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Foreword

On September 23, 2005, Michael Casey uploaded a picture into his Flickr account—a screenshot, actually, of Library Crunch titled “Another Useless Blog.” I had subscribed to Michael’s Flickr photos a few weeks before, when I’d discovered “Rock the Shelves” in his photostream and asked to use an image of teens enjoying rock music in the library in an “Optimizing Technology in Libraries” presentation. This time, though, something else caught my eye. Library Crunch was another new library blog, yes, but its tagline was what spoke to me: “By a librarian trying to bring forth Library 2.0.” I had a definite “aha!” moment.

This was what some library futurists, innovators, and commentators had been talking about for a while: a shift in thinking about libraries. When I scanned the first few entries and read the next few weeks of posts, as Michael’s thoughts on building better library services crystallized, I realized we were singing the same tune. His posts echoed many of my talks about technology planning, implementing social tools, creating change in libraries, and librarians optimizing their skills to fulfill the greater mission of libraries.

I need to take Michael to task a bit for describing his blog as “useless.” On the contrary, Library Crunch has been thought provoking, insightful, and well written for more than a year now. It also speaks of the power of this little social software tool: Any librarian with something to say can easily add their voices via their own blogs, or through comments at established blogs.


And what of Library 2.0?

In the months since Library Crunch launched, we’ve seen discussion of the term and the thinking behind it play out across the biblioblogosphere. Some folks had similar “aha!” moments. Others didn’t care for the phrase or didn’t like attaching a buzzword like “2.0” to the world of libraries. But, no matter where your opinions fell, it certainly was an incredible time to participate in a much-needed discussion—where any librarian could blog or comment and share their views.

What was “born in the biblioblogosphere” has moved beyond the realm of blogs. This has been a fascinating journey. In the drama of the moment, some growing pains at points made it seem like the conversation was disintegrating. Library 2.0 as meme, however, as a way to approach library services, as a way to jumpstart innovation, and as simply the name for a set of principles and philosophies has become firmly planted—not only in the world of library and librarians’ blogs, but in our professional literature, conferences, workshops, and associations.

The culmination of this discourse is in your hands. In this book, you’ll discover the thinking behind Library 2.0 and its implementation, from user-centered planning to the need for constant evaluation. One of the things I like best about the book is that it discusses the importance of preparing for and dealing with change—a skill every librarian should possess. Michael and Laura Savastinuk present models for creating change in libraries that look forward while never losing sight of our mission, our professional foundations, and the people who have always used libraries. This model is not just for serving Millennials. It’s not just for the well-heeled techno-elite. It’s a service model for everyone—those who support the library and those who may not have visited a library for many years, if at all.

I feel fortunate that Michael and I have had many opportunities to discuss L2, in person, online, and via the blogosphere. My favorite parts of those discussions have been about the emotional, personal aspects of L2, which include:



Library 2.0 encourages the heart. As we reach out to our users, we remember all of the folks we serve.

Library 2.0 will be a meeting place, either online or in the physical world, where the emotional needs of users will be fulfilled through entertainment, information, and the ability to add their own creations to the Long Tail of content.

Library 2.0 is human. Users will see the face of the library, no matter how they access its services. Librarians will guide them via electronic methods, as well as in person. Versed in the social tools, able to roll with each wave of change, these librarians will encourage and educate future users.

—Michael Stephens








About the Web Page

www.librarychange.com

We hope that the Library 2.0 Web page will serve as a source of supplemental information for the book. We will use it to maintain an updated list of the links that are mentioned in the book, as well as to post additional responses and quotes from the Libraries, Librarians, and Change survey. The page will include a list of blogs that discuss Library 2.0 and will be checked regularly for outdated links. Additional Library 2.0 Web sites of interest, including links to libraries that have made strides toward Library 2.0, will be added as well.

Disclaimer

Neither the publisher nor the author makes any claim as to the results that may be obtained through the use of this page or of any of the Internet resources it references or links to. Neither publisher nor author will be held liable for any results, or lack thereof, obtained by the use of this page or any of its links; for any third-party changes; or for any hardware, software, or other problems that may occur as the result of using it. This Web page is subject to change or discontinuation without notice at the discretion of the publisher and author.






Introduction


“Libraries need to be able to take reasoned risks to push the envelope when a clear trend emerges and a different way of envisioning and delivering services makes sense.”

