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National and 
International Library 


Cooperation: 
Necessity, Advantages



Présentateur�

Commentaires de présentation�

Good afternoon.  Thank you for the introduction.    I am very pleased and honoured that LIBER has invited me to speak to you about the necessities and advantages of international library co-operation.
What I would like to do is first to speak a little bit about the context of library co-operation – why we do it  and what the benefits are. Then I would like to speak about  the realities of library co-operation.
Then I would like to talk about the promise and potential of library co-operation at an international level.  It is clear that by sharing expertise, building partnerships and alliances, it is possible to address common issues much more effectively than when working alone.
Thirdly, I would like to describe some opportunities for LIBER and its members in this context. �







Setting off...



Présentateur�

Commentaires de présentation�

THE CONTEXT
Here we are at the beginning. We are all building boats.  The reason that we are all building boats is that we are going to look for gold.  This picture dates from 1897  Here are the  prospectors getting ready to go up to the Klondike to look for gold�







Never enough...



Présentateur�

Commentaires de présentation�

When we meet librarian colleagues we often say:

We never have enough money.  
We never have enough staff.  
We never have enough space in our libraries- and what we have is out of date
We need new equipment 

And so on�







We are all in the same boat!



Présentateur�

Commentaires de présentation�

WE ARE ALL IN THE SAME BOAT�







Research is International



Présentateur�

Commentaires de présentation�

Nowadays  research is international. Scholarly communication is international. More and more research is multidisciplinary or interdisciplinary, relying on the Internet not only for communication but actually to facilitate research. There are many examples. Here are just two.

Here is a screenshot from the International Astronomical Union featuring the International space Station�







Research is International



Présentateur�

Commentaires de présentation�

This is the Human Genome project home Page; a truly international endeavour and a wonderful advertisement for open access to scientific data and research.

We should also remember that the librarian’s expertise is critical to the success of such projects in terms of researching managing and preserving information. Librarians should be an integral part of such international and multidisciplinary ventures.�







Library issues are international



Présentateur�

Commentaires de présentation�

If, we agree that research is international in scope and nature  then it is equally true that scholarly communication and the issues surrounding it that confront libraries are also international in scope.  The library community can do more to act upon this truth. Really and truly it is the basis for library cooperation at all levels.

Here is an illustration
International scholarly publishing, especially in the scientific technical and medical fields is international and, as we know to our cost, is dominated by a small number of commercial publishers.  
Copyright is another international issue. Although each country has its own copyright laws and legal traditions the principles and the issues are common to all of us both as creators and copyright users. In the world of ‘globalization’ there are strong pressures to harmonise to an international level, mostly through the efforts of the American entertainment industry. This is really the subject for discussion on another occasion
The third example is preservation.  I personally think that it is the most important duty of research libraries and national libraries to preserve our cultural heritage, whether in print or written form,  and pass it on to future generations. Again, how to do this is  outside the scope of this talk. �







It is the duty of every 
library to serve its 


own users first



Présentateur�

Commentaires de présentation�

We know that Universities compete very very hard for students, not only in their own countries, but across the world.. However the extraordinary thing is that university libraries and national libraries have a strong tradition of cooperation and sharing? Isn’t that strange and isn’t that admirable –both from the philosophical and practical points of view .�We just have to find the best and most efficient way of doing this. 
One point I would make is that

 IT IS THE DUTY OF EVERY LIBRARY TO SERVE ITS OWN USERS FIRST
 
Only after that does cooperation happen. �







Library 
Cooperation



Présentateur�

Commentaires de présentation�



[Check –more?]

Having examined the context and the necessity of international library co-operation  let us turn to the actual state of library cooperation and cooperation between library associations.
�







What happens when 3 
librarians meet 


together?







They form a new library 
association



Présentateur�
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We have a saying in Canada that if three librarians meet together they form a new library Association. I wonder if this is true in your country. Let me explain what I mean.

First of all you have library associations based on geographic location. You can have an association for a city. In Ottawa, where I am from we even have a National Capital Library Association. 
Then we have a library Association for the province of Ontario.  

Then we have, the National Association, which is the Canadian library Association. 
 
Now don’t forget that Canada is a bilingual country, so in some parts of the country.  We have parallels structures but based on language: in other words, French-language library associations and English-language library associations.  
Then we have library associations by subject: so you can have the Toronto Music Library Association, or the Halifax Association of Law Librarians or the Nova Scotia Map Association of Map Librarians.  (I don’t think either of these two actually exists. They are just by way of example.  Then there are student library associations and retired librarians’ associations…. 

Of course, I haven’t even discussed library associations as determined by professional training – law librarians, public service librarians, other special librarians and so on.

