does the stress on
compliance result in, in terms of records and information management programs? And,
as well, it should be obvious that the debate about how compliance matters affect an
organization do draw attention to the role of records and information management
programs.

Organizations, in facing crises or recovering from disasters, often focus anew on
records and information management functions by

 Creating new programs focused on security and recovery to deal with the
kinds of disruptions potentially caused by terrorist attacks

 Preparing disaster-preparedness plans to protect records and information
management, including establishing new records and information
management programs if one did not exist

 Stimulating reformatting and off-site storage of records and information
sources in order to protect such sources

 Providing new opportunities for records and information professionals to
make a stronger case for establishing or strengthening a records and
information program

 Forming an environment for organizational and external champions to make a
case for records and information management programs

 Focusing on compliance needs as new laws and greater public awareness
occur

 Contending with security breaches on digital and networked records and
information management systems, highlighting the importance of the evidence
and information these systems maintain

Public Relations and Marketing. We live in an age of hype and advertising, and
there are few organizations, whether for-profit or not-for-profit, which do not engage in
public relations and advertising. Given that the objective of such work is often to create
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an image that may have little to do with the reality of what is going on in an organization,
it is reasonable to surmise that many would not think that records and information
management programs have much of a role to play in such efforts. However, many
organizations seek to draw from their archives, records centers, and corporate libraries
records and other documentary sources, images, and other materials that may assist an
organization to demonstrate its historic functions, positive societal benefits, and
significant connections with local communities and social groups. Given the fact that
records and other information documents include both positive and negative evidence of
any institution’s activities, it is obvious that the public relations and marketing role that
records and information management programs can play can lead to organizational
controversies and professional debates.

We can see how such roles can be difficult for organizational records and
information programs. Elizabeth Adkins, a leader in business archives and the Director
of Global Information Management for Ford Motor Company, describes how the “history
of the Ford Motor Company Archives is intertwined with the efforts to tell the story of
the company. Both of these initiatives – the creation of the Archives and the telling of
the Ford Motor Company story – began with the approach of the fiftieth anniversary [in
the mid-twentieth century]. Company executives and the Ford family realized the
importance of Henry Ford and his company in the development and progress of the
twentieth century. They accepted the obligation to gather and organize the company’s
historical legacy to ensure that the broader story could be told. As a result, the first fifty
years of the company (including its early international expansion) are fairly well
documented and accessible to the public in research materials and in books.”182 Another
anniversary in the mid-1990s renewed efforts for corporate support of this particular
archives, but Adkins also suggests both how difficult it is for corporations to become
interested and why public relations and marketing efforts may be the rationale for the
creation of such operations: “It is still an uphill battle to get corporate support for archival
programs, and large volumes of unprocessed records still challenge under-resourced
corporate archivists. But the difficult lessons of the last two decades have taught
corporate archivists to be resourceful and above all else, to focus on delivering the
services needed by their employers. Therefore, not many corporate archives programs
allow direct public access to their records, and business historians still have difficulty
gaining access to the records they need for their research.”183 This is a refreshingly
candid assessment of the challenges in defining the role of corporate archives programs.

Adkins’s detailed history of the Ford Archives is perhaps the best analysis of such
a program, and her lengthy essay suggests that it is quite possible for individuals involved
with a records and information management program to write good, objective case
studies that increase our understanding of these programs. Her essay also reveals how
archives can be used in positive ways about difficult and testy matters. Adkins describes
how “In early 1998, the Archives was handed an opportunity to demonstrate its
indispensability. It came in the form of an important company project entrusted to the
newly re-engineered Archives by senior management. As Archives manager, I was asked
to lead a global research effort to uncover any information that might shed additional
light on Ford’s German subsidiary during the Nazi era. The project was launched in
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response to an inquiry from the British Broadcasting Corporation and other news media.”
She continues with the comments that “Ford’s top executives directed the Archives to
leave no stone unturned in trying to find information that might add to the historical
record. The company realized that the subject matter required both candor and sensitivity.
Therefore, it was decided at the outset that when the research was completed, Ford would
present the results as straightforwardly as possible – no conclusions, no interpretations,
no speculation and definitely no “spinning” of the facts for public relations purposes. To
the company’s credit, senior management never pulled back from these guidelines,
despite the fact that the project required nearly four years, during which time there were
major changes in the company’s executive leadership.”184 Clearly, this is a company that
has learned how being more open with access to its records can generate positive vibes
about it. As Adkins concludes, “Today the Ford Motor Company Archives is a vital
resource for enabling company employees to understand the legacy of the company’s first
one hundred years. In partnership with Benson Ford Research Centre at The Henry Ford,
the Archives is also working to make the company’s records more accessible to outside
researchers.”185

Some of the kinds of values suggested by this leading corporate records and
information management professional have been alluded to since the advent of the first
corporate archivists. A half century ago, in a discussion of why corporations sponsor the
writing of company histories, an observer of such activity suggested that writing a
corporate history was deemed to be important for building on corporate experience,
customer relations, and public relations – many of the same reasons attributed to starting
an archives.186 Corporate archivist Helen Davidson, nearly forty years ago, wrote about
the important role business archives play in both sustaining organizational culture and in
general business marketing. She noted that, “valuable background material for articles in
company house organs may be found in the archives files or may be used to document
statements made by people outside the organization.”187 Davidson also emphasized the
straightforward public relations value of the corporate archives: “For several years the
archives has become a repository for samples of Lilly products and other items that
pertain to the company such as anniversary souvenirs, advertising promotional pieces,
bottles and packaging materials. These are used for displays, as illustrations for articles
and for slides to be used by company speakers.”188 In truth, there are multiple models for
corporate archives, records, and information management programs that also emphasize
factors ranging far beyond public relations and marketing.189

That the value of records for public relations and marketing may be a major factor
in the establishing and sustaining of records and information management programs can
be certainly agreed upon as an important one, but it is also one that is a bit more elusive
to grasp or describe. Long before the problems of corporate scandals, terrorism, the
assault on civil liberties, or the challenges of intellectual property, consultant David
Rintoul actually contended that many businesses are not able or willing to establish
records management programs because they are “marketing oriented.” Rintoul argues,
“Many organizations do an excellent job of producing and marketing their products.
They are well managed and enjoy enormous growth. The reason they seek external
assistance in terms of records management is usually that, because of their outward focus,
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routine administrative functions like records management have been overlooked in the
process.”190 This may be an assessment that has more to do with the organizational
records management programs that that of the archival programs or archival components
of records and information management operations.