—Steve Watkins



In August 2005, when Michael Casey first began thinking about the implications of Web 2.0 for libraries, he never imagined that so many others in the library community were wondering the exact same thing. Indeed, librarians around the world were also thinking about how ubiquitous technology and the changing needs of library users would impact library service; all Michael did was give this discussion a name. At this point, Library 2.0 was merely a term without a clear definition. It came with one main question: How can Web 2.0 make libraries better?

Casey launched the first Library 2.0 blog in September 2005, naming it LibraryCrunch (www.librarycrunch.com). Bloggers and librarians from around the world soon joined the discussion on their own blogs, at conferences, and in their libraries. In October 2005, shortly after LibraryCrunch was launched, we received word that Michael Stephens discussed Library 2.0 at the Internet Librarian 2005 conference in Monterey, California. In retrospect, it is unsurprising how quickly this concept developed and was picked up by other librarians. Even before the name was coined, elements of Library 2.0 were already being discussed and debated—well before LibraryCrunch was created. Without the open-minded and constructively critical conversation that occurred over the next year, Library 2.0 may never have been clearly defined. Even though Casey is known for coining the term “Library 2.0,” no one person can take responsibility for the evolved definition or the wave of discussion that has made this model so popular and intriguing today.

Web 2.0 and Business 2.0 provided the impetus for the Library 2.0 name and for much of the initial discussion and attempts to clearly define Library 2.0. However large a role technology played in the initial discussion, it soon became clear that the changes libraries need to make to keep up with their users involve much more than just technology. Fortunately for library users, our understanding of what Library 2.0 can do for libraries evolved to include a method of constant change, which includes reevaluating library services and what our users need. Most importantly, Library 2.0 became less about what we can provide to our users and more about what we can allow our users to provide themselves. Participatory service and change are the heart of Library 2.0, and technology is a tool that can help us get there.

We hope this book will help librarians, library administrators, support staff, and students gain a greater understanding of what Library 2.0 is, and how it can be used to revitalize library services for our users. These concepts and ideas are relevant to public, academic, and special libraries. There is no one-size-fits-all model; however, the basic components of Library 2.0 can be applied to just about any library willing and able to take the necessary steps. Because of our public library experience, much of the discussion in this book involves examples from public libraries, although we believe you will still find the content applicable to your organization.

We decided to write this book for the same reason that much of the library community has taken an interest in Library 2.0: We want to improve library service. Every librarian has the goal of offering the best possible service to library users. Library 2.0 can help us achieve and maintain this goal in a rapidly changing environment.


In April 2006, we conducted an online survey about change using the SurveyMonkey Web site (www.surveymonkey.com). Survey questions, statistics, and some responses are provided in Appendix A, and we refer to this survey and its responses several times throughout this book. In this survey, we sought the input of librarians, library staff, and library administrators. We asked questions that would help us gain a greater understanding of how respondents view the effects of change on services, procedures, and other operations within their libraries. Survey respondents had a lot to say about change:

• “Change for the sake of having change is not good enough. There needs to be a direction, target, or goal. The change needs to be measurable and objective—subjective change is OK when it supports the overall goal, but it’s a mushy measure.”

• “I like many of the changes our administrator has handed down to us to implement, but sometimes feel shut out of the decision process. Many librarians I meet (at conferences) seem way too tradition-bound and seek comfort from each other so that they may remain ‘stagnated’ yet another year. I hear a lot about how patrons just don’t understand.”

• “Embracing change can be scary. But once a library starts to change and decides to see change as a constant state, then it becomes easier and easier. Rather like kinetic energy, it is easier to change when you are already moving forward.”

• “So much is still ‘the way we’ve always done it.’ My supervisor is very supportive of new ideas, but my co-workers, the library lifers, are not.”

• “Change is good. However, when you have limited resources you have to be careful how you go about it. You also have to have a high tolerance for failure and the patience to stick with something you know will work until it finds its place.”

• “The key is to not stick with the changes that failed. Don’t be afraid to say something isn’t working and go back to how you used to do it.”


• “What is wearing down me and my co-workers is rampant, ill-conceived, unscheduled change with little input from people on the front lines. If change was managed differently, the results would be much better.”

