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8
BUSINESS PLANNING FOR E-ARCHIVES 

Dirk Kinnaes, Marc Nelissen,  
Luc Schokkaert and Mel Collier

Introduction

Although it is not uncommon for archives departments to be housed in libraries, archivists 
are keen to point out that the professional processes associated with archive management 
are different from those of library management. Archivists have a strict appraisal process 
for deciding what needs to be preserved and what not, and when an item is selected for 
retention a decision is being made about the period for which it will be retained, if not 
in perpetuity. The criteria for appraisal are not absolute: in the administrative context 
documents may be retained because they are statutorily required or they contain vital 
information about the organization. If being selected for perpetuity other factors come 
into play, such as their relationship to the mission of the organization or their historical 
importance. The method of appraisal and selection in our contemporary society, with its 
excessive production of documents, is crucial for the efficiency and the feasibility of the 
archive. The archivist could retain or destroy on the basis of document type (for instance 
bank statements could be destroyed when they are no longer needed for audit purposes) 
or on the basis of function (for instance policy documents could be retained which are 
essential for the ongoing operation of the organization or for historical purposes).

The process of appraisal and selection should always be carried out in the full understanding 
of the document production of the creator of the archive as a whole. The archivist must 
become familiarized with the processes of the entity which formed the archive and the 
context in which it was formed. When items are selected for retention they are organized 
by the archivist within the retained archive in a way which reflects their position within 
the whole, as nearly as possible to the original order. This principle is carried through 
in the approach to metadata creation: the context in which an archive was formed and 
the relationship of the objects with each other within it must be reflected in the archival 
descriptions. This is of course rather different from normal library cataloguing.

Fundamentally there is no difference of principle in this regard between digital and non-
digital archiving. The criteria and methods can be applied to both. In practice however, 
the scale of digital object production requires serious additional business planning 
measures. Paper archives are visible and (perhaps) rather less likely to be disposed of 
without thought, and they can be stored until the archivist has time to deal with them. 
If necessary an emergency operation can be launched to rescue them. With digital 
archives this is not so obvious. Furthermore the quantity of digital production makes 
the cost and organizational challenge of emergency intervention by the archivist much 
more problematic. Digital archiving makes business planning even more imperative 
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than analogue archiving and requires active participation by the archive creators. Pro-
active planning can ensure that a certain level of pre-appraisal and selection can occur 
with essential metadata creation in a standardized way at the point of creation of the 
document, which will aid automatic transfer from the administrator or archive creator to 
the archivist when the time comes.

Business planning for e-archives

Despite the fact that the internal organization and professional procedures of archives 
may be different from those of other cultural sectors, the principles of business planning 
for e-archives have much in common with others because the principles and processes 
involved in repository management (see the chapter by Swan) are themselves common. A 
digital repository for an organization can of course serve its various sectors: administration, 
archive, library, heritage and museum functions and audio-visual archiving. Much of 
the literature and advice about e-archives is indeed based on the seminal work of the 
Trusted Repositories Audit and Certification taskforce which was initiated in 2003 by 
the Research Libraries Group and the National Archives and Records Administration 
in the USA, and then further developed by contributions from Europe (TRAC 2007). 
In the Netherlands a testing framework for digital archiving (ED3 2008), which was 
developed in reaction to a report concerned with the government “getting dementia”, 
(Een dementerende overheid 2005) is based to a large extent on the TRAC work. There 
are several sources of advice and support in the whole area of archiving and repositories, 
for instance Digital Preservation Europe1 provides a wide range of services and support, 
including the planning tool PLATTER (2008). This structures its planning advice into:

– Business plan
– Acquisition
– Staffing 
– Access
– Technical 
– Data 
– Succession
– Disaster
– Preservation

In Flanders the excellent Expertisecentrum DAVID (eDAVID)2 provides a range of advice 
and services (in Dutch but with the very effective Google translation tool), including a 
document on the organizational aspects of building and managing a digital depot across 
all the cultural sectors (Schaule 2009).

Given the common ground between the sectors we restrict ourselves in the following 
sections to those aspects or nuances of business planning which seem peculiar to the 
archives sector.

1 http://www.digitalpreservationeurope.eu/. 
2 http://www.expertisecentrumdavid.be/.
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Vision and mission

The starting point for the vision and mission of an e-archive is likely to be focused on the 
needs of the organization to which it belongs. Most institutions, certainly universities, 
will wish also to provide services orientated towards external users, but the e-archive 
is likely to be set up primarily to provide the mother organization with its persistent 
memory. Persistent could imply preservation of and access to digital objects which will 
be kept in perpetuity or for a defined period. Examples of objects which would probably 
be kept in perpetuity are constitutional and policy documents, minutes of key decision 
making committees and boards, correspondence of key board members and executives, 
annual and financial reports and so on. Examples of items which might be kept for a 
given period could be records of financial transactions (kept for a statutory period for 
audit purposes) and personnel records (kept for a certain period after the person has left 
or died). This is all for the organization to decide, but in the digital age the decisions are 
rather more crucial in view of the volume of material and potential cost of archiving. The 
digital environment also brings new questions: what about archiving the rector’s or chief 
executive’s e-mails, for instance? With paper correspondence he or she may easily keep 
personal correspondence separate from official correspondence; in the digital environment 
this would need to be planned in advance with the creator of the files, as to sort it out 
retrospectively would require human intervention on a mammoth scale. Attitudes to 
digital archiving may differ between types of mother organization: a company might be 
inclined to take a strictly practical view of its needs, whereas a university, for instance, 
might well have a strong sense of its history in the making.

