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ABSTRACT: As more American organizations form foreign operations, few
possess sufficient knowledge of the international records environment to manage effectively the documents these new operations create. This knowledge gap
can have potentially catastrophic consequences. And yet it also provides a
unique opportunity for a proactive corporate archivist to significantly enhance
the utility of the archives. By globalizing the archives-i.e. participating in an
initiative to identify and address a multinational's international records needscorporate archivists can become a vital component of their organization's international risk management program.
Life Imitates Art?
A storyline in a comic book details an alien invasion of earth that went
awry-because an archivist, a lowly cog in a tremendous information net, was
not appreciated. This would-be alien hero, whose unique skills enabled him to
catch a fatal flaw in the Great Leader's invasion plan, was gunned down by
Palace Guards when, in his excitement, he foolishly forgot his station and
rushed the Large One to bring him the news. "He's but a minor archivist," stated the fearless leader dismissively. "Whatever he had to say can't have been too
important."'
For want of a valuable piece of information, a planet was lost. Such are the
fortunes of galactic conquest.
There is a corollary to this futuristic crisis in the world of modem multinational organizations. A retired President of Coca-Cola, a company which does
sixty percent of its business internationally, once said "In this day and age, he
who has the information fastest and uses it wins." 2 This point should not be lost
on corporate archivists, whether they work for a multinational commercial entity, or non-commercial organizations that have international operations. It is no
surprise that the standardization of a corporation's records cycle will facilitate
the flow of information, thereby streamlining operations, limiting exposures,
and reducing expenses. What might be news to corporate archivists, however, is
that there are new roles they can play in this flow. By proactively globalizing
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their archives-that is, lobbying for and acquiring records from foreign operations-they can positively impact the organization's bottom line.
Enough Rope to Hang Yourself.
The InternationalRecords Environment
What kind of an impact? From a basic cost perspective, consider this:
Records storage costs internationally are generally much higher than they are in
the United States. In Japan, for example, costs at Japanese commercial records
centers run about 2.5 times U.S. prices. Clearly, any results that you produce in
reducing material stored in foreign countries-either through the implementation of more efficient retention schedules or by merely accessioning existing
holdings into domestic storage-will likely produce savings.'
From a tax perspective, there is the dreaded Internal Revenue Service (IRS)
regulation 6038A, which pertains to U.S. companies that are at least 25 percent
foreign-owned, and to overseas companies that are at least 25% foreign-owned
and do business in U.S. markets unless 1) U.S. receipts are less than $10 million
and 2) payments to or from overseas companies are less than $5 million and 10
percent of U.S. gross income. The impact this regulation has on records managers is that the IRS now forces companies that fall under the parameters of
6038A to retain basic accounting records, profit/loss statements, pricing documents, reports to foreign governments, ownership records, and non-sales transaction records for a longer retention period than the foreign codes require.
Incredibly, these records series can account for up to 50 percent of a corporation's records by volume. The regulation also states that any document the IRS
requests must be delivered within 60 days, even if it involves transporting the
item to the U.S. Additionally, if the document is not in English, it must be translated. 4 This regulation generally applies to the tax years 1990 forward. If a company does not meet its obligations as defined by 6038A it could be opening the
door for some stiff penalties.
It is also important to remember that a multinational is subject to more than
one tax policy. Each country has its own tax regulations which carry their own
retention requirements. In addition, no company is safe from audit until the various tax agencies close the tax year-and there is often no set period for that
closure because it is a negotiated agreement between the agency and the company. In this light, informed and accurate record-keeping is a must in the international tax environment.'
From a regulatory perspective, consider the requirements of the Foreign
Corrupt Practices Act, which applies to every company registered with the
Securities and Exchange Commission, and is designed to prevent bribery of foreign officials by multinationals. Passed in a post-Watergate atmosphere by
Congress in 1977, the FCPA was a response to reports of massive-improprieties
by large United States companies operating overseas. One company reportedly
authorized $59 million in contributions to Italian political parties; another was
presumed to have invested $4 million with a South Korean party; and yet another reputedly spent almost $400,000 flying in 'voters' to swing elections in the
Cook Islands. A Senate committee report estimated that nearly 400 U.S. companies, including 117 of the Fortune 500, made "corrupt" foreign payments
totalling hundreds of millions of dollars.