 I’m sure you know the old joke. Public librarians speak only to themselves, academic librarians and research librarians speak only to God, and nobody speaks to school librarians.  Now let me say very quickly that you can change this story around so you can alter the ending. 
�







The Bob Best Continuum
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This line is a continuum. On the left-hand side is an individual library association: it can be local or regional or subject or national or anything you like. Imagine your favourite library association. 
On the left-hand side of the continuum you have complete independence, complete autonomy, complete control over your own affairs, budget, policies and so on, and you speak for yourself.  You can be nimble. You can be quick. These are the advantages.
 The disadvantages are that you may not have the number of members or enough money or enough power and influence to do all the ambitious things that you would like to do to benefit your members.
 This is a natural state of affairs.
 Now look at the other end of the continuum. Your association is a full member of a coalition.  You have joined forces with other library Associations and perhaps other organizations. You have some voice in the decision-making but the point is that the coalition has one voice, one budget, one policy on specific issues. You have given up some of your ‘independence’ in order to have strength in numbers and resources .

The fascinating part is the stages between these two ends of the continuum because nothing is settled for ever. The partners and the alliances change. You might write a letter of support for another association (or a coalition). You may decide to give money regularly to support a particular issue or cause .You may decide to join a partnership for a particular campaign a ‘one-off’ as the Brits say.  Or you may decide to merge fully with another association.  With that exception – which is rare in library land - nothing is permanent, you can change your mind. There are points all along the continuum. 

Every decision for a library association to join a library association means taking a decision to join somewhere along the continuum. This depends partly on the interest and commitment of the association that is joining and partly on the structure and policies of the association that you are joining.�







Ask not 
“What can LIBER do for me?”


But 
“What can I do for LIBER?”



Présentateur�
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In this context, and speaking of LIBER there are two related questions to ask yourself 

– And then another one�







What can LIBER do that 
no other organization 


can do?



Présentateur�

Commentaires de présentation�

WHAT CAN LIBER DO THAT NO OTHER ORGANISATION CAN DO? �







Don t forget the social aspect


http://www.nfpl.library.on.ca/nfplindex/show.asp?b=1&ref=ic&id=102748
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On a lighter note, I would like to stress the importance of library associations, and especially international library associations for social networking. As an executive director I will always remember one of our members coming up to me and saying, “we know you’ve worked very hard Tim to put together a good conference -  interesting speakers, interesting program, lots of ideas – but really, you know, one of the main reasons that we come to the meetings is because we want to meet our friends. 

So the message is – THE SOCIAL ASPECT OF LIBRARY ASSOCIATIONS IS VERY IMPORTANT�
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Let’s turn back and see what library associations typically do.

I will speak about Canada, because that’s where I’m from. Canada is a federation of 10 Provinces and 2 Territories. All of them have distinct views that shape national policy. In Canada, education, including university education, is a provincial matter so you would expect libraries to be focussed at the provincial level. However the federal government takes much of the responsibility for research at the national level so there is a strong interest for research libraries to be represented at the national level. That is the reason for my own organization, the Canadian Association of Research Libraries. 
In Canada we have four regional associations of academic librarians.  Here is a picture to show you. In the West we have the Council of Prairie and Pacific University libraries; in Ontario OCUL, the Council of Ontario University Libraries in Québec CREPUQ; and then there is  the Council of Atlantic University Libraries (CAUL).   �







Typical initiatives
Share information
Professional development
Work together on project such as:


Interlibrary loan
Joint storage
Licensing materials
Open Access
Institutional Repositories
Digital preservation
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All these Associations are engaged in sharing information, professional development and working on projects and initiatives.  These might include Interlibrary Loan, licensing of electronic resources and storage of last copies of print works. 
�







Advocacy



Présentateur�
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There are many activities that benefit from national or international cooperation – setting standards, designing metadata, digital preservation and so on.  But there is one activity that is best undertaken at a national or international level and that is lobbying, or as it sometimes called, advocacy. Many librarians recognize the need for lobbying but feel uncomfortable about doing it themselves. However it’s very important for librarians and for library associations to represent our point of view to --�







Funders
policy makers


the media


the public
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FUNDERS 
 POLICY MAKERS 
THE MEDIA 
THE PUBLIC. 

This is the way successful organisations operate. �







Library issues are international
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If, we agree that research is international in scope and nature  then it is equally true that scholarly communication and the issues surrounding it that confront libraries are also international in scope.  The library community can do more to act upon this truth. Really and truly it is the basis for library cooperation at all levels.

Here is an illustration
International scholarly publishing, especially in the scientific technical and medical fields is international and, as we know to our cost, is dominated by a small number of commercial publishers.  
Copyright is another international issue. Although each country has its own copyright laws and legal traditions the principles and the issues are common to all of us both as creators and copyright users. In the world of ‘globalization’ there are strong pressures to harmonise to an international level, mostly through the efforts of the American entertainment industry. This is really the subject for discussion on another occasion
The third example is preservation.  I personally think that it is the most important duty of research libraries and national libraries to preserve our cultural heritage, whether in print or written form,  and pass it on to future generations. Again, how to do this is  outside the scope of this talk. �







How do we measure 
success?


• Successful projects?
• More money?
• More impact and recognition?