• “This is a very exciting time to be working in libraries, and I think that it will be that way for many years to come. At first, I hesitated to go to library school, but as I saw the changes taking place in librarianship, I was convinced that that was where I wanted to be.”

Libraries have changed quite a bit over the past couple of decades. In fact, many of the survey responses we received commented on the fact that change itself is already happening; it just isn’t always well managed or fails to incorporate the type of change that will best meet our customers’ changing needs. Much of this book describes a method for managing change that we and many other librarians would like see libraries adapt—and libraries must adapt to keep up with the changing needs of our users. Here’s the truth:

• We are losing the interest of our users.

• We no longer consistently offer the services our users want.

• We are resistant to changing services that we consider traditional or fundamental to library service.

• We are no longer the first place many of our current and potential customers look for information.

Given these challenges, how can a library keep its current customers and reach potential users who are not already using its services? We hope this book will help you answer this question for your organization.

Chapter 1 explains that there is no one way to get to Library 2.0 that works for all organizations; you must consider both your library’s stated mission and your community’s needs. Chapter 2 covers the basics of Library 2.0, including an introduction to each of the essential components that will get you there. Chapter 3 explains the importance of knowing your market and competition and providing easy ways to remain aware of your customers’ needs and wants. Constant change, a major component of Library 2.0 that is briefly introduced in Chapter 2, is explained in greater detail in Chapter 4, which also includes a method for implementing a system of continual change into your organizational structure. Chapter 5 covers another major component of Library 2.0, user participation, and also discusses the ability for libraries to reach the Long Tail using participatory services and constant change. Chapter 6 provides examples of technologies that libraries can use as tools to reach their Library 2.0 goals. Achieving buy-in from staff, administrators, and the governing board of a library is discussed in Chapter 7. Chapter 8 provides suggestions your organization can use to maintain the momentum for change toward Library 2.0. Chapter 9 covers final considerations about Library 2.0 and the changing needs of library users.

It is our hope that you will use this book to start the process of implementing Library 2.0 changes in your organization. Enjoy!






1

Brand Library 2.0


“Libraries need to offer traditional services more efficiently and new services which appeal to those comfortable with new ways of accessing information.”

—Anonymous



Change is everywhere. Like the steadily increasing processing power of computers, our lives are growing ever more complex. Advances in technology allow us to do more with every minute of our waking day. We can log on and check our e-mail in the morning with our high-speed, always-on Internet connection; we can use cell phones to talk to our co-workers and family on the car ride to work; we can multitask at our desks using our powerful computers; and we can take our PDAs with us to lunch to let us instantly respond to incoming e-mail messages. Every minute of our day, we can “be in touch.” Attending our children’s after-school events has taken on new meaning, as we see people instantly uploading photos onto their Flickr account, responding to last-minute queries from their boss, and checking the stock closings, all with their ever smaller handheld devices. Technology allows us to work, play, and entertain ourselves no matter where we are—no matter what time of day.

Today we are interacting and communicating on a level unprecedented in human history. Thousands of information sources, in print and on television, radio, and the Internet, bombard our senses. We juggle work and family, with an increasingly blurry line separating the two. Our lives are undergoing constant and often disruptive change, and libraries are along for the ride.

Although libraries have always changed, the pace of that change somehow feels faster now than ever before. We have moved from handwritten manuscripts to low-cost industrial printing, from private or pay libraries to open and free public libraries, from handwritten card catalogs to typed card catalogs to electronic online card catalogs. Libraries have become central to our communities, serving as meeting places and social centers. Change has been constant for libraries. But why does this change feel so much faster, so much deeper? This change feels faster because in many ways it is faster. Technology has played a key role in this perception of change, but it is by no means the only factor. Shifting population centers, changing demographics, and the cyclical ups and downs of the economic roller coaster all contribute to the change with which libraries must deal.