The times have changed, of course, and many organizations are striving to ensure
that they have positive public images, suggesting that their records and information
management sources might be drawn on more for such purposes. Another consultant
indicates that, “what increasingly drives the discussion today is the organization’s goal to
be perceived as a good corporate citizen. Corporate directors, executives, and investors
all demand assurance that the records management program will not negatively impact
them and will provide a degree of protection from claims of wrongdoing.”191 Of course,
determining just exactly what the public relations value of an archives or records
management program is or how to calculate it is a matter that has vexed records and
information professionals for a long time. Considering some of the classic models for
return on investment, Andolsen notes how some aspects of this for records management
are hard to calculate, such as the risk of someone being imprisoned or hurting the public
profile of a company. Such possibilities have to be built into a “business case that
justifies the investment of staff, time, and money through the returns of profits, reduced
expenses, streamlined processes, increased revenues, and/or augmented productivity.”192

Organizations engaged in public relations and marketing may focus on records
and information management programs, because

 They begin to understand that these programs contain ample records and
information that may assist organizations in constructing positive public
images

 They may grasp that open access to their records and information, even on
controversial and contentious issues, may in itself be received very positively
by people on the outside

Testing the Factors

Although the professional literature, in terms of substantial case studies, may be
weak and uneven, there nevertheless appears to be consensus about a relatively small
cluster of factors that lead to the establishment of records and information management
programs and can strengthen these programs after they are created. However, in order to
further test the validity of these factors, it was decided to send a brief survey and to plan
to do some follow-up interviews with archivists, records managers, and other records and
information management professionals in the field to determine how they viewed the
identified factors in terms of their own programs. However, the strong consensus about
the factors leading to the creation and sustaining of programs of the individuals
responding to the brief survey suggested, at this time, no need to do an interview. Rather,
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I began to try to generate interest in the production of more formal and comprehensive
case studies, a matter I discuss near the end of this report, and clearly a long-term effort.

Selecting a group of records and information professionals and their programs
was not an easy task. The diversity of such programs is extreme. To select large, well-
supported programs might skew the litany of factors, especially since the examined
literature reflects in its own right a great diversity of institutional programs in terms of
age, size, resources, organizational type, programmatic foci and approaches. I opted to
send a brief survey out to the membership of the Pittsburgh ARMA Chapter, believing
that this group provided a reasonably representative array of programs and also
understanding that it would be easy for me to make follow-up contacts. In late June 2005
I sent 52 surveys out via electronic mail to records and information management
professionals working in financial institutions, manufacturing and service industries, law
firms, government agencies, and universities. Realizing that this particular mailing list
under-represented professionals working in archives, I sent out an additional eight
surveys to individuals working in universities, religious institutions, museums, and local
historical agencies. I received sixteen responses (not counting some responses of
individuals declining to participate).

The survey introduced individuals to the purpose of this project, provided them a
description of the seven identified factors, and then sought some basic information about
the nature of their own affiliation, and then asked two basic questions: What factor or
factors led to the establishment of your program? What are the most important factor or
factors in establishing a records and information management program? Despite the
small number of responses, the pattern of responses provided a good sense of consensus
about the relative importance of the various factors influencing the origins and sustenance
of records and information management programs. The respondents were situated at a
variety of organizational types, including businesses (7), not-for-profit (2), college and
university (2), government agencies (2), law firms (2), and vendors (1). The small
number of responses in each of these categories precluded any validity in trying to
categorize differences or subtleties in the nature of the responses by organizational type,
but the general consensus about the relative merit of each of the factors suggested that not
a great variation would be found in the various weighting of the role of these factors.

What factor or factors led to the establishment of your program? In reflecting on
the origins of their own programs, most respondents (10) stated that administrative needs
was the most important factor, cutting across in a consistent fashion every organizational
type (see Table One). The next highest factor was that of legal or compliance needs,
although less than half (6) identified this as playing an important role. Respondents also
suggested that a champion (4) or professional or technical standards (4) can play
important roles in motivating an organization to establish an archives, records, or
information management program. One respondent, representing a corporation, had
something to say about each of these factors. This individual noted, “Four years ago, the
[organization’s] Library Team Leader added the Records Management Leadership role to
his portfolio and began to lobby executive leadership to adopt a formal, company-wide
records management policy. Prior to this, records management was handled on an ad hoc
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Table One

Weighting of Factors Leading to the Creating of the Respondent’s RIM Programs

N=16

Factor Important

Administrative Needs & Interests 10

Legal Mandates or Litigation 6

Professional & Technical Standards 4

Champion Advocating for the Program 4

Crisis or Disaster 3

Anniversary or Critical Landmark 2

Public Relations & Marketing 0

basis by each area.” This same individual noted that his company “belongs to an industry
group called Responsible Care. Responsible Care mandates industry standards on things
like environmental reporting, worker safety, and product stewardship. Included in these
mandates are guidelines on recordkeeping. These guidelines were influential in selling
the program to executive leadership.”

The chief value of the responses is in how they rank the various factors identified as
playing some role in the creation and sustenance of archives, records, and information
management programs (see Table Two). Given the relatively small number of responses
to the survey, I calculated just the mean (average) of the rankings, based on a scale of 1
being very important and 7 being the least important. The respondents affirmed that legal
(laws, the fear of litigation, and the news about the impact of mismanaged records and
information systems on court cases) and administrative (that records and information
management programs will help their employees enhance their productivity, make the
organizations more competitive, enable the better use of information technologies, or
contend with a problem such as the growing volume of records) factors are by far the
most important factors. The respondents also suggested that public relations or
marketing values and anniversaries (when organizations reach a landmark anniversary or
other critical juncture in their development) are the least important factors by a
substantial margin. Crises, professional and technical standards, and the role of advocates
or champions are all ranked as more important factors, but considerably less significant
than that of the legal and administrative factors.
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Table Two

Ranking of Potential Importance of Factors In Creating RIM Programs

N=16

Factor Mean Response

Legal Mandates or Litigation 1.9

Administrative Needs & Interests 2.3

Crisis or Disaster 3.1

Professional & Technical Standards 3.4

Champion Advocating for the Program 3.8

Public Relations & Marketing 5.1

Anniversary or Critical Landmark 5.6

Admittedly, this is a very crude testing of the factors I identified in the literature
search, and it is one that begs for additional research and analysis. For example, would a
more comprehensive survey of the professional staff of existing programs discern major
differences in how they assess the factors? I was surprised at the lower ranking of the
importance of anniversaries or critical landmarks in an organization’s development in
establishing archives, records, and information management programs, since so many in
the professional literature made reference to this as an important factor in creating and,
sometimes, sustaining, a program. The most recent documented meeting of the
Corporate Archives Forum included, for instance, discussion about the preparation of
corporate histories and the administering of anniversary celebrations, indicating an
importance that the respondents to my brief survey did not see.193 It seems that a more
elaborate, detailed survey might draw different conclusions than what I discovered in my
efforts. For the time being, however, my rankings provide a sense of the relative
importance of the factors that could be tested out in future research.