YOU BE THE JUDGE



Présentateur�

Commentaires de présentation�

You be the judge�







Thank you
Timothy Mark


Executive Director


Canadian Association of Research Libraries
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Society of College, National and University Libraries


IntroductionIntroduction


• Librarians are natural collaborators


• Associations form spontaneously


• An introduction to SCONUL







Society of College, National and University Libraries


SCONULSCONUL


• Founded in 1950


• 1993: 76 members


• 1994: 124 members


• Independent group of super- 
research libraries from 1983







Society of College, National and University Libraries


StructuresStructures


• Collaboration


• Membership (personal)


• Membership (institutional)







Society of College, National and University Libraries


The beginningsThe beginnings


• What concerns do we share?


• What can we do together about 
them?


• What must we do together?


• For libraries or for their users?







Society of College, National and University Libraries


MechanismsMechanisms


• Expert groups


• Working groups


• Paid staff/secretariat







Society of College, National and University Libraries


Expert groups: examplesExpert groups: examples


• Architecture


• Legal matters


• Statistics 







Society of College, National and University Libraries


Working groups: examplesWorking groups: examples


• ‘Research support’ strategy


• ‘Teaching and learning’ strategy 


• Visions of the future







Society of College, National and University Libraries


The search for strategyThe search for strategy


• Visions of the future


• Lobbying of the government


• Collaboration with government 
agencies


• Lobbying EU institutions







www.logodesign.com/clipart



http://www.logodesign.com/clipart





Society of College, National and University Libraries


Foundations of strategyFoundations of strategy


• Statistics


• Success with ‘operational’ projects







Society of College, National and University Libraries


Not to be forgottenNot to be forgotten


• International collaboration


• Internal diplomacy


• Communication 





		Strategy and reality: the role of a national research library association in the west

		Introduction

		SCONUL

		Structures

		The beginnings

		Mechanisms

		Expert groups: examples

		Working groups: examples

		The search for strategy

		Diapositive numéro 10

		Foundations of strategy

		Not to be forgotten






The
 


Activities
 


of
 


the
 


Lithuanian
 Research


 
Library


 
Consortium


 (LMBA)
 –


 
the


 
View


 
of


 
a  Small


 
Country


 
in


 the
 


East


Emilija Banionytė
emilija.banionyte@vpu.lt



mailto:emilija.banionyte@vpu.lt





Outline


•
 


Lithuania: short
 


data
•


 
Lithuanian


 
libraries: short


 
data


•
 


Life
 


before
 


the
 


consortium
•


 
How


 
we


 
started


 
working


 
together


•
 


How
 


we
 


are working
 


now
•


 
Why


 
it is


 
important


 
to have


 
the


 
consortium











Lithuania: short
 


data


Area: 
65.3 thous. 


km2


Population: 
3,4 
million







Lithuanian
 


libraries: short
 


data


•
 


15 public
 


universities
•


 
6 private


 
universities


•
 


16 public
 


colleges
•


 
12 private


 
colleges


•
 


Library
 


of
 


the
 Academy


 
of


 
Sciences


•
 


National
 


Library
•


 
National


 
subject


 libraries: medical, 
technical, agricultural


•
 


65 public
 


libraries
 (with


 
1375 branches)


2975 libraries
 


in
 


Lithuania
 


(2006)







Internet usage
 


in
 


Lithuania


15,50%


20,30%


28,30%


0,00%


5,00%


10,00%


15,00%


20,00%


25,00%


30,00%


2000 2002 2006


Source: ITU, http://www.internetworldstats.com/eu/lt.htm







Library
 


Associations
 


in
 


Lithuania


•
 


Lithuanian
 


Librarians
 


Association
 


(LBD)
•


 
Lithuanian


 
Academic


 
Library


 
Association


 
(LABA)


•
 


Lithuanian
 


Municipal
 


Public
 


Library
 


Association
•


 
Lithuanian


 
County


 
Public


 
Library


 
Association


•
 


Lithuanian
 


Research
 


Library
 


Consortium
 (LMBA)







Life
 


before
 


the
 


consortium


•
 


1992-1994-1995-1999 years
 


–
 


start
 


of
 


e-resources
•


 
Each


 
library


 
negotiated


 
with


 
publishers


 
separately, 


no
 


big
 


deals, mostly
 


gifts, “reduced/special”
 


prices
•


 
Most


 
active


 
libraries


 
tested


 
various


 
databases, the


 others
 


knew
 


nothing
 


about
 


testing
•


 
No


 
planning, no


 
coordination, no sharing


•
 


OSI (Soros foundation
 


in
 


Lithuania) started
 


the
 coordination


 
activities


 
with


 
EBSCO package


 
in


 1999 [after
 


the
 


Library
 


programme
 


was
 


closed, 
libraries


 
had


 
to overtake


 
this


 
initiative


 
themselves]







