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I. THE BEGINNING—AN INNOCENT POST

This all started on 24 October 2008 when I posted the following think piece on several library electronic lists (sla-dsol (Solo Librarians Division, Special Libraries Association), sla-dlmd (Leadership and Management Division, SLA), BUSLIB-L (business librarians, hosted by Northern Arizona University), LAWLIB-L (US law librarians, hosted by University of California, Davis), sscll-sis (State, County and Court Libraries Special Interest Group of the American Association of Law Libraries) and pll-sis (Private Law Libraries SIG, AALL). 

I can envision a future without libraries. Yes, without libraries...but with more librarians. Why?

1. More and more resources are online. Even ones formerly available only in print are now also online. And many are available only online.

2. Users increasingly want resources only if they are online. They don’t want to have to go tot the library to get answer s to their questions.

3. Is it fiscally responsible to require users to spend their valuable time in coming to the library?

4. Is it fiscally responsible to allow users to spend their valuable time looking for information online when they 
a) do not know where to search, 
b) do not know how to search (effectively), and 
c) probably do not know how to determine if the information they find is correct or reliable?


So, I can see a future without physical libraries but with librarians embedded within the units of the organization. These librarians would be professionally trained (degreed) not only in librarianship, with an emphasis on customer service, but also in the subject matter of the users. This would be a reasonable scenario for corporate, medical, law, and non-profit organizational libraries. It could also work in school libraries with classroom collections and a librarian that visits each classroom on a frequent schedule (or as requested) to teach and answer questions and help with research projects. This system could even work within academic institutions, with the distribution of the main library (which often serves as a sort of archives where 98 percent of the books never leave the shelves) to departmental collections with librarians in each department.


I know that this is a radical departure from current practice. However, I am at a point in my career (almost retired) where I am free to look back and forward at the same time, leading to this type of thinking. This is only my opinion and has been posted to many lists for feedback. What do you think of my idea? 

Within two weeks I received 99 replies. Sixty-two were usable (substantive and relevant). Of those, 33 agreed with my point of view and/or were already doing something similar, 20 disagreed or had serious reservations, and 9 expressed mixed emotions. Before I had a chance to summarize the results for the lists, a series of emails arrived. First, a request from the newsletter editor of the State, County and Court Libraries Special Interest Section of the American Association of Law Libraries for a short piece summarizing the results; then Barbara Quint, editor of Searcher magazine, asked me to write an article for the magazine; and, finally, a request from the program committee of CALL to speak at this conference. I decided more research was necessary. The result is this paper.


I started by searching Google for the terms “librarians without libraries,” “virtual libraries,” and “embedded librarian.” The results can be found in the Bibliography at the end of this paper. Of special interest to law librarians is the work of David Shumaker (Clinical Associate Professor, School of Library and Information Science, Catholic University of America,) and Laura Ann Tyler (then a post-master’s certificate student at Catholic but now Research Librarian, LMI Government Consulting, in the DC area). In 2007 they received a research grant from the Special Libraries Association. “To gather consistent data for various organizations and sectors, we conducted an online survey. It was administered using the online survey site surveymonkey.com from March 23 to April 5, 2007. The primary target population for the survey was the membership of the Special Libraries Association (SLA). Initial publicity went to the Division email lists of the Special Libraries Association’s Leadership and Management and Knowledge Management Divisions, to the Washington DC Chapter, and to the Law Librarians’ Society of Washington DC. We received a total of 402 responses to the survey. Of these, 308 respondents characterized themselves as embedded librarians…resulting in a total of 240 usable responses. Roughly 40 percent were in for-profit organizations, with each of the remaining three categories accounting for about 20 percent. Ninety-one percent of the embedded librarians responding have an advanced degree in Library Science…, 11 percent hold both Library Science and another advanced degree [and] several said they are working on Library Science degrees currently. Two-thirds of respondents report functioning as embedded librarians for at least three years, while a full quarter have served in this role for over ten years. These data suggest that while the trend to embedded librarianship may be gaining momentum, it is hardly a new phenomenon and certainly not a fad.” (Shumaker and Tyler 13)


My first title for this study was Librarians without Libraries, but taking a cue from Shumaker and Tyler and to conform to the theme of this conference session, I changed it to Embedded Librarianship. The dictionary defines embed as “to contain or implant as an essential or characteristic part” (Dictionary.com Unabridged (v 1.1). Random House, Inc., http://dictionary.reference.com/browse/embed). Hedreen brought this into focus: “The Iraq war brought us the concept of ‘embedded journalists.’ Now we have the concept of ‘embedded librarians.’ An embedded journalist is supposed to have better access to a story; an embedded librarian provides better access for students to him/herself and to the library’s resources.” 