Process and procedures

Among the many documents available on the eDAVID site is a checklist on digital ar-
chiving for archivists (Boudrez n.d.). The checklist includes items under the following 
headings:

– Development of archiving policy
– Raising awareness of archive creators and IT staff
– Supervision of digital archiving
– Implementation of procedures
– Acquisition into the digital store
– Long-term physical retention of the bits and bytes
– Display and interpretation of the digital documents in the long term 

Once material has been selected the process of inclusion in the e-archive can begin. It 
goes without saying that the e-archive should follow the principles of the reference model 
for an open archival information system (OAIS 2002), which is currently under review.3 
Compliance with OAIS can be checked with the TRAC criteria. The Leuven Integrated 
Archive System (LIAS) (Kinnaes 2009) defines the following functions, based on OAIS:

–  Pre-ingest: rudimentary selection and transformation from digital objects to submis-
sion information packages (SIPs), including the creation of digital objects from ana-

3 http://cwe.ccsds.org/moims/default.aspx. 
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logue originals (if necessary), virus and bit control, the addition of metadata: techni-
cal (may be automatically generated), structural, administrative, rights, descriptive.

–  Ingest: capture of the SIPs, quality control, generation of archival information 
packages (AIPs). It includes decisions about the nature of the objects and their 
relationship to each other (e.g. a file of correspondence); what metadata are available 
and whether they are compliant; which collections do objects belong to; which 
derived versions (manifestations) e.g. preservation, consultation versions, should be 
created; in what way should the objects be displayed to the user; should the objects 
be available to external search engines?

–  Preservation: choice of strategies and standards for migration and/or emulation. In 
principle a strategy is chosen for each document type, but there must at least be an 
archive copy in the original format, together with a consultation copy.

–  Storage: induction of AIPs into permanent mass store, backup and recovery, 
preparation of AIPs for consultation

–  Data (including metadata) management: adding, changing, deleting information. 
In the Leuven Integrated Archive System (LIAS) the components are: the library 
cataloguing system for books, journals and separately catalogued audio-visual 
documents, the archive management system for archive documents in context 
and the repository system itself for technical, structural, administrative and rights 
metadata, and an authority files system.

–  Administration: negotiation of the submission agreement, checking compliance of 
the SIPs, system configuration

–  Access: making the archived objects available to users. Definition and design of dis-
play environment, presentation via specific systems such as Aleph or ScopeArchiv 
OPACs (see below), search facilities, registration of users, reading room administra-
tion of original documents.

Infrastructure

While documents are still being used for administrative purposes and still in the dynamic 
phases of use, modification and re-use, it is conventional to talk of holding them in 
Electronic Document Management Systems (EDMS). When documents pass out of 
that stage, become static and of archival value they are transferred to Electronic Records 
Management Systems (ERMS) or archive management systems, where they should no 
longer be changed or deleted except in strictly documented and specified circumstances. 
As stated elsewhere in this book a digital archive can be organized on a large or a small 
scale and can cost a little or a lot. It can use Open Source software or commercial products. 
At Leuven, where there had been no previous archive management system in place, 
the requirement was for a solution which combined the acquisition of an institutional 
archive management system, linked to a repository which would be also be available for 
other applications such as digitized print, manuscripts, art objects and the Academic 
Bibliography (register and repository of academic output). There was a policy preference 
for choosing a commercially supported product in preference to in-house development 
on the basis of Open Source. Eventually the solution consisted of:

–  Aleph (the existing Ex Libris library management system) for separately catalogued 
items
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–  ScopeArchiv for archive management
–  Digitool (Ex Libris repository product)
–  ODIS (Flemish research resource and database)4 for authority management
–  Mass storage with security, backup and recovery (including distributed tandem 

operation for redundancy) provided by the University ICT services department

The first three are managed at application level by the University Library’s ICT department, 
LIBIS, but all network and hardware management is outsourced to the University’s 
central ICT services. Legacy systems on DSpace are also running. Implementation of the 
Ex Libris integrated search platform, Primo, is under consideration.