How
 


we
 


started
 


working
 


together


•
 


In
 


2001 established
 


Lithuanian
 


Research
 Library


 
Consortium


 
(LMBA)


•
 


Big
 


debate
 


–
 


who
 


can
 


be members
 


(only
 academic, or


 
National


 
Library


 
and


 
other


 research
 


and
 


big
 


public
 


libraries
 


also)
•


 
24 libraries


 
-


 
founders







The
 


main
 


objectives
 


of
 


the
 


LMBA (1)


•
 


promotion of the creation of virtual libraries, 
preparation and implementation of advanced 
technology and innovative projects in the 
libraries 


•
 


subscription to electronic databases for 
Consortium members and other libraries 


•
 


co-ordination of the acquisition of foreign 
periodicals among research libraries 


•
 


development of Interlibrary Loans among 
Consortium members 







The
 


main
 


objectives
 


of
 


the
 


LMBA (2)
•


 
defending the freedom of reading and creation 
of the possibilities to the users to access 
information resources in libraries and remote 
databases without any restrictions 


•
 


encouragement of the professional development 
of librarians 


•
 


encouragement of the participation in the 
programmes and projects of the European 
Union (EU) 


•
 


co-operation with foreign and international 
library associations and other organisations with 
a relevant profile 







The
 


main
 


activites
 


of
 


the
 


LMBA


•
 


Subscription to electronic databases for 
Consortium members and other libraries


•
 


Advocacy:
–


 
Copyright


 
issues


–
 


Open
 


Access initiatives
•


 
Knowledge


 
sharing: trainings, distribution


 of
 


the
 


information
 


via the
 


internet
 


and
 closed


 
e-mail


 
forum


•
 


International co-operation







How
 


we
 


are working
 


now:
 members


38 members
 


(+ 2 on the waiting list):
•


 
Academic


 
(25)


•
 


National
 


library
 


(1)
•


 
County


 
public


 
libraries


 
(5)


•
 


Research
 


institutes
 


(2)
•


 
Special


 
libraries


 
(5)







How
 


we
 


are working
 


now:
 structure


•
 


General
 


meeting
 


–
 


highest
 


body
(meetings


 
2-3/year)


•
 


Elected
 


President
 


and
 


the
 


Board
(5


 
members)







How
 


we
 


are working
 


now: 
staff


•
 


Head
 


of
 


administration
 


–
 


part
 


time
•


 
Databases


 
administrator


 
–


 
full


 
time


•
 


Book-keeper
 


–
 


part
 


time
•


 
Public


 
tender


 
procedures


 
–


 
part


 
time







How
 


we
 


are working
 


now:
 funding


•
 


Joining
 


fees
 


~ €
 


72
•


 
Annual


 
membership


 
fees


 
~ €


 
128 


•
 


Database
 


processing
 


fees
•


 
Grants


 
for databases (government: 


Ministry
 


of
 


Culture
 


and
 


Ministry
 


of
 Education


 
and


 
Science) –


 
partial


 
funding


•
 


Projects
 


(eIFL.net, OSI, British
 


Council
 Lithuania, Ministry


 
of


 
Culture, EU)







How
 


we
 


are working
 


now:
 office


Under
 


the
 


auspieces
 


of
 


the
 


National
 


Library
 of


 
Lithuania


Official
 


address:


Gedimino Ave. 51
LT-01504 Vilnius
Lithuania







How
 


we
 


are working
 


now:
 communication


•
 


LMBA forum
 


(closed
 


electronic
 


list) + 
skype, telephone, fax, eye-to-eye


 conversations
•


 
Meetings


 
(minutes) 


•
 


Publications, promotion materials
•


 
Training


 
courses


 
(train-the-trainer)


•
 


LMBA web-site







www.lmba.lt







Subscription to licensed
 


e-resources: 
the


 
process


•
 


Trials
 


for
 


all
 


LMBA libraries
•


 
Negotiations


•
 


Tenders
•


 
Payments. All


 
libraries


 
do


 
pay


 
at least part 


of the subsription
 


fee
 


(7 tears)
•


 
Promotion, trainings


•
 


Usage
 


surveys







Licensed databases 
(start year


 
1999-2005)


Start
 


year Database


1999 EBSCO Publishing
 


package
 


(10 DB)
2002 Science Direct
2002 SpringerLINK


 
(untill


 
2003)


2003 Cambridge Journals Online
 


(untill
 


2006)
2003 Oxford Reference Online
2003 ProQuest


 
(untill


 
2006)


2005 Emerald Fulltext
2005 Integrum -


 
Techno


2005 GALE
2005 Oxford University Press







Licensed databases 
(start year


 
2006)


Start
 


year Database


2006 Blackwell Publishing


2006 SpringerLINK
 


+ Kluwer


2006 AMP Package


2006 American Institute of Physics


2006 American Physical Society


2006 Euromonitor International
 


/
 


GMID


2006 Institute of Physics


2006 SAGE


2006 Wiley







Licensed databases 
(start year


 
2007)