II. A FUTURE WITHOUT LIBRARIES?
Can it really happen?


More and more of us will be working outside of libraries. Whether in an organization or on our own, the location of a librarian in a physical library may be unnecessary and, in some cases, undesirable. In the corporate sector, librarians are moving out of the library into the business units, working alongside other professionals to provide the information needed for informed decisions right at the point of the decision. This is also happening in the academic world. Subject specialists are no longer confined to the library. They may work in the building where the majority of their clientele works, whether or not the library materials are at the same site. Information commons are being created beside areas where students naturally gather (the cafeteria, for example), with computer terminals and librarians. Taking the library to the user is also a trend for public libraries. They establish mini-branches in shopping malls, downtown store fronts, schools without libraries, and even nursing homes and senior citizen centers in order to attract users and facilitate access to and help with finding information—the modern equivalent of the bookmobile (which still thrive in many areas, rural and urban).


Many people have contemplated a future without libraries. The Extinction Timeline project in the UK predicted that libraries would become extinct in 2019 (and copyright the following year) (http://rossdawsonblog.com/weblog/archives/2007/10/extinction_ 

time.html). Dagger reported that in 2007, Steven Bell, a librarian at Temple University, Philadelphia, Pennsylvania, “in a public debate before an audience made up almost entirely of reference librarians, argued for the abolition of the reference desk by the year 2012.” An early (1993)—and perhaps the most well-known—example is Blow Up the Corporate Library by Davenport and Prusak in which they urged librarians to “get out of the library and into the business.” Perhaps influenced by that article, librarian and futurist Stephen Abram looked at a possible future role of the librarian. His heroine, Sydney Claire (named for his daughter), is an “information coach,” not a librarian. [S]he thought of her colleagues and how few of them actually worked in what could be called ‘traditional’ special library environments. Indeed, few organizations even had those kinds of libraries anymore, although they almost always had more ‘librarians’ than they did in the past (emphasis mine).”
Even Lancaster agrees. “In point of fact, however, libraries as we know them seem likely to disappear. Facilities will still exist to preserve the print-on-paper record of the past, of course, but they will be more like archives, or even museums, providing little in the way of public service. As for the electronic sources, libraries may have an interim role to play, and may play this role for the next twenty to thirty years. The interim role is to subsidize access to electronic publications in the way the library has traditionally subsidized access to print on paper. In the longer term it seems certain that the library will be bypassed. That is, people will have very little reason to visit libraries in order to achieve access to information resources.” (I’m afraid this is more likely to come to pass than his “paperless society” that we’re still waiting for.)


What is a library and how could we no longer need them? Hines, after reading the Extinction Timeline post, wrote: 


Before envisioning what the Library will look like in the future, we need to first think about what the Library is all about right now. What you think about the Library now will determine how you create or utilize this physical or virtual world place in the future. Your past experiences with Librarians will determine what relevance you think the profession has in the future Library. 

What is a Library? Is it a place, a space, or an idea? What words come to mind when you hear the word “Library?” Databases, books, journals, newspapers, warehouse, repository, study hall, Internet, cultural center, meeting place, learning, studying, reading, or the cornerstone of democracy? Why do you use this space or place? How do you think the Library meets your teaching, research, and scholarship needs?

Is a Library about finding, searching, and investigating? Is it about a process, or a result? Is a library about education, teaching, or learning?

Is the Library about people or stuff? What about the people who work in Libraries? What words come to mind when you think about Librarians? Are they guides, Sherpas, helpers, bun wearing book lovers, professionals, colleagues, scholars, experts, or searchers?

What do I think? Libraries certainly are about stuff. Libraries collect all sorts of interesting things. But without the people to give the stuff meaning and context, it’s just a useless pile of data. And by people, I mean both the people who work in the Library and the people who need what the Library has to offer. You can tell when a Library space is more about honoring stuff than helping people. I don’t enjoy visiting those places as much.

There can be, and increasingly may be, librarians without libraries (in the sense that they are not based at a single physical institution). But can there be libraries (or even the Universal Virtual Library as some have imagined) without librarians? Or without tangible institutional existence (per the bricks and mortar cliché)? Obviously, many think so. Others, particularly those responsible for institutional budgets, may hope so. We think this is nonsense. 


