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Overview (in pictures)

Local Context Cloud Library Carnivores, large

-- management of 

ñEntering Finnish Airspaceò
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Overview (in words)

¸ Framework: economic governance

¸ organization of the library system

¸Changing locus of ócoreô library operations

¸ discovery, delivery, inventory management

¸Repositories in the Cloud

¸ case study:  externalizing collection management 

¸ Implications for shared service development

¸ multi-institutional entities, governance models



Discovery happens elsewhere

Cultural identity 

in the cloud

Persistence
Net-workflows

Addressability



"Possession means worries 

and luggage bags one 

has to drag along."

Collector of stamps

plants 

insects                                                                   

tickets

orphans

& various other things

Two Views of Collection Management



I.

A Conceptual Framework: 

Economic Governance



Theory of the Firm (Coase, 1937)

¸Organizational boundaries shift with changing  

transaction costs

¸Core activities are internalized to maximize 

economic control in uncertain marketplace

¸Operations are externalized when cost-

effective alternatives emerge, enabling firm to 

refocus on a more distinctive service profile

Shared print repositories embody strategic 

externalization of collection management 



Externalizing Library Services

Acquisitions

Cataloging

Management

Discovery

Delivery

Approval plans, patron-initiated purchases

Cooperative cataloging, union lists

Horizontal integration

Vendor consolidation

E-licensing, resource management

Offsite-ing physical inventory

Discovery layer separated from LMS 

Inter-lending, direct consortial borrowing



However . . . 

¸Changing transactions costs are not a 

necessary or sufficient explanation for how 

library system is organized

¸Externalization of print collection 

management activities must enable 

redeployment of internal resources 

¸ Increased reliance on shared print 

repositories will depend on the emergence of 

a new library service platform 



Governing the Commons          
(Ostrom, 1990)

¸Overexploitation of common-pool resources 

is not inevitable

¸Multi-institutional ownership of non-

commercial assets is viable and may 

increase long-term sustainability

¸Cooperative governance can be modeled 

scientifically

Can we apply the lessons of common-pool 

resources to repository libraries?



E. Ostrom & C. Hess Artifacts, Facilities, And Content: Information as a 

Common-pool Resource (2001)

[Yes]



Cooperative governance of 

system-wide book collection will 

require increased coordination of 

shared print repositories 

leverage inter-institutional assets

assess carrying capacity 

define rules of engagement 



II.

An Empirical Case Study:

Seeding the Cloud Library



Context

¸ New York University Library 
¸ 5 million volumes

¸ Limited mandate to build comprehensive local collection 

¸ Acute space pressures; major renovation in 2012

¸ ReCAP ïlarge scale print repository
¸ 7.5 million items; low-use print books, journals, etc

¸ Columbia, Princeton, New York Public Library

¸ Hathi Trust ïlarge-scale digital repository
¸ 4.4 million volumes; mass-digitized books

¸ Universities of Michigan, California, Indiana, Wisconsiné



Research Questions

¸ How much duplicationexists between NYUôs 
extant holdings and the combined resources of 
Hathi and ReCAP?  

¸ What criteria can be used to model an óoptimalô 
redistribution of physical inventory?

¸ What level of space or cost savings is necessary 
to motivate a changein NYUôs current collection 
management practices?  Over what time horizon?

¸ Under what conditions is NYU prepared to 
maximize its reliance on shared print/digital 
collections?



N=5M vols

N = 7.6 M vols

ReCAP 

ReCAP

N=4.4M vols

Collection profiles differ

Variable repository growth rates 

Availability / redundancy requirements vary with rights status

How much 

is here?

How rapidly 

will it grow? 



Preliminary Findings

¸ ~20% of NYU holdings duplicated in Hathi (so far)

¸ ~10% duplicated in Hathi and a single print repository

¸ More long-tail resources than anticipated

¸ Hathi coverage was the surprise:  >40% of titles held by 

<25 libraries; vs. 26% of titles at NYU 

¸ Less public domain coverage than hoped for

¸ ~16% of volumes (~13% of titles) in Hathi

¸ óVirtuous circleôïpredominance of in-copyright, 

long tail resources increases value of shared print 

repositories as preservation and access providers



Horizontal integration of existing 

repositories is critical to further 

externalization of print management 

activities

Improved coverage

Increased confidence

Increased impact



III.

Implications:

Shared Service Frameworks



externalization of repository function

October 2009
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Measuring Impact

P. Vattulainen ñSharing resources in Finnish university libraries: re-organising 

the national document supply systemò (2005)

ñIn Phase I of the UKRR, 

8 libraries repurposed 

11,000 metres of shelf-

space, representing 

reduced estate costs of 

£308Kéò

Anticipated impact of 

JURA includes ñfostering 

cooperative collection

development between 8 

institutionsò and ñlast copy 

storage of printed 

journals for consortiaò 

We need metrics for assessing 

collective impact of repository system



Some Recommendations

¸Characterize, quantify value that a globally 
coordinated repository platform will create

Č articulate a shared service profile 

¸Communicate distinctive value of shared 
infrastructure 

Č advocate for increased institutional reliance  

¸Cultivate inter-institutional governance 
models to ensure long-term sustainability

Č accelerate horizontal integration 



Practically speaking . . .

¸Maximize network disclosure of repository 
collections and services

¸Develop a business plan for non-content 
contributors

¸Scrutinize duplication between local 
repository holdings and mass digitized corpus

¸Acknowledge (and address) risks that 
shared print model poses for traditional 
paradigm of institutional autonomy



(And those large carnivores?)



Cooperation confers     

evolutionary benefits



. . . but ósurvival is 

(still) not mandatoryô