Visualizing the Factors

Archivists, records, and information managers hold to a few common principles
about the nature of records and information systems that guide their work. Chief among
these principles is the idea of the life cycle of records, suggesting that records are born,
live a useful life, and then are destroyed or reborn in an archives. Although there have
been criticisms of this concept, suggesting that the concept is not as orderly or as cyclical
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as one might expect, the notion of time and experience influencing how we envision the
importance of a particular record or recordkeeping and information system remains
important. For that matter, most aspects of organizational activity can be said to possess
a lifecycle of one sort or another. For example, the notion of project management brings
with it the idea of a project lifecycle, with “distinct phases”: “Projects start with a
feasibility phase, then the project is realized and finally implemented into an
organization. The project realization phase is frequently expanded into more detailed
phases such as design, material purchase, and fabrication. In some industries these
phases are sequential, while in others they are overlapped to a large extent, frequently in
an attempt to shorten the overall project duration.”194 All organizational activities, as
well as the records that are generated as part of these activities, follow a life cycle of
some sort. And life cycles reflect the passage of time, bringing with the tick of the clock
changes in how records and information are viewed as well as challenges to face and
problems to resolve.

How should records and information management professionals consider this
group of factors identified in this report? They can be grouped into three segments, all
suggesting a particular time reached by an organization. The influence on establishing
records and information management programs via anniversaries and other important
benchmarks, along with that of the occurrence of crises and disasters, both clearly reflect
an element of time. As an organization ages and evolves, the problems with its records
and information systems will also increase, including matters such as the growth in the
scale of its records, needs to upgrade and adopt new technology systems, and the
likelihood that the organization will face a natural or manmade disaster of some sort. One
can reasonably safely state that every organization will reach a critical juncture where it
will have to make a decision to adopt in a more formal fashion a records and information
management program.

This influence of time also can be seen in the administrative factors leading to the
establishment of these programs. As an organization evolves, and the records and
information management challenges increase or become more noticeable, a champion
will arise to take up the cause of improving the situation. The champion can be in the
form of an individual or a group, and the champion can emerge from within or come
from the outside. Also, as organizations continue their normal rates of change, differing
competition, and other challenges, it is likely that at some point they will recognize the
values of their growing accumulation of records and information as a resource they can
draw on for making themselves more competitive or for public relations and marketing
purposes that will enhance their share of whatever marketplace they operate in. The
embrace by many organizations of ideas such as knowledge management and records
managers’ interest in the idea of strategic information management suggest the value of
the corporate memory of organizations, and as archivists and records managers are quick
to point out, a primary source of such memory resides not just in the minds of employees
or the culture and traditions of the organizations but in their records and accumulated
stores of information.
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Organizations also work in societal and professional environments and
communities that are constantly changing. For a long time, records professionals seemed
to discuss matters as if laws and best practices were generally stable, as many still base
their practice on concepts developed in the mid-nineteenth to early twentieth century.
Recent events from international politics to corporate malfeasance should have taught
records and information management professionals that this is not the case at all, that
they will constantly be challenged to re-evaluate their principles, practices, and
professional assumptions about their missions and mandates. Laws are created, revised,
and disappear over time as circumstances warrant. Professional and technical standards
also evolve, and the evidence seems to suggest that this evolution is more dramatic than
previously thought.

Since every organization possesses a unique culture and operates in different
marketplaces, it is impossible to predict just what of the seven broad factors identified
here will prompt an organization to reconsider how it is administering its records and
information sources or when the organization will determine that now is the time to
establish a records and information management program. For example, when
Consumers Union/Consumer Reports decided to merge into one administrative unit
records management, archives, and consumer research operations in order to manage
more effectively its information (because it is an “organization where testing and
reporting are based on solid facts and deep investigation and research”), this decision was
based on a complex variety of organizational and industry needs and trends.195 The
lesson in this particular organization seems to relate to the general significance of records
and information management programs: “The role of the information professional
continues to grow. Whether involved in records, archives, research, or a combination of
these activities, information professionals have a place at the heart of organizations.
They possess the skills and knowledge not only to help organizations understand the
investment but also to help them best leverage the resources, both human and material, in
which they are so heavily invested.”196 The growth of recognition of these records and
information professionals can only truly occur within their organizations, once their
programs are established and they are presented opportunities to demonstrate their worth.

The factors leading to the establishment of records and information management
programs can be grouped on a time continuum, as follows

 As an organization ages and evolves, the problems it faces in administering
records and information will grow until either a champion arguing for more
systematic approaches to records and information management emerges or a
disaster occurs

 Renewed attention to records and information sources within an organization
will begin to recognize these sources as being important for corporate memory
(often expressed in the writing of histories honoring an anniversary and
leading to the establishment of records and information management
programs)
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 The establishment of records and information management programs will
generate increased attention to professional and technical standards and
importance of records and information sources for organizational compliance,
especially as records and information management professional staff market
the potential value of their activities

It is difficult to place these various factors on any kind of precise visualization of how
records and information management programs are created, since there is nothing (or
very little at least) that suggests any such time sequencing. Most likely this occurs
differently in different organizations, but it is certainly a model worth exploring in future
research.

Can These Factors Sustain Records and Information Management Programs?

The reasons organizations initially establish records and information management
programs may not be sufficient for sustaining them over the long-term. All of these
factors generally have to do with a particular instance or the activity of a particular
individual, and, as a result, the professionals staffing these programs will have to renew
(in a nearly constant fashion) an organization’s interest or interests in supporting these
operations.

Yet, each of these factors have the potential to be renewed in ways that will
maintain the organization’s interest in supporting a records and information management
program. For example, anniversary events are notoriously short-lived in any
organization’s memory, especially as the preparation of a product, such as a history or an
exhibit, will attract attention for a very brief time; the completion of a history, for
example, can be seen as a project that has a finite ending (occasionally, stories emerge
even that organizations have sought to destroy their archival records once a history is
completed and the records have been consulted). Records and information management
professionals will need to look for other anniversaries, such as the launching of a
successful product or a tie-in to a societal event of historical importance (such as a
famous local or community happening connected to the organization or the anniversary
of the ending of a major war) that maintains focus on the value of the records and
information held by their programs. The key here is the memory component of the
records and information management program, an aspect that records professionals will
need to constantly draw attention to in practical and relevant ways. Every time an
organization embarks on a new project or product development or activity that is similar
to earlier key activities in the organization’s past, the records and information
management professional must be prepared to make his or her resources known to the
organization.

If the program is always associated with one anniversary event, its relevance to
the organization at later times can and probably will recede in importance. Moreover, the
positive public relations or marketing value that these benchmark events can generate
need to be nurtured by the records and information management program once it is
established. The professionals need to look for other events that can generate goodwill



F
U
N
D
E
D
 B
Y
 A
R
M
A
 E
D
 F
O
U
N
D
A
T
IO

N

55

about the importance of its records and information management program, even if this
means something as seemingly innocuous as tying their records to a popular television
documentary series, cinematic release, or best-selling book. Archivists need to convince
others than their holdings are not merely dusty files that are never consulted, while
records managers may need to convey the idea that they are not merely administering
inactive files or that they are only in the business of destroying records when they are no
longer needed. The currency or relevancy of the records and information sources always
need to be stressed. Anniversaries, like personal birthdays, are fun for a brief time, but
soon the cake and ice cream are gone, the presents opened, and the daily business routine
again the focus of our attention. Organizations are much more likely to focus on the
urgency of the daily routines.