Start
 


year Database


2007 Grove
 


Music
 


Online


2007 Grove
 


Art Online


2007 Oxford
 


English
 


Dictionary


2007 Annual Reviews


2007 Lippincott Williams & Wilkins Custom


2007 11 databases
 


via EBSCO Publishing
2007 SpringerLINK


 
E-Books


2007
… negotiations with


 
new database


 providers







Some
 


figures


•
 


Member
 


libraries
 


subscribe
 


to 65 databases
 via LMBA (not


 
all


 
are available


 
to everybody):


http://www.lmba.lt/XLS/LMBA_db_2007.xls
•


 
6


 
members


 
(out


 
of


 
38 members)


 
do not 


subscribe to a single database
•


 
13 members


 
(out


 
of


 
38 members) subscribe


 
to 


databases
 


not
 


only
 


via LMBA
•


 
47 municipal


 
public


 
libraries


 
(out


 
of


 
65 non-


 members)
 


subscribe
 


to foreign
 


databases
 


via 
LMBA


•
 


18 municipal
 


public
 


libraries
 


do
 


not
 


subscribe
 to foreign


 
databases


 
at all.



http://www.lmba.lt/XLS/LMBA_db_2007.xls





Number
 


of
 


DB subscribed
 


by
 academic


 
libraries
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Who is paying?


•
 


Open Society Fund-Lithuania –
 


first 
promoter


•
 


Ministry of
 


Culture
 


and
 


Ministry
 


of
 Education


 
and


 
Sciences


•
 


Libraries


Costs saving:







Cost
 


savings
•


 
Participation


 
in eIFL.net


 
project


 
-


 
since 1999


•
 


Participation saves 90-99 %
 


of actual DB price 
Database Number of institutions 


sharing the cost
Percentage Saved


AMP 3 95
IoP 5 96


CUP 10 98
OUP 19 99


ProQuest 21 99
APS 6 93
Gale 5 98
Sage 9 98
Wiley 15 99


Emerald 11 90
EBSCO 56 98







Support
 


from
 


the
 


ministries
 


(1)


2001 2002 2003 2004 2005 2006 2007 
(planned)


MC €17377
60000Lt


€17377
60000Lt


€17377
60000Lt


€52131
180000Lt


€28962
10000Lt


€145527
502476Lt


€121061
418000Lt


MES - €13033
45000Lt


€115848
400000Lt


€134673
465000Lt


€317133
1095000Lt


€443119
1530000Lt


€492354
1700000Lt


•Only
 


for
 


the
 


database
 


subscription
•No


 
funds


 
for


 
administration


•Libraries
 


must
 


cover
 


part
 


of
 


the
 database


 
cost
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Consortium negotiations with publishers, 


past and future 


 Library consortia appeared about fifty years ago, they promoted for decades sharing of 


resources and cooperation in collection development policies, they set up online union catalogues 


and interlibrary loans networks. So, it is natural they applied to share the access to online 


resources. 


  


From these times, there is a continuous tension: scientific publications are a very little part 


of the research costs (1 to 2 %)1, but they are essential for research development and for innovative 


processes. So, two trends are coexisting: the continuous growth of scientific publications, and the 


barriers to access to the whole publications. 


  


At the beginning of the nineties, with the Internet, the roles of each of the partners in the 


publishing process changed. The authors could publish and give directly access to articles to their 


readers – such as did the Physics community in the early nineties with ArXiv2. The readers could 


directly make comments or suggest changes in articles and contribute to new versions. New 


publishing sectors emerged with the open access journals and the institutional repositories, that are 


now in competition with the commercial publishers. Libraries were facing a new challenge due to 


technological change: in the paper economics, providing materials and giving access to information 


are two distinct processes, in the online economics the two processes are merged. This revolution, 


that is not yet ended, gives a bigger place to the new materials (online journals, databases, e-


books...) but is not yet the end of the paper materials, and the provision of online resources generate 


for the libraries budgets new costs that don’t substitute to the former costs. 


 


In the online information world, the consortial cooperation between libraries is more and 


more needed for a wide access to scientific publications. It is because the libraries united 


                                                 
1 Conference, European Commission, Bruxelles, Scientific publishing in the European Research Area,  Access, dissemination 
and preservation in the digital age, Speeches of Robert Kiley (Head of E-Strategy, Wellcome Trust) and of Matthew 
Cockerill (Publisher, BioMed Central). 
2 http://www.arXiv.org provides in open access nearly  424 000  e-prints in physics, mathematics, computer science and 


quantitative biology (April 2007). 
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themselves in consortia that the publishers and the information providers recognized them as 


essential partners. Indeed the publishers find their interest in negotiating with consortia who are 


expressing clearly the needs of a community, and it is more easier for them than negotiating with 


single libraries, so they fostered this process allowing discounts proportional to the financial weight 


of a consortium and to the number of libraries involved. But the library consortia are not the agents 


of the publishers, their strenght is in answering the needs of their members and of their users. Their 


action is of public interest, and is generally supported by the public authorities. 


