
“Where e lse but at a l ibrary can a person wi th no money in the i r pockets walk in to 
a p lace of qu ie t and peace, and walk out wi th someth ing beaut i fu l  and borrowed?” 

-DON C. REED
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In colleges and universities across the 
United States, students can expect to 

spend an average of $1,249 on books and 
supplies in the 2015/2016 academic year 
according to The College Board’s Average 
Estimated Undergraduate Budgets, 2015-
16.1 According to a survey conducted by the 
National Association of College Stores, the 
average price of a new textbook was $57 for 
the 2007/2008 academic year. After years 
of steady price increases, textbooks reached 
$82 for the 2014/2015 year.2 
 Rising textbook prices and the emerging 
issue of textbook affordability by college 
students received the U.S. Government Ac-
countability Office’s (GAO) critical attention 

with two analyses in 2005 and 2013. The 
earlier analysis found out that textbooks 
prices grew at twice the rate of inflation, 
and the later analysis pointed out the per-
sistence of uncontrollable textbook prices 
across college campuses.3 
 Given the nearly $14 billion textbook 
market, numerous business practices and 
strategies by commercial textbook publish-
ers are expected to continue to result in 
increasing costs of textbooks, culminating 
in a textbook affordability crisis in the im-
mediate future.
  There have been numerous non-profit 
cross-institutional initiatives, open educa-
tional resources (OER) models, and campus-
based projects aimed at providing easier 
access to textbooks and improving textbook 

PLATFORM FOR A REVOLUTION
Consider recent developments, 

challenges, and emerging trends 
surrounding publishing platforms.

RESEARCH DATA SERVICES FOR 
COMPLIANCE, COLLABORATION, 

AND SCHOLARSHIP
Through PURR, librarians become 

involved in the projects of campus 
researchers from the start.

LESSONS IN LIBRARY 
LEADERSHIP: PART 2

Various assessment tools can help 
librarians identify management 

challenges and opportunities.

I ssue 29 // June 15 , 2016



<2> Strateg ic L ibrary™ ©2015

affordability. However, market forces and 
higher profit incentives for commercial text-
book publishers currently seem to dominate 
the dynamics of the textbook industry so 
far, particularly on the supply side.

TEXTBOOKS AND ACADEMIC LIBRARIES
The increasing costs of textbooks, affecting 
their affordability and accessibility, are a fi-
nancial challenge to college students. These 
costs also present a challenge as well as an 
opportunity for academic libraries within 
their operational settings.
  For instance, some academic libraries 
have responded to the textbook crisis by 
eventually including more textbook titles 
and expanding their course reserves. In 
fact, increasing access to textbooks within 
academic libraries points to an emerging 
and potential role for academic libraries as 
important providers of textbooks to their 
undergraduate student population. This 
improvement in access services provides a 
critical opportunity for academic libraries 
to demonstrate once again their value to 
the campus administration along with the 
student population and families. 
 Traditionally, however, textbooks have 
been excluded from most academic library 
collections. In fact, the library’s lack of inter-
est in textbooks as a collection and access 
service can be empirically observed in their 
collection development policies.4 

 A random sample of collection develop-
ment policies from the library websites of 
15 Association of Research Libraries (ARL) 
and 27 Association of College & Research Li-
braries (ACRL) revealed interesting statistics. 
Only 50 percent of ARL institutions in the 
sample have collection development poli-
cies mentioning textbooks (see Figure 1). 
Less than 50 percent of the ARL libraries in 
the sample have a detailed textbook policy 
posted on their websites to inform their 
respective students and teaching faculty 
about library’s textbook policy and perspec-
tive. 
 On the other hand, looking through this 
library website sample also reveals that 

course reserves are an important service 
that academic libraries provide to students. 
The findings show that 80 percent of the 
sample ARL institutions have a dedicated 
course reserves website or provide instruc-
tions for submitting textbook and other 
reserves requests. 
 Sampled ACRL institutions, on the other 
hand, had less favorable results. Less than 
10 percent of ACRL sample have collection 
development policies mentioning textbooks. 
While no sampled ACRL institution seems 
to have any textbook policy posted on their 
website, only 10 percent mention dedi-
cated course reserves on their website. This 
result is striking when one considers that 
most ACRL institutions, aside from research 
libraries, would be undergraduate education 
oriented campuses where course reserves, 
access to textbooks, and their affordability 
are of considerable importance for the stu-
dent population.
 In short, a gradual expansion of course 
reserves to include more textbooks can sig-
nificantly contribute to textbook affordabil-
ity across campuses. By facilitating students’ 
access to textbooks at all times, academic 
libraries can improve user services in learn-
ing and teaching. In this respect, encourag-
ing academic libraries to re-evaluate their 

approach to collecting and providing access 
to textbooks seems to be extremely critical 
and timely. 
 Switching to a more textbook-friendly 
and user-oriented library collection would 
not require major re-structuring within 
academic libraries in terms of their orga-
nization. Rather, a simple commitment to 
serving the undergraduate population in the 
library only improves aspects of the learning 
experiences on college and university cam-
puses. In this regard, a simple re-prioritizing 
of collection development policies and 
activities in academic libraries can easily 
make necessary funds available for more 
textbooks. Moreover, expanding a sustain-
able course reserve provides a much-needed 
service to more undergraduates until more 
viable options not dictated and controlled 
by commercial profit-maximizers arise. 

