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Executive Summary
This report to the Local Government Archives Task Force focuses on advocacy and awareness, broadly defined. The central question is: what steps need to be taken in the area of advocacy and awareness to strengthen the management of local government archival records? Subsidiary questions included: What standards and guidelines for local officials follow in managing their archival records? What are their incentives to follow them? What are their incentives to support sound care of archival records generally? What are the best approaches to advocacy work, particularly through associations? What other advice might be helpful to the Task Force?
To secure advice for this report, we organized two sessions at the CoSA/SAA/NAGARA meeting in August 2006 in Washington; asked for advice from expert panels; and conducted an online survey, which garnered advice from about 400 people. In addition, I secured in-depth answers to the questions from a dozen experienced experts in the field. 
The report, based on analysis of the evidence, advances 12 recommendations for consideration by the Task Force:

1.
Provide sustained national attention and leadership.

2.
Set a long-term national agenda/vision/goals.

3.
Broaden and strengthen the State Archives’ leadership role.

4.
Develop a website as a focal point for interest and activity/make optimal use of the Web.

5.
Draw creatively on the power of the network of interested professionals.

6.
Broaden the circle of concern and influence at the national, state, and local levels.

7.
Revisit and redefine the Federal government’s responsibility in this area.

8.
Develop the business case for local government archives.

9.
Develop a statement (or statements) of canons of good practice.

10.
Develop a new set of publications and educational opportunities.

11.
Devote more attention to connecting government operations + information + records + archives.

12.
Devote attention to use and users of local government archives.
I. Introduction
This part of the Closest to Home Project focused on raising awareness and strengthening advocacy. The project’s Request for Proposals outlined the challenges, summarized the opportunities, and posed several questions for which the Task Force sought advice. With the approval of the Task Force, we settled on six questions in this area.

1.
Standards and guidelines. What standards and guidelines do local government officials already follow in managing their records of long-term value, and how can those standards and guidelines be publicized or strengthened?

2.
Incentives for the use of standards and guidelines. In your opinion, what would be the best methods of encouraging broader use of these guidelines or standards?

3.
Incentives for local government officials. What are the main incentives for leaders of local governments to support sound management of their archival records of long-term value, and how can advocates strengthen those incentives? 

4.
Advocacy work. What are the best approaches to advocacy, particularly in working with local government associations, history groups, genealogists, and other groups in the community to improve the management of records of long-term value?

5.
Incentives for support. What can archival associations (including state archives and other repositories and professional associations) do to strengthen the incentives of local government officials to support sound management archival records?

6.
Other advice on raising awareness and strengthening advocacy. The Local Government Archives Task Force is very interested in your advice about strategic approaches that have been effective in improving the management of records of long-term value, and about approaches that have not been tried but should be considered in the future. 
In preparing the report, I drew on the extensive insights of a dozen experienced practitioners and experts (see Acknowledgements in Section IX), the responses of several hundred people who filled out the online project survey on the project website in the fall of 2006, reports of the project itself, available literature, and my own experience.
This project is focused on local government archives rather than records management. But in fact records management and archives are closely related, and much of the advice we received during the project related to records management as well as archives. In the same vein, this report attempts to focus on archives, but of necessity much of it also covers records management issues as well.
II. The Setting for Local Government Archives
This report is one of four consultants’ reports in the Closest to Home project, the largest and most extensive study and analysis ever undertaken of local government archival records management in the United States. There have been a number of previous reports and studies, summarized in another Closest to Home project report, “Home Truths: An Introduction to the Closest to Home Project” (July 2006), by Jeremy Brett.
 For the most part, these reports, going back over the last several decades, comment on the inadequate state of affairs in regard to local government archives, emphasize their value, and exhort the archival community, state archivists, local governments, and others to improve the situation. Some of my own previous writing would fit into this category. 
The premise of the Closest to Home project is that the situation is still alarming, archival records are not being adequately preserved, the extensive creation of electronic records is complicating and exacerbating the problem, and definite action is needed. Other recent surveys, including those carried out by several states, reach the same conclusion. But how can we be so sure? Or, from a different perspective, if we are so sure, why is it so difficult to make a persuasive case beyond our own community? 
Gaps 

In reviewing these previous reports, it becomes clear that several things are missing (or substantially underdeveloped), or that in effect constitute gaps:
Standards, or recognized canons of best practices, for local government archival records management or programs. There are many guidelines, canons of good practice, and documents that approach being guidelines in several states. There are extensive, legally binding records retention and disposition schedules in most states, but these cover only one aspect of records management; and, for archives, do little more than identify them as “permanent” without indicating how they should be managed. Overall, there is no set of standards, for instance, issued by a professional records or archival association; by a government agency; or by a standard-setting body such as the American National Standards Institute (ANSI) or the International Standards Organization (ISO). The absence of standards means that local government officials lack clear expectations for the care of local records in their governments; local records managers and archivists lack clear benchmarks; and archival program development is likely to be uneven at best.
Measurable goals for what we are trying to achieve across the nation in this area. Many people involved with this subject (including me) have advocated more resources and greater efforts in this area. We have emphasized the need for more, and stronger, programs. But as a community, we lack a true sense of mission and vision and goals for what we are trying to achieve. What would we regard as “enough” or “success” in this area?
Monitoring or reporting mechanisms to enable quantitative tracking of progress (or lack of progress). Several of the state archives have surveyed local government archives, and CoSA and other organizations have done an excellent job of summarizing issues, conditions, and needs. But we lack a monitoring or reporting mechanism; this, in turn, is tied to the absence of standards and goals, noted above.
Professional association(s) focusing exclusively or extensively on this topic. Several associations, including the Council of State Archivists (CoSA), the National Association of Government Archives and Records Administrators (NAGARA), the American Association for State and Local History (AASLH), the Society of American Archivists (SAA), the International Institute of Municipal Clerks (IIMC), and others have given notable support to improving local government archival records management at various times over the years. But they have other priorities and modest resources, and the area of local government archival records therefore tends to be something where they show waxing and waning interest. There is no professional association that focuses entirely on this topic, for instance, by issuing guidelines or standards, holding conferences, training practitioners, and serving as an advocate.
A consensus on responsibility. Who is primarily responsible for the welfare of local government archival records? The responsibility is splintered: local government records managers and archivists; local government elected and appointed officials; state archival programs; the federal government (responsibilities marginal and not well defined at this point); and community agencies such as libraries, historical societies, museums, colleges, and universities which sometimes act as de facto custodians of local government archives. 
An understanding in government that more government programs and services require more recordkeeping resources. Records are a growing business—as government services expand (or even if they just continue), over time, the volume of records grows. This is true of archival records—a relatively small subset of all records created—which also grow in scope, magnitude, and, often, also in complexity, for instance with the increasing use of complicated electronic information systems.
Solid connections between local government archival records and the business and functioning of local government. Local government archival records are essential to local government itself; in fact, local government is the pre-eminent “customer” when it comes to use of these records. Yet it sometimes seems as if these records are conceptually detached from the very governments that created them; that “archival” is synonymous with “old”; and that genealogists, antiquarians, and small numbers of historians are the beneficiaries of activities to save archival records.
Trends

There are at least four deep-seated trends that will intensify the need to fill those gaps; in some ways, they make the work easier, and in other ways, more challenging.
1. 
Heavy emphasis on businesslike, cost effective, responsive government. Rising and changing challenges, uncertain (or shrinking) revenue bases, public demand and expectations for more responsive government, and other forces, are combining to push local government toward a cost-efficient, businesslike basis of operation. IBM’s Center for the Business of Government identified six related trends in a recent report:

Government executives are changing the rules to gain more flexibility, provide competitive choice and incentives; perform on demand; and use networks and partnerships.
Governments are using “performance management”—an “outcome orientation” that focuses on results.
Governments are providing for competition, choice, and incentives; in effect, they are challenging their own operations by opening them up to competition.
They are focusing on performing “on demand”—more speed and agility, more effective relationships with key partners, suppliers, and the public.
They are engaging citizens—not just providing information and services, but also developing more ways for citizens to shape policies.
Governments are using more networks and partnerships—across agencies, across levels of government, and into the public, nonprofit, and private sectors. 
The National League of Cities, in its annual review of city fiscal conditions, notes that the budget situation is brightening—but the slowing real estate market may presage falling property tax revenues and rising employee pension costs, infrastructure needs, and other costs will continue to mean “tough budget choices.”
 All of this argues for making a businesslike case for the importance of archival records. 
2.
Accelerating trend toward digital government. Local governments at all levels operate on digital information—for administration and management, documentation, interaction with the public, and delivering services. The 2005 Digital Cities Survey showed a significant increase in digital information and a “commitment by local officials to view [information] technology as a key element in delivering vital citizen services”; the 2006 Digital Counties Survey showed that counties understand that technology is vital for service delivery and a mainstay in moving toward excellence.
 Particularly important are newer information tools/systems, such as portals (for access to government information and services) and wikis (internal electronic collaboration tools). In short, government runs on information. This fact should translate into an emphasis on the importance of records, including archival records which, in a sense, are the most important of all records. All of this argues for a focus on managing electronic archival records and using the information technology tools to foster access to all archival records.
3.
Sustained public interest in local history and heritage. Public interest in broad historical developments and in “textbook” history varies over time. Many people don’t connect in a personal way to the history they encounter in books, movies, or history classes. But public interest in local, community, and family history—the history that is “closest to home,” like local government archival records—continues at a sustained high level. A study in the late 1990s found great interest in family history; in looking at family photos, letters, diaries, and other documents; in gaining historical insight as a way of “maintaining family and community ties and trying to deal with family health problems;” understanding the communities in which they live; and understanding how those communities, in turn, relate to their state and nation. People want tangible connections with the past—things they can see, feel, study, and discuss—and many people consciously create documentation, through photographs, for instance. They want their descendants to understand their lives and times, too. The study concluded: “We can say that millions of Americans regularly document, preserve, research, narrate, discuss, and study the past.”
  This set of insights suggests the need to point out the importance of local government archival records for historical documentation.
4.
Electronic means for disseminating archival information, recognizing best practices, and promoting archival program development. One more trend is worth noting: the same technology that complicates the work of local government records managers and archivists also poses unprecedented potential for strengthening their programs. Electronic records—archival and non-archival —are much easier to create, edit, transmit, and access than their paper counterparts. However, the records/archival community has not yet developed strategies or tools for addressing this issue. But the advent of the Internet and the Web also present the possibility for dissemination of information about archives and archival programs; about standards and best practices; and about other aspects of management. The Recommendations section, below, suggests some ways to capitalize on this potential.
III. The Six Key Questions
The next few sections present insights into the six key questions, posed above, for this part of the project. Most of this evidence is distilled from the online survey; my own more detailed survey of experienced practitioners (see the Acknowledgements section, below); the reports of the project’s expert panels; and my own experience. 
For each question, I provide a short summary right at the beginning; an introduction; headings that summarize the main points; and under those headings, some summaries or paraphrases of comments from the expert practitioners and/or the online surveys. These provide an elaboration of some of the major points. They also help convey the sense of diversity of thinking on these topics!
1.
Standards and guidelines
The main point here is that standards and guidelines for local government archival records management are largely absent. It was surprising (to me) that people seemed unaware of what few publications there are that focus on this topic. There seemed to be little inclination to look beyond one’s own State Archives for guidance and canons of good practice. Clearly, there is a gap here between “what is” and “what ought to be.”
There is a clear distinction between “standards” and “guidelines.” Standards are issued pursuant to law or regulations, tend to be fairly detailed and prescriptive, and are required to be applied. Records retention and disposition schedules generally fit this category—they indicate how long records must be retained; from an archival viewpoint, the most important ones are those that are assigned a “Permanent” retention period, meaning they must be retained on a continuing basis. 
There are also standards for micrographics, longstanding in many cases, since this technology has been used for many years. Often, these standards are based on (or cite or incorporate) national standards, such as those promulgated by ANSI or AIIM.
Some states also have standards for digital conversion of paper records, though in many cases these are less detailed and prescriptive than those for micrographics.
Other than that, there are few “standards”. Some states have “guidelines” for local governments, but these are more general and advisory rather than required.
There was a notable difference here between the experienced records managers/archivists, and the “non-local government officials” who responded to the second online questionnaire. The first group was well informed; the second, much more likely to respond with “don’t know” or to say that they understood there were standards and guidelines but were unaware of what they are. A few comments were to the effect that “they’re all over the place”—some local governments follow some national standards but not others—or that local government officials say they follow standards and guidelines but in reality, they do not.
Several respondents to the online survey responded in effect that they followed state law or state legal requirements; they seemed to equate that with standards and guidelines, though in fact it is much narrower. Others indicated they complied with state guidelines but did not identify them.
A summary of the major points:

1.1 
Staff for the records management/archives program is essential for the application of standards and guidelines. The availability of guidelines and standards, though important, may not make much difference in the absence of a records manager or archivist who understands them, can advise on their adoption and use, and can monitor that use over time. Related comments:
· The real problem is not standards; it is that program staffs are too small to work with agencies to implement them.
· In the absence of records management or archival staff, records custodians such as Clerks may be unaware of standards and guidelines or uncertain how to adopt and apply them.

1.2 
There is considerable variation in guidelines and standards across the country. State guidelines vary from state to state and from locality to locality. This makes it difficult to generalize about the situation across the country and also makes for considerable unevenness. Related comments:
· Variation is to be expected; it is a reflection of the fact that each state is different and that state archives program vary.
· States that lack laws should be encouraged to enact them.
· Where laws exist but are not enforced, enforcement should be increased.

1.3 
State schedules are available for retention/disposition and reproduction but they may not be consistently applied and used.
· State archives have for many years issued retention/disposition schedules to regulate the retention and disposition of local government records. These are helpful (in fact, essential) in ensuring the preservation of local government archival records. 
· State schedules, because they need to cover multiple governments in a state, may not cover all records in a particular local government, or it may not be clear if a given record is covered or not. In that case, local officials may need to make their own interpretation of where a record fits on the state schedule; may need to petition the state for a retention period; or may need to develop their own more detailed schedules, based on the approved state schedule.
· Many people make a de facto assumption that records designated as “permanent” on the schedules are archival and vice versa. But in fact, some local governments designate additional records as archival and retain them on a continuing basis because they are convinced these records have continuing value.
· Many State Archives have developed standards for microfilming (often based on or incorporating national standards issued by such organizations as ANSI and AIIM); for the most part, local governments follow them.
· Some states have standards for digital reproduction, but these are not as longstanding or extensive as those for microfilm.

