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"You've got to be careful if you don't know where 

you're going ‗cause you might not get there!" 

— Yogi Berra



―New technology makes new things possible: put 

another way, when new technology appears, previously 

impossible things start occurring.  If enough of those 

impossible things are important and happen in a bundle, 

quickly, the change becomes a revolution.‖

Clay Shirky

Here Comes Everybody: The Power of Organizing 

Without Organizations

Penguin Press, 2008



―The hallmark of revolution is that the goals of the 

revolution cannot be contained by the institutional 

structure of existing society.  As a result, either the 

revolutionaries are put down, or some of those 

institutions are altered, replaced, or destroyed.‖

―Many institutions we rely on today will not survive this 

change without significant alteration, and the more an 

institution or industry relies on information as its core 

product, the greater and more complete the change will 

be.‖  

page 107



A Strategy for Libraries

• Assumptions

• Framework or Pieces of the Puzzle

• Organizational Issues

• A Final Question



Assumptions

1. Libraries are a means, not the end

Information subsidy for institutions and 

communities — without subsidy information 

not used in efficient quantities

When better subsidy mechanisms than 

traditional libraries comes along we should 

embrace them



Assumptions

GOAL: Find the strategies which provide the 
most value for the available subsidy

• Open access versus subscription journals

• How do we produce more scholarly 
monographs with the current investment of 
resources?



Assumptions

2. Libraries now confront a variety of disruptive 

technologies and these technologies will 

disrupt libraries

What happens when all of the books are 
digitized?



Assumptions

3. Real change requires real change

Incremental adjustments at the margins will not 

be good enough

Can not drift through

Hard trade-offs will be required

This is not uncharted territory



Assumptions

4. We have a window of opportunity

People like libraries and honor what we do

We have some good will that we can spend 

down

The window will not stay open forever



Assumptions

5. There won‘t be much new money

Increase to library budgets will be no greater 
than the rate of general inflation

Buying power of compensation part of the 
budget may remain constant

Buying power of the collections part of the 
budget will decline in real terms by at least 
3% per year



Pieces of the Puzzle

1. Complete the migration from print to electronic 

collections

2. Retire legacy print collections

3. Redevelop library space

4. Reposition library and information tools, 

resources, and expertise

5. Migrate the focus of collections from 

purchasing materials to curating content



Pieces of the Puzzle

1. Complete the migration from print to electronic 

collections

2. Retire legacy print collections

3. Redevelop library space

We know how to do these.

Not disruptive.



Pieces of the Puzzle

4. Reposition library and information tools, 

resources, and expertise

5. Migrate the focus of collections from 

purchasing materials to curating content

We don‘t really know how these will work

New economic models

Will be disruptive



1. Complete the migration from print to 
electronic collections

• Reference Works - Indexes 

– User: transition completed

– Library Purchasing: nearly complete

• Reference Works - Other

– User: Not sure - probably transition nearly 

completed

– Library Purchasing: Some change, 

accelerating 



1. Complete the migration from print to 
electronic collections

• Journals

– User: Transition completed 

– Library Purchasing: Some change, 

substitution accepted

• Books

– User: Beginning transition

– Library Purchasing: Some purchases, 

substitution not generally accepted



Envisioning the Next Chapter for Electronic 
Books

“Digital readers are not a replacement for a print 
book; they are a replacement for a stack of print 
books,” said Ron Hawkins, vice president for 
portable reader systems at Sony.” 

“For its part, Google has no plans to introduce an 
electronic device for reading books. Its new 
offering will allow users to pay some portion of a 
book’s cover price to read its text online.”