THE UCLA POWELL LIBRARY EXPERIENCE 
The Associated Students UCLA (ASUCLA) is 
the student-controlled, non-profit organiza-
tion that has provided retail and student 
union services to the University of Califor-
nia, Los Angeles, since 1919. A review of its 
recent book purchasing statistics reveals 
interesting trends.
 In the spring of 2015, this independent 
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campus bookstore purchased slightly fewer 
than 3,000 unique titles for all courses. 
Without a doubt, the cost of books varies 
greatly depending on the subject matter. 
Books costing more than $100 accounted 
for 15 percent of all titles. Despite the low 
number of titles, the value of these titles ac-
counted for 51 percent of the total list price 
value across all titles. Disparities in the over-
all list price value between the hard sciences 
and social sciences/ humanities subjects 
are shown in Figure 2. The English Depart-
ment had the largest number of unique 
titles available through the bookstore at 
463, selling new at a combined value of 
$9,000. Management books were next with 
409 titles on order with a list price value 
of almost $50,000 for all titles. The most 
expensive title for spring 2015 was $395.
 The UCLA Library supports the teach-
ing and learning of students by purchasing 
print books for course reserves during the 
academic year. Purchasing reserves items is 

done collectively for eight campus libraries. 
Since Powell Library primarily serves the 
undergraduate population, it houses the 
largest reserves operation within the UCLA 
campus libraries. 
 The staff at Powell Library work rapidly 
to acquire materials once professors submit 
class lists. Access Services staff order books 
directly from the ASULCA bookstore to mini-
mize time from point-of-order to receipt in 
the library. 
 Powell Library, on average, accounts 
for 76 percent of all reserves charge-outs 
among all the UCLA Libraries. To meet this 
high student demand, the library makes ev-
ery attempt to provide an adequate number 
of copies for students to use. Large lecture 
classes with more than 300 students will 
have five copies of required texts on reserve. 
If a class has fewer than 50 students, one 
copy of each title is placed on reserve. 
 Given the high use of titles on reserve, 
timely fulfillment is a critical component 

of maintaining a high level of service to 
students. Since 2007, the ASUCLA campus 
bookstore has routinely been the second 
biggest book vendor in terms of titles 
purchased by the UCLA Library. This close 
working relationship with the bookstore 
has enabled the library to create ordering 
workflows that help facilitate an average 
turnaround time from order to receipt in the 
Print Acquisitions Department of less than 
four days. 
 The number of class lists for course re-
serves submitted to Powell Library has seen 
a slight reduction—an average of around 
58 fewer lists annually from 2009-2010 to 
2013-2014. During this same period, ex-
penditures have steadily climbed from one 
fiscal year to the next. Although the number 
of class lists is down, the number of unique 
titles purchased for Powell Library has 
increased. The number of titles purchased 
increased by 14 percent over the same 
period. As expectedly, reserves spending at 
Powell Library has increased by 53 percent 
over the most recent five fiscal years. 
 Further research and analysis on the 
financial data needs to be completed to 
correlate the increased costs directly to 
higher textbook prices. Staff members at 
the library have embarked on a preliminary 
review of the data to weed out expenses 
related to replacing lost items or items that 
have simply worn out from routine, heavy 
use from students. 
 In addition, high use, expensive text-
books are susceptible to theft when not on 
reserve. Because of the ongoing increase in 
costs, the Powell Library has cordoned off a 
new location within the library, Permanent 
Reserves, in an effort to reduce the number 
of books lost to theft. 
 Circulation data for course reserves at all 
UCLA campus libraries reveals an extensive-
ly used service that accounts for between 
19 percent and 25 percent of all circulation 
transactions in a particular year. One aspect 
of course reserves that deserves further 
analysis is investigating how students use 
the materials on reserve. Do a significant 
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number of students use course reserves in 
lieu of purchasing the material? 
 Using the introductory sociology class 
offered at UCLA in the spring of 2016 as 
an example, two required textbooks, if 
purchased new, cost each student $128. 
There are 254 students enrolled in the class. 
If all students used the material on library 
reserves, the class could collectively save 
more than $32,000.  
 The Powell Library has a substantial 
amount of quantitative data about course 
reserves related to the cost and use of 
course reserves. Pursuing additional qualita-
tive information can help guide the library 
when addressing future service needs and 
budget allocations related to the purchase 
and use of course reserve materials. 

WHO WILL PAY?
There is no “one size fits all” solution to 
the problem of textbook affordability for 
students. Purchasing print books for course 
reserves is just one approach. The UCLA 
Library also has a program, the Affordable 
Course Materials Initiative (ACMI), that 
encourages instructors to use low cost or 
freely available resources as an alternative 
to expensive textbooks. The UCLA Library 
also supports student-run initiatives, such 
as the CALPIRG Make Textbooks Affordable! 
campaign,5 by providing rooms for special 
programming to help bring more awareness 
to campus about the cost of textbooks. 
 Solutions to the increasing costs of text-
books will also involve discussion with pub-

lishers and vendors. Acquiring and licensing 
multi-user or unlimited user eBooks or 
electronic textbooks, to alleviate the cost of 
students purchasing books, is very difficult 
for academic libraries. The Charlotte Initia-
tive: Principles for Permanent Acquisition of 
eBooks for Academic Libraries,6 funded by a 
Mellon Foundation grant, is an example of 
work between publishers and librarians that 
could potentially affect users in a positive 
way should there be a way to find common 
ground between these two groups. n
     
*Copyright 2016 by Osman Celik and Rox-
anne M. Peck
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BY SHARON DAVIES

Publishing platforms are constantly 
evolving in an effort to deliver schol-

arly content to their many users, including 
libraries. The result is a continued effort 
in the industry, from both publishers and 
publishing platform providers, to improve 
the platform user experience by responding 
to user demands and needs, developing new 
technologies, and improving the integration 
of content. A number of interesting develop-
ments are percolating upstream from the 
final delivery of content. As a result, publish-
ing platforms and the publishing platform 
vendor market have become increasingly 
sophisticated while facing a number of chal-
lenges.