The advocacy of champions for the establishment of records and information
management programs is, perhaps, the most vulnerable to having only a short-term
impact on the sustaining of these programs. Individuals who emerge as advocates for a
particular activity in an organization will tend to have very short time periods in which
they will be effective; their effectiveness might be measured in the space of a few years
or, at best, a decade. The history of archives, records, and information management
programs is replete with testimony to the changing cycles of particular programs that
serve as models or beacons to their professional communities. A state government
archives might be a stellar leader in one decade and fall into obscurity the next, all due to
the tenuous role of champions or leaders within such programs.197 Moreover, the nature
and level of public support for records and information management programs certainly
cannot be described as being that of continuous, unabated support. Societal crises and
stresses, from economic problems to political and international instability, often have a
tendency to divert attention from the necessity of archives, records, and information
management programs.

Under such circumstances, it is obvious that for records and information
management programs to continue to have support within organizations after the
programs have been started, they must work to gain the championing of additional
effective leaders and advocates within these organizations. This is, of course, easier said
than done. It is also easier stated than explained. If in fact other advocates are not
nurtured, these programs will wane in their support from their organizations. Records
and information management professionals must work to keep their programs visible
within their organizations by demonstrating how and why what they do supports the
organizations’ mission or mandate. Bruce Dearstyne has argued persistently for a new
kind of leadership within the records and information management profession: “The
challenge for records and information management programs is similar to that faced by
businesses in general: develop a vision for the program, define core competencies,
change with the times, keep moving, and meet customer needs.”198

We can always draw on anecdotal evidence to find examples of what we mean by
such leadership. I remember clearly how one such program I worked for once or twice a
year had the opportunity to make a presentation about its activities before the
organization’s governing board, and it always made presentations bringing concrete
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examples of how their records and information sources had been used by researchers both
from within and outside the institution. Why this was effective was dependent on an
accurate assessment of the organization’s culture, an understanding of the organization’s
mission and how it evaluated its effectiveness in meeting that mission. In other words,
what was successful for this records and information management program in renewing
organizational support, essentially making the governing board an advocate for its
activities, might not work in another organization. The leader of this program was adept
at reading the culture, comprehending what were the priorities of this organization’s
governing board, and good at making effective and succinct presentations. In this
instance, the head of this records and information management program was able to
nurture additional advocates for the program that provided a foundation for the sustaining
of the program even after his departure; how long these advocates would continue to
support the program depends, of course, completely on someone else developing the
skills to work with them. This is why so many who write about the roles of records and
information management professionals usually include something such as selling or
marketing the program.

The existence and use of professional or technical standards perhaps provides one
of the more stable ways of developing support that can be used to sustain records and
information management programs. As was mentioned in the earlier description of the
role of these standards in the establishing of these programs, they can be used as points of
discussion by records and information managers to build support for their functions and
activities. The standards are often designed to be succinct and universal, allowing
records and information managers to adapt them to their own situations. Relying on
these standards can be quite effective, especially in an atmosphere where organizations
are striving to be compliant. Yet, the use of standards is also fraught with potential
problems, especially since all of the standards supporting the work of records and
information professionals tend to be advisory, not compulsory.

The effectiveness of standards really rests upon the ability of records and
information management professionals to market, explain, and insert them into the daily
activities of their organizations. The potential of professional and technical standards is
that they provide an authority to point to, provided, of course, that archivists, records
managers, and other information professionals can gain an audience to assert their
authority. The challenge of standards is that while they bring together the best minds of
the professional community for development, their ultimate effectiveness depends on the
ability of professionals in local organizations to learn how to use the standards. Some of
the standards are among the clearest documents in the professional community, at least to
records and information management professionals, but they still require explanation to
those outside the field; otherwise, they can be like press releases encumbered with
professional jargon. This is only part of the challenge, however, in the use of these
standards. Traditionally, records and information management professionals have put
considerable attention into developing handbooks of policies and procedures, inserting
professional and technical standards where appropriate, but the use of these handbooks is
generally restricted to the archivists, records managers, and information managers
themselves. The handbooks are excellent as reference works, but they are not always
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useful as advocacy or educational devices for gaining support within the organizations.
Such problems may explain the general lack of case studies about the utility of standards
in the records and information management community.

Records and information managers need to use the standards in ways that reach,
easily and effectively, the individuals in the organization who are making decisions about
the administration of records and information and the systems supporting them.
Archivists, records managers, and other information management professionals need to
connect the standards to the daily activities going on in the organization, perhaps through
electronic mail messages or the use of a Web site orienting employees to the existence of
these standards and specific cases where the standards have been useful. Not too many
years ago Ann Balough recommended that records and information management
professionals build Web sites – featuring resources such as services provided, frequently
asked questions, contacts, various procedures, and so forth. She provided this wise
advice: “If you write a novel, a white paper, or an issue of a technical journal, you need
to make it excellent only once. If you are building a knowledge center [using the Web],
you must have a program ensuring continuing excellence. This means keeping the
message accurate and up-to-date.”199 Archivists and records managers have long used
short-term workshops to train individuals responsible for records and information
management tasks, and standards would be an excellent focus for such training.

Records and information management professionals, especially records managers,
have long relied on legal requirements as guides for how records should be administered.
Legislative acts, and case law developed by court cases, have always seemed to be
excellent ways of conveying to upper management how records and information systems
need to be administered. There has always been a sort of scare tactic involved, as highly
publicized litigation and other cases often provided worse case scenarios about the
mismanagement of records and other information sources. The records destroyed too
soon, the records that should have been obliterated but were not, the far too revealing
electronic mail message that will be found in an act of discovery, and so on, all
concentrate an organization’s focus on the orderly and legal management of its records
and information systems. Clearly, if this is done well, the organization will see its
benefits and support a records and information management program providing such
benefits and security to the organization.

As with the above other factors leading to the establishment of records and
information management programs, there needs to be a very conscious effort on the part
of archivists, records managers, and other information professionals to explain how they
are helping the organization to be compliant and to protect itself in this difficult age of
lawsuits, negative publicity, and a constantly evolving set of laws that raise complicated
challenges to how records and information sources should be administered. These are
volatile times. Not too long ago, for example, corporate legal offices argued that
“companies should err on the side of document disposal rather than retention.” Then the
laws and times changed. “So the cardinal rule of any document retention or destruction
program must be simple and clear: Be consistent.”200 Such evolving circumstances
mandates that records and information management programs become centers of advice



F
U
N
D
E
D
 B
Y
 A
R
M
A
 E
D
 F
O
U
N
D
A
T
IO

N

58

about regulations and guidelines for the administration of records and information
sources. Records and information managers need to be able to track the implications of
important laws impacting on their organization’s records and, as well, be able to work
with their organization’s legal counsel to develop and adopt reasonable approaches for
administering records and information. And this is not always easy, since the archival
component often seems to be in conflict with the records management approach to how
records are handled, despite the seeming consensus about the value of the records life
cycle concept that incorporates both ends of the spectrum. Records and information
managers will need to document thoroughly how maintaining certain records with
archival value can support not just the organization’s memory but help it to be an
effective and competitive organization in its niche of the world. To succeed with the legal
aspects of persuading organizations to sustain records and information management
programs, the professionals guiding these programs will need to persuasive, well-
informed about the legal dimensions, and act with authority when it comes to balancing
various aspects of the approaches to archives, records, and information management.