All around us, we see big-picture changes. Business is learning to operate under new rules. No longer operating in a vacuum, business knows it must live and die by the connected marketplace. Heeding the advice of The Cluetrain Manifesto, today’s business listens to its customers’ conversations. The philosophy behind this is well summed up in this brief quotation:


A powerful global conversation has begun. Through the Internet, people are discovering and inventing new ways to share relevant knowledge with blinding speed. As a direct result, markets are getting smarter—and getting smarter faster than most companies.1



This conversation has resulted in new expectations: expectations for better usability, for faster responses to customer demands, and for an ultimately better product. Business 2.0, as defined by Chris Anderson and James Daly, founders of Business 2.0 magazine, is about a growing marketplace that demands greater efficiency and value while operating in a world that is less affected by time and space than ever before, due to the growing interconnectivity of the market itself. At the center of Business 2.0 stands the customer, demanding better products and services, expecting excellent customer service, and being secure in the knowledge that they have many choices of places to buy the things they want.

These fundamental changes in the way the business model operates also underlie the development of Web 2.0. Web 2.0, or the “participatory Web,” has its roots in simple technologies that allow such collaborative and social Web applications as blogs and wikis to operate as conduits for user participation. These simple tools open up an environment where each user can collaborate with other users and contribute content to other Web sites. This ability to talk and contribute has done nothing less than change the way we interact with businesses.

Complicating these changes is the ever-present dark cloud of politics that has come to play an increasingly heavy hand in contemporary library operations. In the past 10 years, we have seen the USA PATRIOT Act and Children’s Internet Protection Act, innumerable censorship challenges, and privacy issues regarding customer records and RFID (Radio Frequency Identification). The ALA’s Office for Intellectual Freedom works heroically to defend libraries and the rights of library users, but the battle seems to grow more daunting every year. By the time you hold this book in your hands, will libraries still be able to link to MySpace and Flickr? Only time will tell.

On a local level, libraries face change in the form of increased demand for greater efficiency. Changing staffing levels in libraries have created the need for new ways to operate efficiently. Reductions in staff directly affect staffing models and the ability to deliver quality customer service, and libraries are reaching out to find new tools that allow them to operate more efficiently. RFID, self-check, downloadable audio and video, and the one-desk model all seek to increase the efficiency of the library staff and the self-sufficiency of the customer.

Library systems in areas with growing populations often face the dilemma year after year of providing more services to more people, all while using the same budget figures. The desire to open new branches, expand operating hours, and provide more services in many cases conflicts with the reality of library budgets. Libraries in communities with decreasing populations and tax revenues often find themselves first on the chopping block when it comes to budget cutbacks. Reduced staff, reduced materials budgets, and reduced service budgets can signal the beginning of the end for libraries in economically depressed areas.

These staffing level and model changes hurt more than just the library user; they also hurt library staff. Faced with more work and greater demands, library staff are wilting under the intense pressure and demand for efficiency. Staff members arrive to work ready to dive right into the first task or program of the day, with little downtime available. Whereas staff would once come in and have the time to talk with each other and discuss library issues, today’s library staff is a model of greater efficiency. This efficiency is not in itself a bad thing, but its impact on staff must be addressed. The fact that there is less time for staff to talk, share concerns, and discuss issues and recently completed and upcoming events means that staff will communicate with each other less. Unfortunately, a certain level of communication is vital to workplace morale and overall operations. A team of staff members that fails to communicate with each other cannot succeed.

Local change is also reflected in shifting customer expectations. As our user base becomes savvier and more comfortable with the plethora of online electronic resources, we as librarians face increased challenges with regards to getting those people to use library services. Our customers’ knowledge is growing. They are far more likely to go to Google or Wikipedia before getting in their cars and driving to the library. But even more telling is the fact that our customers don’t first turn to their library’s Web site when seeking an answer to their questions. It is not just that there are alternative sources out there; it is also the fact that we are competing with so many other commercial and nonprofit services. Our current and potential users have only a finite amount of time, and we as librarians find ourselves competing against family events, after-school activities, work, bookstores, television, the Internet, electronic games, and more, in our quest for our customers’ attention.

We are fighting for the attention of our users, and, like many businesses, we are losing this battle. The 2005 OCLC (Online Computer Library Center) report Perceptions of Libraries and Information Resources (www.oclc.org/reports/2005perceptions.htm) illustrates that libraries are far from the first place people turn when looking for answers. Our community of users is not aware of the services that we offer. Users do not know that we have online databases, for example, so, of course, they do not know what those databases can provide. Our community knows one thing about the library—books. Books are not simply at the top of the list of library brands, books are the list.