RETURN ON INVESTMENT
Discussing how the world of publishing 
platforms are changing, Tracy Capaldi-
Drewett, sales and marketing director at 
Semantico, observes: “We see that the 
marketplace is becoming more sophisti-
cated, and the demands publishers are 
facing in relation to making wise spending 
decisions in digital technology and plat-
forms is becoming ever more challenging.” 
She believes that the vendor marketplace 
has to react by proactively helping publish-
ers understand how they can get return on 
their investment. “We need to be thinking 
about how we can make the very best of 
the technology that the publisher may have 
already invested in,” adds Capaldi-Drewett. 
“It’s about what works well and what can 
work better with good integration.”
 So what are the latest developments in 
publishing platforms? “Publishing platforms 
are constantly evolving, and most have 
common attributes such as offering mobile 
support, responsive design, or both,” says 

John Sack, founding director at Highwire. 
“Most platforms also provide article-level 
or alternative metrics, as well as a way to 
incorporate data through links or third-party 
services.”
 Many platforms have some versions of 
the Article of the Future layout, an initiative 
started by Elsevier to explore better ways of 
presenting online journal articles. According 
to Sack, “only a few platforms offer public 
application programming interfaces (APIs) 
or support text and data mining (TDM), but 
these are coming.”

CHANGES IN USER DEMANDS AND 
BEHAVIOR
Many of these developments have been 
introduced in response to user demands for 
improved functionality and discoverabil-

ity, but also in relation to changes in user 
behavior. “The industry has learned a lot 
about the importance of the user experi-
ence,” observes Capaldi-Drewett. However, 
she adds, “ultimately it is our job to help 
our customers understand and impact user 
behavior.”
 Discussing responsive design to mobile 
technology, Colin Caveney, consultancy 
director at Semantico, weighs with his view 
of the company’s position. “We [Semantico] 
were one of the early adopters in the space 
of responsive design. I believe we realized 
very early on that mobile devices, and the 
sheer variety of portable devices in general, 
was really exploding, so we felt the respon-
sive approach was very smart.” He feels that 
this tactic enabled the company to create a 
positive experience for users, regardless of 

Platform for 
a Revolution

» Consider recent developments, challenges, and 
emerging trends surrounding publishing platforms.*
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the device that they were using and how it 
adapts intelligently. 
 “Our Linking Hub technology has 
knowledge of all the other platforms within 
a publisher’s ecosystem,” Caveney explains. 
For example, when a researcher comes to 
a platform to search, discover, and read 
publisher content, Linking Hub enables the 
researcher to discover and link to content 
on every other site within the publisher’s 
ecosystem. “In a space where retaining the 
user’s attention is critical, he adds, “the 
publisher has the benefit of keeping the 
researcher within its ecosystem and helps 
expand the information universe of the 
researcher.”

EVOLVING CHALLENGES
However, as publishing platforms have 
evolved and developed, they have increas-
ingly faced new challenges. There are all 
sorts of ways platforms respond to the rap-
idly changing demands in user experience. 
One response is to implement multiple 
features and functionalities, with the result 
being that sites are full of visual chatter. 
This just makes readers prefer the (unclut-
tered) PDF even more: so they can concen-
trate on the research. A few platforms have 
evaluated their interfaces and de-cluttered 
them as a result of their research.
 Sack adds that single sign-on is of high 
interest and value to publishers, but the 
challenge is that those processes are not 
standardized. Incorporating research data 
from links and third-party tools is also a 
challenge for the same reason. “Truly under-
standing who the user is, without imposing, 
to offer them better services and products is 
still ahead of us,“ he says. Another challenge 
is that researchers still want to “grab-and-
go” with their PDFs, so the ROI on enhanced 
services is not certain.
 Kavah Bazargan, director of River Valley 
Technologies, agrees on this point. “Tech-
nologies have been evolving, but by adding 
more and more functionality there is the 
danger of overcomplicating the product for 
users,” she says. “Most have one product in-

terface for many different roles, so the user 
would see myriad buttons but would only 
be using a handful.”
 The growing demand for the publication 
of research data, along with the traditional 
published format, is also a challenge to plat-
form developers because of the numerous 
formats possible and the potentially large 
size of the data. 
 Bazargan brings up another problem: “As 
each platform has a difference interface, it is 
not comfortable for users, especially librar-
ies that have to deal with dozens of plat-
forms,” he says, suggesting that a degree of 
uniformity would help end users.
 Bazargan also notes issues around 
accessibility of the platform itself and the 
platform content. But while these problems 
persist, they are slowly improving as plat-
form publisher adopt new web technolo-
gies.
 Discussing the plethora of platform 
standards, Brian McDermott, operations 
director at Emerald Group Publishing, ob-
serves: “A huge challenge for publishers and 
publishing platform providers is the ‘bliz-
zard’ of technical standards that one needs 
to keep abreast of. There is a lot of work that 
publishers do behind the scenes, which is 
not always recognized or acknowledged, to 
make sure that we keep pace with technical 
and industry standards.”
 Also, he continues, because most pub-
lishers have opted to go with an industry 
standard publishing platform that has all 
the same benefits, functions, and develop-
ments, it creates a “vanilla platform” where 
everything is the same. So how do you 
differentiate from one publishing company 
to another? “Some believe that the platform 
itself is not a unique proposition in that 
everybody has the same capability to exploit 
it,” explains McDermott. “It’s how you learn 
from your customers and what they want 
that makes the difference.”
 Discussing challenges for researchers, 
Sack of Highwire observes: “We’ve noticed 
that some platforms spend significant 
resources on their search engines, which re-

searchers and end users do not much use.” 
In his view, researchers are not happy that 
all the platforms look and work differently. 
They are annoyed that access to subscrip-
tion resources off campus can be very dif-
ficult from source to source. And in the end, 
evidence shows that researchers do not use 
platforms per se; they read articles, not jour-
nals or publisher sites, and are mostly driven 
from search engines and alerts directly to 
articles of interest.