What most of us have learned through commonsense and experience is that events
that scare us into acting differently often have a short-effect on our behavior. So it may
be the case with new laws, spectacular litigation cases, and the predictions about the
impact of new or revised legislation regulating organizations and their activities. If an
organization is scared into establishing a records and information management program
because of the negative news stories it hears about the dire consequences of handling
records and information in certain ways, once the initial fears and concerns fade (which
they almost certainly do) the level of support for a records and information management
program may also evaporate as well. It is incumbent upon the archivists, records
managers, and information managers to demonstrate other values for the duties they carry
out in the organization or, if warranted, to demonstrate that there are other equally
threatening laws and problems on the horizon. Fortunately, there are always complicated
issues out there, such as the management of electronic mail, which merits having records
and information management experts to advise on. As a recent report on the legal
consideration of electronic mail administration suggests, “lack of an ideal solution
applicable in every instance forces any organization contemplating e-mail management
into an analysis of its own needs and characteristics.”201 If records and information
management professionals are willing to embrace the vagaries, complexities, and
contradictions often involved in administering organizational records and information
sources, then they will surely establish their value to the organization and have a strong
case for their program’s sustenance. This will require them to build new kinds of
relationships, as Bruce Dearstyne remarks: “We may well be on the verge of dramatically
increasing our scores in the area of information proficiency; that will depend on CEOs,
CIOs, information professionals, and others working together. It will mean considering
insights from the development of information policy, the advent of digital libraries,
archivists’ and records managers strategies for electronic records, and the growing body
of literature from the emerging field of knowledge management.”202

There is no question that most records and information management programs are
established because the organizations believe that they bring some positive administrative
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benefits. There is lots of testimony, although mostly from records and information
management professionals, that managerial features and functions are what drive the
creation of their programs. It stands to reason, therefore, that these programs, once
established, must continue to demonstrate some practical administrative values to their
organizations. Solving problems is one thing, but it is just as important that records and
information managers document their solutions in a way that can demonstrate to the
organizational leadership that their programs have worth. For a very long time, records
and information managers placed their faith in documenting cost savings, but this is the
old paradigm. Documenting success with dealing with administrative concerns such as
electronic mail management, preservation of digital records and resources, protection of
intellectual property, and supporting corporate memory are all examples of efforts that
can demonstrate cost expenditures rather than financial savings but that benefit the
organization in many other ways that outweigh the financial considerations. In working
in this way, records and information management professionals need to become experts
in how their organizations function, their nature of their mission or mandate, and their
corporate culture affecting the values of the organization. Obviously, there is no single
template that fits all types of organizations.

As with so many of the aspects of the potential of the factors sustaining the
records and information management programs, the key is the creativity and adaptability
of the archivists, records managers, and information managers. For example, the head of
a records and information management program might be asked by the organization to
develop a workable policy for administering proprietary information that might be on
personally-owned computers. As John Montaña indicates, “this is an area of law with
many grey areas, and with many undecided issues. No statutes are directly on point, and
past cases focus exclusively upon employer-owned computers and systems. Expectations
and course of dealings between the parties may heavily influence the outcome in any
particular case, as may the idiosyncrasies and inclinations of the judge before a case is
heard. Both employer and employee should proceed cautiously and prudently, and not
make assumptions about ownership of data.”203 This does not imply, of course, that the
records and information manager should back away from the problem (that would be a
good way to ensure that the program is not sustained). Rather, such difficult
administrative (as well as legal and fiscal) challenges should prompt the records and
information manager to demonstrate their true worth to the organization in carving out
approaches that help the organization while taking into account the challenges and
problems inflicting such efforts; the records and information management program will
have to monitor legal cases, legislation, and new approaches in order to revise their own
practical solutions as necessary.

Indeed, it is likely that organizations facing the most contentious and complicated
threats to their records and information systems are the ones most likely to gain the
appreciation of their parent organizations – if the records and information management
professionals tackle the difficult problems and seek to resolve them. Many archivists and
records managers complain about popular stereotypes held about them, such as being
packrats or file clerks, but sometimes it is because these professionals have opted to work
on the safer and less controversial aspects of records and information management work
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(such as administering records centers, processing records in the archives, and focusing
on paper files). Uneven progress with developing workable solutions to electronic
records management does not bode well, however, for the ability of records and
information professionals to demonstrate their effectiveness in resolving the more
difficult problems. The real successes in reducing volumes of paper records and
developing cost-efficient storage and retrieval approaches may be forgotten as these other
problems continue to grow and be unresolved.

And successes in dealing with some of the daunting technological concerns
having to do with electronic records also requires archivists, records managers, and other
information professionals to develop new means for working together, overcoming more
than two generations of drifting apart. In considering how to market records and
information management programs, Taylor and Astoorian observe, “Reclaiming the
identity of the profession won’t happen from records and information managers talking to
each other. It won’t happen through simply informing the organization about what the
RIM function does, no matter how heavy the promotional efforts.” Instead, they argue,
“Reclaiming and reinventing RIM’s identity can only happen in the conversation between
records and information managers and their organizations, and it is up to RIM
professionals to create and manage that conversation on a way that creates new
perceptions and agreements about what RIM is and the value it provides.”204 As I
suggested earlier, it is likely that organizations developing records and information
management programs do not understand such professional barriers and disciplinary
rivalries anyway, and the prospects of stressing commonalities and more ambitious
cooperative mechanisms have far more likelihood of sustaining organizational support of
these programs. Again, the organizations are only interested in the solutions to their
records and information management problems or in achieving more effective uses of
their records and information sources for their ongoing work, not in the academic and
theoretical debates that keep records and information management professionals apart.

Judging by the literature, crises and disasters befalling organizations and
destroying or threatening records have had more to do with encouraging organizations to
establish or to strengthen records and information management programs. Yet, it does
not take a genius to understand that crises, unless they are continuous and severe, are not
a good way to keep an organization interested in supporting records and information
management programs. The measure of success when a records and information
management program is established under these circumstances is that disasters no longer
have an impact on the continuing functions of an organization, at least those dependent
on records and information management systems, so that they might even be classified as
a disaster or crisis.

Crises and disasters are usually severe, dramatic, sudden and brief in duration.
The drama of these events causes any organization to see immediately what works and
does not work, usually prompting an immediate response, sparing little expense, to make
the organization better prepared for the next crisis or disaster. However, as suddenly as
these events occur and organizations resolve to be better prepared the next time around,
the memory and implications of crises and disasters tend to fade. Records and
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information managers really can only use these kinds of occurrences as starting points for
establishing programs or for strengthening the programs that exist; after these events fade
in importance, records and information management practitioners will have to build
justification for sustaining these programs via other benefits, paybacks, and successes.
Should another disaster occur, and the records and information management program is
prepared and responds well, then it will certainly gain increased trust from and support in
by the organizational leaders. But what archivist, records manager, or information
resources manager would want that to occur? Crises and disasters, even with enhanced
business contingency plans and repeatedly evaluated and revised disaster-preparedness
plans, are not factors likely to sustain a records and information management program.