 


The existing consortia established an international cooperation and set up between 1997 and 


2000 the International Coalition of Library Consortia (ICOLC). ICOLC is “an informal, self-


organized group” comprising now 200 consortia from around the world (including developing 


countries)3. Within ICOLC, the consortia exchange their knowledge and learn from each other the 


best practices.  If they discuss in these meetings with publishers and information providers on their 


respective policies and business models, and even if the big publishers are worldwide companies, 


ICOLC does not negotiate with vendors, but publishes statements and documents that are of interest 


for all the partners, and these statements are useful for applying in negotiations some rules accepted 


by  all the partners. 


  


In most cases, consortia negotiate directly with the vendors, but some consortia commit an 


external negotiator who is paid with a percentage of the discount he obtains from the vendor. So 


does JISC with Content complete Ltd. Anyway, a good negotiation is a one that satisfies as much as 


possible the needs and interests of all the members and that is concluded by an agreement with the 


vendor. Of course, librarians must acquire new skills for this new job, but they are the most 


qualified for leading these discussions with vendors. They are the best for negotiating all the aspects 


of a licence agreement, not only price, but also content, access and services provided. They are also 


able to give a feedback from the users, and to suggest to the publishers actions for improving the 


quality of the service provided. For this reason, some publishers set up librarians advisory boards 


for exchanges on strategic and marketing issues. 


  


But this partnership is not so equal between the two types of partners, especially for the 


online journals. If the access to most of the online databases may be obtained from several 


aggregators, and there is place in this sector for competition between vendors, the great journals 


                                                 
3 http://www.library.yale.edu/consortia/ 
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publishing companies do not consent competition and they are the exclusive providers of their 


online services especially in the academic world. So the consortia have little space in negotiating 


the prices, and for the most they reached only agreements on moderation of the increase of 


susbcriptions (6 or 7% instead of 10% and more at the beginning of the 2000). This moderation is 


aimed at guaranteeing some stability to the market and is a counterpart for allowing access to all the 


journals of the publisher (or if not, to a great number of titles). This is the so-called Big Deal. 


  


The Big Deal was not the first business model for the consortia. At first, they obtained 


agreements for cross-access to the titles of a publisher that were suscribed at least by one member. 


The cross-access model had for consequence iterative renegotiations each time the members 


replaced twofolf or manyfold suscriptions by new titles to give access to more titles or each time a 


new member joined the consortium. This way, as consortia accepted progressively new members, 


they were keeping the choice of the content, but this model was not enough stable for the 


publishers, who rapidly proposed competitive conditions for the unlimited access to large bundles 


of journals, in Big Deals. The conditions were to agree with multi-year contracts, with “reasonable” 


increases per year (inferior to the previous annual increases), and with maintaining the amount of 


subscriptions (or cancelling titles for a marginal cost, in the limit of 1% of the total amount of the 


subscriptions). 


  


With these Big Deals, the consortia gave access to their users to a number of online titles 


that could not be imagined before, and this for a reasonable increase of the budget. This extra cost 


has been generally supported at the beginning totally or partially by the funding authorities. The 


level of access and downloading knew a geometrical progression, and reaches now a scale with no 


comparison to ILL ot to access to printed documents. So the Big Deals boosted the consortia, and 


the users – mostly the researchers – were accustomed in a way it is no more reasonable to imagine 


to go back to the past situation. More, they rapidly accessed to many titles that the libraries did not 


suscribe before, and they gather now 25% more articles in twice as many journals4. 


  


For instance, the French consortium COUPERIN counted a few members in 1999 and 


expanded rapidly with the first big deals, and reaches now 210 members: universities, other 


academic institutions and research organizations... As the 2005 figures show, if Couperin concluded 


91 licence agreements with vendors, the activity of the Couperin members is concentrated on a few 


                                                 
4 Study of the Economic and Technical Evolution of Scientific Publications Market in Europe, Commissioned by DG-


Research,  European Commission, Comments from Elsevier, June 2006, p.5. 


Document consultable sur http://www.enssib.fr/bibliotheque-numerique/  – 3/8 – 







Pré-conference au 36e congrès LIBER, 2007, Varsovie. 


publishers: 46 % of the members contracted with 1 to 5 publishers; only 5 major publishers were in 


contract with at least 50 Couperin members ( American Chemical Society -53-, Encyclopedia 


Universalis -51-, Elsevier -123-, Springer -62-, Wiley -53), and these 5 publishers counted for the 


half of the online costs paid by the members of the consortium (paper subscriptions excluded). This 


is in relation with the usage statistics. The number of articles downloaded from the six greatest 


publishers (American Chemical Society, Blackwell, Elsevier, Institute of Physics, Kluwer, 


Springer, Wiley) evolved from nearly 3 million in 2001 to nearly 12 millions (of which 10 millions 


from Science Direct) in 2005. 