1.4 
Several states have produced guidelines for local government records management and archives. Several state archives programs have produced guidelines for records management programs but they are much less detailed for archival programs, or don’t include archives to an appreciable extent. Related comments:
· Guidelines are available on state archives’ websites.
· States cited as having good sets of guidelines included: Alabama (http://www.archives.alabama.gov/officials/leaflets1.html); New York (http://www.archives.nysed.gov); and Ohio (http://www.ohiohistory.org).

1.5 
Guidelines and standards are largely missing for local government archival work. Even in the best-regarded states, guidelines and standards for archival work are, for the most part, missing or underdeveloped. For instance, key aspects of archival work are unaddressed, including: program development; relating records management and archives; cooperation with allied organizations (including potential custodial relationships) such as local libraries and historical societies; archival appraisal and its relationship to scheduling; arrangement/description; development and use of finding aids; preservation; researcher relations and reference services appropriate for a government archives where internal users are an important constituency; and public programs such as working with the schools. Related comments:
· Guidelines from professional associations such as the Society of American Archivists only partially fill this gap.
· Some local governments are aware of and follow state guidelines, in part because the law requires it and the State Archives makes them aware of it. But they simply do not know about other standards.
· There is a need for a basic standard of archival practice.
· Focus directly on the issue by producing a short publication that provides basic information about identifying and preserving permanent records.

1.6 
Some local programs have developed their own guidelines, but their coverage and extent varies. Some of the larger local government archival programs have developed and issued their own guidelines, for several reasons: absence of an alternative, e.g.., archival guidelines from the states; need for something with a high degree of visibility and customized for their own situation; feeling, based on experience, that a particular approach was needed and would work. Related comments:
· Some programs put their materials online or on a government intranet so that they are widely available.
· Finding time to keep them updated is a challenge. Some programs supplement them, for instance, with Power Point presentations.

1.7 
There are various statewide and regional approaches to getting local officials to follow standards and guidelines. Practices and approaches vary from state to state, and include a mix of statewide and regional approaches. Related comments:
· In some states, e.g., Ohio, there are networks that involve the State Archives, universities, and other centers. The State Archives assists local governments through this network; in particular, working on retention/disposition of records.
· New York has field offices around the state with regional advisory officers who work directly with local officials.

· Local record units of state archives work extensively with local governments in their states on this issue, including putting out publications, holding workshops, addressing groups, and meeting with local officials in individual governments.
· In some states, e.g., Virginia and New York, associations of government records managers and archivists have publicized standards, held workshops, etc.
· One good approach is an informal network of local government archivists within a state. The consult informally with each other, share ideas, provide advice and training to others, and work closely with the State Archives.
· Local government associations—associations of City Clerks, County Clerks, Mayors, etc.—should be key players in working for improved management of local government archival records.

1.8 
Local archival programs also take various approaches to getting officials to follow standards and guidelines.
· Some larger programs have created their own guidelines or handbooks; some have put them online to make them easily accessible and updatable.
· Some local governments have developed what is in effect an interlocking system: they understand the state laws and regulations but use them as a basis for developing their own records programs via local law or regulation. State requirements + the local enactment, taken together, constitute the basis for the records program.
· Some programs also put on workshops and classes in records management and archives. 

1.9 
Some local governments simply do not follow any standards or guidelines or follow them inconsistently. Simply having guidelines, standards, or regulations is not enough. Local officials need to be aware of them, willing to apply them, and able (in the sense of having enough resources) to apply them. Related comments:
· In many localities, the designation of a record as “permanent” on the state retention schedule is not enough to guarantee its survival. Records may be discarded when space runs out, incumbents change, or offices move.
· Local officials may be unaware of the state schedules, may not match a particular record in their custody to the schedule, or may simply disregard the schedule and dispose of records at will.
· Smaller governments may be more likely to ignore, or only partially implement, state standards and guidelines, and, instead, take a more pragmatic approach that seems better suited to their setting, circumstances, and resources.
2.
Encouraging broader use of standards and guidelines
There are two main sets of insights here, and they do not agree with each other. 
One, encouragement of use is possible only through constant lobbying, education, training, etc. This advice is difficult to apply, however, where local government records and archival programs are non-existent, small, or underdeveloped. 
Two, local officials will follow standards and guidelines only if they are required to do so. This argues for use of laws, regulation, and directives; and for involvement of state officials beyond the State Archives, e.g., Attorney General, State Auditor, or Comptroller. But the proponents of this perspective do not provide advice on how to put such requirements in place.
A summary of the major points:

2.1. 
The real key is having someone on staff—i.e., the records manager or archivist—who has authority, resources, and visibility, and who can educate and encourage compliance with standards and guidelines. A good deal of the evidence points in this direction. In effect, this finding is similar to Finding 1.1, above: having a responsible person makes all the difference. Related comments:
· You need a records manager/archivist and appropriate staff who can publicize, educate, remind, and help apply the standards and guidelines. 
· In the absence of a records manager or archivist, local officials may be unaware of standards and guidelines,unsure how to apply them, or they may just feel little incentive or pressure to do so because “no one is watching.”
· Programs need more staff to carry out mainline services such as reference/research. This would free up the time of more senior staff to work with agencies on adopting standards and guidelines.

2.2. 
Constant education, awareness-building, and explanation, not only of what the standards or guidelines say but also why they are important, are essential strategies. 
· Make sure the standards and guidelines (and schedules and other materials also) are kept up to date.
· Lots of continual education at all levels, including workshops, presentations at local government regional councils, articles in professional magazines, etc. Stress the positive effects of adherence to guidelines; negative effects of non-ahderence.
· Educate the public, legislators, people who set the budget, and agency heads. Need the backing of the commissioner to ensure that it is agency-wide and that it gets implemented on a consistent basis.
· Workshops are helpful, particularly for new officials such as newly elected clerks. Some records and archives programs carry out such workshops. But others report that they simply lack time and resources to do so.
· Continuous training is the key here—by the State Archives, the Attorney General, professional associations, etc. Educate on the what, the how, and the why.
· Just keep constantly mentioning them—in publications, workshops, other presentations, newsletters, etc.
· Package and explain them in ways that local government officials can understand.
· Need a manual and other publications that explain the standards and guidelines in terms people can understand, and that also explain their importance and why they should be followed.
· Use the local government intranet to make everyone more aware of the standards and guidelines.

2. 3. 
Standards will be ignored unless their adoption is enforced. A minority of both the experts I consulted and the online survey respondents felt strongly that local officials are unlikely to follow standards, or even guidelines, unless they are required to do so. Their opinions were not the majority, but they were strongly felt and strongly expressed. The recommended strong direction from the state, and also embedding the local program in a strong, well considered local law, ordinance, or other enactment. Related comments:
· There should be fines for noncompliance, or tardy compliance, with the Freedom of Information laws; analogous provisions might be inserted in local records management acts.
· Need some stronger directives, e.g., direct order from the Attorney General
· The state needs to mandate compliance by law or regulation
· Make them mandatory and strictly enforce them
· Use auditing and funding to ensure attention and compliance. Local government officials understand the concept and importance of audits; so including records and archival management as part of the audit will improve adoption and use.
· The local government should pass a resolution, formally establishing a records management/archives program in line with guidelines from the State Archives

2.4. 
Be prepared to accept some indifference, gaps, and less than perfect applications. Local officials may be unaware of guidelines or standards, too busy or resource-pressed to apply them, may not understand them, or may just plain ignore them. Application may be uneven from one government office to another, and over time, from one local official (for instance, a Clerk) to another. Related comments:

· The state may issue guidelines, e.g., retention schedules, but it is impossible to know for sure that all agencies are following them in a large local government. Full implementation is never a certainty.
· High-profile events have a positive effect in encouraging use of standards and guidelines. For example: a court case involving the records of a top official has brought attention to email policy; more funding for preservation in the wake of Hurricane Katrina.
· There were very few references to the IT or CIO’s office, but a few respondents to the questionnaire mentioned that records management and IT were working together on guidelines for electronic records.
3. 
Incentives for leaders of local governments to support sound management of their archival records

Local government leaders have broad, complicated responsibilities and may not understand the value and importance of records and archives. They need to be “educated” in this area; archivists and records managers can play a major role in doing this.
But beyond that, local leaders need to see both positive consequences of supporting these programs—efficient government, cost savings, preservation of community history, positive image of the leader as someone who cares about history—and the negative consequences of neglect—loss of legal documentation, disservice to history, criticism in press and public if there is a perception of indifference to history. 
A summary of major points:

3.1. 
Make a sound, businesslike case for the resources needed for records management and archives. Much of the advice in this area focused on the need to systematically prepare a convincing case about the needs and the benefits to local government itself (as opposed to or in addition to the benefits to outside researchers). “Return on investment” is a key concept/argument. “Time, resources, and dollars” was the way one respondent to the survey summed it up. “There has to be something in it for them [local government leaders]” said another respondent. Related comments:
· Local government officials need to understand that archival management is a management issue; that requires a good deal of education.
· Make it personal: government leaders can find the information they need when they need it.
· Good records management is required by law, but that is because it is sound public policy.
· Access to information fosters good decision-making; records are an important institutional resource, including documentation on current issues that may also have come up in the past.
· Sound records/information management supports efficient, economical government.
· Well-managed records mean a more satisfied staff because they can readily find the information they need when they need it.
· Link records management and archives together when making the case; and stress that records management reduces costs for storage and access, fulfills legal responsibilities, etc.
· Develop a well-prepared request for program resources; make a solid case; don’t just ask for assistance with a vague plea to save historical records, which is not persuasive.
· Provide a cost-benefit analysis, particularly when proposing something new or different.
· Make the case for cost savings/cost avoidance; avoid letting them think this is an “unfunded mandate.”
· Better managed records means more systematic disposal of obsolete records which, in turn, means freed-up office space and less records storage space.
· Not only does good records management avoid freedom-of-information litigation; it also saves hundreds of hours (and commensurate costs) because records are easily located.

3.2. 
Keep lobbying and educating local officials. Many of the comments in this area are related to the need for persistence and imagination in getting local officials to support sound management of records and archives. Archivists, records managers, local government Clerks, and others, have to keep pushing, using various arguments, multiple approaches, available forums (not just at budget time), and outside constituents (researchers, advisory group members. Related comments:
· Keep educating local officials about the use of archives; stress multiple values, including archives supporting the business operations of government; providing an important public service; and embodying the cultural heritage of the community.
· Leaders in government need to hear from their constituents about the value of archives and the services of the archival program. Informal meetings, for instance, receptions, provide a good opportunity for your customers to talk with local officials.
· Use every opportunity to bring the attention of commissioners and board members to the archival program: send them reports, make presentations and reports to them, get them to issue proclamations (of “Archives Week,” for instance); resolutions of thanks to groups that donate equipment or time to the archives; etc. 
· Advance the argument that supporting archives conveys an image of caring for the history of the locality, preserving our unique cultural heritage, enhancing community pride, etc.
· Keep making the connection between archival records and local history.
· Show local officials that even “old” archival records have value, e.g., the original land grants and other land records in a county.
· Make the case that records are not of great value unless they are accessible; and that requires arrangement, inventories, record locator systems, finding aids, etc.
· Support other historical activities, commemorations, historic sites, etc., as a way of generating interest in local history.
· Give local government leaders credit for supporting the program when it gets good press.

3.3. 
Funding is the main issue. Quite a few of the comments related to the need for resources to support the program. The argument basically boils down to: local officials will support sound records and archives programs if they have the resources to do so. But not many of these suggestions went into how to actually get those resources; to some degree, the argument is a circular one in the sense that it is the leaders of local governments themselves who have to provide the funding. Related comments:
· Money is the main incentive. Dedicated fees have been enacted in some places. But there may be at least two problems: (1) the “dedicated” money gets siphoned off for something else; (2) much of the money goes, indirectly, to vendors (for instance, microfilming) rather than to long-term buildup of the program.
· Competitive grants programs along the lines of those in New York and New Jersey provide incentives to improve the management of local government archives.
· Demonstrate that the program brings in revenue, directly, e.g., through use of research facility, search fees and copying fees; and indirectly, e.g., through visits to the locality by outside researchers.
· Tie to other local history programs and make the case that they all bring in visitors (and, therefore, funds) to the area.
· Grants, e.g., of the type available in New York and New Jersey, can help get local leaders’ attention and, hopefully, continuing support.

3.4. 
Legal compliance/avoiding legal problems/avoiding negative publicity can be a powerful incentive to support sound records and archives management. Proponents of this perspective felt that legal requirements are the main incentives for local officials to support these programs. They cited Freedom of Information laws and the need for local government to access and present appropriate records in case of legal action against it. Related comments:
· Legal requirements are helpful in certain areas, e.g., retention/disposition, but they only go so far. Where they try to mandate programs, they are more vague and less likely to be enforced
· Public “Freedom of Information” laws may have a positive influence in fostering sound recordkeeping. Well-managed records make response easier and avoid negative publicity.
· Well organized records also help protect the local government in case of legal action against it.
· Local officials want to do their jobs well and to be perceived as competent and responsible. This is an incentive for good recordkeeping, particularly in areas of high-importance archival records such as land surveys and document recording.
· Avoiding bad publicity is a powerful incentive to support archival programs; they don’t want to read in the papers about the bad state of historical records preservation.
· The media plays a VERY important role here. Local officials want to avoid being embarrassed by news stories to the effect that they don’t care about documentation and history, the local government’s archives are being neglected, history is being lost, etc.
· Local officials want to be reelected without scandal; they may want to run for higher office; sound records and archives management can help them do that.
· Use case studies—stories from other local governments—as examples of what can happen when records are not well cared for.
· Make it mandatory; provide for annual inspection; fines for non-compliance.
4.
Advocacy work 
This section is closely related to Section 5, below, which focuses on the role of associations, and to Section 6. Advocacy is an underdeveloped talent; many professional archivists and others who care about local government archives don’t know how to do it well or don’t have time to do it. Successful strategies include: learn how to do it well and be persistent; customize the case; work with allied groups; and get those groups to make the case for you.
A summary of major points:

4.1. 
Constant advocacy is essential. One of the underlying themes here is that archivists, records managers, and others who care about local government archives have to devote a good deal of time and attention to advocacy work. It’s not enough to make a meritorious case once and move on; or to relax after securing an initial success (such as enhanced program funds). The people in charge of the destinies of local government archival programs (e.g., elected officials), are busy, have many other priorities, and may be impatient with appeals to support archives. Moreover, both elected and appointed officials may have relatively short tenures, another reason for constant advocacy. Related comments:
· Constantly get the word out to groups that use archives and to allied professions such as libraries and museums. Speak at community groups—genealogical groups, historical societies, senior citizens, service groups such as Kiwanis. Attend cultural events. Participate in state and national historical commemorations.
· Constant advocacy work is the key. Not just one “Archives Week,” but a year-round, continuing commitment.
· Keep pushing, moving, growing. When your program is in good shape, take the next step, e.g., consider advocating a regional repository.