Public relations and marketing values of existing holdings in records and
information management programs may prove to have lasting power to help such
programs sustain themselves, especially the archives component. However, since records
and other information documents often capture a wide range of evidence, good and bad
for the organization creating it, this factor may be a dangerous and convoluted one to play
with. Just as organizations have to be extra-sensitive to discovery and spoliation when
considering the destruction of records, so they have to be careful not to elevate the public
relations and marketing values of their records and information management programs so
that there is the impression that records will be sanitized to protect the corporate image.
As John Isaza argues, “Companies . . . must balance such severe consequences with
proper management of all records, including electronic ones, during litigation. A central
and difficult issue surrounding an otherwise sound retention policy is the determination
of how and what records must be held from destruction, especially when faced with
determining what is considered ‘potential’ (or threatened) litigation or investigations as
opposed to clear ‘pending’ litigation.”205 What worries some, including me, is that there
is a fine line between using records and information management programs to promote
the success of an organization with the other responsibilities and activities of these
programs.

Nevertheless, some judicious attention to the positive benefits of the activities of
records and information management programs can go a long way in encouraging an
organization to support such programs. Archivists, records managers, and information
managers need to be alert to every possibility for participating in organizational activities
that can build positive public relations. More importantly, however, the records and
information management program staff need to document their own activities that can
shine a positive light on their own operations, even if this means that these professionals
must constantly monitor their own ethical and professional convictions. Records and
information management professionals need to focus on their own disciplinary and
personal ethics codes in a manner that reflects well on their professionalism as well as
their loyalty to their employer. While this may not always be easy, if done appropriately
it can bring benefits to the programs that propel organizations to provide higher levels of
support.

Embedded in all these factors leading to the establishment and potential
sustaining of the records and information management professionals is a higher authority



F
U
N
D
E
D
 B
Y
 A
R
M
A
 E
D
 F
O
U
N
D
A
T
IO

N

62

because of demonstrations of greater expertise, possessing knowledge, and layers of
relevant and valuable experience. In my search of the literature for this exploratory
study, I could find little consensus that there was much of any direct evidence that
somehow appropriate education and experience of the records and information
management professionals led organizations to establish such operations. Clearly,
however, such backgrounds will sustain these programs, as the archivists, records
managers, and information managers demonstrate their effectiveness and gain the trust of
the organizations supporting them and their programs.

In order to sustain their programs, records and information management
professionals must build from the factors leading to their establishment by

 Looking for opportunities (events and special occasions) to celebrate (such as
anniversaries) in a manner drawing attention to the benefits of records and
information management work

 Working to convince individuals to assume the role of champions or
advocates for the records and information management programs

 Using professional and technical standards to promote the practical benefits of
records and information management programs

 Establishing records and information management programs as centers of
advice (knowledge) and legal and compliance issues

 Documenting successes involving records and information management
programs in solving organizational problems

 Building lasting and easily remembered lessons from crises and disasters that
can support records and information management programs

In such activities, records and information managers need to seek to establish their
authority within the organization.

Where Do We Go From Here?

Near the beginning of this report, I endeavored to provide a set of working
parameters for the kinds of programs I was examining. Many would argue that I am a
traditionalist because of my persistent focus on records. In a twenty-year old textbook in
the field, Milburn Smith considers the power of records within organizations and society
at large. Smith states, “records contain the information that is the lifeblood of any
organization, without which it could not function. Records management, therefore, is a
vital task for all companies or organizations.”206 This is a statement I can work with,
although I would add the archives management as an essential aspect of how records
need to be administered, because of the critically important concept of the life cycle of
records (meaning that all records include phases of “generation, active use, inactive use,
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and disposal”),207 a concept that must also include records that are maintained for long
periods of time in an institutional archives for a variety of research, administrative, legal,
and fiscal reasons. Smith’s rather simple statement includes information and suggests
evidence, and it could be easily used as a bridge for connecting archives and records
management to information, knowledge, document, and other variations on the theme of
the information professions. Indeed, other records and information management
professionals have expanded on the basic life cycle concept in order to incorporate the
archival function as well as the changing nature of information technologies that suggest
not a cycle but a continuum.208 The point is, in all this, that records remain very
important, serve a multiplicity of uses within organizations and society, and encompass
many of the information and knowledge purposes identified by other records and
information management professionals as somehow operating on a higher plane.

Other well-meaning and thoughtful commentators on the nature and state of
records and information management would disagree with my parameters, seeing in them
a traditional bent that would be too limiting for them. Myburgh believes, for example,
that traditional information professionals are “in many ways, marginalized by
contemporary society.” She mentions as factors in this marginalization, feminization,
high culture, and the public library as an agency for social change, but mostly Myburgh
stresses the “confusion between information, knowledge and documents, and the
practicable distinctions between these concepts, has meant that the traditional information
professions lack fundamental theory to support their practice: a theory which could help
interpret changing technologies and the application of professional knowledge to
changing information problems.” With this there is much to contemplate, especially as
she lashes out about too much emphasis on “document management and the management
of warehouses of documents,” factors so stressed by the traditional information
professions that they have not been “managing information at all.”209 Yet, in all this
there is considerable irony. A decade before Myburgh’s book, David Stephens believed
that “what people refer to as ‘records management’ is rapidly evolving into a ‘two-tiered
discipline,” with “traditional records management” “organized around the management of
physical records on visible media” on the “low-end” and “document management”
“organized around the management of electronic documents in computing environments”
on the “high-end.”210 I am sure my focus on records, in my writings, makes some
nervous, but I am willing to suggest that each of the newly emerging aspects of the
information professions could be examined in a more isolated and comparative fashion to
see how organizations come to accept them and recognize them with a formalization as
an administrative unit, program, or activity. For example, if I were to study the factors
that went into the establishing of a knowledge management program, would they look so
different from the ones that I have identified here by primarily considering very
traditional archives and records management programs? I am skeptical that there would
be much difference.