  


But the costs did not reduce and the income did not increase, the libraries could not cancel 


subscriptions for titles included in these Big Deals (or only in the margin of 1% of the turn-over). 


So the libraries cancelled subscriptions for titles from medium and little publishers (mostly learned 


publishers), the leadership of the great publishers was strenghtened and had for consequence new 


mergers in these five last years. The result is a relative stabilization of the market for the great 


publishers, who have some margins of flexibility (for instance, they make changes in the list of the 


journals in the bundle). On the other part, there is not really flexibility for the libraries. The usage 


statistics show that generally 80% of the downloads are concentrates on 30% of the titles5, but the 


publishers don’t accept to reconfigure these Big Deals and to reduce the turn-over. So, when 


libraries argue for a more restrictive bundle, only with the titles more accessed, the publishers don’t 


accept to contract at a lower cost. So, cost-effectiveness issues are more and more important. 


  


In front of this situation, some consortia experienced a “crisis” mode of negotiation. At the 


beginning of a negotiation, nobody can say if it will be concluded by an agreement or not, and some 


hard discussions may include “rupture” phasis. But it is a failure if a “rupture” position does not 


lead the partner to change his position. For instance, in 2004, Cornell and other universities in the 


USA cancelled their subscriptions with Elsevier, and so did Switzerland. But the users were the first 


punished and did not understand they would no more have access, and these consortia were obliged 


to reach to a new agreement. 


  


Ohio Link experienced another way, that was called an orderly retreat from the Big Deal6, 


and that is an evolving Big Deal, the “border warfare model”7 based on two principles: “a 


                                                 
5  David Kohl, Ten years of Big Deals, FECYT Seminar On Big Deals and Consortia, March 2007, 15, Madrid, Spain. 


http://www.heal-link.gr/SELL/7thmeeting.htm 
6 Gatten, J. and Sanville, T., “An orderly retreat from the Big Deal”, in D-Lib Magazine, 2002:10(10) 


http://www.dlib.org/dlib/october04/gatten/10gatten.html 
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reasonable increase in Big Deal is OK (it might be the inflation in the 3% range at present), if the 


inflation exceeds an acceptable amount, the consortium selects titles to cancel to reduce costs.” This 


is possible if the consortium is able to analyze detailed use data and to reach agreement of his 


members on the titles to cancel, and has set up an information system. “In OhioLink’s case in 2006 


only 2 out of 8 publishers up for the Big Deal renewal/inflation increases decided for the border 


warfare model rather than acceptable inflation”. 


  


This solution works because it is a collaborative one. It is vital for the consortia to find such 


collaborative solutions agreed by their members and that allows them to reach positive agreements 


with the publishers. If they don’t succeed, they are exposed to tensions and failures that endanger 


the life of the consortium itself. In a consortium are united different libraries, some are bigger, some 


are smaller, and the immediate interests of each of them could be opposite. The collaboration within 


a consortium is a force not only for the smaller, but for all. The strength of the consortium is in the 


link, it is in the network, in the ability of all its members to support the same decision, and not in 


the individual libraries. We all need this strength to conclude positive agreements with publishers. 


  


To reduce the pressure of the great publishers and to maintain a large access to the others, 


consortia would also unite themselves. Some good news are showing it is possible. For instance, the 


Southern Europe Libraries Link (SELL) concluded a multi-consortial agreement with the 


Association of Learned and Professional Society Publishers (ALPSP). In the same way, Knowledge 


Exchange published a licensing tender8 on the European Union website for agreements applicable 


to United Kingdom, Denmark, Germany and Nederlands. Such multiconsortial licensing tenders 


could work for supporting medium and little publishers, and also for accessing to some special 


resources which are needed only by a few libraries in each country and don’t reach a critical mass in 


a single consortium. 


  


But these are exceptions for the moment. All this new economics is based on ancient 


models, on the historical amount of paper subscriptions: the e-access fee is a percentage of this 


amount as the e-only fee is calculated with a discount on this amount. The publishers feared that 


with online access the libraries would unsuscribe paper journals, and guaranteed this way they 


would maintain (and annually increase) their income. Now, many libraries are willing to shift to e-


only, but the e-only discount is not sufficiently incentive and in Europe the VAT legislations are a 


                                                                                                                                                                  
7    David Kohl, op. cit. 
8     http://knowledge-exchange.info 
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barrier to this evolution, as the VAT on electronic services is 10 to 15 % more expensive than the 


VAT on journals9. But a great part of the paper journals received in the libraries are no more used 


by ther readers, and the costs in staff and premises could be spared if only a few libraries took the 


responsibility to preserve paper journals. 


  


A new Big Deal between publishers and consortia adapted to the online publishing 


economics and making easier the shift to e-only has become a necessity. Libraries are not able to 


face annual increases such way, and publishers don’t have interest in pushing the consortia to 


breaking-down.  The publishers would move their positions, as they are confronted with two trends. 