4.2. 
Customize the case but make it concrete, practical. Advocacy can take many forms, and the “message” needs to be customized, depending on the group and the issue at hand. Advocates for these programs need to work hard, prepare carefully, be persistent, and be prepared to refine or modify their approaches as they go along. It’s essential to present the case clearly, in terms that resonate with the audience. Related comments:
· Make the case in concrete, personal terms that people can understand: your family’s history is documented here, the house where you live has a history that is documented here, here are some of the last remaining photos of the early years of our town, etc. This builds grass-roots support.
· Push the themes of efficiencies and cost savings.
· Be practical; make a sound business case for what you want; work with leaders in communities who will support you.
· Find and publicize concrete examples, e.g., production of a certain record documented the county’s legal rights, land ownership, etc.

4.3. 
Cooperate with allied groups. A related strategy can be summarized as follows: work with others, form partnerships, identify common issues and goals, cooperate on advocacy. This builds on their natural interest in good government, history, or some other area. It is only through partnerships that influence can be enhanced enough to get real support for archival programs. Related comments:
· Form strong collaborative ties with allied associations, particularly those in the community. Work together. Partnering. Emphasize the local government archives, but stress that we’re only one part of the total archival “picture.” Speak to associations, school groups, and others in your locality. Make sure people know who you are and what your program is and does.
· Build alliances with historical societies, genealogists and others.
· Establish contact with the school system and work with teachers to include historical records in the curriculum.
· Speeches at/outreach to groups that may take a direct interest in the program. E.g., groups whose members may wish to carry out research in the archives; or who might be willing to give funds for a special project such as preserving or microfilming particular documents; or who might become volunteers.
· Build alliances with key members of the city council or county commissioners; seek their help in program expansion.
· Volunteer programs can be invaluable in enlisting people for processing, providing reference services, etc. Volunteers can also become very good advocates—they know the program and its needs from the inside.
· Encourage students from local colleges and universities to volunteer in the archives.
· Advisory committees, drawing broadly on potentially interested groups including historians, genealogists, journalists, jurists, and other interested citizens, not only can provide advice but also, through their standing and influence, may be able to get the commissioners or council to increase support for the archives program. 
· If you have a well-established archival programs, e.g., at a county, help others, e.g., at the town level, including conducting tours, and, if appropriate, offering services such as microfilming. 

4.4. 
Get others to make the case for you. This point is closely related to the ones above in this section. Advocacy by archivists and records managers for their own programs is important but has its limitations: it can be viewed as not objective (even self-serving), and it is generally directed to people who are the archivists’ superiors in one way or another (e.g., mayors, city council members). But advocacy from the outside—taxpayer groups, civil groups, genealogists, historians, legal groups, and others—has a different cast to it. It is coming from outsiders—constituents, taxpayers, members of the public—whom local officials are inclined to heed. It is more objective because it is coming from an outsider groups which will not benefit directly from what is being advocated. Outsiders can sometimes make more imaginative, fresh arguments because of their own experiences. They also serve as something of a counter-weight to other outside groups which are lobbying for other programs in local government.
5. 
Role of archival associations and state archives
There are multiple potential roles here, in four areas: (1) training and education, including in the areas of advocacy and program development; (2) lobbying local government officials; promotion and encouraging increased use; and assisting in other ways such as highlighting models; (3) highlighting and promoting best practices; and (4) encouraging use.
This question was posed on both of the online surveys; it was posed indirectly to the experts whom I contacted and who responded by email. The survey asked about experience with local government associations at the state and local levels; history groups; genealogical groups; and others. Respondents who had worked with such groups were asked to identify them by type. Percentages are rounded off.

	Table 1. Percent of respondents who had worked with various types of groups on issues related to local government archives.

	
	Local government associations (national)
	Local government associations (state)
	History groups
	Geneal-ogists
	Other

	Respondents employed by local governments or working with local government records
	 27
	 86
	 34
	 36
	 24

	Other respondents
	 18
	 50
	 43
	 50
	 35


Some of the responses in this area were similar to advice summarized above, particularly in Question 4. I have tried to summarize some of the additional perspectives expressed in this area.

5.1. 
Expand state archives’ educational and grants programs. Since this question included state archives, a number of respondents advised, in effect: have the state archives do more of what they are already doing! Related comments:
· Provide more training, particularly for new archivists and records managers.
· Provide educational opportunities for leaders of local government and take other initiatives to “educate” management.
· Send speakers to meetings of local government officials.
· Expand grants programs.
· Consider new approaches to grants, e.g., sharing between state and local governments.
· Audit programs for compliance with state regulations.

5.2. 
Highlight/recognize good models. There were several comments to the effect that both the state archival programs and associations could perform a useful service by pointing out good examples and publicly recognizing model programs. This would encourage more local officials to support their programs in the hope of being cited; give high public visibility to good programs; and let aspiring programs know where to turn for good models (and, possibly, advice). Related comments:
· Provide good examples of when a local government “does it right.”
· All local government leaders enjoy publicity. Create a recognition program with high visibility and a social function that voters will know about.
· Show how local government records can be used to aid decisions.
· Identify political leaders who really do care and make sure they get positive publicity for their efforts.
· Put together packages of educational materials featuring case studies of success and neglect; train local archivists to use these in their presentations and to develop their own, based on their own local government’s experiences.

5.3. 
Provide educational opportunities in advocacy and program development. In addition to advice about the need for opportunities to learn archival techniques, there were some very interesting comments about the need for another kind of education: teaching the art of advocacy, and also how to plan for and develop a strong program. Related comments:
· Show how to demonstrate the value of archival records as an economic resource, including travel by outsiders to use them.
· Provide a repertoire of negative stories—problems faced by local governments arising from neglect of their records.
· Show them how to demonstrate the benefits to the public.
· Supply what is necessary to for them to train elected department heads who may know nothing or little about records preservation.
· Workshops on public advocacy.
· Provide materials that help local archivists make the case in a sophisticated way, e.g., in explaining the need for resources to handle electronic records.

5.4. 
“Market” the importance of archives. Associations can take the lead in thinking of novel ways to promote and “market” archives; in working with and encouraging local government archivists, records managers, and others to develop their own ideas; and in marketing the value of archives directly.

5.5. 
Find ways to increase the use of local government archives. A number of respondents pointed to the need to increase the use of local government archives; this, in turn, would increase the number of champions and advocates. One of the problems is that potential users simply don’t know local archives exist or understand how to use them. As one respondent put it, “the reason that records languish is because most people don’t know they are there.” Related comments:
· Work with teachers and school groups to get young people interested in archival records.
· Work with genealogists, local historians and others to create indexes to the records.
· Highlight research potential for a variety of research purposes.
· Provide classes in how to use archives.

5.6. 
Lobby political leaders directly. Outside groups may find it easier than archivists and records managers themselves to convince political leaders of the importance of archival records. As noted in the discussion under Question 4, above, outsiders can appear more objective than archival staff, and they bring different perspectives and arguments to the situation. Related comments:
· Make the case that management of local government records is a responsibility of local government officials, not just the archivist or records manager.
· Provide examples—this helps local officials understand.
· Make it apparent that the public really cares about local history (and therefore about archives).
· Lobby the state legislatures—put the emphasis on saving community history + making local government more efficient.
· Make the case for the importance of archives to the democratic form of government. 
· Conduct a broad educational campaign for lawmakers, comptrollers, and other people with budget-making authority.
· Make presentations directly to city councils, county legislatures; most of these people really don’t know these issues.
· Use the argument of “unfunded mandates” to get more state and federal support.
· Make it mandatory for local leaders to attend training sponsored by the state municipal association, and ensure that records/archives management responsibilities are covered.
· Offer training for mayors, county executives, etc., even if it is difficult to get a good turnout for these sessions.
6.
Other advice on raising awareness and strengthening advocacy
This final question produced some of the most extensive and reflective responses from both the online survey and the emails from the experts noted below. There was some overlap with the advice summarized under the headings above, particularly Nos. 4 and 5 but in many cases, the advice here was different or more extensive. Several themes emerged: (1) this is a big issue; it will require concerted effort among the national associations and imaginative approaches over a long period of time; (2) the skills of the archivist in lobbying and program building is very important; (3) cooperation and getting other groups to champion the program is a useful strategy; and (4) sometimes, cooperation with those programs is also a way to get work done that is beyond the local government archives’ resources.

6.1. 
Broad scale national cooperation will be required to improve local government archival management. CoSA, NAGARA, SAA and others need to cooperate and to reach out to others to effect meaningful change. Related comments:
· Hire a lobbyist to work to mobilize state and local government officials for more federal records funding
· We can and should do a lot nationally; but the real opportunities are state-by-state

6.2. 
Put the force of the law behind archives. A few comments here, and in some of the other questions, advocated giving the archival program a solid base by writing it into the administrative code. However, most of these comments did not indicate how to get that done.

6.3 
Several state programs are potential useful models, but they also show some limitations. Related comments:
· Filing fee surcharges devoted to records management are good potential sources. But in some states, the fees are already high, and there would not be support for further increases. In other cases, the funds have been diverted to other causes, including, in one state, purchase of computers with the justification that computers produce records.
· The New York model is a good one: central direction and coordination, regional advisory offices, and a competitive grants program.
· The grants program in New Jersey is an excellent model.
· Consider the Tennessee model: the Tennessee State Library and Archives encourages and supports records management program development, the size of the local records staff has increased, and a grants program developed. The stated goal is the development of an archival program in each county. The state has a good number of archival programs already.
· Form an association, e.g., a regional archives or records management group. Use it to pool resources, answer questions, share ideas, review laws, and develop collaborative approaches, e.g., to the state archives.

6.4. 
Grassroots lobbying is essential to success. There were several comments about approaches to grassroots lobbying. Related comments:
· People in the community are a powerful influence on legislators; more effective in most cases than personnel from the State Archives.
· Get more organizations to join the effort.
· A local government has to be convinced that a strong records management program will help them conduct the public’s business more efficiently.
· Archival work can be expensive; but the people support history and, given the opportunity, will support budgetary items for archives.
· Government needs to understand and acknowledge that preserving archival records is part of its responsibility.

6.5. 
Consider novel approaches to training. Related comments:
· Training is essential. Resources permitting, the program should provide at least a “Basics of Archives” course. Target Clerks, but don’t stop there; include secretaries and others with responsibility for records.
· Establish a mentoring program for experienced, successful local government archivists to mentor others.
· Develop courses and programs at two- and four- year colleges and universities; students could work in the records management/archives programs of their own institutions and also for local governments.
· Sessions at conferences are useful; but many local government clerks and others do not have time to attend conferences.
· Program success depends on the effectiveness of the archivists. Teach them networking, presentation skills, how to see archives from the point of view of local government officials, how to get things done in government.

6.6. 
There are multiple imaginative ways to advocate local government archives. There were several useful suggestions for ways to raise visibility, get more support from the outside, and build from the inside. Related comments:
· Find an advocate in the upper levels of local government management.
· Do your job well, provide good service, you’ll get more attention and support. Show that the program can save money, time, and embarrassment.
· Include an archives/records management session at every annual meeting of local government leaders, e.g., county commissioners.
· Develop competitions, certifications, citations, etc. Examples: a program for certifying an archival storage center; an access program; or a teacher-of-the-year award for educators using archival records. Start small, local; step up to state, national.
· Stress customer service—serve local government agencies, researchers, the general public. There is no substitute for sincere, competent, personal service; it always results in satisfaction, good will, and, sometimes, in advocacy for the program. But good service has another positive: it shows cooperative, responsive public employees, thereby reflecting positively on the commissioners or council.
· Stress the theme of “individual rights”—let people know that those rights are enforceable only because we have records that document them.
· Cultivate the press and local TV. Let them know you’re available for interviews; provide background information (historical perspectives) on current stories.
· Start with one reporter on a local newspaper, educate him or her first.
· Work with the local and even national media; suggest that they do a story on research in archival sources, e.g., genealogical or family history research.
· Hold an annual event, e.g., Archives Day, a high-visibility public event that can include a tour of the Archives, highlight services, generally make people aware of the program.
· Develop college and university programs to train future teachers so that they can use historical records in their work.
· Form a regional archives group.
· Make it specific for a local official by showing how archives can assist with a particular issue.

6.7. 
Cooperation within the community is helpful. Related comments:
· Form a good relationship with the local historical agency, public library, historian, genealogy society, etc. Work with them on projects where your own resources are inadequate.
· More collaboration, for instance, among a city records program and the local library and historical society.
· Join the relevant associations, give presentations.
· Make yourself available to the media; give interviews.

6.8. 
Other suggestions. A few people advanced interesting suggestions that did not seem to fit under other categories, or were slightly different perspectives on other points. They are summarized here:
· Use volunteers to do much of the work of the archives.
· Cooperate with the Genealogical Society of Utah on microfilming.
IV. Factors in Sustained Program Success
In other sections of this report, we have mentioned the need for clearer canons of good practice and definitions of what constitutes a successful local government archival program. But even in the absence of these measures, it may be helpful to try to identify the factors that account for strong programs. These are important considerations as the Task Force considers what to recommend in the area of advocacy and awareness.
Literature on this topic is sparse. The literature that does exist has some insights that are similar to what turned up in the online surveys and my contacts with local government archivists.
Recently, Richard J. Cox identified seven “paths to developing or sustaining RIM programs;” his analysis pertains to RIM (records/information management), but may also have some insights for local government archives.
 Cox’s seven “paths” include:

1.
Organizations tend to establish programs, particularly archival programs, when they reach a landmark anniversary or other critical stage in their development.