Change is coming at us from all angles, and we need to be able to respond. We need to listen to those conversations, as The Cluetrain Manifesto suggests, and we need to be able to reach out to our users. We want to do this. We have always wanted to bring more users into our buildings. We want to continue serving our communities. In fact, we want to serve them with more, with the same budget or less. We want to do it all. The question is, how?

Enter Library 2.0, the idea.

A (BRIEF) DEFINITION

What is Library 2.0? Numerous excellent definitions have been suggested. When thinking and talking about Library 2.0, it is important that any definition include the following:

• Library 2.0 is a model for constant and purposeful change.

• Library 2.0 empowers library users through participatory, user-driven services.

• Through the implementation of the first two elements, Library 2.0 seeks to improve services to current library users while also reaching out to potential library users.


The changes involved in Library 2.0 are specifically designed to improve library services, procedures, and other operations; essentially, Library 2.0 requires the constant evaluation and updating of library services whenever necessary. This change reflects the ever-changing needs of our users. Library 2.0 also empowers library users by giving them the opportunity to assist in the creation and content management of services. This can be accomplished through current and potential user feedback, as well as through the offering of services that rely on active input, such as customer-submitted book reviews or tags that go in the catalog. Finally, Library 2.0 seeks to improve services for current library users, as well as reach the Long Tail of potential users (who are not currently using library services) through the implementation of the first two components. We explain the basics of Library 2.0 in further detail in Chapter 2; the Long Tail as it relates to libraries is further described in Chapter 5.

If you are wondering where technology plays a role in Library 2.0, realize that technology, while an excellent tool that libraries can use to work toward Library 2.0, is not a primary element of this model. It was through rapidly changing technology-based service offerings that librarians initially were able to see the possibilities of reaching Library 2.0, and indeed, you may find that many services your library offers to accomplish Library 2.0 goals involve technology. Still, technology is just a tool that we can use to reach our users. Those libraries that change their operations and ways of thinking to include the fundamental elements of Library 2.0, user empowerment and constant change, will be better able to reach current and potential users than will those who just buy a bunch of new cool toys. A library branch manager told us: “Though many library users have needs that have changed in step with technological innovations, many have not, and we do a disservice to those patrons if we focus exclusively on keeping up with technological innovation.”

When Library 2.0 was first being discussed in blogs, at conferences, and in libraries, there was some debate over the chosen name “Library 2.0”—a play on the term “Web 2.0.” Some librarians also wondered why there had to be a name for it all, arguing that there was nothing new about wanting to better serve library users. We could debate “Library 2.0” and possibly come up with any number of alternate names for this library service model. We also could talk ourselves in circles about how libraries have always had to change to keep up with users and that driving force of Library 2.0 is nothing new. But if libraries are already Library 2.0, then why are people not only still talking about it, but changing their services to become Library 2.0?

Here’s why: Library users are changing rapidly; this is nothing new. Library services also have to change rapidly to keep up, but unfortunately, most libraries have not been able to do so. Library 2.0 is an attempt to focus our energies on two specific objectives—empowering the user and constant change—in order to keep up with the changing needs of our users. Additionally, libraries have never been able to consistently reach the Long Tail of users who are not using our services. The elements of Library 2.0 help us meet this goal. So, while the goal of Library 2.0 to reach and better serve library users is not new, the combined elements of the Library 2.0 model can help us reach it.

TRADITIONAL VS. NEWER SERVICES

Every service we offer must work toward fulfilling the library’s mission. Any service, new or old, may be able to accomplish this. Innumerable libraries perform traditional library services that are being well received by library users, just as there are libraries crafting new, technology-dependent services that are also successful at meeting user needs. Old or new, the ultimate success of any service is determined by the library user.

And, that’s the key. For Library 2.0 to meet its goal of better library service, no service can continue forever without being reviewed to ensure it is still successfully serving library users. No service can be truly successful without some level of feedback or design assistance from the community the library serves. Reaching out to the community is critical to any successful service, whether through a traditional book club or an online catalog that accepts comments and ratings.

Your users will ultimately determine the mix of traditional vs. newer services that you offer. You will probably find that each age group and each demographic wants a bit of a balance between the old and the new. On a recent visit to ImaginOn, the Public Library of Charlotte & Mecklenburg County’s exciting new 100,000-square-foot facility dedicated to serving the youth of Charlotte, I was amazed to see amid the high-tech learning tools a number of teens playing old-fashioned board games, reading books, and playing cards. Kids certainly enjoy interactive computer games and multimedia presentation centers. But they also like drawing and painting and writing stories of their own. Likewise, teens love X-Box gaming and RuneScape tournaments, but they like more traditional library offerings as well.