EMERGING TRENDS
So what are the emerging trends for pub-
lishing platforms, and what does the future 
hold for the industry?
 As indicated earlier, there is a growing 
trend toward closer integration of the deliv-
ery publishing platform with upstream sys-
tems. Traditionally, “publishing platforms” 
have referred to delivery platforms, allow-
ing the reader to have access to published 
material. However, since 2014 the major 
innovation in publishing platforms has been 
in cloud-based systems further upstream 
from the final published article, which has 
generated a lot of interest from publishers.
 Bazargan believes drivers for publisher to 
adopt these platforms are three-fold:
• Better experienced for authors, who find 

writing and submitting papers a burden;
• Faster publication times; and
• Lower production costs.

 Bazargan cites other recent develop-
ments in upstream platform technologies, 
include collaborative authoring, which 
allows authors to write online in a browser 
rather than in a desktop application such as 
Word, “a bit like having a Google Docs for 
academics,” he says. Several such platforms 
exist, including OverLeaf, ShareLatex, Autho-
rea, FidusWriter, and River Valley’s RVRite. 
 Other developments include online 
proof correction, such as ProofCheck, which 
allows authors to make corrections quickly 
and easily directly on an XML file, and auto-
mated PDF generations such as RVFormat-
ter, which converts the XML of a document 

» The growing demand for the publication of research 
data, along with the traditional published format, is 
also a challenge to platform developers because of the 
numerous formats possible and the potentially large size 
of the data.
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to PDF, ePub, or other formats.
 Discussing future trends for the platform 
providers industry, John Peters, CEO of GSE 
Research and Greenleaf Publishing, sees 
an opportunity for host providers to put 
in place simple, affordable online delivery 
systems that do simple, necessary things 
such as visual-impairment conformity and 
Counter-compliant systems. “Many smaller 
publishers are still wrestling with what 
’digital strategy’ means for them,” he says. 
“They are not going to write checks in the 
millions and are not going to have ‘digital 
content champions’ or anything resembling 
a functional IT department. I think that’s an 
opportunity.” 
 For the industry to move on, Peters con-
tents, providers need to care about smaller 
publishers, and publishers and providers 
need to care about customers and customer 
service and listen to librarians and academ-
ics.
 McDermott of Emerald Group Publishing 
concurs:” It’s all about search and discovery 
for end users, making it quicker and easier 
to find relevant content.” Sack at Highwire 
adds this thought: “People seek simplicity or 
what I would call “friction-free reading.”

CHOOSING THE RIGHT PLATFORM DESIGN
McDermott talks about Emerald’s transition 
to a publishing platform provider to meet 
the growing demands for new services, 
products, and features. “We needed to up-
grade the system, move everything forward 

and keep pace with customer demands and 
technical development and standards,” he 
says. “Change in user behavior also influ-
enced our decision to move to a publishing 
platform provider so it was important to 
make sure that we were optimized for that 
and the move toward user mobility.”
 The benefits of moving to the new plat-
form included the following:
• Increased discoverability due to enriched 

metadata and search engine optimiza-
tion;

• Compliance with industry technical 
standards; Enhanced search, as a result of 
advanced filter capabilities.

 Finally, he notes, the enriched metadata 
improved the feed to third-party discovery 
tools, which further helps librarians and end 
users find the content they need. “Search 
and discovery are probably the biggest most 
important things for our end users, includ-
ing librarians who are trying to find the 
material that they are interested in.” n

*Based on the article, “Platform for a revolu-
tion,” published in the April/May 2015 issue 
of Research Information. Used with the 
permission of the publisher.
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BY MICHAEL WITT

The Purdue University Research Reposi-
tory (PURR) is not only a research data 

repository for Purdue’s researchers, but 
also a suite of services to help researchers 
manage their data throughout the research 
lifecycle. PURR’s objectives include respond-
ing to funders’ mandates, enabling broader 
access to scholarship, and increasing the 
impact of Purdue’s research.

WHY DATA SHARING IS IMPORTANT
In 2013, the United States Office of Sci-
ence and Technology Policy began requiring 
the 22 largest federal funding agencies to 
address data management plans (DMPs) 
and the issue of data sharing within grant 
proposals. Agencies in many other countries, 
including the United Kingdom and Austra-
lia, have similar policies.
 Beyond requirements, data sharing is 
good science. By sharing data, Purdue’s 
researchers enable others to reproduce and 
validate their research finding, providing the 
researcher with transparency, accountabil-
ity, and material support to strengthen their 
findings. Data reuse also enables colleagues 
to save time and money.
 Lastly, and perhaps most compelling for 
some, researchers can get “credit” when 
others use and cite their data. Researchers 
can count citations toward research impact 
and include it within their CV or promo-
tion and tenure portfolio. As this practice 
becomes more common, researchers’ moti-
vation to share data, and external consider-
ation for this reuse, will increase. 
 The National Science Foundation (NSF) is 
the biggest funder of research on Purdue’s 
campus, so when the NSF began requir-
ing DMPs with grant proposals in 2011, 
the research office took note. The Purdue 
University Libraries (the libraries) had been 

already prototyping data repositories and 
piloting various data services, so there was 
a base of knowledge that was known to 
the Vice President for Research. From this 
footing sprung a collaboration among the 
libraries, campus IT, and the research office 
to develop the PURR repository based on 
HUBzero® (https://hubzero.org ) an open 
source software package and services.
 From the libraries’ perspective, play-
ing a lead role in PURR dovetailed with the 
three pillars of its strategic plan: learning, 
meeting global challenges, and scholarly 
communications. Policies and established 
practices were in place for:
• Data collection and development
• Digital preservation of data
• Data within information literacy, out-

reach, and instruction
• Data in reference and public services
• Technical services such as metadata 

consultation

 Librarians also collaborate as co-principal 
investigators on large data-producing proj-
ects. Librarians are interested in stewarding 
the scholarly record, and of course, data is 
part of that scholarly record. The university’s 

sponsored programs services support these 
efforts. If they see a proposal where the re-
searcher plans to use PURR in the DMP, they 
notify the libraries so a librarian can follow 
up and offer assistance. 