2.
Many programs are the results of efforts of individuals within organizations (or sometimes from the outside) who serve as champions or advocates.

3.
Professional and technical standards can be used to encourage organizations to create or strengthen programs.

4.
Laws, fear of litigation, and apprehension about the adverse impact of mismanaged records can cause organizations to pay closer attention to RIM programs.

5.
RIM programs are sometimes established because organizations believe they will help their employees enhance productivity, enable better use of information technologies, or contend with a particular problem such as the growing volume of records.

6.
Crises and disasters may cause organizations to develop such programs

7.
Organizations often see access to records, and the perception that they are managing their records responsibly, as helpful public relations/marketing tools; this may serve as an incentive for program initiation or development. 
In my writings over the years, I have tried to identify success factors.
 Reflecting on these past writings, the input from the surveys and other sources during the project, and additional research, I thought it might be helpful to suggest some potential success factors for local government archives programs. 

1.
A talented, versatile, energetic archivist. In all the cases I am familiar with, there is someone in charge who is exceptionally motivated, energetic, and creative. This person, who may be part-time, knows how to do archival work but, equally important, knows how to communicate, build alliances, and get things done in a local government setting.

2.
A champion (or more than one) at the executive level of government. One often-present factor is the presence of someone at the highest levels of government who cares deeply about the archives (or records management/archives) program. It might be the mayor, county executive, or city administrator; or, someone on the local government council. This person is particularly concerned about the archival program on a continual basis and helps ensure it receives adequate support. There is a challenge for the archival program to ensure that someone else becomes as effective a champion when/if that person moves on.

3.
Grounding in law, regulation, or executive order. A records management/archival program needs to be authorized by a local law, regulation, executive order, or some other official enactment that anchors it in the government. This document defines the program as a settled governmental undertaking, defines its mission, indicates its administrative placement, and indicates what it is to do. This ensures that the program has a basis for appealing for funds; that it continues over time, despite changes in administrations, and that other departments cooperate with it and heed its authority.

4.
Mission of serving the local government. Successful local government archival programs have a stated purpose of serving the government of which they are a part. They may also serve other constituencies—for instance, the citizens of the community and historical and other researchers—but they are an integral part of government.

5.
Clear direction. Successful programs are not over-managed and they don’t devote an excessive amount of time to planning. But they do proceed systematically, operate within budgets, and make optimal use of resources.

6.
Pragmatic, incremental approach. Many of these programs began small but grew systematically, sometimes over many years. They proved their ability and value early, often by serving the government itself in ways that showed their merit. Slow growth is sometimes frustrating; but patience may well pay off in this case.

7.
Connection between records management and archives administration. This follows from (1), (2), and (3), above. There has to be some connection between records management in archives. In fact, one of the most workable arrangements is for them to be two parts of the same program. Records management is essential for orderly records creation and management, particularly scheduling, which is key to identifying and preserving archival records. This connection is even more important in the case of electronic records. An archival program that is entirely separate from records management is likely to encounter significant challenges.

8.
Network of advice and support. Most successful programs make themselves part of a network that provides them with advice, support, visibility, and in some cases, volunteer help and part of their researcher/user clientele. At the center of this network may be an advisory committee, made up of people inside and outside government, that provides advice and doubles as an advocacy/lobbying group.

9.
Professional connections/peer forums/peer recognition. Most successful programs have some connection within the field, broadly defined. This may mean activity in a government, archival, historical, public history, genealogical, or other group. This participation provides a forum for learning about best practices, getting good ideas, and securing recognition.

10.
Community connections. The most vibrant programs have connections in the communities where the local government is located. They cooperate with the historical society and library, for instance, and are often active in the schools.

11.
Emphasis on use. Finally, successful programs emphasize use of their holdings rather than just collection and preservation. They get materials arranged and described and encourage use within and beyond the local government.
V. Local Government Archives as a Shared Responsibility
Advocacy and awareness work need to be tailored to the type of program under consideration. Most of the advice we received during this project, and most of the findings and recommendations in this report, point toward the basic tenet that local government archival records are a local government responsibility. This means that the local government manages its own records, including its archival records, in-house, with its own staff, using its own resources and facilities. This may not mean a full-time archivist by any means; but it does mean carrying out basic archival responsibilities.
This approach has the advantage of acknowledging the importance of archives as governmental resources, ensuring custody and physical preservation, ensuring compliance with state laws and regulations, and making the records readily available where they are most likely to be sought and needed, the local government itself. In addition, in some states, the law requires local governments to keep their “permanent” records.
But there are alternatives which have worked very well in many instances and which are worthy of consideration. They result from three facts. One, many local governments, particularly small to mid-sized entities, lack the resources to develop a full-scale archival program on their own. They do not have, or at least feel they cannot spare, the resources and space needed to take care of their archival records. Two, because their cultural and historical nature, archival records have an attraction for groups and people who are not local government officials but whose organizations are in the “history” business; historical societies and museums are probably the best examples. Three, there may be community agencies—libraries are a good example—which already have facilities (for instance, secure storage and a search room) and experienced staff and are therefore in a good position to assume care for some (or possibly all) of the local government’s archives.
Alternatives for custody and maintenance of local government archives

Detailed discussion of these alternatives is beyond the scope of this report, but there are implications for awareness and advocacy. These arrangements may include:
· Transfer of records to the State Archives, a settled and legally sanctioned process in some states.
· Transfer of physical custody of local government archives to a community organization such as a library or historical society. In most cases, this is done via a contract or formal agreement specifying responsibilities, and the local government holds legal custody. This arrangement works best when the receiving entity seeks and holds other, compatible holdings (a historical society that also has personal and business records from the locality, for instance); where there is an adequate facility and staff; and where there is a well-planned financial and support arrangement so that the receiving organization has the resources it needs to take care of the local government archival records.
· Transfer of copies of archival records, usually microfilm, to some other organization such as the library or historical society. This has several advantages: through duplication, it provides protection of the information in case the original should be lost or stolen; the host organization may have regular reference staff to provide access service along with its other holdings (particularly likely in the case of libraries); and researchers seeking information from multiple sources will find it conveniently in one place.
· Shared facilities. In some instances, the archives might share a secure storage facility with a historical program, library, or other community agency. Separate custodial responsibilities are maintained; but there are economies of scale and savings that result from joint use of the facilities.
· Joint projects. Sometimes, local organizations may cooperate with the archives, for instance, on joint exhibits or developing local history packets for use in the community’s skills.
· Work on archival records. In still another variation, a historical society might undertake to work on some or all of a local government’s archival records, which would remain in place (in City Hall, for instance) and in the custody of a local government officials (the City Clerk or Archivist, for example). The historical society members might carry out arrangement and description, preservation, and even reference services. A local college or university might arrange for history or archives students to process local government archival records as part of class projects, internships, or on a volunteer basis.
· Advice, support, and advocacy. This is different from the examples above; it is not really taking responsibility for or custody of any records. Instead, it is a support and lobbying role. The interested organization(s) help the local government archives get started, provide advice, and advocate for resources.
If a local government decides it wishes to transfer at least physical custody to some other entity, and it is legal to do so, there needs to be an agreement or contract that specifies the responsibilities of both entities and that spells out the resource implications, particularly if the local government is paying for the services. 
What needs to be avoided is a situation where a local program such as a historical society takes local government archival records because the local government does not want to care for them or, in extreme cases, is throwing them out. The historical society becomes, in effect, the repository of last resort. There are good intentions on the part of both the local government and the historical program. But it is unlikely to have substantial unused staff, space, or other resources and, in some cases, years later finds it cannot care for the records. By then, the people who worked out the original arrangement may be gone, or the reasons for, and expectations surrounding, the transfer are forgotten. Another negative conclusion that sometimes results is that the receiving entity takes the archives but lacks the resources (or the staff expertise) to arrange or describe them, and they languish in storage, unused by anyone. These and similar negative results can be avoided through careful discussion, negotiation, and agreement and then continuing cooperation over the years.
VI. Questions in the RFP
The information presented above addresses the key issues posed by the Task Force. This section presents an additional perspective—answers to the seven questions posed in the project RFP.

A.
Incentives for local officials to exercise sound management of their archival records. Key incentives include: state law and regulations, particularly those governing retention and disposition; understanding of records management and archival administration as sound business propositions for government; considerations of sound, efficient governmental administration which is enhanced by sound records and archival management; legal documentation and positioning the local government well in case of litigation; public expectations that leaders will save important records; political advantage from being recognized for acting to save historical records; genuine desire to preserve history and culture; desire to avoid bad publicity that can result from revelations about unwarranted records destruction; and grants when they are available.

B.
Standards and guidelines that local officials already follow. There are state schedules or retention periods for local government records in most states, standards for microfilm, and in many states, guidelines for digital conversion of paper records. But standards and guidelines, including canons of best practice, are largely missing for other areas, including appraisal, options for an archival program, arrangement and access, preservation, and management challenges such as how to get things done in local governments. National publications, e.g., those of the SAA, are useful but are not focused directly on local government archives per se. There are some very helpful materials, but often local government archivists don’t know about them or don’t use them. All of this means that local archivists are likely to be pragmatic and improvisational in how they approach their work rather than closely following standards and guidelines.

C.
Role of outside advocates. Outside advocates have had modest success in fostering program development. Often their work is not documented, so it is difficult to judge. In other instances, they work for the establishment of a program but don’t continue as advocates for its development once it gets started. In still other examples, they are interested primarily in a few types or series of records rather than in the archival records as a whole or in the development of a program. Advocates for the most part represent groups and individuals who are interested in documentation, historical preservation, and research. There is no focal point for archival program advocates, no forum for them to draw on each other or exchange ideas. Outside advocates seem to be most effective when they can work closely with a local government archivist or someone else inside government who is concerned about archives. But there is another potential category of “outside advocates”—associations of local government officials such as county and municipal Clerks, County Executives, Mayors, etc. They need to be educated and cultivated in order to become effective advocates.

D.
Approaches to outreach in the community. Local government archivists who speak widely to community groups are effective advocates for the program. Through discussion about historical topics, they call attention to the research potential of the local government archives. They may also engage people and groups in the community, for instance, through work with the schools (a very promising avenue), and collaboration on historical commemorations (e.g., centennials) and other events. Work with the press is also a promising strategy—archivists can provide background information for stories and interviews for feature stories about history or the archives themselves. Organizing an advisory committee, including some people inside government and some from the community, is a good way to provide a source for advice and also a group that can lobby, sometimes informally, for the program.

E.
Public awareness campaigns. These can be effective, but they are challenging and relatively time-and-cost intensive to mount. Public awareness campaigns might include such things as talking with community groups and working with the press, noted above, which take time but are no-cost. But more elaborate work, such as promotional brochures, posters, media ads, and exhibits, while beneficial are a challenge for local government archives in part because archivists may lack the background and experience to handle them but also lack budgetary resources to hire outside experts. 

F.
Other issues. Sustained leadership at the national level (particularly national organizations) and the state level (particularly the state archives/records programs) is essential for progress in this area. There is a need for more awareness about guidelines (some available on state archives’ websites, some available from Canada, but not widely known); for more guidelines and educational opportunities; and for a forum (or forums) for exchanging ideas, best practices, etc. 
VII. Recommendations 
The material above reflects the best thinking of some of the most accomplished practitioners and experts in our field. The following recommendations for consideration by the Local Government Archives Task Force attempt to take into account all of those views but also to go beyond them and address some of the issues posed in Section I of this report. The recommendations focus on the areas of raising awareness and strengthening advocacy but, of necessity, they also transcend those limits and to some degree relate to strategies for strengthening the management of local government archives generally.
In some cases, these recommendations will require a good deal of discussion by the Task Force and others if they are to be viable and implemented. They suggest the need for new resources and, to some degree, the need for doing business in new ways.
1. 
Provide sustained national attention and leadership.
This is the first and most important recommendation. Good ideas are plentiful; good intentions are admirable. But leadership will be needed to effect real change and progress.
Local government archives lack a strong constituency at the local, state, and national levels. If things are to change and improve—if archives are to receive more attention, resources, and care—some organization such as CoSA, the sponsor of this project, must step forward and take the lead. 
The organization needs to make a commitment for the long term because making progress will require time; and, as pointed out in another project report, Jeremy’s Brett’s “Home Truths,” a number of associations have, in the past, identified local archives as a priority but then went on to other things and the initiative languished. (I have been involved with, and sometimes responsible for, some of these initiatives; so this recommendation, like several others in my report, is based on experience.)
Given the connections between records management and archives, it is difficult to see how an organization could assert a leadership role in archives but shy away from one in local government records management. Improved records management is a prerequisite to improved archives administration.
Leadership might include:
· Defining a vision or agenda for this area.
· Serving as a national advocate for local government archives.
· Assuming responsibility for implementation of the key recommendations in the Task Force’s final report.
Leadership would not mean going it alone. As recommended below, the state archives/records programs need to play a key role. A good deal of what needs to be done falls under the heading of encouraging others to act, serving as a central clearinghouse and forum, and coordinating work. As noted below (Recommendation 6), there are at least a dozen powerful, influential national organizations beyond CoSA that should take some action in this area; the lead organization would contact, educate, encourage, push, and coordinate. 
It should be possible, as noted below, to harness the power of web technology and the power of the network of interested individuals to spread out the work.
On the other hand, it is difficult see how CoSA or any other organization that might conceivably play a national leadership role over a sustained period of time could do so without new resources. But, in another project report, we have attempted to identify potential corporate/foundation sources that might be interested in supporting some activities in this area.
2. Set a long-term national agenda/vision/goals.
As noted in the section on “The Setting for Local Government Archives,” above, one of the missing elements in our discussion is a clear statement of outcomes. We confidently assert that things are not adequate, that there is a gap between where things are and where they ought to be. We know we need more resources and support. A good deal of the work has to be done state by state, as noted below, and in fact locality by locality. But we also regard this as a national issue—this report is being made to a national task force sponsored by a national organization and supported by a grant from the federal government. 
There is a need for a definition of what we intend to accomplish over, say, the next 10 years. It could be a vision: a picture of what we want things to look like. It could be an agenda: more emphasis on action and benchmarks. Or, it could be a set of goals: more concrete, quantitative, measurable outcomes.
This would be tied to the notion of canons of good practice, discussed below. This document would define what we mean when we say a program or set of practices is adequate. 
It might establish hierarchical categories or gradations for archival programs, for instance, a scale of 1–5, in which 1 = No program or provision is made for identification, preservation, and use of archival records and 5 = A full scale, adequately supported, adequately staffed program is in place and operates on a continuing basis. 
It could then build on these categories to set the agenda. For instance, “% of local governments with a population in the range of ….. will have archival programs functioning at at least the 4 or 5 levels by [date, e.g., 10 years from now].”
Another way of approaching it would be to set fairly high expectations for larger local governments, and more relaxed ones for smaller ones. 
Progress (or lack thereof) could then be measured by surveys carried out by the states. Or, in the absence of resources to do that, by national surveys of selected representative states.
The results could then be used to measure and report on how things stand and what needs to be done. 
CoSA has already done some similar work for state archives/records programs. 
Another potential partial model is the Government Performance Project and its Grading the States reports.