There is also considerable need to analyze over time how, once established, a
records and information management program fares within the organization. In
compiling this particular report, one that I can only describe as very preliminary, I made
no effort to go back and examine what happened to programs described as being
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established in the 1960s and 1970s; my focus was on the factors leading to the
establishment of the programs, and while these factors probably play a sort of continuing
role in the significance of the program, there are likely many other variables influencing
why and how the records and information management function might continue to be
supported or strengthened. Records and information management professionals have
been sensitive to this for a long time; in 1970 Donald Evans used the phrase “advanced
records management” to demarcate when a “program has been in effect and has its part in
the corporate structure. It also informs us that documents and paperwork is following a
controlled pattern from conception and throughout the life cycle.” Evans used
“advanced” as a modifier to suggest that basic records management work was improving,
expanding to include new approaches and new recording technologies, and generally that
the program was “changing with the times.”211

The real critical issue in all this is how records and information management
professionals position their programs within organizations in a way that makes them
useful and relevant to the organization. For example, the notion of “fast-cycle
companies,” pursuing the idea of transforming an “organization that performs without the
bottlenecks, delays, errors, and inventories” so that decisions can be made more quickly
and products gotten to customers faster, suggests a means by which records and
information management professionals should operate. “People in fast-cycle companies
think of themselves as part of an integrated system,” argue Joseph Bower and Thomas
Hout, “a linked chain of operations and decision-making points that continuously delivers
value to the company’s customers. In such organizations, individuals understand how
their own activities relate to the rest of the company. They know how work is supposed
to flow, how time is supposed to be used.”212 I am not suggesting that this particular
model captures how all organizations work. Instead, the point is that records and
information management professionals need to understand the managerial styles and
practices of their employing organizations in order to understand how and why records
and information systems are used, as well as making their programs better appreciated
within these organizations. Too often, the literature supporting records and information
management work has been prepared with too little focus on such issues, almost with an
assumption that the value of records and information systems should be appreciated by
the managers and leaders of various kinds of organizations. Archivists, records
managers, and other information professionals know that such assumptions are not good
enough, if they want to gain deeper understanding about how and why their programs are
supported within their organizations.

The above aspects suggest additional research. We could certainly use, for
example, more work on case studies of the origins, subsequent history, and effectiveness
of records and information management programs within particular types of
organizations, along with the other kinds of research suggested above. Developing a
richer and more varied body of such case study research would enable the records and
information management community to extract more generalizable principles and trends
concerning their programs. I have tried to suggest some of these in this report, but given
the nature of the available literature, it is difficult for these to be considered as anything
more than preliminary ideas.
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There is also additional theorizing to be done about how such programs are
established, evolve, and either succeed or fail over time within particular kinds of
organizations. Again, for critics such as Myburgh, the theoretical foundation of a
professional knowledge is fundamental to the well being of that profession. Yet, there
are limits to how important a role theoretical knowledge can play within the range of
daily activities professionals take on in their institutions. In an important new book about
professional education in American universities, David Labaree examines the tensions
between faculty in education schools and teachers in the field, with some insights
applicable here. Labaree writes, “Problems of teaching and learning, curriculum and
governance, educational organization and educational reform – all of these resist efforts
by researchers to establish causal claims about them that are verifiable, definitive, and
cumulative in anything like the way hard-knowledge disciplines can. For one thing, of
course, education is the social product of actors – teachers, students, administrators,
parents, and policymakers – whose actions both shape this institution and are shaped by
it.”213 Later on, this author adds, “Teacher research and action research together
constitute an emerging genre in the field of educational scholarship, which seeks to
promote a more analytical approach to education among teachers and other practitioners
by encouraging them to carry out systematic research projects within their own context of
practice, while at the same seeking to inject a more normative approach (grounded in the
purposes and problems of the practitioner) into a research literature dominated by the
analytical perspective of university researchers.”214 I did not set out to develop a theory
about how and why records and information management programs are established;
rather, my aim (and consistent with my mandate to do this report) was to develop a set of
working factors that influence the formation of these programs. Others can proceed from
here to ascertain what such a theory might look like, but my aim is in clearly describing a
set of factors archivists, records managers, and other records professionals in the field can
identify and use in practical ways.

As I finished writing this report, it occurred to me that there was one direct action
I could take in helping to improve the records and information management community’s
understanding of how their programs are established and what influences them to succeed
or fail. In my capacity as Editor of the Records & Information Management Report, I
issued in mid-July a call for case studies that could be published in this technical report
series. I posted this call on the Archives and Records Management listservs, indicating
that in undertaking a study for the ARMA International Educational Foundation, I had
found that the case study literature on the establishing and sustaining of archives, records,
and information management programs is sparse in coverage, uneven in quality, and in
need of vast improvement.215 I indicated that I would be making a report on my work at
the forthcoming ARMA conference in Chicago and that my full report would be
published electronically, pending review and acceptance, at a later date by the
Foundation.

I described the Records & Information Management Report, a technical report
published 10 times a year by M.E. Sharpe, as a possible venue for individuals or teams
interested in writing case studies, indicating that authors are well compensated for essays
in the 7 to 9,000-word range (25-35 double-spaced pages). I noted that I was issuing this
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call to archivists, records, and information managers who may have an interest in writing
a case study about their own program; consultants who either can make anonymous a
report or who have permission to publish an institutional study; faculty who have been
engaged in research about particular institutional cases; and graduate students who have
prepared case studies as part of course research assignments. I also indicated that I hoped
to publish not just substantial studies but to feature good stories that can serve as models
and guides for the developing and strengthening of archives, records, and information
management programs.

I indicated that I was looking for essays describing the origins and subsequent
development of archives, records management, and information management programs
that provide details of the successes, failures, challenges, issues, obstacles, and lessons
learned about the nature of these programs and their contributions to their organizations
and society. Case studies about these programs in a variety of organizational settings –
corporations, universities and colleges, cultural institutions, all levels of governments –
were welcome and encouraged. The aim should be to contribute to advancing the
profession’s knowledge about why they are established, how they evolve, and what
factors play a role in their success or failure. Ideally, I suggested, that I was looking for
assessments done by individuals on the outside of these programs, but I was open to
balanced accounts by individuals associated with these programs as well. Finally, I
indicated I was not interested in essays merely promoting a program or organization.

I also described that authors could explore these topics using any methodology
they believe is appropriate (such as historical case study), as long as the program is
described in a manner enabling the field to discern factors affecting these programs’
origins and subsequent development. Each case study should describe a real situation,
possess a solid methodological approach, include appropriate citations, and draw on real
data (ranging from archival documentation to interviews). I argued that my short-term
aim was to strengthen the field’s understanding of how archives, records, and information
management programs are established, what affects their evolution, and what influences
their success and failure. My long-term aim was to draw together these essays into a
single volume that can be used to advance the understanding of the nature of these
programs, teasing out principles and developing a working set of factors that provides a
stronger theoretical or conceptual base for predicting success in these programs.

The response to my call was heartening. Within a few days I was in discussion
with more than a dozen individuals proposing cases on local government records and
information management programs, foundation funding as a means for establishing an
archives program, the development of a records management program in a
pharmaceutical company, the evolution of appraisal and retention scheduling in a
museum, various projects of state government archives and records management
programs, and the origins of archival and special collections in historical societies and
universities. Only time will tell what comes from this effort, but it suggests that there is
interest in building a stronger case study literature. While most of the proposals came
from individuals associated with these programs, it nevertheless represents a start. If
some of these discussions result in more detailed case studies, it may be possible to build



F
U
N
D
E
D
 B
Y
 A
R
M
A
 E
D
 F
O
U
N
D
A
T
IO

N

67

from there to develop the kind of case study literature that we have seen in professional
schools such as law and business. For example, the Harvard Business School provides a
case study of the Historical Society of Pennsylvania, described as follows:

The Historical Society of Pennsylvania (HSP) runs one of the nation's most
important research libraries and a museum focusing on colonial history. Financial
analysis shows that the society has absorbed increased costs of operation over the
past decade through slow but steady depletion of its endowment and deferment of
capital investments. Now the board is faced with three options: 1) continue to
operate both the research library and the museum on a dwindling resource base;
2) continue to operate the research library, but de-access the museum, using
proceeds to fortify the research library; and 3) continue to operate the research
library, but turn over the artifact collection to a new Philadelphia-wide museum to
be created in collaboration with three other organizations.