PURR SERVICES
PURR offers four main categories of service 
and will continue to refine and develop new 
services as the data management landscape 
evolves.
• Create and implement DMPs: Within 

PURR, researchers can find boilerplate 
text for DMPs, real-world examples, a self-
assessment, and links to other resources 
such as the DMPTool (https://dmptool.
org). PURR staff also conducts workshops 
and offers consultations with subject spe-
cialists, the librarians who help research-
ers write and implement DMPs. 

• Collaborate: When researchers create a 
project in PURR, they can invite collabora-
tors to join a private project space where 
they can share and develop data and code 
with functionality such as version control, 
wiki updates, and other project manage-
ment features. These spaces, sometimes 
called virtual research environments 

Research Data Services for 
Compliance, Collaboration, 
and Scholarship

» Through PURR, librarians become involved in the 
projects of campus researchers from the start.*

https://hubzero.org
https://dmptool.org
https://dmptool.org
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(VREs), have a default 10 gigabytes of 
free storage for three years with added 
storage incentives for public sharing and 
sponsored projects.

• Publish: The researcher selects files 
that make up the dataset and provides 
the associated metadata (such as title, 
author, abstract, and subject); selects a 
license; decides whether to embargo the 
data; and submits it for publication. A 
digital object identifier (DOI) is assigned 
to the dataset, which facilitates citing 
and tracking. Researchers receive emails 
with monthly usage statistics on their 
published datasets, and PURR tries to 
track citations so that people have an idea 
of the data-sharing impact. Research data 
includes more than tables, spreadsheets, 
and databases. Images, video, audio, ob-
servation logs, scientific workflows, soft-
ware source code, interview transcripts, 
and survey instruments and results can 
all be published.

• Archive: PURR uses existing standards 
such as BagIt file packaging format; meta-
data encoding and transmission standard 
(METS); metadata object description 
schema (MODS); Dublin core metadata 
element set; and preservation metadata: 
Implementation strategies (PREMIS).

 When a dataset is approved for publi-
cation, PURR establishes the fixity for the 
data, serializes the description and PREMIS 
preservation metadata to XML, and packages 
everything using BagIt, a Library of Congress 
software tool. The BagIt bag is essentially the 
archival information package, or AIP, which is 
replicated to seven sites using LOCKSS (Lots 
of Copies Keeps Stuff Safe), a digital preser-
vation system. Purdue is a member of the 
Meta Archive Cooperative, which manages 
the LOCKSS network’s infrastructure and 
governance. PURR commits to maintaining 

the data for a minimum of 10 years. At the 
end of 10 years, the data is remanded to the 
libraries and is subject to data or collection 
management policies, which include ap-
praisal and selection/deselection.

ORGANIZING AND STAFFING
The PURR executive committee includes the 
Dean of Libraries, the Vice President for Re-
search, and the Chief Information Officer. It 
meets once a semester to discuss high-level 
resource and policy issues. Once a month, 
the PURR Steering Committee meets to set 
policies, priorities, and direction for PURR. 
This group includes two representatives 
each from the libraries, campus IT, and the 
research office, and three faculty members 
who are doing data-driven research (to 
represent user interests). Details on PURR 
staffing is shown in Figure 1. 
 Subject liaison librarians are unofficial 
members of the team. They are notified 
every time a researcher creates a project in 
their subject areas. If a grant award is reg-
istered and associated with the project, the 
librarian is notified and receives the DMP 
(if available). This provides subject liaison 
librarians with the background to approach 
faculty and offer support.

ADOPTION
PURR tracks several metrics to understand 
the system’s usage and success. In its first 
two years, PURR has been written into more 
than 1,400 DMPs and has tracked 163 grand 
awards and about 100 citations to data in 
PURR. PURR is approaching 500 research 
projects and 1,300 registered researchers.
 The services and platform continue to 
evolve rapidly, and the approach has been 
iterative—to learn and improve services as 
they grow. At the same time, Purdue has 
been experimenting with new roles for 
librarians and libraries relating to research 
data and the practice of librarianship. Hav-
ing a data repository has been useful to help 
create opportunities for librarians to engage 
researchers in these issues and to develop 
new library practices to support data-driven 
research and learning. n

*This article is a Library Connect synopsis of 
the author’s Library Connect webinar pre-
sentation, “An Institutional Data Repository 
Service at Purdue.” Reprinted from the May 
27, 2015 issue of Library Connect. Used with 
the permission of the author and Elsevier, the 
publisher of Library Connect.

ABOUT THE AUTHOR: Michael Witt is as-
sociate professor, Distributed Data Cura-
tion Center, at the Purdue Libraries, Purdue 
University. He can be reached at mwill@
purdue.edu

Figure 1: PURR Staff Roles
• Project director (0.50)—develops roadmap and manages the team
• Technologists (3/85) –develop functionality beyond the HUBzero Platform
• HUBzero liaison (0.35)
• Metadata specialist (0.20)—advises on standards and best practices for metadata, and 

consults on questions and issues that come up in the organization and description of 
datasets

• Digital archivist ().25)—designs and implements the archival system, incorporating 
standards and best practices

• Digital data repository specialist (1.00)—leads engagement, outreach, and support for 
PURR on campus

• Data curator (1.00)—identifies stages and ingests new data collections

mailto:mwill@purdue.edu
mailto:mwill@purdue.edu
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Planning without information can quickly 
lead to disappointment as barriers to 

success pop up and opportunities for great-
ness are missed. To gain the needed informa-
tion, library leaders need ways to scan the 
environment in which they operate so that 
any actions they take can leverage the good, 
avoid the bad, and overcome the ugly.  
      Leaders must become familiar with tools 
available for the effective analysis of circum-
stances to help with planning and decision-
making, a critical part of their jobs. Given 
the variety of information leaders need 
at different times, it doesn’t make sense 
to use the same tool for every situation. 
Instead, leaders should take advantage of 
the numerous options available for conduct-
ing assessments, allowing for the maximum 
flexibility and scalability. 