3. Broaden and strengthen the state archives’ leadership and advisory role.
The State Archives/Records programs need to be essential leaders and change agents, working closely with the lead organization recommended in (1), above.
In most states, local government records management and, to at least some degree, archives management as well, is dependent on the work of the State Archives/Records Management Program. These programs schedule local government records or at least need to approve their disposition. As the survey made clear, local governments depend on the state for training, advice, and guidelines or standard in micrographics and digital conversion. More and more, they will look to the states for guidance on electronic records.
The State Archives need to step up their work in the area of local government archives. In particular, they need more publications and advisory services in four areas: (1) alternatives for dealing with local government archival records, including involving local historical societies and other organizations; (2) the elements of a local government archives program (beyond the retention schedules, which are now already in place for the most part); (3) advocacy; and (4) strategies for getting resources and developing programs.
In many states, this work will require additional resources, which the State Archives and local governments would have to convince state legislatures to provide.
But the State Archives also need to consider streamlined, cost-effective ways of providing these advisory services, including, for instance: contributing to, and drawing on the resources on the national website, recommended below; drawing more on each other, for instance, for basic guidelines on archival records management; making their own publications available electronically rather than in paper; and developing web-based advisory services.
4. Develop and maintain a website as a focal point for interest and activity and make optimal use of the Web.
Making much more aggressive, creative use of the Internet is essential to dissemination of materials, collaboration, information sharing, advocacy, and overall strengthening of local government archives.
This recommendation is related to Recommendation 5, below, which suggests using the web to build on the interest and momentum generated by this project.
The project survey brought forth a good deal of advice about the need for more guidelines, models, standards, policies, and other materials. There is a good deal of material already in existence. In fact, if we could draw on the best materials already in existence in the State Archives and local governments and, where appropriate, in the broader arenas of records management and archives, we would have most of what is needed. 
This could be done electronically, and new materials and educational courses disseminated, via establishment of a central website/focal point/toolkit for local government archives. 
This would constitute the most effective use of resources to reach a national audience over the long term. Someone would need to monitor the website, occasionally contribute content, link to new materials, and urge others to contribute content. 
It might include:
· New publications, such as the business case and canons of good practice discussed below
· Examples of model materials
· Links to materials in State Archives and local governments (some of which were in fact identified during this project)
· Links to policy documents such as local laws, ordinances, resolutions, and regulations
· Links to resources that are identified as priority topics where local officials are searching for policies and best practices because they need to adopt them in a timely manner, e.g., guidelines for email, archival management of portals and websites 
· Links to other resources
· An online discussion group, or more than one, to serve as a central forum for the exchange of ideas, news, best practices, new policy documents, advocacy, problem-solving, etc. (see the recommendation immediately below)
· A wiki or more than one for interested people to meet electronically and create or edit documents (Wikis are relatively new collaboration tools but CoSA already has one for this project)
· Online education courses; these are essential to reaching large numbers of people in a cost-effective way
There are two partial potential models that might serve as starting points. The Archives Association of British Columbia’s Archivist’s Toolkit includes guidelines, forms, policies, and much information on techniques, with links to even more resources.
 The Canadian Council on Archives’ Awareness Kit presents advice on advocacy and working with the media and government.

5. Draw creatively on the power of the network of interested professionals.
This recommendation is closely related to Recommendation 4, above.
About 400 people contributed to the online survey; a dozen more wrote long emails to me for this part of the project; dozens of others attended one of the sessions at the CoSA/NAGARA/SAA meeting in August; others are serving on the project’s expert Task Forces; and there are still other experienced experts in the local records programs of the State Archives. 
That all adds up to a critical mass of interested, experienced professionals! 
One of the suggestions for consideration by the Task Force is to try to keep that critical mass in tact; in fact, to build on it. The idea would be to use the power of information technology to do that.
One step would be to widely distribute the Task Force’s report electronically. Another would be to urge all of these people to join and contribute to the listserv. 
But the website idea, outlined in unit 4, suggests other possibilities for continued collaborative action, for instance, bringing to the community’s attention new archives policies and guidelines, sharing case studies, providing advice on advocacy and lobbying, developing and refining canons of best practice, sharing stories of success and failure, advising on program leadership, development, and management, and generally in professionalizing and strengthening the work. 
There are many examples of robust, web-based collaboration, though not many—yet—in our field. For instance, Wikipedia, the online encyclopedia, is maintained largely by volunteers with a small central coordination staff. IBM has just concluded an online “InnovationJam,” billed as the largest online brainstorming session ever, which resulted in significant new insights. “Groupware” is becoming more common and easier to use; Microsoft and other companies are developing versatile online collaboration tools. Online courses are growing in number. Collaborative learning and online tools are becoming commonplace in education.

6. Broaden the circle of concern and influence at the national, state, and local levels.
Much of our advocacy work in the past has been focused mainly on the archives/records/history community. For instance, brochures produced by professional associations and books written by professionals have been used mainly by other professionals. That has been helpful in providing all of us with sound, clear, well-developed arguments. 
Several associations have played leadership roles in this area in the past, and their continuing support and action needs to be enlisted. These include AASLH, ARMA International, CoSA, NAGARA, and SAA.
But we need to make the case more broadly and forcefully to additional groups with power and influence to achieve real progress, and to get them to make records and archives part of their agenda.
One of the ways of increasing support for local government records management and archives is to widen the circle of people who know and care about this issue. This requires a sophisticated business case, as noted below, and also the ability to customize the message depending on the audience.
Another report in this project has attempted to identify associations that are worthy of being contacted and worthy of attention generally because of their strategic influence, particularly for new initiatives to get more resources.
 The ones that have the most potential may be those that have counterparts within the states. These associations hold conferences (a potential vehicle for reaching their members with the messages about records and archives); offer seminars, institutes, workshops, and other educational opportunities (potential for cooperative ventures on information and records management); in some cases, certify professionals (IIMC, for instance), providing an opportunity for a potential element in records/archives management; and lobby in Washington (opportunities for discussions of how to get the federal government to do more in the local government records/archives area.)
National associations that might warrant priority attention include:
· Council of State Governments

· County Executives of America
· International Association of Clerks, Recorders, Election Officials and Treasurers
· International City/County Management Association
· International Institute of Municipal Clerks
· National Association of Counties
· National Association of County Recorders, Election Officials and Treasurers
· National Council of State Legislatures
· National Governors’ Association
· National League of Cities
· Public Technology Incorporated
· U.S. Conference of Mayors
The State Archives/Records programs, and archival and other organizations, can work with the counterparts of these groups in each state. Associations that can be helpful in advocacy work, education, and certification include associations of counties, cities, towns, villages, and other types of local governments. In many states, these groups have influential lobbying offices in the state capital to influence programs that pertain to or affect local governments. Their members are the individuals who need to support local government archival and records management program development. They need to understand that records and archives are a good government issue and one that will benefit the citizens and taxpayers.
7. Revisit and redefine the federal government’s responsibility for local government archives.
Many of the programs administered by local governments are mandated by or funded by the federal government, or both. Federal agencies pay administrative costs in many cases. But in very few cases do they pay for the management of the records and archives that are necessary for, or that result from, those programs. Other than limited funding from the National Historical Publications and Records Commission, federal support for local government records is very limited. 
There should be some ways of getting more federal support, in some arrangements with state governments, which also administer federal programs, in some cases jointly with local governments.
There are at least two good places to start this discussion. 
One is the studies (limited in number) that have been done of the impact of federal recordkeeping requirements on state and local governments, such as Marie Allen’s reports and article on the Federal Food Stamp program and other intergovernmental programs as part of the Intergovernmental Records Project in the 1990s.

Another place is the ongoing discussion about “unfunded mandates.” This is an issue of concern to local governments which often have limited resources because of their tax base but also more and more requirements on what they must do. The increase in spending for security in the wake of 9/11 is one example. There is an opportunity to interject records and archives issues into this discussion. “The federal government must not initiate laws, rules and regulations and other actions and activities that will mandate new costs for local governments without providing reimbursement funds that will compensate local governments for such mandates,” says a new position paper issued by the National League of Cities.

8. Develop the business case for local government archives.
At the national, state, and local levels, more work is needed to make the “business case” for local government archival records. Why should local governments, always pressed for resources and having so many other needs and priorities, devote resources to ensuring sound care for archives? In the past, the archives community has made a very good case for the historical and other research values of archival records, but the business case has not been made as forcefully. It might address these themes:
· Local government operates on information and transacts business with its citizens and others on the basis of information; much of that information is created and maintained in the form of records; and archives are the most important records
· The main value of local government archives and archival programs is to the local government itself
· Another high value is use by the citizens of the locality for documentation and other purposes
· They have continuing value for administrative, legal, fiscal, and other purposes as well as historical research
· Archival administration is tied to records administration which, in turn, is tied to sound information management; and all of that is a sound, businesslike investment for government
· Archival records have immense legal significance
· A good records/archives management program can actually bring cost avoidance and cost savings, rather than being a “cost center”
· Sound management practices are used in records and archives management programs
· The “historical research” aspect of local government archives can bring real benefits to the government itself and the community
One of the publications that is needed would have a title something like: “The Business Case for Local Government Archives.” It could be made widely available electronically, including to the government associations noted in Recommendation 6, above. 
There are already many excellent examples of the case for local government archives from a documentation, historical, and genealogical perspective. The recommended new one would complement them and would also complement the “case study” that is being developed for the Closest to Home project.
There are several potential models for such a statement. One of the best is ARMA International’s Information Management: A Business Imperative.

9. Develop a statement (or statements) of canons of good practice.
Another item that is needed is a statement of canons of good practice for local government archives. It would need to be closely related to the statement in Recommendation 8, above. The idea here would be to lay out something short of standards but something solid enough to establish clear expectations for how local government archival records should be identified, preserved, accessed, used, and in general, managed. 
The booklet-length document could lay out options for custodial and managerial responsibilities, including involvement of local historical agencies, universities, etc. It needs to be practical, recognizing that in many local governments, responsibility for archival records will not be a full-time position. But it would also need to discuss minimum resource and commitment requirements.
This would be relatively easy to develop. There is a good deal of material scattered in the archival and records management literature; in guidelines and publications of several State Archives; and in materials developed by several local government archival programs. 
A very useful model, particularly because it emphasizes the business case for archives, is the Association of Canadian Archivists’ publication Municipal Archives: Promoting Efficiency and Effectiveness.

10. Develop a new set of publications and educational opportunities.
CoSA, or whatever organization takes the lead on this, should work with the state archives and records programs to develop four new types of publications and educational opportunities. The state archives and records programs should make them available in their states.
These are in addition to the items that may be needed on archival techniques, procedures, and approaches. These needs are addressed in a separate consultant’s report, by Jami Awalt.
Publications and educational opportunities are needed in four interrelated areas:
· The first set of publications and educational opportunities needs to be on advocacy. It would target local government archivists, records managers, and others who are trying to develop their programs but would also cater to the interests of others, such as local historical agencies and genealogists, who want to encourage the development of archival programs. These materials would cover such things as what archives are and why they are important but their main focus would be on how to “make the case” and how to lobby successfully.
· The second set of publications and educational offerings would be on archival program development, leadership, and management. These would not discuss techniques, e.g., records appraisal, arrangement, and description. Instead, they would discuss how to start and build a program, working with outside community agencies, making the case, getting budgetary resources, setting priorities for services including research services, working in a political system, reports, etc. 
· The third set of items would focus on the business case for local government archives. These items might build from the business case document noted in Recommendation 8, above. They would be intended not for archivists or records managers but, instead, for local government executives, legislators, and budget officers; and for associations such as state associations of county executives.
· Another set of items would focus on programs for archival records in small to medium-sized governments. The approach here would stress options and versatility in arrangements for caring for archival records. It might cover, for instance, the role of official Clerks as de-facto archivists; the role of official local government historians where such positions exist; and the potential cooperating role of local historical societies, libraries, museums, and other local institutions.
These publications and educational initiatives should draw on the best archival and records management literature and practices but should go beyond them to convey practical information about planning, advocacy, program development, and management. They should, for instance, incorporate ideas of:
· Making progress and building programs in a government setting, relating to the most effective ideas on budgeting, making the program fit the resources, ensuring value, and working within a political system.

· Building a new program from within the organization, including such things as advocacy and lobbying, stating the case in persuasive terms that others can understand, convincing others to accept your arguments, and continuing to build after initial success.

· Leading change, including dramatizing the issue, winning allies, advancing incrementally, and gathering and building on momentum.

11. Devote more attention to connecting 
government operations + information + records + archives.
One set of connections that was seldom mentioned in the survey was the fact that local government archives are in fact part of the government’s overall set of information resources. There is a growing realization among government administrators about the central importance of information as a resource for administration, as an essential basis for decision making, and, increasingly, as a means of transacting business with citizens, particularly via websites and portals. Government cannot operate without information; in most cases these days, government cannot operate without digital information. Much of this is recorded information (the essential definition of records), and archives are arguably the most important sub-part of records.
The Digital Counties and Digital Cities awards, mentioned earlier, provide good evidence about the growing importance of information. New publications like Public CIO attest to the growing influence of government Chief Information Officers not only as technology experts but also as information strategists. Cooperation with CIOs is, in fact, essential for the preservation of local government archival electronic records. 
Making these connections facilitates good management. But there is another advantage as well: portraying archives as information resources helps build the case for their importance, reinforces the need for professional management, and may help persuade government executives, budget officers, and others to provide for their support.
12. Devote attention to use and users of local government archives.
Local government archival records are widely used every day—but their use could and should be much broader, particularly by local governments themselves (for instance, for policy insights) and by historians (for information on people, neighborhoods, and communities). There is very little in the archival literature—or, for that matter, in the literature on historical and other research—that is aimed at researchers and that explains what archives are, how to find them, and how to use them. 
A publication is needed in the vein of: “Local Government Archives: An Invaluable Resource for Local Officials, Historians and Other Researchers.” It would convey a sense of the informational content of local government archives, provide tips on how to find and use them, and give examples of research that has been enriched through their use.
One partial potential model is the Archives and Library of Canada’s publication, Using Archives: A Practical Guide for Researchers.