The last place that I think will do away with the library is higher education; after all, what is a university without a library? (Even the online-only universities have a sort of library—online, of course.) A library is required for accreditation, right? That could change. Hospitals were required by their accreditation rules to have a trained librarian and a library. However, the current rules require only access to appropriate medical resources. Many hospital libraries and librarians disappeared after this rule change. What is to say that the university accreditation standards could not also change in the future?

A research study found “that faculty perceive themselves to be decreasingly dependent on the library for their research and teaching. Libraries provide critical information goods and services for faculty members, but if these goods and services are not appreciated, libraries may face political challenges on campus in gaining the funding necessary to support their work. To generalize, faculty members are developing an increasingly ambivalent view towards the campus library. Faculty members expect the library to become less relevant for them, yet virtually none believes their institution should redirect library expenditures to other pressing campus needs. And, the vast majority view the role that librarians play as just as important as it has been in the past. Many services typically offered by libraries were also generally viewed by faculty members as providing tremendous value. They understood the importance of libraries paying for research and teaching resources and supported the idea of the library’s preservation function. [However,] in the future, faculty expect to be less dependent on the library and increasingly dependent on other types of electronic materials…” (Ithaka 2) 

What is the function of a library now? Is it as a repository of reference materials, to provide recreational reading materials, to help people find answers to questions, or, as Clowes suggests, to provide access to the electronic world? “While our printed books are still well-used, they are no longer the main reason why people visit us. The main attraction is now the IT facilities….” Keller asserted that “the library is, at root, a collection of information selected for use of, and made useable for, a particular community. That community may be large or small, physically proximate or not, present or future, homogeneous or not, but it is essential that it be identified and at least partially understood. That is, proverbially like politics, all collections are local. Instead of describing collections as ‘those things owned,’ a better definition may be ‘information resources for which the library invests financial resources—directly or indirectly—to manage, service, or preserve on behalf of library users, regardless of the location of content’” (quoting from Collections & Access for the 21st-Century Scholar: Changing Roles of Research Libraries, A Report from the ARL Collections & Access Issues Task Force,” ARL Bimonthly Report 225, December 2002, http://www.arl.org/newsltr/225/

main.html).

So, do we really need a physical collection? In some cases the answer is yes. We still need archives (especially of local ephemera), books where the illustrations are critical (as in art and architecture, although as the quality of computer screens and printers improves this could change), older reference works that are not available electronically that still have value (e.g., city directories, old standards), books for recreational reading, and resources for those who do not have access to computers and electronic resources. However, most of what we need on a daily basis will be online—eventually. As long as someone is archiving the web so that this information is not lost, electronic information will suffice for most people. In a world of far fewer physical collections, it becomes obvious that the real value in the library lies not in the physical structure (but see a later section for more on this issue), but in the information made available—by the librarians. 


The answer to the question at the beginning of this section—Can it really happen?—is yes. The next question is…
Do we want it to happen?


The short answer is…we should. Why? Electronic information saves the user’s time (remember Ranganathan’s fourth law: Save the time of the Reader?). It can save money (mostly in space required to store information in printed form). But most importantly, it is what our users want.


We need to make our resources available where their users are. Public libraries have bookmobiles and satellite libraries in senior centers. Academic libraries have many dispersed collections in departments and even residence halls. Schools have classroom libraries as well as (or in some cases instead of) a central collection. Corporate libraries extend themselves by departmental and even individual collections. Hospital libraries put resources in physicians’ lounges and at nurses’ stations. Corporate law firm libraries often have satellite collections specific to practice groups. 

Kesselman writes of Partnerships not Service, librarians as partners, bridging departments, bridging vocabularies and perspectives. This is seconded by Alsop. “Academic librarians need to outreach into their community to create a sense of greater ‘belonging’ to the community of scholars” where the librarians “see themselves as service providers, as partners with the teaching faculty, and as builders of strong systems and collections.”
A digression: The millennials, next-geners, gen Y (and Z), digital natives


Who are these users who want everything in digital form? First, we have to realize that nearly all of the present libraries were established by the baby boomers and the generations that preceded them and that the majority of librarians working today are boomers.


A few definitions: 

Baby boomers: those born 1946-1954 (sometimes includes as early as 1943 and as late as 1964), some are retired and others are planning to do so in the next 5-10 years
Generation X or Xers: born 1965-1980, pre-Internet, in the peak of their careers

Generation Y or Millennials: 1981-2000, an even larger group than the Boomers, the Internet and Web were created on their watch, some of which are coming into the workforce now

Generation Z or the Internet Generation, Nextgeners, or Digital Natives: 2001-present (although I would put the start perhaps 5 years earlier), have always known the Web, the cell phone, and texting. Digital Natives are contrasted with Digital Immigrants (the rest of us).