GATHERING AND EVALUATING DATA
Leaders are called on to make decisions on 
what projects should be pursued or what 
direction their departments should take. 
Making the best decisions requires an as-
sessment of current and future activities. 
Two types of analysis SWOT and PEST have 
been used widely across organizations for 
that purpose.
 SWOT. Simply stated, the SWOT analy-
sis tool is designed to identify a library’s 
internal (strengths) and external (opportu-
nities) factors that contribute to successful 
outcomes and to discover what internal 
(weaknesses) and external (threats) factors 
could prevent a favorable outcome. As a 
decision matrix, a SWOT analysis can quickly 
paint a picture of the library’s current opera-
tional environment. The outcome is useful 
in selecting goals or objectives that have the 
highest likelihood of success. 
      Conducting a SWOT analysis is straight-
forward:

• Determine the purpose of the analysis.
• Decide who will be involved—a depart-

ment or a team from various units.
• Consider the questions posed in each sec-

tion of SWOT (see Figure 1). 

 The information shared from the analy-
sis can be captured in many ways. Normally, 
the process is completed in two stages. 
1. Record whatever anyone says about 

each section without ranking them or 
considering their importance.

2. Revisit the comments and rank them in 
order of importance or highest impact. 

 The result of this analysis can determine 
if there are clear paths of direction to pur-
sue, insurmountable barriers, and areas for 
growth that are not been pursued currently 
but should be.
       SWOT does have its limitations. Leaders 
should realize that the information included 
in the analysis can be subjective if opinions 
are allowed to come into the discussion rath-
er than facts. Also, the list of comments can 
become overwhelmingly long and verbose. 
Finally, the SWOT analysis should be used to 
evaluate, not justify courses of action.
       PEST. At times, a library may only want 

Lessons in Library 
Leadership: Part 2

» Various assessment tools can help librarians identify 
management challenges and opportunities.*
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stages. First, record whatever anyone says without worrying about ranking 
importance. This should be completed for each section of the SWOT. The 
second stage involves revisiting the comments in each section and ranking 
them in order of importance or highest impact. Breaking it up into two 
stages allows for data to be captured quickly without getting bogged down 
in discussion which can cause some suggestions to be initially discounted 
or ignored.

There are many ways to capture the information shared during a 
SWOT analysis. The most common format is to use a diagram or chart 
such as in Fig. 5.1 which easily identifies each SWOT category. When 
going through the actual process it is helpful to consider the following 
questions for each category:
●	 Strengths

●	 What do we do better than similar organizations?
●	 What makes us unique?

Figure 5.1 SWOT analysis.Figure 1: SWOT Analysis questions.
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to focus on the external factors that could 
affect is projects or goals. In this case, the 
leader may decide to form a working group 
to look into the political, economic, socio-
cultural, and technological factors that will 
influence more long-term strategic initia-
tives. In this case, a PEST analysis (see Figure 
2) is an appropriate way to keep an eye on 
the horizon, looking ahead to the changes 
(opportunities and threats) that will affect 
how the library does business in the future. 
 Again, answering the questions posed in 
the chart. Other categories are often added, 
such as environmental and legal concerns, 
which can affect the geography and stability 
of the library. 
 Once all the comments have been listed 
and prioritized, the team can focus on 
courses of action. Since PEST deals with the 
long term, outcomes should reflect a com-
mitment to changes that will be carried out 
over time. 
 The biggest threat to a successful PEST 
analysis comes from the possibility that the 
information is subjective. A PEST analysis 
requires a lot of time and access to a lot 
of data. When used in conjunction with a 
SWOT analysis, PEST can take the guesswork 
out of decision listing factors that can be 
exploited or addressed to ensure success.

LEAN AND SIX SIGMA
Identifying factors that can increase effi-
ciency is especially important in the manu-
facture of products where reducing steps and 
adding to output directly affects profitability. 

As a result of their successes, other indus-
tries began to see the benefit of reducing 
wasteful behavior and in making changes 
that resulted from new processes. The results 
lead to formal approaches for evaluating ef-
ficiency and identifying and reducing waste. 
Two of these processes, Lean and Six Sigma, 
have been adopted by a variety of organiza-
tions, including libraries, as ways to improve 
efficiency and increase value. 
 Lean. The lean process is founded on 
the belief that identifying and examining 
each step in a workflow will expose waste-
ful activities and wasted resources. These 
wasteful components can then be discarded 
from the process, which decreases cost and 
improves efficiency. 

 Libraries are clearly not in the manu-
facturing business. However, they are filled 
with functions carried out in a series of 
steps, such as material ordering, technical 
services processing, cataloging, reference in-
terviews, shelving, and the checking in and 
out of materials. Lean offers an opportunity 
for library leaders to examine these actions 
and address waste.
 Broadly speaking, lean defines waste as 
anything that does not add value to an out-
put. More specifically, lean defines waste into 
the seven categories shown in Figure 3, with 
examples of how they apply to libraries. 
 Lean can be extremely helpful process 
for identifying and removing waste. Proper 
implementation, however, can be challeng-
ing, especially for those new to the concept. 
To counter this concern, lean should be 
group effort, which allows for collaboration 
and support on the steps being evaluated. 
It is also wise for leaders to attend formal 
training on how the process works before 
performing an assessment. See the accom-
panying References and Suggest Readings 
for more information.
 Six Sigma. The term “sigma” is the Greek 
letter used to represent deviation in statis-
tics. [The “six” part of the title is defined as 
statistically “driving toward six standard de-
viations between the mean and the nearest 
specification limit.”] The techniques that un-
derpin Six Sigma focus on removing defects; 
thus, increasing the quality of outputs. 
 With its roots in the manufacturing 
industry, Six Sigma has also been adopted 
by the service industry to improve customer 
experience. This goal is accomplished by fol-
lowing a defined series of steps, which aid 
in identifying and eliminating the causes of 
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●	 What demographic changes are occurring in relation to our users?
●	 What are the demographics of possible employees?
●	 What are our users’ attitudes toward libraries and the services we 

provide?
●	 What is the usage profile of our users?