VIII. Addendum: Strategic Approaches to Local Government Archives Management
This section of the report offers more detail on some of the earlier sections and advice and recommendations for local government archivists and other local government officials. It was added after the Task Force’s review of the initial draft of my report to provide more detail. It is arranged under these headings:
· Options for Preserving Local Government Archival Records
· Model Local Government Archival Programs
· Standards and Guidelines
· The Business Case for Sound Management of Archival Records
· Adequacy and Awareness: Six Model Approaches
A.
Options for Preserving Local Government Archival Records
There are at least three options for preserving local government archival records.

1.
State Archives Programs for Accessioning Permanent Local Government Archival Records
In some states, the state archival program has responsibility for receiving, accessioning, preserving, and making available local government archival records. This approach has some notable advantages: it provides for central location and central management of the state’s archival government records—state and local—and it ensures professional care and may foster research use by researchers seeking sources from multiple jurisdictions on particular topics. But even where this is the case, there is a good deal of unevenness from state to state. 
Some useful elements:
· Legal authorization to collect and preserve the records and legal provisions governing custody 
· Systematic approach, e.g., certain series are transferred to the state archives on a regular, consistent basis
· State Archives has sufficient staff, space, and other resources to care for the records
· Records are arranged, described, and accessible
· State archives encourages use and provides reference services
Even in states with active programs, there may be opportunity and/or need for local governments to take care of some of their own archival records. 
The status of these programs can be summarized as follows.

	Table 2. Status of state archives’ service as a repository for local government records (i.e., it accessions permanent records from local governments)

	State
	Active Program
	Occasionally
	Rarely
	None

	Alabama
	
	
	X
	

	Alaska
	
	
	X
	

	Arizona
	X
	
	
	

	California
	
	X
	
	

	Colorado
	
	
	X
	

	Connecticut
	X
	
	
	

	Delaware
	X
	
	
	

	Florida
	
	
	X
	

	Georgia
	
	
	X
	

	Hawaii
	
	X
	
	

	Idaho
	X
	
	
	

	Indiana
	X
	
	
	

	Iowa
	
	X
	
	

	Kansas
	
	X
	
	

	Kentucky
	
	
	X
	

	Louisiana
	
	
	X
	


	Table 2, cont. Status of state archives’ service as a repository for local government records (i.e., accessions permanent records)

	State
	Active Program
	Occasionally
	Rarely
	None

	Maine
	
	
	X
	

	Maryland
	
	
	
	X

	Massachusetts
	
	
	
	X

	Michigan
	X
	
	
	

	Minnesota
	
	
	X
	

	Mississippi
	
	X
	
	

	Missouri
	X
	
	
	

	Nebraska
	X
	
	
	

	Nevada
	
	
	
	X

	New Hampshire
	
	X
	
	

	New Jersey
	
	
	X
	

	New Mexico
	
	
	X
	

	New York
	X
	X
	
	

	North Carolina
	X
	
	
	

	North Dakota
	X
	
	
	

	Ohio
	X
	
	
	

	Oklahoma
	
	
	
	X

	Oregon
	X
	
	
	

	Pennsylvania
	
	
	X
	

	Rhode Island
	
	
	X
	

	South Carolina
	X
	
	
	

	South Dakota
	X
	
	
	

	Tennessee
	X
	
	
	

	Texas
	
	
	X
	

	Utah
	X
	
	
	

	Vermont
	
	
	
	X

	Virginia
	X
	
	
	

	Washington
	X
	
	
	

	Wisconsin
	X
	
	
	

	Wyoming 
	X
	
	
	



2.
Local Governments Maintain Their Own Archival Records
Part of advocacy and awareness work involves having a vision of what an archival program supported by the local government should look like. While there are no uniform standards, a local government archival program set up in place—that is, operated by the local government itself—should have these characteristics.
 Of course, practical considerations of budget, space, time, and other resources will determine how extensively these elements are developed. 
· Clear definition of roles and responsibilities. The archival program, like the records management program or any other program, needs clear authority to operate and a delineation of its roles and responsibilities for the archival records of government.
· Adequate resources. The program needs adequate resources that are dependably available from year to year, and that increase when the workload and/or volume of holdings increases.
· A planning framework. The program needs to have a clear mission, goals, objectives, and activities to guide its work, to set expectations, to serve as a basis for budget requests, and to keep everyone moving in the same direction.
· Qualified personnel. The program needs to be under the charge of someone who, through education and experience, is clearly qualified to carry out the work. There needs to be enough staff to get the work done.
· A secure, adequately sized, well-equipped facility. Records of enduring value warrant a secure facility where the records are safely maintained with appropriate climate and security controls.
· Systematic approach to the identification of archival records. Archival programs need a clear, consistent approach to identifying archival records. This means development of clear criteria and using a consistent appraisal process.
· Consistent approach to arrangement and description. Archival programs should follow commonly accepted archival approaches to processing, arranging, and describing archival records.
· Clear policy on access. Generally, all archival records should be open to all researchers who want to use them, on an equal basis, during the hours that the facility is open for business.
· Finding aids and access tools. Records in the archives but without finding aids are in a sort of archival abeyance—they exist, but no one can get at them. Finding aids need to be developed so that researchers know about the records and can access them.
· Customer-centric researcher services. Within the limits of available resources, archival programs need to seek out users, encourage use, respond promptly to requests for information, and serve people who come in to use the archives.
· Educational and outreach programs. Archival programs need to undertake appropriate work to educate local officials, researchers, and others about their functions and holdings. They also need to consider broader outreach, for instance, through newsletters and exhibits, document packets, etc.
· Preservation. They need a systematic, cost-effective approach to preservation.
· Electronic archival records. To the degree necessary, they need to provide for the preservation of archival electronic records, as well as paper ones.

3.
Archival Records are Managed and Preserved in Other Institutions
In other cases, archival programs operate on the basis of a contract between the local government and an allied institution, such as a historical society or library. For these to work well, the agreement needs to set clear expectations for what both sides are providing, define resources, and set expectations for the care and availability of the records. In general, the program that takes the archival records will need to manage them in general accord with the description of the elements noted under heading (2), immediately above. There needs to be review from time to time to ensure that both sides are satisfied with the arrangement, that the records are well cared for, and that the public is served by the records being available. Some other considerations:
· Does the program collect other historical records? There are advantages to having local government archival records located in repositories that also have other historical materials. The local government records and non-government historical records may complement each other. This approach can help document the community.
· Does the program provide reference services? There are some particular benefits from being in a library, which provides reference services for its other holdings?
· Is there enough secure storage space for the local government archival records?
· Are there sufficient budgetary and other resources? 
B.
Model Local Government Archival Records Programs
Listed below are some local government archival programs that may be of particular interest because of their approaches and strengths. The list is selective; it is not meant as an endorsement of any particular program. But these programs are excellent models in many ways.
Albany County (New York) Hall of Records/County Clerk’s Office
http://www.albanycounty.com/achor
Some particularly notable aspects:

· Joint records management/archives program of Albany County and City of Albany; expenses shared by the two governments

· Also holds a few nongovernment records, e.g., church records

· Overview of all holdings and guides to court records, special collections

· FAQ’s, information on electronic filings, FOI requests

· How-to guide on researching the history of buildings
Cuyahoga County (Ohio) Archives/Department of Central Services
http://centralservices.cuyahogacounty.us/archives
Some particularly notable aspects:

· Extensive mission statement

· “Records of Interest” listed by topic

· Research policies and procedures
· “Research Aid Tips”

· Click-on online slide show provides additional information
Dallas (Texas) Municipal Archives/Office of the City Secretary
http://www.ci.dallas.tx.us/cso/archives.shtml
Some particularly notable aspects: 

· Collection guides/inventories to about one-third of the collection; periodically updated

· Special “Pathfinder Series” of finding aids to frequently requested material

· Dallas Government History Timeline
Genessee County (New York) History Department
http://www.co.genesee.ny.us/frameset.html?/dpt/historian/index.html&1
Some particularly notable aspects:

· Operated by the officially designated County Historian

· Carries out research for a fee

· Broad array of holdings

· Cooperates with other programs in the county
Harris County (Texas) Archives
http://www.co.harris.tx.us/recordsmanagement/Archives/Default.aspx
Some particularly notable aspects:

· Initiated as part of county Records Management Program in 2002; new facility in 2005

· “Regulations for Use” define conditions

· Finding aids to county records; manuscript collections (received from private donors; document Harris County government functions); and oral history collections relating to county functions
City of Irving (Texas) Archives/Irving Public Library
http://www.irvinglibrary.org/archives/index.html
Some particularly notable aspects:

· A department in a public library

· In addition to city archival records, it also holds papers donated by individuals and families, maps, and oral history

· Collection of digital photographs; mostly nongovernment, but including a collection of lantern slides of buildings, developed by the city in 1925
Jefferson County (Colorado) Archives and Records Management
http://www.co.jefferson.co.us/archives/index.htm
Some particularly notable aspects:

· “Policy, Procedure, and Standards Manual”
· “Archival Records Directory” arranged by records-creating department

· “Historical Research Resource Sheets” on repositories with materials related to Jefferson County history; newspapers printed in the county; bibliography of published sources about the county; how to research the history of buildings in the county

· Electronic Document Management System “provides storage, search capability, and scheduled retention for the county's official electronic records”
Maury County (Tennessee) Archives
http://www.maurycounty-tn.gov/
Some particularly notable aspects:

· Converted county jail used for archives

· Extensive use of volunteers, who also actively promote the program

· Continual promotion and growth for several years

· Work with the schools

· Program has become something of a community focus, attracts tourists
City of Ottawa (Ontario, Canada) Archives
http://www.ottawa.ca/residents/heritage/archives/index_en.html
Some particularly notable aspects:

· FAQs—Frequently Asked Questions—answer researchers’ questions

· “New Acquisitions” section provides updates on newly acquired records

· Public lectures and other public events
City of Philadelphia/Department of Records
http://www.irvinglibrary.org/archives/index.html
Some particularly notable aspects:

· Exhibitions, e.g., How Philly Works: Streets as Barometers of Urban Life, Child Welfare in Philadelphia
· Historic photo archives

· Website includes “Call for Volunteers”
City of Portland (Oregon) Archives and Records Center/Office of the City Auditor
http://www.portlandonline.com/Auditor/index.cfm?c=26978
Some particularly notable aspects:

· Part of the office of the City Auditor

· “Portland Historical Timeline” from 1843

· “Using the City of Portland’s Archives” (regulations for use)
Seattle Municipal Archives/Office of the City Clerk
http://www.seattle.gov/CityArchives
Some particularly notable aspects:

· “About the Seattle Municipal Archives” on the website provides easy access to mission statement, location, hours, access policy, user rules, history, and holdings

· Indexes to photographs, holdings; Research Guides to selected collections

· “Quick Reference” to municipal officials, historical election results, “Quick Facts about Seattle”
Shelby County (Tennessee)/Recorder of Deeds
No website found
Some particularly notable aspects:

· Extensive microfilming program

· Extensive program to digitize records
City of Toronto (Ontario, Canada) Archives
http://www.toronto.ca/archives/index.htm
Some particularly notable aspects:

· “What to Expect When Visiting the Archives” helps prepare researchers

· Emphasis on photos: “Come Face to Face With Toronto’s History”

· Search: Three approaches: Basic, Advanced, Scanned Items

· Curriculum-based programs for elementary schools
Troup County (Georgia) Archives/Troup County Historical Society
http://www.trouparchives.org
Some particularly notable aspects:

· Located at the Troup County Historical Society

· Essays on Troup County history

· “Holdings and Databases” provides access by subject, type of material

· Troup County Digital Archives Project
City of Vancouver (British Columbia, Canada) Archives/Office of the City Clerk
http://www.city.vancouver.bc.ca/ctyclerk/archives
Some particularly notable aspects:

· Holds government records and non-government records documenting the “social, political, economic, cultural and community life of Vancouver”

· Over a million photographs from government and nongovernment sources

· Records accessible via department of origin and by keyword

· Electronic News and Events: electronic newsletter to deliver information on new records that have become available, events of interest, other news
Westchester County (NY) Archives/Office of Information Technology
http://www.westchestergov.com/wcarchives/
Some particularly notable aspects:

· Located in the County Office of Information Technology

· Extensive Guide to Collections and subject index

· “What Can We Help You With Today?” on website is inviting, makes it easy to get started with genealogical research, maps and plans, photographs, research by mail, volunteer opportunities, other

· Extensive “Frequently Asked Questions” section designed to address most common questions