Value proposition, finance and sustainability

The value proposition of archives in many cases is likely to consist in the corporate 
memory and historical value of the archive to its owners and the public and the 
possibilities of exploiting them, and to the more prosaic imperative of the preservation 
of mission critical documents for policy or for audit reasons. The introductory chapter 
of this book and the chapter by Swan, as well as the report by Schaule (Schaule 2009), 
all provide similar summaries of possible sustainability models. As mentioned above, 
however, organizational archives mostly exist to serve the organization, and thus it is hard 
to see how they could be financed other than by the organization itself, or at least sources 
very close to the organization. Other public and government archives are seen as public 
property, created at public cost through the taxation system (see the chapter by Menne-
Haritz), which should therefore continue to be financed through the public purse. It is 
always possible that a few highly notable archives will attract foundation funding or other 
sponsorship, but in the main there can be no substitute for the establishment of a secure 
budget line within the host organization, as recommended for digital libraries in general 
by Greenstein and Thorin (Greenstein 2002). This may be no easy matter, however, as 
the digital archive may well be a partly or wholly new budget line which is additional 
to existing analogue archive costs, and may not at first sight be able to be financed from 
savings elsewhere, even though arguments can be advanced that the digital archive can 
bring savings in storage and staff time.

The costing of e-archives has similar considerations to that of other digital libraries, and 
indeed information systems in general. Special consideration must be given to long-
term preservation, however, as, although the term digital archiving can imply fixed term 
retention, it implies in the main preservation in perpetuity. As stated in the chapter by 
Sierman, the costs of long-term retention are difficult to predict because, although costs 
of storage media are likely to continue to reduce, the future of the archive may be one 
of endless growth, and the nature, scale and difficulty of future preservation activities are 
by definition unknown. Other costs are however reasonably amenable to estimation. At 
Leuven the following are taken into account:

–  Staff costs (including overheads) directly associated with the development, operation, 
maintenance and management of the digital archive

4 http://www.odis.be/eng/opc/databank.htm. 
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–  The purchase, licensing and maintenance of the archive management system
–  The purchase, licensing and maintenance of the repository system
–  The purchase and maintenance of hardware directly associated with the archive
–  The outsourcing of hardware operations including an all-in charge for secure mass 

storage to the University’s ICT Services department

Costs which are not taken into account include networking (covered centrally), the costs 
of archive or library personnel associated with development and operations, the costs of 
the original administrators or creators of the archive who need to prepare it for transfer 
to the archivist and the costs of management and senior academic personnel involved in 
the steering committee.

Leuven University has a distributed budget model whereby faculties, faculty groups and 
service departments have considerable budgetary autonomy and are charged for services. 
The costs mentioned above are all brought together with an element for future system 
replacement and then charged to client groups participating in use of the repository on 
the basis of a one-off entry fee plus a banded fee per package of mass storage used per 
annum.

Staffing

Digital archiving is a relatively new field, even within the young field of digital libraries, 
and the recruitment and retention of experienced and competent staff is a major challenge, 
as indeed it is for the digital library field as a whole (see the chapter by Popham). This 
is exacerbated by the fact that even archive management systems themselves are not yet 
as well established as library management systems. The pool of experienced personnel is 
still small, and because much digital archive work is financed from fixed-term project 
funds they may be hard to retain. On the other hand there is a vigorous innovative digital 
archiving community and a number of organizations, resources and web sites which can 
offer support, training and advice for existing staff development.

Risks

For institutional archives the risks associated with e-archives are likely to be similar to 
those of other information systems in general: system failures or catastrophic events 
which can be planned for with normal backup and security measures and disaster recovery 
plans. As just mentioned, recruitment and retention of competent staff is always a risk 
to be reckoned with. For e-archives which have not established a secure institutional 
budget line and rely on ongoing income generation, continuous fund-raising efforts can 
be precarious and exhausting. For private or independent archives which do not have 
obvious stakeholders and rely on fund-raising, these risks are accentuated. For high-profile 
projects depending on substantial public subsidy political risks can be considerable, as 
they are at the mercy of public opinion and political priorities.
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Conclusion

Digital archives, perhaps even more than other sorts of digital library, are very much work 
in progress, mainly because of the challenges and unknown future characteristics of long-
term preservation, and the relative newness of technology and practice. Digital archivists 
need to focus in these circumstances on the application of best practice as generally agreed 
in the professional field. The field is however very active and collaborative and there is no 
shortage of available support and advice.

Summary

–  The principles and processes involved in acquisition, selection and management of 
archives are essentially the same for digital and non-digital archives.

–  Digital archives however bring additional challenges because of the scale of digital 
production and uncertainty about the technology of long-term preservation.

–  Definition of the mission of the archive is essential for business planning. Considerable 
advice and support is available for business planning in the international digital 
archiving sector.

–  The value proposition of institutional or organizational archives may consist of the 
preservation of the official record, documentary justification of past decisions and 
activities and the corporate memory.

–  Archiving processes are defined as: pre-ingest, ingest, preservation, storage, data 
management, administration and access.

–  Planning for infrastructure costs and business risk involves similar considerations as 
for other information systems, with special attention needing to be paid to the costs 
of preservation and permanent large scale storage.
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