●	 Technological
●	 What technology do we have that is out of date?
●	 What new technology is in development?
●	 How can technology help or hinder us?
●	 Is our infrastructure adequate for the future?
●	 How can technology benefit our users?
Occasionally the PEST matrix is expanded to include other factors. 

The first, known as PESTEL, adds categories dealing with the environ-
mental and legal factors that might impact an organization. It is worth 
noting that when legal factors are included separately that government 
factors tend to focus on the overall climate and stability of the govern-
ment and its effect on an organization. Including these factors may turn 

Figure 5.2 PEST analysis.

Figure 3: The Seven Categories of 
Lean As They Apply to Libraries
• Overproduction—making more training materials or handouts, fliers, or signs for pro-

grams than needed.
• Inventory—empty shelves, too many copies of a book or DVD, and outdated furniture 

and equipment.
• Motion—using multiple software programs for work, having multiple service points with 

different but related functions, storing materials away from where they are used.
• Defects—incorrectly shelving of materials, double booking rooms for programs, placing 

the wrong barcode on materials.
• Waiting—delaying decision making, succumbing to bureaucracy and red tape, lack of 

training or authorization to perform the next step in a process.
• Transport—supplies are not readily available, inefficient courier routes, too much dis-

tance between where materials are received and stored.
• Over Processing—multilevel approvals, multiple logins for connect systems, poorly inte-

grated library system design.

Figure 2: PEST Analysis questions.
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defects. Libraries can use Six Sigma to help 
ensure that their users are receiving the 
best possible service. 
 Two methodologies are used in Six 
Sigma, DMAIC and DMADV, each with five 
steps. The first three are the same each with 
each term explained in similar ways.
• Define—discovering and defining what is-

sue needs to be improved and the desired 
outcome.

• Measure—collecting data that will help 
determine what new process is needed, 
what success will look like, and what 
adverse outcomes may result.

• Analyze—determining if the data sup-
ports implementing a new process, find-
ing the underlying cause of the issue, and 
considering alternatives.

• The last two steps in DMAIC look into the 
following:

• Improve—developing a solution to the 
root cause problem by analyzing the data 
and discussing viable options.

• Control—implementing and monitor-
ing the solution to ensure it works as 
envisioned. If tweaks are needed, they can 
be made before the same or a new defect 
occurs. A system for judging the effective-
ness of the outcome should be developed 
and followed.

• The last two steps in DMADV take a dif-
ferent approach, including the following:

• Design—the new process is created after 
considering the data. The goal is to ensure 
that the new process fulfills a real need 
and is consistent with organizational 
goals and objectives.

• Verify—the new process is tested to 
ensure that it works as desired, and they 
implemented.

 One of the strengths of the Six Sigma 
technique is that it is flexible and adapt-
able. Leaders can use quality management 
tools with which they are familiar and have 
used successfully. Or, they can use different 
approaches to gain another point of view or 
expose helpful information. 
 As with lean, Six Sigma is best used as a 
team approach to library system improve-
ments. It also requires support from the 
library’s top administration. Library leaders 
desiring to introduce either of Six Sigma’s 

methodologies should ensure that they 
have the authority to implement changes 
uncovered through the steps and institute 
new processes. 

5 WHYS ANALYSIS AND FISHBONE 
DIAGRAMS
In some cases, an issue can be recognized 
easily and has a straight-forward solution. 
In other cases, what seems like an issue may 
only be a symptom of a deeper underlying 
problem. It is up to the leader to get to the 
bottom of both scenarios. 
 Fortunately, two additional tools can aid 
in the discovery process and point toward a 
possible solution: a 5 Whys Analysis and a Fish-
bone Diagram. Used in conjunction with other 
techniques described earlier, each can be used 
to determine the root cause of an issue.
 5 Whys Analysis. The Toyota Motor Com-
pany has been credited with formalizing and 
using this simple, yet effective technique. 
Toyota used the question “why” to sole issues 
and improve efficiency in their production 
system. The technique is now used exten-
sively by organizations of all shapes and sizes 
to discover and resolve issues. 
 The simplicity of the technique may 
make it attractive to use in any library situa-
tion, but it is not appropriate for all circum-
stances. If an issue has contributing factors 
that might contribute to the problem, ask-
ing “why” might further muddy the waters. 
Therefore, this technique is best used when 
addressing specific issues at the team or 
department level. The 5 Whys approach 
to problem-solving offers an opportunity 
for sharing different points of view and for 
gaining access to a wider breadth of knowl-
edge and experience. 
 The 5 Why’s process is carried out in 
three straightforward steps:
• State the Problem—define a singular 

issue.
• Ask Why?—get to the most obvious 

answer first, then continuing asking why 
until the root cause is determined.

• Solve the Problem—develop solutions to 
address the problem.

 Ideally, the group engaging in the 5Whys 
process would be in a position to make the 
changes necessary to solve the problem. 