Library users will almost always want a mix of services. Though we may strive to become more than “brand book,” the fact is we will always embrace brand book; we just don’t want it to be our only brand. But just as we argue that we need to reach out with the newest technology at our disposal, so too should we continue to reach out with those services that continue to serve our users so well.

Technology’s advances over the past two decades, and especially over the past few years, have caused many librarians to fear that their services—library services—would no longer be needed. The introduction of computers into libraries, the very quick development of the Internet, and the almost overnight expectation that libraries would provide Internet access—all of this was too much for some. Many librarians were pushed out of their traditional comfort zone, and some have not felt well since.

But the OCLC survey—and indeed our own local users—reminds us day after day that there remains a place for traditional library services. Though these may be augmented and supplemented with electronic resources, the work of the traditional librarian will always be needed. We need to be careful, though, to keep in mind the expanding role of the library. A well-structured organization that incorporates change into its operational structure will have an improved chance of weathering whatever changes come next. We will always be needed for reference work, literacy education, and the myriad other traditional services we offer. What one library system does will not always work for another. Again, the collaboration of staff and community will help you determine what works and what does not. We just need to be willing to adopt new services and to change those already being offered, in order to bring back that comfort zone. If we are ready for change, then change will not prevent us from serving our mission.

ENDNOTES

1. Rick Levine, Christopher Locke, Doc Searls, and David Weinberger, The Cluetrain Manifesto: The End of Business as Usual (Cambridge, MA: Perseus Books, 2000): xi.
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The Essential Ingredients


“I think that librarians need to pay attention to trends in the larger society and changing patron expectations. We need to throw out the phrase ‘But we’ve always done it this way!’ and think instead about what we COULD do, how we can reallocate resources and staff time and decision-making power to serve our changing populations.”

—Rachel Singer Gordon



Chances are you’re reading this book because you seek advice on how to improve your library’s service and better reach your customers. As discussed in Chapter 1, there is a growing need for libraries to respond to customer demands more rapidly and to increase the response time in service creation. How do we accomplish this? Library 2.0.

Library 2.0 is a model for library service that enables libraries to respond to constantly changing customer demands. By utilizing the underlying principles of Library 2.0, we can bring ourselves closer to meeting the needs of our customers while expanding service to reach more users. By better understanding the components of Library 2.0, you will be able to begin implementing these changes into your organization. In order to give you a “big picture” conception of Library 2.0, in this chapter we will provide an introduction to its main components; in the following chapters, we will discuss each component in more detail.

Library 2.0 is a model of library service that includes constant and purposeful change and user participation in the creation and maintenance of services, while maintaining a primary goal of extending the library’s reach to potential library users. Implementing a system of change and participation will enable you to expand your user base and reach those customers you previously have not been able to reach. This model also calls for libraries to keep up with rapidly changing technology, social trends, and customer expectations, something libraries must do to remain relevant. Although these concepts of change and user involvement are not necessarily new, using them together in a Library 2.0 environment will help you keep your library relevant in the wake of the rapidly changing needs of your customers.

CONSTANT AND PURPOSEFUL CHANGE

Change is a primary component of Library 2.0. Let’s be honest: If your organization is not open to change, your library has little hope for survival in the imminent future. Being wary of certain types of change is normal, but running from change does a disservice to both your staff and your customers. When we discuss constant and purposeful change, we do not mean change just for the sake of change. Constant and purposeful change is just that: constant and purposeful. While change can be disruptive, it does not have to be difficult—or painful! If implemented correctly, change will almost always be positive for your organization and users. One way to ensure that change is both constant and purposeful is to build the process of change into your organizational structure.

Change can be hard enough, so it is understandable that the thought of “constant change” can be terrifying for those who have had bad experiences with change in the past. An organization that employs a method for continual change in a way that is purposeful and clearly explained will have more success than an organization that randomly changes things on a continual basis without reason. To be clear, Library 2.0 calls for the former, not the latter, type of constant change. One particularly benign and fairly painless type of constant change utilized in a Library 2.0 organization is the continual process of reviewing and updating services. This type of change is not quite so scary to staff and customers as others can be. All you are doing is reviewing services to determine whether or not they are still relevant to library users, determining what could be done to improve them, and then making the necessary changes. As described in detail in Chapter 4, this type of constant change is carried out in an organized way that will create less stress and more success.