· “Virtual Archives” includes particularly interesting county archival records and non-government records; organized around themes, e.g., “Westchester County in the Civil War,” “Historical Treasures of Westchester County”
C.
Standards and Guidelines
Materials in this area fall into five categories: state records retention and disposition schedules; other state standards and regulations; professional standards; guidelines; and descriptions of best practice.
State records retention and disposition schedules. Most states issue records retention and disposition schedules or some alternative requirements for retention and disposition of local government records. They are intended to bring a uniform approach to retention and disposition on a statewide basis. Typically, these describe records on a series-by-series level and prescribe minimum required retention periods, including “PERMANENT” for records of enduring value, i.e., archival records. These schedules are typically issued as regulations with the authority of state law behind them, and local governments need to follow them. They are useful in protecting archival records from destruction. On the other hand, many local governments have found that they have some records that seem to merit permanent retention that are disposable under state schedules. In that case, they may elect to preserve them, even though the legally sanctioned schedule would permit their destruction. In other instances, the schedules may be outdated or incomplete, posing a problem for how to make the best use of them.
Other states assist local governments in preparing their own records schedules and/or approve those schedules.
Other state standards and regulations. Many states have issued regulations covering microfilming and disposition of records, often citing or incorporating professional standards. Typically, these regulations say, in effect, that paper records may be microfilmed and the original documents disposed of if the microfilming procedures, indexing, preservation, and other aspects of the work meet the specified standards. 
More information on state schedules and regulations is available in a COSA report, Report on Programs and Services for Local Government Records Provided by State Archives and Records Management Agencies (March 2006), available at http://www.statearchivists.org/lga/documents/LGRsurveyReport.pdf.
Professional standards. These are practices developed through consensus by experts in the field and approved and adopted by a government agency or professional group that, when applied, lead to results that are consistent, desirable, and predictable. The most important standards-setting entities in the area of records/information management include AIIM (Association for Information and Image Management) (http://www.aiim.org); ARMA International (Association of Records Managers and Administrators) (http://www.arma.org); ANSI (American National Standards Institute) (http://www.ansi.org); and ISO (International Organization for Standardization) (http://www.iso.org). Some government agencies, such as the Department of Defense, also issue standards. Some particularly helpful examples include
· ISO 15489-1—Information and Documentation—Records Management—Part 1: General 
· ISO 15489-2—Information and Documentation—Records Management—Part 2: Guidelines
· U.S. Department of Defense, DoD 5015.12, Design Criteria Standard for Electronic Records Management Software Applications
· ANSI/AIIM, Recommended Practice for Identification of Microforms
· ANSI/AIIM MS23-2004. Standard Recommended Practice—Production, Inspection, and Quality Assurance of First-Generation, Silver Microforms of Documents
· ANSI/AIIM, American National Standard for Information and Image Management—Recommended Practice—Microfilming Public Records on Silver Halide Film
· ANSI/AIIM, Legal Acceptance of Records Produced by Information Technology Systems, TR31-2004
· ANSI/AIIM, Framework for Integration of Electronic Document Management Systems and Electronic Records Management Systems, A TR48-2004
· ANSI/ARMA, Retention Management for Records and Information
· ANSI/ARMA, Managing Electronic Messages as Records
· ANSI/ARMA, Record Center Operations
Standards provide a summary of generally accepted best practices, are developed through vigorous peer-review processes, and have the mark and authority of the issuing organization behind them. They are authoritative and objective. Relying on relevant standards helps give a records management or archival program a credible, defensible basis for operation. But there are some drawbacks: most of these are for records management, not archives; they sometimes have to be interpreted to fit small- to medium-sized programs; they go out of date and are revised or superseded, so you have to be sure you have the current version; and there are no real standards for what local officials might need the most—the components and makeup of a local government archival program and performance expectations for such a program.
Guidelines. These are more informal and general and less rigid than standards. This means there is more room for interpretation and application; but it is an advantage only up to a point, because it means you must flesh them out, fill in the blanks, interpret and make judgments, and decide how to make them fit your local government. Several state archives have such guidelines (in addition to records retention and disposition schedules and guidelines). Some examples:
Alabama Department of Archives and History
http://www.archives.state.al.us 
Publications include: 
· Making a Case for a Records Management Program
· Guidelines for Managing E-Mail
· Legal Admissibility of Public Records
· Managing Local Records in Alabama
· Saving Alabama’s Public Records 
· Records Destruction Procedures for Local Governments
New York State Archives
http://www.archives.nysed.gov
Some of these are intended for both state and local government records. Publications include: 
· Producing High Quality Microfilm
· Guidelines for Determining if a Stand-Alone Imaging System is the Best Choice for You
· Guidelines for Ensuring the Long Term Accessibility and Usability of Records Stored as Digital Images
· Guidelines for Off-site Storage of Inactive Local Government Records 
· Developing an Inactive Records Storage Facility
· Seven Attributes of an Effective Records Management Program, 
· Managing E-Mail Effectively
· Preparing for the Worst: Managing Records Disasters
Ohio Historical Society
http://www.ohiohistory.org
Publications include: 
· Statement on Maintaining Digitally Imaged Records Permanently 
· Databases as Public Records Guidelines
· Digital Document Imaging Guidelines
Oregon State Archives
http://archweb.sos.state.or.us 
Publications include:
· E-Mail Policy Manual for Local Government (with an accompanying video)
· Managing Your Records
Washington State Archives
http://www.secstate.wa.gov/archives 
Publications include:
· Essential Records Manual: Security Backup, Disaster Preparedness and Response, and Recovery
· Records Management Guidelines
Manuals. There are a few manuals devoted to local government archives, including Association of Canadian Archivists, Municipal Archives: Promoting Efficiency and Effectiveness (2001) available at http://archivists.ca/downloads/ documentloader.aspx?id=3133
Best practices. Another category of materials might be referred to as descriptions of best practices. These materials set forth descriptions of sound principles and practices. They are less definitive than standards, and usually more general than guidelines. Often, they are published by professional associations such as the Society of American Archivists, American Association for State and Local History, or the Association of Records Managers and Administrators. Examples:
· Archives Association of British Columbia, A Manual for Small Archives at http://aabc.bc.ca/aabc/msa/1_getting_started.htm
· Frank Boles, Selecting and Appraising Archives and Manuscripts (Chicago: Society of American Archivists, 2005).
· Sedona Conference, The Sedona Guidelines for Managing Information and Records in the Electronic Age (2005) and The Sedona Principles: Addressing Electronic Document Production (2005), both available at http://sedonaconference.org.
· Richard J. Cox, Managing Records as Evidence (New York: Quorum Books, 2001).
· Richard J. Cox and James H. O’Toole, Understanding Archives and Manuscripts (Chicago: Society of American Archivists, 2006).
· Bruce W. Dearstyne, Managing Local Government Records (Nashville: AALSH, 1988).
· Bruce W. Dearstyne, Management of Government Records and Information (Prairie Village, KS: ARMA International 2001).
· Bruce W. Dearstyne, Managing Historical Records Programs (Nashville: AASLH, 2000). 
· Gregory S. Hunter, Developing and Maintaining a Practical Archives: A How-To-Do-It Manual (New York: Neal-Schuman, 2003).
· Randolph Kahn, et al., Information Nation: Seven Keys to Information Compliance (Silver Spring, MD: AIIM, 2004).
· Michael Kurtz, Managing Archival and Manuscript Repositories (Chicago: Society of American Archivists, 2004).
· Julian L. Mims, ed., Electronic Records Management (Washington, DC: ICMA, 2006).
· Julian L. Mims, Records Management: A Practical Guide for Cities and Counties (Washington, DC: ICMA, 1996).
· National Association of Government Archives and Records Administrators, Principles for Management of Local Government Records (brochure) (Albany, NY: NAGARA, 1989).
· New York State Archives and Records Administration, Basic Elements of Historical Records Programs (Albany, NY: NYSARA, 1989).
· Richard Pearce-Moses, A Glossary of Archival and Records Terminology (Chicago: Society of American Archivists, 2005).
· Mary Jo Pugh, Providing Reference Services for Archives and Manuscripts (Chicago: Society of American Archivists, 2005).
· Kathleen Roe, Arranging and Describing Archives and Manuscripts (Chicago: Society of American Archivists, 2005).
· David Stephens, Records Management: Making the Transition from Paper to Electronic (Lenexa, KS: ARMA International, 2007).
· Elizabeth Yakel, Starting an Archives (Chicago: Society of American Archivists and Scarecrow Press, 1994).
Web-based resource centers. A different approach is the Archives Association of British Columbia’s very helpful website, The Archivist’s Toolkit, (http://aabc.bc.ca/aabc/toolkit.html), which has links to resources on establishing an archives, appraisal/accessioning, arrangement/description, automation, preservation, and reference and access). 
All of the materials noted above are helpful but, even taken together, do not provide definitive guidance about how to manage local government archival programs or provide for care for local government archival records. Moreover, there is considerable variation from one state to another. They are useful in providing insights into how to shape programs, and in helping build the case for the support of a local government archival program—local officials may be more likely to provide support for an operation that can cite compliance with best practices or adherence to recognized professional standards.
Some advisable approaches to take in this area:
At the state level:
The state archival program should work to educate local officials about standards and guidelines, and to issue guidelines applicable to their one states where appropriate. The “education” program needs to be a constant one: some local government records/archives programs have small staffs and may not be aware of useful standards and guidelines; and there is a constant turnover of incumbents with every election.
Associations of local government records managers/archivists, such as those found in New York, Virginia, and a few other states, are helpful networks in sharing information about standards, guidelines, and best practices. They also provide an informal peer-consulting/mentoring system where archivists and others can learn from each other. If there is one in your state, it is advisable to join; if not, consider working with others to initiate such an association.
Work with other local government associations, such as the state Municipal League, Association of Counties, Association of Towns, and others, to highlight the benefits to government of sound programs that meet recognized standards and guidelines. The goal is to bring to the attention or elected and appointed executives the fact that these standards and guidelines give added credibility to records and archives programs.
At the local government level:
Where there are legally mandated requirements, such as for retention/disposition or microfilming/disposal of the originals, follow them, seeking interpretations and advice from the issuing authority (usually the State Archives) when needed.
Draw insights from and apply the principles of non-binding materials, such as the SAA manuals noted above under “best practices.” Some selection, interpretation, and possibly trial-and-error may be required, but these materials are, with very few exceptions, reliable and trustworthy.
Follow the guidance and guidelines of the State Archives in your state, but occasionally review the materials being issued by other state archives as well. (An easy way to do this is to link to these programs from the CoSA website, http://www.statearchivists.org.)
Archival programs, and other provisions for maintaining archival records, may take different forms, so long as they meet the general goal of archival records preservation and availability. Consider developing what is, in effect, an interlocking system: read, integrate, and use as a basis the best standards and guidelines you can find; but build a custom-designed program suited to your own local government’s particular size, budget, and circumstances. 
D.
The Business Case for Leaders of Local Governments to Support Sound Management of Their Archival Records
Archives are key information resources, and archival programs are essential for their continued preservation and use. Most of those resources need to come from the budgets of the local governments that produced, maintain, and need to depend on, those records. 
Sources
Several useful resources for making the “case” for archives:
Academy of Certified Archivists, Role Delineation Statement for Professional Archivists (2003). http://www.certifiedarchivists.org/html/archivalprof.html. A helpful statement of what archivists need to know and what they do.
ARMA International, Information Management: A Business Imperative (2003). http://www.arma.org/pdf/rim_imperative.pdf. A very good overview, including a section on “The Business Case for RIM,” which discusses legal issues, reduction of time/effort needed to organize and retrieve records, and minimization of storage costs.
ARMA International, Records @ Work pamphlet series. http://www.arma.org/rim/promotion/index.cfm for purchase information. Eight short, readable pamphlets on the fundamentals of records information management and why they are important. 
Association of Canadian Archivists, Municipal Archives: Promoting Efficiency and Effectiveness (2001). http://archivists.ca/downloads/documentloader.aspx?id=3133. Particularly helpful are the sections on “Your Records and Their Management,” “The Value of Keeping Municipal Archives,” and “Why Do You Need an Archivist?” 
Association of Canadian Archivists, “What Is an Archives?” and “What Is an Archivist?” at http://archivists.ca/home/default.aspx. Introductions to archival work and programs.
Academy of Certified Archivists, “The Archival Profession: Meeting Critical Institutional and Social Needs,” ACA News, July 2000. http://www.certifiedarchivists.org/html/archivalprof.html. A good overview of the role of archival programs in institutional settings. 
Bruce W. Dearstyne, “The Importance and Nature of Government Records” and “Government Archival Records” in Managing Government Records and Information (Prairie Village, KS: ARMA International, 2001).
Elsie Freeman Finch, ed., Advocating Archives: An Introduction to Public Relations for Archivists (Chicago: Society of American Archivists, 1994). Essays cover relationships between researchers and archivists, fundraising, celebrating significant events, marketing, “friends of archives.”
Society of American Archivists, So You Want to Be an Archivist: An Overview of the Archival Profession. http://www.archivists.org/prof-education/arprof.asp. Explains the work of archivists and how archival work is different from other historical and information work such as librarianship.
Society of American Archivists, Position Statements and Resolutions. http://www.archivists.org/statements/index.asp. These documents, often tied to particular issues or controversies, often assert the importance of archives and sound archival programs and reinforce the work of professional archivists in all settings.
Society of American Archivists, Who Is the “I” in Archives? (booklet) (Chicago: SAA, n.d.).
Strategic Themes in the Business Case
Securing the attention and support of top elected officials and executives such as county executives and city managers is essential to improved management of records and archives in local governments. But elected officials are more concerned with issues such as government services and taxes; executives tend to focus on broader administrative issues. This means that people advocating for archives need to be imaginative, persistent, and practical. Strategic themes in the business case might include the following:
Archival programs help support the economy by facilitating access to an important information resource. Archival records can help to ensure the success of public, private, and educational enterprises.
Information is one of local government’s most important assets, probably second only to its employees. Information is central to the operation of government. Much of information is in fact recorded information, or records; and archives are the most important and enduring records. This means that archival records are centrally important information resources.
Records and archival management saves money by reducing the volume of records, cutting costs for storing inactive records, and making it quicker and easier for government employees to find the information they need to do their work and serve the public. Good records and archives management means a more productive staff.
The initial (and perhaps most important) value of archival records is to the government itself. They are the central documentation of key policies and services. They may be needed for legal actions by government, or to defend against actions against government. By providing documentation on the origins and administration of key policies, they offer a resource for the government itself to learn from its own past. This is particularly important because of the rapid turnover in both elected and appointed offices; continuity of government is assisted by continuity of records, including archival records.
Taxpayers and citizens expect local government officials to care for and manage these important resources in a systematic, responsible way. It is one of the responsibilities that elected and appointed officials have and need to discharge. Good recordkeeping practices are a sign of good, efficient government. 
Archives are a service to the public—something the public has every right to expect. 
Supporting archives conveys an image of caring for the history of the community, preserving the community’s heritage, boosting community pride, and serving youth by ensuring the preservation of a documentary heritage.
An archives program, tied to records management, helps save money and space by encouraging the disposition of the vast majority of records as soon as they become obsolete (and are legally disposable pursuant to state law and schedules and local procedures) as well as preservation of that small percentage of records that are archival.
While there are no hard and fast standards for local government archival programs, there are standards that are applicable for some aspects of such programs, and there are guidelines and canons of good practice. This makes an archival program a good investment—local officials can have confidence that good policies and practices will be put in place and followed.
Archives provide immensely valuable source material for research by local historians, genealogists, family history specialists, and a range of other researchers, e.g., environmental history, ethnic history, the history of education, agricultural history, urban history, history of the police and court systems, and the history of parts of our communities and even buildings. Because local governments touch the lives of people in so many ways—they are so close to home—so also are the records rich in detail and close to home.
Records management and archival programs are particularly important in these days of heightened awareness about natural disasters and potential terrorist attacks. A plan for safeguarding vital records —those essential to resuming or continuing government services in the event of a disaster—is connected to a plan for safeguarding archival records because, in many cases, key records fall into both categories.
Archival programs need adequate resources but they are not expensive, particularly in comparison to the benefits. They are a good investment for local government. 
Local officials are expected to be responsible custodians of important records. They may be criticized or embarrassed if, for instance, a record is sought a citizen or by the news media under freedom of information laws but cannot be found. Revelations that records were inadvertently disposed of (or illegally disposed of, if they did not meet minimum legal retention periods) may cast an appearance of impropriety. The way to avoid this problem is sound, systematic records/archives management. 
Strategic approaches for advancing the business case
If appropriate, provide information on archives to candidates running for office as a way of making them aware of the issue.
Prepare a report or, if possible, a presentation for every newly-elected local official and every newly-appointed executive and department head on the value of archival records and the need for their systematic management. Send it, or make the presentation, as soon as possible after they take office. This approach will bring attention to records/archives issues early in the officials’ tenure. This is particularly important given the frequent turnover in both elected and appointed officials.
Make the case directly and repeatedly, using different approaches and examples, illustrating the common theme that archives document government and serve as sources for historical and other research and that their sound, businesslike management is a good business proposition for government.
Build alliances and support within the government with, for example, the fiscal officer (who can attest to cost effectiveness and cost savings), auditor (who knows that good records and archives management puts the local government on a sound basis during audits), and key department heads (the director of public works, for instance, who can testify to the need for records of the local government’s water, sewers, streets, and highways).
Make it personal for the key decision makers and resource allocators if you can: show how records and archive management makes their jobs easier and helps them get their work done.
Dramatize the issue by citing specific examples and stories of records with obvious importance and value; examples of good records/archives management that benefited a local government; and examples of poor management that hurt a local government. This makes archives “real” for busy local officials who may not understand it in the abstract.
Appeal to the public in a similar way: make it personal. Your history is documented here, your house is documented here, the permanent record of your government is housed here.
Work with associations of local government officials, such as the Municipal League or the Association of Counties, to advocate for archives. This means that busy local officials, for instance, County Executives, hear the “message” about archives from their own associations. They may be more likely to heed it when it comes from a peer group than when it comes from the archivist or other records custodian.
Cite other local governments that support sound records and archival programs, particularly if local officials there attest to the value and importance of such programs. This is a good way to bring this issue to the attention of officials in your community and to show them that peers in other local governments support what you are advocating. 
Organize “Friends of the Archives” and other groups to garner program support, including advocacy with local officials.
Get others to make the case—a local government records management advisory board if you have one; local genealogists, historians, and other researchers; civic groups (which may become very interested once they understand the connection between archives, on the one hand, and culture and civic pride, on the other); good government groups (which should be interested in the usefulness of archives to document government policies and programs.) Elected officials are impressed by hearing from their constituents; sometimes, a letter or call from an individual citizen can make a real difference in raising the visibility of the archives.
Document and report on the use of archival records, particularly use by government offices themselves and by citizens in the community. This shows the value of the archives to the government itself and to the community it serves.
Keep pushing to expand use (within the limits of available resources). Use is the ultimate purpose of investing in archives. It may be helpful, for instance, to approach historical associations that might be interested in research in archives in their own topical area; or to work with local schools and teachers on document packets (not only a good way of getting students interested in history, but also a good way of introducing them to archives at an early age).
Cite and dramatize examples (from your own local government and/or from others) of where good records management helped the government; weak records management hurt it.
Use examples of centennials, other historical commemorations, “Archives Week,” and other events to encourage chief elected officials such as mayors to issue proclamations, give speeches, host events, and otherwise direct their attention to history and archives.
Enlist the support of the media. Talk with the news media about the importance of archives; illustrate this point by working with them to provide documents and photographs for stories they are working on.
Consider cooperating with another local government (or more than one) if that is appropriate. A number of combined city/county programs, for instance, are demonstrating the usefulness of common staffs and storage facilities.
E.
Local Government Archives Advocacy and Awareness: 
Six Model Approaches
Section IV of this report describes the factors that account for the sustained success of local government archival programs. This section describes some additional approaches to advocacy. They differ in scope and approach but provide ideas and insights that may prove helpful for use by advocates and potential advocates for local government archival records, as well as by the Task Force. 