Also, the reality is that some underlying 
causes can only be solved through col-
laboration with other departments or the 
approval of administrators. This is especially 
true when organizational policies and pro-
cedures cause the issue under discussion. 
In situations where higher authority must 
be consulted, leaders must be prepared to 
share the discovery work and demonstrate 
why the proposed solution is both beneficial 
and contributes to organizational success. 
 Consider this example:
Problem—we have lost access to the Else-
vier database.
• Why #1?—the vendor cut off access.
• Why #2?—they did not receive payment 

before our subscription renewal was due.
• Why #3?—we sent our payment in seven 

weeks late.
• Why #4?—we had a backlog of invoices 

to be paid.
• Why#5?—our only accounting specialist 

was out sick for three weeks. 

Solution—we need to have someone trained 
as a backup who can process invoices when 
out accounting specialist is out sick. 
 As this example shows, the quick solu-
tion was to just ask the vendor to reinstate 
access while payment is being processed. 
But the underlying issue revealed that one 
or more employees need to be trained so 
they can cover for an absence by the ac-
counting specialist.
 Fishbone Diagram—Plotting information 
graphically can help individuals visualize a 
process. A fishbone diagram can be especial-
ly useful when determining not only what 
steps might take place but also identifying 
what effect each step as on others. When 
used to assist with Lean and Six Sigma 
techniques, it becomes a powerful way to 
identify solutions to reduce waste and solve 
problems that might be easily overlooked.
 The fishbone diagram is simple to create. 
Members of the team examining a problem 
merely list the problem, its various causes 
and effects, on the diagram (see Figure 4). 
The process involves the following steps:
• Create the Head—list the problem to be 

addressed clearly and specifically. A shape 
(square, oval, rectangle) should be drawn 
around it to that it is easily identifiable.

» In some cases, an issue can be recognized easily and 
has a straight-forward solution. In other cases, what 
seems like an issue may only be a symptom of a deeper 
underlying problem. 
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• Create the Spine—draw a straight line 
to the left of the head, which will serve 
as the backbone from which causes will 
extend.

• Add Major Bones—draw diagonal lines 
extending from the spine. On each 
line, list the major categories related 
to the problem. As shown in Figure 4, 
the categories typically include people, 
environment, equipment, policies, and 
procedures. 

• Add Small Bones—dissect each broad 
category by asking why each contributes 
to the problem. Answers are recorded of 
smaller lines leading up the each major 
category.

• Pick the Bones—analyze the diagram 
for information pointing to the possible 
causes of the problem. The diagram may 
not point to just one cause, so it’s the 
leader’s responsibility to facilitate a dis-
cussion exploring the relationships until a 
root cause is identified. 

 The fishbone diagram is particularly 
useful when discovering the root cause of 
complex problems, since its design helps to 
connect the dots and exposes how the issue 
affects what is occurring. 
 It is also useful when considering solu-
tions, since it allows a team to discuss and 
possible solutions and plot plausible causes-
and effects. Visualizing relationships can 
expose unintended consequences before 
any solution is implemented, saving valu-
able time and resources. 
 The downside to a fish diagram is the ten-
dency of “garbage in, garbage out” if individu-
als filling out the diagram rely on opinions or 
speculations, or make assumptions concern-
ing the issues, causes, and effects. 

 Library leaders, therefore, must ensure that 
the majority of the discussion is centered on 
facts and keep the team focused on factors 
actually related to the issue and not those 
that only might be. Neither of these limita-
tions present insurmountable barriers to 
success, however. They can be overcome be 
conducting some initial data collection related 
to the problem and by reeling in discussion if 
it begins to move away from known facts. 

ANOTHER CAVEAT
One role library leaders play is in help-
ing others overcome barriers to success. 
Processes such as SWOT, PEST, Lean, and Six 
Sigma can only work when they are used by 
individuals who possess information about 
the real underlying problem that prevents 
success or slows efficiency. 
 Fortunately, leaders have other tech-
niques and tools that can help with the 
discovery process and identify root causes. 
The 5 Whys technique and the fishbone 
diagram are two such tools. In combina-
tion, the processes and tools discussed here 
allow leaders to assess what is taking place 
in their libraries and decide on courses of ac-
tion that sole problems and remove barriers 
to success. n

*Excerpted from the author’s book, Lessons 
in Library Leadership, Copyright © Halaychik, 
2016. Published by Elsevier, Ltd. Used with 
the permission of the publisher. To purchase 
the entire book at a reduced price, use this 
link: http://store.elsevier.com/product.
jsp?isbn=9780081005651
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scenarios. Possible solutions can be discussed with plausible causes-and-
effects being plotted. This visualization can help demonstrate relation-
ships and expose unintended consequences before any solution is actually 
implemented, possibly saving valuable resources (time, funding, energy, 
etc.) and allowing for the best possible course of action—or the one with 
the least disruption—to be discussed.

As with most tools however, the fishbone diagram is not without some 
limitations. First, the problem of “garbage in, garbage out” can occur if 
the individuals filling out the diagram overly rely on opinions or specula-
tion or make assumptions concerning what the issue and various cause-
and-effect relationships are. While some opinions and assumptions will 
naturally influence the process—and can be healthy in exposing possible 
consequences—leaders should take care to ensure that the majority of 
discussion is centered on facts. The nature of the process also lends itself 
easily to getting lost in the details. Leaders will need to keep the team 
focused on those factors that are related to the issue and not those that 
only might be. However, neither of these limitations presents an insur-
mountable barrier to success. They can easily be overcome by conducting 
some initial data collection related to the problem and by reeling in dis-
cussion if it begins to move away from known factors.

Conclusion
One role that leaders play is in helping their followers and organizations 
they work for overcome barriers to success. There are many tools available 

Fishbone diagram—template

[People]

[Policies] [Procedures] [Management]

[Problem]

[Environment] [Equipment]

Figure 5.3 Fishbone diagram.Figure 4: Fishbone Diagram template.
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