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So the FCPA was passed to force multinationals to clean up their act in the
international business arena. In order to remain in compliance with the FCPA, a
company's records-defined quite broadly as "accounts, correspondence, memoranda, tapes. disks, papers, books and other documents or transcribed information of any type, whether expressed in ordinary or machine language"-must be
maintained in accordance with good records management principles, so that
they will accurately and fairly reflect international transactions and be readily
accessible in case of an audit. Corporations found guilty of violating the FCPA
can be fined up to $1 million.6 This is another records parameter that allows little room for inefficient recordkeeping.
A similar argument can be found in the realm of international trade agreements and regulations. The 1993 North American Free Trade Agreement
(NAFTA) requires all exporters or producers of a good to maintain "all records
relating to the origin of a good for which preferential tariff treatment was
claimed" for a period of five years. Failure to produce the required documentation on request could result in a firm losing its preferred status and therefore
forced to pay import duties or higher tariffs.
A more prevalent stricture is the European Community's requirement that
all multinational companies selling products or services within its borders comply with the International Standards Organization (ISO) 9000 Series of
Standards. The 9000 Series is a quality assurance program, and ISO 9004 states
"The quality management system should establish and require the maintenance
of a means for identification. collection, indexing, filing, storage, maintenance,
retrieval and disposition of pertinent quality documentation and records...
Quality records should be retained for a specified period in such a manner as to
be retrievable for analysis in order to identify quality trends...While in storage,
quality records should be protected from damage, loss, and deterioration due to
environmental conditions."
Although the ISO standards were originally designed for use in the European
economy, companies worldwide have increasingly sought ISO 9000 registration
as a competitive advantage. Experts predict that by the turn of the century over
400,000 firms internationally will be registered. Here in the United States, over
2000 firms were registered by mid-1994.7 In this light, good records maintenance becomes a business necessity not only for companies targeting foreign
markets but for firms operating in the domestic economy as well.
From a risk management perspective, proactive archivists can help lower the
chances of a repeat of the Union Carbide Corporation (UC) experience in
Bhopal, India, where a poisonous gas leak from a UC subsidiary's factory killed
more than 2000 people and injured more than 200,000. Not only was UC's
headquarters unfamiliar with the Indian plant's operations-an information gap
that contributed to the disaster-but that same lack of information hampered the
corporation's ability to respond to the event. A disaster recovery plan based on
accessible documentation of the plant and its societal environment would have
been invaluable in both cases. 8
From an historical perspective, archivists can obtain and save materials that
will have increasing significance for their company and scholars as the evolution of a global marketplace continues. Although history tends to be de-emphasized in a fast-paced, forward-looking corporate environment, it has strong marketing appeal in parts of the world that have cultures dating back millennia.
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Documenting international activities in these societies almost constitutes a cultural imperative, and will have significant utility in internal and external marketing efforts in years to come.
And what is now a cultural imperative may soon be a legal one. European
governments have as early as 1921 enacted legislation to protect items they consider vital to documenting their cultural heritage.9 Generally, these laws had little effect on business records, since businesses rarely put their records up for
sale. But that lack of relevance may be changing, if a recent Norwegian law is
any indication. This piece of legislation, which went into effect in January,
1994, states that business records are considered cultural resources, and therefore are subject to the purview of the Director General-Norway's equivalent of
the United States Archivist. If a multinational's records have been identified as
having special preservation value it will be subject to certain restrictions, such
as being required to notify the Director General of any changes in ownership,
location, or risk management issues. The Director General can force a corporation to maintain certain levels of preservation maintenance, and even prevent it
from taking original documents out of the country. It is expected that the originals will be transferred to the National Archives, where they will eventually
become government property. If a multinational needs to transfer information
out of country, it will have to make copies at its own expense. Currently, there
is no established enforcement
procedure for this statute-but that does not mean
0
there will never be one.'
There is also the whole litany of standard arguments for preserving information: reduced legal exposures, contributions to planning and decision-making
processes, and so forth. These issues are clearly as relevant for the foreign activities of a multinational as they are for domestic operations.