1. 
Direct Advocacy with Government Officials, Public, and Press
The Canadian Council on Archives’ Awareness Kit (http://www.cdncouncilarchives.ca/awareness_kit.html) includes guidelines, helpful sources, links, and other materials for individuals and groups interested in advocating for stronger archival programs. It is probably the best single source of ideas for awareness and advocacy.
It includes, for instance, sound advice for working with the public. The public is often unfamiliar with archives; one of the archivists’ challenges is to “share your excitement about the riches to be found in its documentary heritage.” Recommended approaches include: bring friends and colleagues to an archives; involve teachers, explaining the advantages of introducing primary materials into their teaching; draw in students, for instance, by speaking at high school history courses; and cooperate with local historical societies, for instance, on public lectures and heritage festivals.
The “Awareness Kit” also includes advice for working with the media. Prepare carefully, research the issue, “follow the news for changes in policies and for opportunities to respond,” organize your material carefully, and “have background information ready to distribute. Be prepared to work with reporters and to respond to their requests in a timely way because they are usually on a short deadline. Letters to the editor, op-ed pieces, and news/press releases are three options to consider. In the case of letters to the editor, the “Awareness Kit” advises, make sure the material is current and that it responds in a timely way to a particular issue; make sure it is concise; and make sure it will “resonate with its readers….remind your audience about how archives affect them—their lives, their family, their community’s culture.”

The “Kit” also includes a section for working with government officials, including how to get attention, preparing for meetings, and tailoring your message.

Finally, it has a section on “Stories” by archivists and users that attest to the value and importance of archives. Every story there is interesting and worth reading! Some of the themes that come through:

· Researching in archives is enjoyable—like being a detective.
· Research can turn up information that changes our understanding of history.
· Archival records promote understanding and community pride.
· Archives form the basis for articles, books, and other publications.

2.
Educational Materials + Training + Grants to Initiate Archival Programs
This category actually goes beyond advocacy; in effect, it takes a broad, multi-faceted approach to fostering archival program development. One useful example is the local government records program of the New York State Archives (http://www.archives.nysed.gov/aindex.shtml). That program, supported by funds from a records filing surcharge at the county level, has taken several approaches, including:
· Regional offices around the state, each with a records management/archives specialist who works directly with local governments in the region, provides advice and training, and encourages networking within the region (as well as beyond).
· Training and educational workshops on various topics of records management and archival preservation.
· A competitive grants program that is mostly to strengthen records management but also includes categories for planning and start-up funds for archival programs
· Recognizing best practices, for instance, through annual awards for outstanding local government records management, archives, and educational uses of historical records. The Archives’ parent agency, the State Education Department, sponsors the awards ceremony; the Commissioner of Education attends, and the Chancellor of the Board of Regents presents the awards.
· Working with teachers and schools to encourage the educational use of local government archival records and other historical records.

3.
Training and Advocacy Films and Online Materials
Taking a different tack, some programs have turned to films and videos and online approaches to get their message across. There are some advantages: films/videos can feature people speaking on camera, but without the speaker having to travel to every site where the information may be needed. Videos have a liveliness that it is sometimes difficult to achieve through written material, even if it is conveying the same, or a similar, message. Busy officials make take time to watch them even if they would not make time for written materials. Of course, they can be costly to produce, but may in fact prove more cost effective than labor-intensive alternatives such as sending archivists on the road to speak to multiple groups. Some examples are noted below. Most of these focus on records management rather than archives per se, but they convey sound messages about records management, which is essential to sound archives as well as illustrate how to organize and present advocacy themes. 
· ARMA International and Commonwealth Films, Back in Business. Shows how appropriate awareness and preparation can guard against the loss of records in a disaster. See http://www.arma.org/bookstore/productdetail.cfm?ProductID=1011 for ordering information.
· ARMA International and Commonwealth Films, Buried Alive. More about records management than about archives, but many of its major points are helpful. It discusses advisable approaches to retention and disposition of records, balancing the need to retain those that have enduring legal, historical, or other value against the desirability of disposing of obsolete records. It also goes into retrieval, storage space and other issues. See http://www.arma.org/bookstore/productdetail.cfm?ProductID=1014 for ordering information.
· ARMA International and Commonwealth Films, For the Record. Shows the need for good employee work habits to ensure sound records and information management. Stresses a number of themes, including consistency, easy of retrievability, and a systematic approach to records destruction. See: http://www.arma.org/bookstore/productdetail.cfm?ProductID=1039 for ordering information.
· New York State Archives and Records Administration, Public Records, Public Trust: Local Government Records Management in New York State (Albany: NYSARA, 1993).
· Ohio Historical Society/Local Records Program, Local Government Records: Just the Basics. The video is modeled on the program’s workshops and covers the fundamentals of local government records management: legal requirements, records commissions, inventories, retention/disposition, media decisions, and disaster preparedness. There are also slide handouts to accompany the video. http://www.ohiohistory.org/lgr 
· Oregon State Archives, Oregon County Government: Basic Records Management Training. An audiovisual presentation covering three topics—public records law, schedules, and basic records management principles—with each section followed by a short, 10-question quiz. http://arcweb.sos.state.or.us/training/training_home.htm
· Oregon State Archives, What’s In YOUR In-Box? A video that explains how government employees can manage their email in compliance with law and regulations. http://arcweb.sos.state.or.us/recmgmt/train/index.html

4.
Promotion by Making a Multi-part Systematic Case
The sections of the report above have discussed several advocacy/awareness approaches, strategies, and themes. One resource that consolidates several themes and presents them well is the Association of Canadian Archivists’ publication, Municipal Archives: Promoting Efficiency and Effectiveness (2001) at http://archivists.ca/downloads/documentloader.aspx?id=3133. This very effective manual, makes the advocacy case in several ways:
· “Records Are Assets.”They “document deliberations, decisions, and activities” as well as establish precedents, document public works projects and infrastructure, and provide a record of planning processes and policies.
· “Why Should a Municipality Have an Archives?” The archives is valuable for several reasons, including documenting important decisions, giving lawmakers access to documentation of previous deliberations, showing why policies were developed, etc.
· “Who Uses Municipal Archives?” “Archival records are of primary importance to the municipality that initially created and used them.” Their most important use is likely to be by legislators, leaders, and employees of local governments, but there is also likely to be broad use by historians, students, biographers, and others.
· “Why Do You Need an Archivist?” Archivists are professional specialists; they know how to appraise, arrange, describe, and preserve records; give special attention to electronic records and records in other media; and make records available to and work with researchers.

5.
Anchoring the Program in Law
The strongest, most enduring records and archives programs are often those that are anchored in law, executive order, or other official enactment. Of course, getting them to that status is something that requires advocacy work. But once they are there, the fact that they have this permanent “standing” is an asset for additional advocacy work—building on the legal mandate to advocate for resources, staff, space, etc. 
One very useful, and recent, example is that of Harris County, Texas. Like many programs, it is primarily records management but it has a strong archival component that is integrated within it. The program was established in 1990 “to facilitate efficient records management and to assist county departments comply with the [State of Texas] Local Government Records Act. The “Records Management Plan” was amended and approved by the County Commissioners in 2002. It is available at:

http://www.hctx.net/CmpDocuments/57/Records%20Management/Records%20Management%20Plan--Court%20Order.doc
Its features include:
· An “Applicability” section that makes the scope of its application clear;
· A definition of “county records” and also what is NOT included;
· Additional definitions, including one for “Archival Record” and one for “Records Management”;
· A statement of policy, including: “It is hereby declared to be the policy of Harris County to provide for efficient, economical, and effective controls over the creation, distribution, organization, maintenance, use, and disposition of all County Records through a comprehensive system of integrated procedures for the management of records from their creation to their ultimate disposition….,” consistent with the provisions of state law;
· Designation of a records management officer and listing of responsibilities;
· Establishment of a records advisory committee;
· A section on “Duties and Responsibilities of Department Heads,” a key provision, including that they are to cooperate with the Records Management Officer, adequately document the transaction of government business and programs, and maintain, preserve, and dispose of records in accordance with the County records management program and state law;
· Designation of records liaison officers;
· An extensive discussion of records schedules and destruction of records;
· A section on archives, including categories of records that shall be taken into its holdings.

6.
Focusing on “Archives Month”
Many states now celebrate “Archives Month” in October of each year; the event is informally coordinated through the Society of American Archivists, regional archival associations, State Archives, and other groups. This is a useful time to advocate for local government archives—the effort will be supported by broader advocacy for archives generally. Many useful advocacy tools have emerged from these commemorations. One of the most useful is the Society of American Archivists’ booklet, American Archives Month, October 2006: Celebrating the American Record. (http://www.archivists.org). This booklet includes:
· Ideas for promoting archives within your institution;
· Ideas for reaching out to the community;
· “Talking Points: The Value of Archives” including “Special Messages for the Media.” The “Talking Points” include succinct messages about the value of archives to “strengthen collective memory,” support accountability, protect rights, and ensure that digital records will be accessible in the future;
· Extensive advice on writing press releases and on building and maintaining good media relations;
· Tips for developing an “Archives Month” event.
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More than four hundred people responded to the online questionnaire posted on the project website during the September—November 2006 period. The online responses in the advocacy/awareness area (as of Nov. 28, 2006), were as follows:

	Table 3. Number of responses provided in each section of the Local Government Task Force Online Questionnaires as of November 28, 2006

	Question 
	 Local Govt. officials
	Non Local Govt. officials

	1. Standards/guidelines
	112
	43

	2. Incentives for standards/guidelines
	79
	41

	3. Incentives
	113
	55

	4. Advocacy role of organizations
	80
	47

	5. Other advice
	42
	27


They provided excellent insights and suggestions, based on their experience and insights. I would like to thank all of them. 
I would also like to thank Vicki Walch, Executive Director of CoSA, for all of her help and guidance during this project.
Of course, I am responsible for all of the recommendations advanced in this report.
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