While the learning objectives go beyond the scope of what archivists, records managers,
and information management professionals might be interested in – these objectives are
stated as “The role of the board and CEO in mission reformulation; achieving board
consensus; and assessing the institutional and financial costs of different mission change
strategies, including the implications of alternate missions for staff implementation” – it
is still a noteworthy object to build a bookcase of case studies that emanate from outside,
objective analysts.216 It is a doable task, and one that can be started now.

It may be hard to argue or accept that the creation of a more systematic and
comprehensive set of archives, records, and information management case studies will
transform the knowledge of these disciplines; perhaps, the best we can state is that it can’t
hurt. There have been past indications that the development of case studies might not
help, such as in the creation by the Society of American Archivists a decade ago of a set
of electronic records management case studies for use in graduate classrooms and
workshops (but their failure may have been due to the subject matter affecting the
durability of these case studies). Yet, maybe there is hope. Lawrence Friedman
describes how, in 1870, Christopher Columbus Langdell, the dean of Harvard Law
School, revolutionized legal education by introducing the case study method to teaching,
even though the “Harvard method of question and answer, of plowing through casebooks,
was slow and intensely impractical.” The reason for the revolution may have been
because the “Langdell method . . . with its pretension to science and rigor, brought
prestige to law teaching. Whether students learned much was almost irrelevant. They
learned to think – or were supposed to. In any event, Harvard Law School was a much
tougher place than before, and the same was true of its clones.”217 My focus in this report
is more on generating a stronger bit of professional knowledge, not arguing about how to
strengthen the education of archivists, records managers, and information managers – but
it is obvious that one goes with the other. At the least, perhaps, we can agree that our
professional knowledge can be “tougher.”

In the meantime, while waiting for more substantial case studies to be written,
there are numerous actions that archivists, records managers, and information managers
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can take short of formal research, submission to print or electronic journals, review, and
the like. The most practical thing that records and information management professionals
could do is to put more detailed information about the origins and evolution of their
programs on the World Wide Web sites that nearly every program seems to have created.
These Web sites are loaded with good information about services, the nature of records
and information sources administered, contacts, exhibitions, practice primers, forms for
various services offered, and a host of other information about the entire range of
activities. Why could these sites also not include case studies about the origins of
archives, records, and information management programs and their evolution as
background information for researchers and others interested in the institution and its
programs? In my own career, on more than one occasion, I worked on background
histories of the programs I headed as a way of acclimating myself to the programs,
understanding their issues and challenges, and planning their futures.218 If I were doing
this today, I would put the information up on a Web site as a means of helping others –
patrons, advocates, supervisors, and other interested parties – to have the same point of
reference. One could imagine slowly building a clearinghouse of case studies that
provides a fuller portrait of the origins, evolution, and success and failure factors for
archives, records, and information management programs.

Records and information management professionals, in order to gain more
understanding about how and why their programs are established and how they are
supported or not supported, will need to do the following:

 Conduct comparative analyses of factors leading to the establishment and
organizational support of other programs, such as knowledge management,
information policy, libraries, and so forth.

 Study programs longitudinally – over time – to see how they fare, what
strengthens them, and what weakens them.

 Analyze different managerial styles and corporate cultures to understand their
implications for sustaining records and information management programs.

 Ramp up more systematic case study research about records and information
management programs in a wide variety of organizational settings that can
generate principles and theoretical models about the factors involved in their
origins and continued development.

This is a long-term set of activities, but they are ones that can promise great benefits, both
practical and academic, in our understanding of records and information management
programs.
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Richard J. Cox is Professor in Library and Information Science at the University of
Pittsburgh, School of Information Sciences where he is responsible for the archives
concentration in the Master's in Library Science degree and the Ph.D. degree. He has
been a member of the Society of American Archivists Council from 1986 through 1989.
Dr. Cox also served as Editor of the American Archivist from 1991 through 1995, and he
is presently editor of the Records & Information Management Report as well as serving
as the Society of American Archivists Publications Editor. He has written extensively on
archival and records management topics and has published eleven books in this area:
American Archival Analysis: The Recent Development of the Archival Profession in the
United States (1990) -- winner of the Waldo Gifford Leland Award given by the Society
of American Archivists; Managing Institutional Archives: Foundational Principles and
Practices (1992); The First Generation of Electronic Records Archivists in the United
States: A Study in Professionalization (1994); Documenting Localities (1996); Closing an
Era: Historical Perspectives on Modern Archives and Records Management (2000);
Managing Records as Evidence and Information (2001), winner of the Waldo Gifford
Leland Award in 2002; co-editor, Archives & the Public Good: Records and
Accountability in Modern Society (2002); Vandals in the Stacks? A Response to
Nicholson Baker’s Assault on Libraries (2002); Flowers After the Funeral: Reflections
on the Post-9/11 Digital Age (2003); No Innocent Deposits: Forming Archives by
Rethinking Appraisal (2004), winner of the Waldo Gifford Leland Award in 2005; Lester
J. Cappon and Historical Scholarship in the Golden Age of Archival Theory (2004); and
Archives and Archivists in the Information Age (2005). A second edition of
Understanding Archives and Manuscripts, co-written with James M. O’Toole, will
appear in 2006. He is presently working on several new books on archival ethics and
accountability, professional education, and personal recordkeeping. Dr. Cox was elected
a Fellow of the Society of American Archivists in 1989.
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The ARMA International Educational Foundation

The ARMA International Educational Foundation is the non-profit, (501(c)3, affiliate of
ARMA International, the primary professional association for the records and
information profession in the world.

Mission
The ARMA International Educational Foundation supports education and research
initiatives that promote the advancement of both information managers and the
information management profession. Recorded information is the lifeblood of the modern
organization, but rarely is it treated as a critical asset, primarily because there is little
quality research to create the comprehensive body of knowledge required to support
information management as a profession. The AIEF purpose is to answer that need by
soliciting funds for this research and then providing a vehicle through which conclusions
can be tested, documented and communicated to the information management
community.

If you found value in this publication, please consider making a financial contribution to
the Endowment Fund of the Foundation. This can be accomplished by visiting the
Foundation’s web site, www.armaedfoundation.org, or by contacting

Foundation Administrator
ARMA Int'l Educational Foundation

1609 Terrie Drive
Pittsburgh PA 15241

USA

Additional information about the Foundation can be found at

The National Database of Nonprofit Organizations
http://www.guidestar.org/search/report/gs_report.jsp?ein=31-1556655

Comments about this publication and suggestions for further research are welcome.
Please direct your inquiry to the Foundation Administrator.