Constant change can be disruptive for staff and customers, but it does not have to be scary. It is important to implement a process for constant change that will be sensitive to the human fear of change while not sacrificing its positive aspects for your organization and its users. Again, libraries should not change simply for the sake of change. Not knowing why something has changed is the most common cause of anxiety in the wake of change. In order for change to really be effective and positive, the motivations behind each change and what it is expected to accomplish must be clear to all involved.

You may believe that your organization already has a successful process in place for implementing change. If this is the case, Library 2.0 will provide additional ways for you to verify or fine-tune this process to ensure the change you implement is always purposeful and that it covers the broad spectrum of library services and operations. For the rest of us, however, Library 2.0 can introduce us to a process of change that will help us reevaluate our services so that we can better meet the needs of our users.

The benefits of a Library 2.0 method of constant change can be seen when compared to the method of “Plan, Implement, and Forget” that many libraries currently use. Plan, Implement, and Forget occurs when a library decides to start a service, plans for it, rolls it out—and then promptly forgets all about it. When this happens, it does not take long for library customers to forget about the service as well. In contrast, a method of constant change that requires regular evaluation of all library services will better serve both your customers and your staff. The pitfalls of Plan, Implement, and Forget are further discussed in Chapter 4.

Libraries must continually evaluate services, procedures, staffing, and other library operations, and make changes whenever necessary, in the hopes of making the library better for both the organization and its customers. Nothing, except for the process of change, is constant, and everything is open to evaluation. Change must be acceptable for all levels within the organization; nothing is sacred. The model for change should be both vertical and horizontal, cutting across staffing, procedures, and services. Your organization should continually evaluate everything, looking for ways to update and improve. We discuss constant change and the process for implementing a system of change in your organization in Chapter 4; however, this is not a book on managing change. We simply hope to give you a good base for understanding the ways that change can improve your organization and also help you to better reach your users.

USER PARTICIPATION

User participation can enrich the programs and services your library offers. When we refer to user participation, what we really mean is customer involvement in the creation and evaluation of programs and services. This does not mean that library customers must have direct control over the creation or evaluation of everything at your library. What it does mean, though, is that library users should at least have an effect on the programs and services your library provides.

The level of customer participation will vary depending on the organization, the community served, and the service or program involved. Examples of user participation include customizable interfaces, tag creation, and writing reviews or providing ratings of materials within the online catalog or library Web site. A personally customizable interface would enable the user to design what library news, services, programs, or materials he or she will see on the library’s Web site. My Yahoo! (my.yahoo.com) and Google News (news.google.com) are popular examples of customizable online interfaces. The tagging of items has gained popularity through such Web sites as Flickr (www.flickr.com) and Amazon (www.amazon.com). Tagging, or the submission of keywords to describe a particular item, gives users the ability to assign their own keywords beyond what librarians typically use: subject headings. This personalizes the catalog for library users. Some libraries are already allowing library users to write reviews or rate items in their catalog; other customers can use the feedback left by others as a form of readers’ advisory—much as we have seen on Amazon for years. Ways your organization can promote user participation are explained in more detail in Chapter 5.

User participation can also include feedback through user and staff surveys. When seeking input on services and programs, it is important to gather feedback from both your customers and your staff. This will help you understand how the service is working for those teaching and sharing the service, as well as for those using it. In many ways, staff feedback is equally important as customer feedback. Library staff who provide direct customer service are the ones teaching the service and fielding complaints, suggestions, and comments. They are a valuable resource for finding out what your customers want and need. Both positive and negative customer and staff input will enable your organization to understand what works and what does not work when offering a service. It is imperative that your organization provide a way for your users and staff to give their feedback so that you can better understand the needs of your users. The importance of knowing your market and ways to achieve this is described further in Chapter 3.