Undoubtedly, many corporate archivists would consider the arguments above
to be good reasons for globalizing their company's record management program. But they may feel globalization is beyond their own reach due to limited
budgets, space constraints, labor constraints, lack of influence within their organization, and sheer disinclination. However, changing conditions may make it
worthwhile for archivists to take another look at the issue.
A CorporateGap, or an Archival Opportunity?
Although the United States has more multinational corporations than any
country in the world, and North America has the world's largest and most
advanced records management community, attempts to expand records programs to cover international activities have not been very successful. Aside
from the petroleum industry, in which detailed exploration and production
records are integral to the success of the individual companies, most efforts to
globalize records keeping have, in the words of one analyst, been "sporadic and
infrequent."" And even in the petroleum industry great discrepancies can exist
within just one corporation's records program. At one midwestern oil company,
for example, the technical records are highly automated and well integrated into
the information flow, while administrative and organizational documents languish in a limbo of widely separated and often inaccessible locales.' 2
A number of reasons explain why a multinational might have difficulty with
its international records. The experience of Aetna Life and Casualty, an
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American insurance and financial services giant that has been active in international markets since 1960, will serve to illustrate several key problems.' 3 The
first is that multinational management philosophies often produce decentralization by encouraging the autonomy of the foreign subsidiaries. Aetna has strongly followed this precept, preferring to leave the burdens of administration and
execution to local management. Aetna International's home office staff is currently around fifty people, which works out to about one home office employee
for every one hundred foreign staffers. By way of contrast, Aetna's home office
to field employee ratio for domestic operations is about 1:1.9.14
A second reason is that many multinationals are still wrestling with records
management issues for their domestic operations, and therefore they have limited incentive to take on their foreign operations. Aetna has solid records capabilities, but has not yet developed a centralized corporate records philosophy.
While customer and vital records are sent to storage on a regular basis by our
business lines, the transfer of operational documents varies widely from department to department. The entire operation is completely client-controlled; the
corporate records manager is relegated to a passive role, and as yet no audit process is in place.
A third reason that corporations ignore their international records is that when
multinationals do begin to upgrade their international operations, installing a
records component may not be considered worth the effort. This is due in part to
the fact that in some parts of the world the legal and regulatory environments
regarding records are not highly developed. Indeed, in many countries they are
almost non-existent-an absence that may lead the legal departments and senior
management of multinationals to conclude that a globalized records program is
not important. But as we have seen, that inference could have potentially catastrophic consequences.
Countries exhibiting a weak records management infrastructure correspondingly have a lack of in-country records expertise. In addition, these countries
often have limited English-language capabilities, making it difficult to import
and install records programs from corporate headquarters. As a consequence,
the monetary and logistical barriers to establishing systematic records programs
may be considered prohibitive.' 5
At Aetna, a global records program has lagged behind a quick-moving international business strategy that emphasized short-term, profit-focused acquisitions or partnerships. Until recently no coherent long-term strategy existed that
would have been conducive to a systematic review of support procedures. In
addition, Aetna's international operations have focused on emerging economies
along the Pacific Rim (Indonesia, Malaysia, Mexico, and Peru), countries where
business law is confined almost exclusively to contracts and the language and
cultural barriers are significant. Complicating the situation is the fact that some
of Aetna's foreign ventures were minority partnerships, which meant that any
administrative advice would become a political football-it becomes easy to see
why the thought of systematic records management never became a high priority.
The significance of all these barriers is that most corporate information managers have been isolated from the issues involved with international records,
and they are now faced with the intimidating prospect of having to scale a steep
learning curve in a very short period of time. The existence of this learning
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curve, however, is an opportunity for the intrepid corporate archivist. By proactively confronting the issues involved, the archivist has a chance to join a vanguard that is going where none have gone before.
Exploring the Unknown: Strategiesfor Making It So
In the corporate environment, the best way for a non-player to impact the
decision-making process is to be the recognized expert-an in-house authority.