New York Times September 6, 2007
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1. Complete the migration from print to 
electronic collections

• IUPUI University Library print Journal Use in 
2007 — 2,400 titles – 7,800 uses (times 
reshelved)

• Approximate fulltext articles downloaded from 
electronic resources — 1.2 million

• 48,000 E-book accesses

• 225,000 Book Circulations



1. Complete the migration from print to 
electronic collections

• Finish transition in purchasing for reference 

materials and journals - be assertive

• Plan for transition to e-books - be prepared, 

experiment  



1. Complete the migration from print to 
electronic collections

• Capture efficiencies

• Save staff time in processing

• Save staff time in selection

• Save on binding, postage, cataloging fees

• Expect organizational resistance



2. Retire legacy print collections

• Print will become a less important part of the 

library‘s working collection

• Little-used print materials in prime real estate 
will not be acceptable over time



2. Retire legacy print collections

• Move collections to 

dedicated storage 

facilities or discard

• Preserve collections for 

the long term

– 50 degrees and 30 

percent relative 

humidity

• Enhance ILL/document 
delivery



2. Retire legacy print collections

• Better with a plan than doing it ―on faith‖

• Better if done collaboratively

• Will require new funding models

Message: We have an obligation to print legacy 

collections which requires institutional 
investment and commitment



3. Redevelop the library space

• Create a diversity of user 

study spaces

• Trade space for relationships

– Center for Teaching and 

Learning

– Undergraduate Research

– Writing Center



3. Redevelop the library space

• Will require additional funding

• Philanthropic opportunities

• Might become the next ―keeping up with the 
Jones‖ project



4. Reposition library information tools, 
resources, and expertise

• Library needs to be where the users are

– Google

– Course management systems

– MySpace and Facebook

• If in doubt see: 

OCLC‘s Perceptions of Libraries 

and Information Resources (2005). 



4. Reposition library information tools, 

resources, and expertise

―My experience with librarians, at least in scientific 
university libraries (I‘m a scientist) is that they are 
basically incapable of anything beyond using the 
keywords in their database.‖

―Wikipedia is becoming the reference desk, because it 
actually provides lists of relevant materials instead of 
dropping users in front of databases.‖

— Chronicle of Higher Education, Wired Campus BLOG, 

June 27, 2007





4. Reposition library information tools, 

resources, and expertise

“Nature Precedings is a free service from NPG that provides a way for researchers to 

share preliminary findings, solicit community feedback, and claim priority over 

discoveries. By promoting the rapid and open exchange of scientific information, the 

site ultimately aims to help accelerate the pace of discovery.‖

— Press Release from the Nature Publishing Group, June 8, 2007

―Scientists Get a YouTube of Their Own.  The National Science Foundation, the 

Public Library of Science, and the San Diego Supercomputing Center are hoping that 

their new Web site — billed as a YouTube for scientists.‖

Chronicle of Higher Education,

Wired Campus BLOG, 

August 22, 2007



“By searching with a Guide your query is sent to a real person who is 
skilled at finding information on the Internet and knowledgeable on the 
subject at hand so that you get the few exact results you want, not the 
millions of results you don't.

ChaCha only provides quality, human approved results. The more you use 
ChaCha, the smarter and faster ChaCha becomes! Because ChaCha saves, 
rates, and updates all the answers that are hand-picked by our Guides. 

ChaCha's intelligent Guide application learns from every search so our 
Guides know where to look to find information for you quickly.”



Video available at: http://info.chacha.com/SeeHowItWorks/tabid/95/Default.aspx



“Bit by bit, everything that can be digitized will be digitized, 

making intellectual property ever easier to copy and ever 

harder to sell for more than a nominal price.  And we’ll have to 

find business and economic models that take this reality into 

account.  It won’t all happen immediately. 

But in the long run, we are all the Grateful Dead.”

Paul Krugman, “Bits, Bands and 

Books,” New York Times, June 6, 

2008



Chris Anderson, ―Free! Why $0.00 Is the Future of Business,‖ Wired 

Magazine 16.03 http://www.wired.com/wired/issue/16-03/

http://www.wired.com/wired/issue/16-03/
http://www.wired.com/wired/issue/16-03/
http://www.wired.com/wired/issue/16-03/


Better Than Free 

“When copies are free, you need to sell things which can not be 

copied.

Well, what can't be copied?

There are a number of qualities that can't be copied. Consider "trust." 

Trust cannot be copied. You can't purchase it. Trust must be earned, 

over time. It cannot be downloaded. Or faked. Or counterfeited (at 

least for long). If everything else is equal, you'll always prefer to deal 

with someone you can trust. So trust is an intangible that has 

increasing value in a copy saturated world.”