First, they go trough a new competition with researchers, the world of scientific publications is 


continuously evolving, and now there is a social consciousness that the results of publicly founded 


research would be in open access10. Open access journals and institutional repositories are taking 


more and more place. If many researchers imagine that these alternative models based on the author 


pay model could replace the reader pay model, for at least the twenty years coming now, it is more 


plausible that a new and moving balance will be established between these three sectors: 


commercial publishing that will keep the more important part, open access journals, institutional 


repositories.  


The second trend is more hopeful for the publishers, as scientific publishing is also enlarging 


and now it doesn’t have borders in the world; new scientific nations are emerging and growing 


rapidly such as China or Brazil. New markets are opening to them, and the publishers have now 


opportunities to make more money in widening their market more than in intensifying the 


profitability of their present market. 


  


 So, we would imagine new business models based on a new definition of holdings as 


electronic contents, and taking in account the role of the libraries in the preservation of these 


contents. These new models would be free from the reference to the costs of paper subscriptions. 


  


Some studies are needed to set up these new models: 


 on the cost of access to e-only. It is not related to the cost of a paper subscription, 


because access is not holding, and the production costs are not the same for e-only 


                                                 
9   Liber  http://www.sub.uni-goettingen.de/frankfurtgroup/vat/EndberichtVAT210906.pdf 
10 Cf the petition of European Union researchers that was signed at the beginning of the year by 25.000 individuals and 


institutions. 
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content and for paper content; only editorial costs are in common for the two types of 


materials; 


 on the value of electronic content. The value of information is inversely proportional to 


its dissemination, and if value and cost were related, cost would decrease with the 


growing number of customers, of libraries paying for access.  


 on the usage of e-journals by the researchers. A study for each title and of the titles more 


used and less used for each publisher, in relation with the cost of the subscriptions, would 


be useful, and would allow to approach some quality aspects in publishing; 


 on the value of the subscription to a bundle of journals. The value of access to a bundle is 


far minor from the total cost of the titles of this bundle, as the usage statistics are 


showing that 80% of the downloads are made with 30% of the titles.  On another way, as 


we cannot foresee to what titles the users would access, a cost for use model (pay per 


view) is not functioning and would be a barrier to a wide acccess to the information, and 


a subscription model to a bundle is more adapted; 


 on the cost of archives. It would be minored to take in account the responsibility of 


libraries for long-term preservation and the value added by the libraries in preserving 


these contents. The preservation of electronic content is a major issue for our societies 


who need to guarantee a perennial access. This would recognize that cooperative actions 


in this field are supported by libraries and consortia, and that the long-term preservation 


is the job of the libraries; 


 on regulations of multi-year contracts. These would take in account the evolving 


percentage of articles in open access in the content provided, the annual increases would 


be related to the annual inflation, reasonable (and not marginal) cancellations as in the 


“border warfare model” would be possible. 


  


 Consortia would cooperate in these studies, and publishers would also contribute to this 


action by making publicly available at the international level their business models, even if they 


take in account local criteria. A good new Big Deal would be one established by consortia and 


publishers in a more equal balance than the actual. If we don’t progress that way, the public 


authorities will act and promote more competition in this market, and will decide more restrictive 


regulations in licensing tenders.   


  


  Pierre Carbone 


  Director of the Library of the University Paris 12 Val-de-Marne 


  Coordinator of the consortium COUPERIN 
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Summary 


 Since the mid nineties, with the development of online access to information 


(journals, databases, e-books), libraries strengthened their cooperation. They set up 


consortia at different levels around the world, generally with the support of the public 


authorities, for negotiating collectively with the publishers and information providers 


general agreements for access to theses resources. This cooperation has been 


reinforced at the international level with the exchange of experiences and the debates 


in the ICOLC seminars and statements. So did the French consortium Couperin, which 


is now gathering more than 200 academic and research institutions. The level of access 


and downloading from these resources is growing with geometrical progression, and 


reaches a scale with no comparison to ILL or access to printed documents, but the 


costs did not reduce and the libraries budgets did not increase. At first, agreements 


with the major journal publishers were  based on cross-access, and evolved rapidly to 


the access at a large bundle of titles in the so-called Big deal. After experiencing the 


advantages of the Big deal, the libraries are now more sensitive to the limits and lack of 


flexibility and to cost-effectiveness. More, these Big deals were based on a model 


where online access fee is built on the cost of print subscriptions, and the problem for 


the consortia and for the publishers is now to evolve from this print plus online model 


to an e-only model, no more based on the historical amount of the print subscritions, to 


a new deal. In many European countries, VAT legislation is an obstacle to e-only, and 


this problem must be discussed at the European level. This change to e-only takes 


place at a moment where changes in the scientific publishing world are important 


(mergers of publishing houses, growth of research and of scientific publishing in the 


developing countries, open access and open archives movement). The transition to e-


only leads also the library consortia to deal with issues as preservation of print and 


electronic materials and perennial access to information.  
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