Unfortunately, the prospective expert will not find a clearly defined body of literature in the field of international records to tap. What information that does
exist is extremely specialized, hard to find, and even harder to access.' 6 A search
of archival literature will turn up nothing of use, and while more information is
available in records management literature, it tends to de-emphasize the archival
perspective. For example, one records manual puts forth the less than flattering
view that business archives "are more likely to include relatively innocuous
materials such as...documents having a handsome or interesting appearance," a
reductionist gem that will not be of much help to the archivist making a case to
senior management.' 7 Information science journals tend to touch on international issues more often than records management publications, but they typically
ignore the records of multinational organizations.
Admittedly, the absence of any archival writings on the subject of international records goes a long way towards explaining why this essay takes a
records management bent. But it is arguable that given the dearth of globalized
records programs in multinationals, any archival attempt to collect international
documents must incorporate a records management component in order to maximize its impact. So this lack of a narrowly-focused archival perspective in the
literature may in fact be a blessing, as it will force entrepreneurial corporate
archivists to broaden their outlooks.' 8
A lack of knowledge, however, may be the least of your worries. Without the
support of senior management, no globalized records program can ever expect
to receive the authority or the resources it needs to succeed. So when planning a
strategy to convince corporate executives of the crucial need for the project,
make sure your arguments are sound and your facts persuasive. A top priority
must be to identify current trends in the organization that may help buttress the
notion of a globalized archives: expense reduction; initiatives to bring the corporation into full compliance with its fiscal, legal, and ethical obligations; possibly even employee diversity. Another priority would be to anticipate any political obstacles such a program would face, such as biased executives, territorial
managers or departments, or poor relationships with the foreign subsidiaries
and to devise methods of circumventing them.
Your strategy must also take into account the resources a corporate archivist
has or may reasonably expect to get, as these define the services an archives can
offer. These services may range from merely initiating a records retention
thought process, to participating in program design and implementation, to
overseeing a complete records program. Since most organizational decisions are
compromises between current needs and available resources, it follows that the
role of a corporate archives will reflect a balance between these two drivers. For
example, if reducing overseas storage costs is the primary objective for the
company, then it is possible the archives could be involved in a large-scale
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transferral of records to domestic facilities. However, if reducing legal exposure
is more important, then the archives' participation could be to help identify and
store a more selective group of materials specifically chosen to head off legal
problems.
The strategy also has to take into account the archives' relationship with the
international operation, as that may influence the credibility of any proposal
originating from the archives. If the international division is unfamiliar with the
archives-the quality of its work and its relevance to the division's business
goals-then it is unlikely that the archives will be able to work its way into the
international records cycle. If this is the case, however, the persistent archivist
can develop ways to overcome this obstacle. One technique is to offer to serve
as a centralized marketing library for the division, collecting every marketing
item that each subsidiary produces so that the division can avoid redundant
creation efforts and lessen legal exposure. A substantial secondary benefit of
this approach would be the development of a collection that would document
the evolution of international sales strategies. Another technique is to organize
and facilitate a group of multi-lingual employees willing to donate their time to
help with the translation needs of the division.
Lastly, in order to be viable, the strategy has to take into account the business
needs of each individual department in the division, recognizing that the records
implications of those needs might not even be fully articulated as yet. Careful
thought should be given to these needs, for it is quite likely that archival input
can shape not only the role of the archives, but the end result as well. The issue
of corporate diplomacy is crucial, for an archivally-initiated program may tread
on the toes of the records managers and anybody else who feels a custodial obligation to the documents. It may also tread on the toes of the foreign staffers as
well, who will quite likely resent home office interference. This problem may
become even more of an issue if your company does not completely own its foreign subsidiaries. For once, an archivist's relatively small corporate stature may
prove beneficial: Employees of a foreign subsidiary may be more favorably disposed to a personal request from the archivist for records than another administrative dictum emanating from a faceless home office. It may prove that the historical preservation "carrot" is a more effective ploy than the records management "stick"!
When planning for a globalized program, the archivist will necessarily need
to confront a Pandora's Box of issues. For example, who should be the primary
users of the collection: the employees of the affiliates, the home office staff, or
both? What does this mean for location of the repository? Should it be left incountry-where costs might be higher, staffing less trained, and compliance
more difficult to enforce-in the belief that such a resource would be most used
and best managed by those who are closest (physically as well as culturally) to
the documents? Or should it be centralized in the home office, where it would
meet the administrative needs of the parent company, and be more accessible to
other affiliates (possibly from similar cultures) who may be able to study the
material in order to improve their own operations?