Kevin Kelly, “Better Than Free,” The Technium 

http://www.kk.org/thetechnium/archives/2008/01/better_than_fre.php

http://www.kk.org/thetechnium/archives/2008/01/better_than_fre.php


Eight Generatives Better Than Free

“Immediacy -- Sooner or later you can find a free copy of whatever you 

want, but getting a copy delivered to your inbox the moment it is 

released -- or even better, produced -- by its creators is a generative 

asset.”

“Personalization -- A generic version of a concert recording may be free, 

but if you want a copy that has been tweaked to sound perfect in your 

particular living room -- as if it were preformed in your room -- you 

may be willing to pay a lot.”

“Interpretation -- As the old joke goes: software, free. The manual, 

$10,000. But it's no joke. A couple of high profile companies, like Red 

Hat, Apache, and others make their living doing exactly that.”



Eight Generatives Better Than Free

“Authenticity -- You might be able to grab a key software application for 

free, but even if you don't need a manual, you might like to be sure it is 

bug free, reliable, and warranted. You'll pay for authenticity.”

“Accessibility -- Ownership often sucks. You have to keep your things 

tidy, up-to-date, and in the case of digital material, backed up. And in 

this mobile world, you have to carry it along with you. Many people, 

me included, will be happy to have others tend our "possessions" by 

subscribing to them.”

“Embodiment -- At its core the digital copy is without a body. You can 

take a free copy of a work and throw it on a screen. But perhaps you'd 

like to see it in hi-res on a huge screen? Maybe in 3D? PDFs are fine, 

but sometimes it is delicious to have the same words printed on bright 

white cottony paper, bound in leather.”



Eight Generatives Better Than Free

“Patronage -- It is my belief that audiences WANT to pay creators. Fans 
like to reward artists, musicians, authors and the like with the tokens of 
their appreciation, because it allows them to connect. But they will 
only pay if it is very easy to do, a reasonable amount, and they feel 
certain the money will directly benefit the creators.”

“Findability -- Where as the previous generative qualities reside within 
creative digital works, findability is an asset that occurs at a higher 
level in the aggregate of many works. A zero price does not help direct 
attention to a work, and in fact may sometimes hinder it. But no matter 
what its price, a work has no value unless it is seen; unfound 
masterpieces are worthless. When there are millions of books, millions 
of songs, millions of films, millions of applications, millions of 
everything requesting our attention -- and most of it free -- being found 
is valuable.”



4. Reposition library information tools, 
resources, and expertise

• Different mix of in-person and embedded 

services

• Don‘t do the mundane

• Do what can‘t be done at the network level —

deeper collaborations with users



4. Reposition library information tools, 
resources, and expertise

• Can we be successful at the institutional scale in 

light of network level services?

• Can we be successful with one foot in the world 

of proprietary content and one foot in the world 

of the open web?



5. Move from purchasing materials to 
curating content

• Open Scholarship will succeed

• The structure of scholarly communication will

change

• Users will be less dependent on local library 

collections

• Libraries will not have to purchase as much 
content



5. Move from purchasing materials to 

curating content

• New role for libraries — curating content created 

in or important to the community

– Digital

– Contribution to the universe of open access 

materials

– We will deal with users in their role as 

knowledge creators not only in their role as 

knowledge consumers



5. Move from purchasing 

materials to curating content



5. Move from purchasing materials to 

curating content

85 thesis and dissertations downloded 20,000 

times in nine months (June 2007 – February 2008) 

Formal launch this week with more than 

12,000 documents from over 125 publishers



5. Move from purchasing materials to 

curating content

• Libraries have always done two things:

1. Purchased materials for local users

2. Curated content for the world

• Today the split is 80/20

• In 20 years the split will be 40/60



5. Move from purchasing materials to 

curating content

2005 2015 2025

Traditional Special Collections

Curated Digital 

Content

Purchased 

Materials
Percent of 

Library 

Resources

Allocated

10%

60%

15%



5. Move from purchasing materials to 
curating content

• New staff skills and increased staffing for this 

activity

• Some external funding opportunities – grants

• Curation can not be done with only soft money 

— keeping things for the long haul requires base 

funding

• Keeping things for the long haul is what libraries 

do



5. Move from purchasing materials to 
curating content

• Requires discipline in repurposing resources 

from purchasing to curating — easy in theory, 

very hard in practice

• Requires a conversation to assure buy-in to the 

strategy

• Journal inflation will continue to squeeze us and 

make it difficult to justify new curation programs 



―We need to begin with a fundamental fact — the cost of 

scholarly journals has increased at 10% per year for the last 
three decades.  

This is over six times the rate of general inflation and over two 
and a half times the rate of increase of the cost of health care.  

Between 1975 and 2005 the average cost of journals in 
chemistry and physics rose from $76.84 to $1,879.56.  In the 
same period, the cost of a gallon of unleaded regular gasoline 
rose from 55 cents to $1.82.  If the gallon of gas had increased 
in price at the same rate as chemistry and physics journals over 
this period it would have reached $12.43 in 2005, and would be 
over $14.50 today.‖

David W. Lewis, ―Library Budgets, Open Access, and the Future of Scholarly 

Communication,‖  Forthcoming May issue of C&RL News



Organizational Issues

• Staff Composition

• Flexible Staffing and Flexible Staff

• Principles of Disruptive Innovation



Staff Composition

• In the next 15 years a 25% decline in the 

number of clerical/student positions.  Ratio of 

Professional staff to clerical/student staff will go 

from 2:1 to about 1:1.  

• Number of non-MLS positions will increase to be 

about 40% of professional positions.  Most will 

have some technology component — GIS, 

instructional design, etc.



Staff Composition

• Number of librarians will remain about the same, 

but roles will change

• Librarians will do less selection and traditional 

reference work

• Librarians are old

• Coming wave of librarian retirements will help 

and hurt



Staff Composition

• New librarian roles will include, teaching 

information skills, developing and managing 

information support systems, and building 

collections of curated content

• Deeper relationships with users and community

• If librarians with appropriate skills cannot be 

found, non-librarians with these skill sets will be 
hired



Flexible Staffing and Flexible Staff

• Culture that values learning and exploration

• Strategy for hiring and retaining people with 

needed skills and personal characteristics

• Commitment to invest in staff and organizational 
development



Principles of Disruptive Innovation

Clayton M. Christensen.  Innovator's Dilemma: 
When New Technologies Cause Great Firms to 
Fail, 1997

Clayton M. Christensen and Michael E. Raynor, 
The Innovator’s Solution: Creating and 
Sustaining Successful Growth, 2003

Clayton M. Christensen; Scott D. Anthony, and Erik 
A. Roth, Seeing What’s Next: Using the 
Theories of Innovation to Predict Industry 
Change, 2004



Principles of Disruptive Innovation

Mantra:

Make products and services 

– More reliable, 

– More convenient, 

– Cheaper (less time consuming to use)



Principles of Disruptive Innovation

• Exploratory project development

– Learn by doing

– Save resources for second and third try



Principles of Disruptive Innovation

• Be impatient for success with small projects, but 

don‘t be in a hurry to grow the project to full 

scale

• Encourages action and risk taking



Principles of Disruptive Innovation

• Begin with simple projects that meet the needs 

of undemanding users and then move up market 

to provide services to more demanding users

• Don‘t ask users what they want, rather watch 
what they do



Final Question:

Is your library what it owns or 

what it does?  



Final Question:

If your library is what it owns, it better 

own unique stuff. 

If your library is what it does, it better 
be doing what is ―better than free‖. 



―Always go to other 

people‘s funerals, 

otherwise they won‘t 

go to yours.‖

— Yogi Berra



Comments or
Questions ?

―A Strategy for Academic Libraries in the First Quarter of the 21st Century‖ available at: 

http://idea.iupui.edu/dspace/handle/1805/1592

―Library Budgets, Open Access, and the Future of Scholarly Communication,‖ available at: 

http://idea.iupui.edu/dspace/handle/1805/1167
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