REACHING YOUR CURRENT AND POTENTIAL USERS

Libraries have a strong base of regular users and a much weaker group of sporadic users. We also have within our communities a very large population of library nonusers. We know from numerous surveys, including the 2005 OCLC report Perceptions of Libraries and Information Resources, that we serve our regular users rather well. Those people who use our services on an ongoing basis are, for the most part, currently happy with what libraries have to offer. We are not perfect, but we do a decent job.

Library 2.0, though, is both about keeping our current customers satisfied and reaching out to serve the broader market. Through constant change, we can try to keep up with our customers’ changing needs. With participatory, customer-driven sources, we give our users more control over the services we offer and the ways they are used. But what can we do to reach out to that large group of nonusers? As librarians, we wonder, “Why aren’t we reaching those not using our services, and what do we have to do to reach them?”

If we limit ourselves to “brand book,” as the OCLC survey illustrated, then we are forever limited by constraints of space and money. It is impossible for any library, no matter its size, to house every book that every person would ever want. But we are trying to increase our brand beyond that of the physical book, and this desire fits perfectly with our goal of reaching that huge group of nonusers—what has become known as the Long Tail.

The idea of the Long Tail is based on one primary reality that is true for any physical library building: Shelf space is limited. As a result, we can only keep what is most in demand by our users. By only keeping what is most desired, we are choosing not to house less popular titles that appeal to a broader spectrum of readers. The untapped masses desire more esoteric titles, but, when looked at in whole, the demand for these titles is greater than the demand for hit titles. To paraphrase Chris Anderson, author of The Long Tail: Why the Future of Business Is Selling Less of More, Amazon sells more non-hit books every week than Barnes & Noble sells books in total during the same week. Simply put, the quantity of people seeking less popular titles greatly outnumbers those seeking popular titles. If you just serve those seeking popular titles, you are failing to reach an entire segment of your user community. We will take a more detailed look at the Long Tail and libraries in Chapter 5.

There are ways that libraries can reach the Long Tail of users. Many new Web 2.0 technologies allow libraries to reach out to current users—and to find new ones as well. Netflix (www.netflix.com) uses the Long Tail theory to reach a market underserved by its local video rental stores. Far greater title choice and fast home delivery has equaled success for this company. Amazon uses this same model to sell millions of books that Borders and Barnes & Noble cannot stock in their physical stores, due to space limitations.

Now libraries are seeking to harness the Long Tail of their own users. Some libraries are beginning to offer downloadable media, giving library users access to a selection of titles that they do not have the room to physically house. Downloadable media provides increased access to audiobooks, films, and music for library customers. These new services are far from perfect—downloadable audiobooks are handicapped by restrictive digital rights management (DRM)—but they serve as a proactive attempt to reach out to new users and remain relevant to current ones.

In a way, libraries have attempted to reach the Long Tail for years through services such as interlibrary loan, which is often a primitive attempt by libraries to reach a broader audience. Costs and complexities, though, are painfully high, and the opportunity costs are abysmal. Some libraries are beginning to think outside of the interlibrary loan box and purchase used books via Amazon and other online retailers in order to fill title requests more quickly and cheaply. By carefully using seller descriptions and buying only from sellers with a high number of positive feedbacks, a library could often buy used books at a savings to fill its interlibrary loan requests. Librarians can then decide whether to add an item that was purchased in place of an interlibrary loan into the collection after it is returned, reducing the number of brand new titles that need to be purchased. This was not possible with the traditional interlibrary loan system.


Libraries can also reach users by expanding services offered in the physical building at a lower cost. One such example would be word processing and other office productivity software. Online Office-style applications, including word processing and presentation creation, allow libraries to direct users to free and low-cost online productivity tools that we previously would have had to purchase, license, and maintain.

You can proactively attempt to reach new users and improve your service offerings by testing or implementing these types of service changes. Judicious use of online Web 2.0 technologies allows libraries to reach out to new users. The use of technology to further your library’s reach to potential and current users is further examined in Chapter 6.

The needs and wants of library users have been changing for decades. Libraries have tried hard to keep up, and, in some ways, have succeeded. However, we are now at a point where if we don’t make significant changes in the way we create and maintain services, we will lose our relevance for the majority of library users. This is particularly true for public libraries. Implementing a model for constant change and user participation, both of which are multifaceted components of Library 2.0, will enable libraries to expand their user base and reach those users they haven’t been able to reach. Putting the concepts of constant change and user participation together bring us to Library 2.0—the next generation library.
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