Clearly, acquisition, arrangement, and description decisions will be dictated
by the needs of the primary users, but problems can emerge when dealing with
the business and cultural needs of widely divergent constituencies. Is there any
way to provide outside researchers equitable access to the collection if differing
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standards of sensitivity are involved, or to prevent the inadvertent release and
use of information that is harmful to one of the constituencies? Should the staff
be multi-lingual? In what language should the finding aids be created? How can
the legal and regulatory interests of the subsidiary and the parent company be
met if only one can possess the originals at a time? And how can the security of
the documents be overseen when they are on loan thousands of miles away? We
tend to take standard archival policies as self-evident and immutable, but almost
every one becomes a political and logistical land mine when translated into the
international environment.
The only way to safely negotiate these mine-fields is through carefully crafted policies based on as comprehensive a scan of the operating environment as
possible. In order to ensure that the project fully meets an organization's needs,
the policy-making team should be composed of individuals from a variety of
disciplines ranging from legal specialists to records management to business
managers. However, since corporate archivists are by training uniquely qualified to anticipate the entire spectrum of issues that could arise, they alone can
provide the kind of over-arching vision necessary to the success of multidisciplinary projects, and therefore should play a substantial role in shaping the process.
No amount of planning, however, can fully anticipate all of the potential
glitches in the system. That is why it is imperative that archivists work to eliminate any unreasonable expectations that management, users, and staff may have
in order to prevent irreparable rifts from forming. Education is the key to lowering these initial expectations. Specifically, portraying the records retention manual as an evolutionary document leaves latitude for change. In fact, evolution is
a built-in aspect of records retention: As any records manager will tell you, a
successful program will include a biannual or even quarterly review that assesses effectiveness, redresses grievances, and implements new policies that are
needed to address changing conditions in the records environment.
Finally, the crowning piece of the strategic plan should focus on the fiscal
impact of the program. The archivist should be armed with solid estimates of
initial costs, and should also provide detailed estimates as to the cost of maintaining the program based on several different levels of anticipated annual
acquisition volume. Obtaining price information for storage and staffing costs
from targeted countries will be difficult, but essential. These figures will provide a basis for comparing overseas and domestic expenditures, and ultimately
may influence the selection of the records repository site. The unique nature of
servicing international users means that referencing the information after it has
been stored will be expensive--courier services, international mailing and calling rates, and even bulk reproduction charges should not come as a surprise to
officials. Since every unanticipated cost will undermine the credibility and perhaps the longevity of both the archivist and the program, particular attention
must be paid to this facet of the planning process. And of course any estimates
of potential fiscal benefits that would be derived from the administrative, legal,
fiscal, and historical use of the materials collected under the program could only
serve to strengthen the proposal.'
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A Brave New World...

or A Cruzado Saved is a Cruzado Earned
In the corporate world of the 1990s, where every expense is subjected to
increasing scrutiny, any plan calling for increased expenditure has to be completely justifiable. Despite this trend, however, the opportunity exists for a
proactive corporate archivist successfully to plan and implement a globalized
records program by building a watertight case for the old adage, "Pennywise,
pound foolish." Still, tapping into international records will not be easy. The
corporate archivist will need to be diligent, dogged, and more than a little
Machiavellian just to sell the idea, let alone create a program out of a far-flung
network of culturally diverse entities.
But globalizing the archives of a multinational corporation is far too important to leave to the trickle-down progression of document flow. If an organization participates in the international arena then its archives needs to be there as
well, for the savings could be enormous. And as any archivist knows, the ability
to make a contribution to the bottom line goes a long way toward justifying the
existence of a corporate archives.
ABOUT THE AUTHOR: Paul C. Lasewicz is the archivist for Aetna Life &
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"Archives and the New Information Era: A Reluctant Partnership," in Herbert A. Achleitner,
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MO 63137, 1(800)882-3753.
Thomas Wilds, Consultant, Thomas Wilds Associates, Inc., P.O. Box 11120, Greenwich, CT
06831-1120, (212)986-2515. (offers an international records management workshop}
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