Abram (2004) wrote, “The new Millennials…are coming into a world that’s beautifully designed to match their learning and information-seeking behaviors. It might just leave us behind too—groan—if we don’t think smart and work quickly and nimbly to ensure special librarians’ continued relevance.” Levin stated it very well: “If you’re around kids at all today, you can see how differently they think and act about information and technology. To my mind, the biggest difference is that they expect information to come to them, whether it’s via the Web, e-mail, cell phone, online chat, whatever. …I think you have to start meeting these kids’ information needs in their world, not yours. The library has to become more portable…” 
What’s the downside? 

What do we have to lose by losing the library? For starters, the Library as Place. The library is evolving from a storehouse of paper to a gathering place for its community (and community can be a town, a hospital, a university, a school, a company, or even a law firm). It provides a safe, neutral, and free place to study, work, relax, or meet colleagues and friends. Gens Y and Z are very collaborative; they do almost everything in groups—study, work, and date. (However, the group does not have to be in the same place. They often include those in other locations electronically—by text, webcam, or even using social networking tools such as Twitter.) Clowes wrote that, “the functional role of librarians and that of the library building should be considered separately from one another; as libraries become learning centres, diversifying to incorporate IT clusters, group study areas, and cafeterias, it should not be assumed that they are always the most effective locations for us to be working in (or that we are the logical people to run all of these services). In fact, the ubiquity of the digital library offers us the opportunity to function beyond the comfort zone of our buildings, and to find new ways to connect with users who may not visit the library in person.” There is this danger, but where else can they safely meet—at Starbucks (where wi-fi is not free)? 


This is not exclusively a public or academic library issue. A corporate librarian wrote, “The ‘power of place’ is very potent. Libraries are also a meeting place, a collaboration space, especially for academic libraries. The library is ‘neutral’ territory which doesn’t belong to any department.” A Federal Court librarian wrote, “Some of my patrons just like to come to the law library to get away from constant interruptions at their desks, and they appreciate the opportunity for quiet reflection and to browse the shelves.” I found the same was true in the corporate libraries I ran, especially since I refused to allow paging in the library.


If there are no libraries, where will those unable to afford a computer or Internet connection or, increasingly, high-speed access, go for electronic information? In much of the world this is not provided by libraries, public or academic. Access is only through Internet cafes operated by the private sector. This puts the economically disadvantaged at an informational disadvantage as well. In the USA (and Canada?) “free” access is provided at most public and some academic libraries. No building, no access. (I have put “free” in quotes because these services aren’t really free at all; they are prepaid, by taxes or tuition. A great marketing line: “You’ve already paid for the library—use it!”)


A third consequence is the loss of our identity as a profession—a profession named for a building. Lancaster observed: 

There is at least one obvious reason for this situation. Libraries existed before librarians did. Moreover, for several centuries the librarian was little more than a custodian or curator of materials. The librarian as provider of some form of professional service is a comparatively new phenomenon. This historical accident may explain why the library, rather than the librarian, has traditionally been the focus of our attention as a profession. It completely fails to explain why we still seem to concentrate on a physical facility—a building housing artifacts—rather than on the technical expertise of skilled practitioners, which is surely the most important thing that the profession has to offer. 

Since it is the institution that has been emphasized by librarians themselves, it is little wonder that dictionaries still tend to define “librarian” as “a keeper or custodian of a library.” It is also hardly surprising that the public at large thinks of a librarian only as “someone who works in a library” and librarianship as “what goes on in a library.” Because many of the activities most visible in libraries are routine and repetitive, the public can hardly be blamed for failing to recognize the librarian as a skilled professional practitioner. Our image and status suffer as a direct consequence of our own misguided emphases. Even today the public relations message of the profession is “visit your library” rather than “consult your librarian.” 

There is no more justification for defining modem librarianship as “what goes on in a library” than there is for defining medicine as “what goes on in a hospital.” Many different types of professionals may work in the environment of a hospital-not only physicians but pharmacists, nurses, dieticians, a whole host of skilled technicians (such as radiologists), and, of course, hospital administrators. All of these require different types and levels of education and training and they receive this diversity through completely different programs. Only the hospital administrator (and supporting administrative staff), of all these categories, is exclusively associated with the hospital as an institution. Physicians certainly can operate outside a hospital; so can nurses, pharmacists and others. 

This overdependence on a physical facility has had undesirable consequences. For one thing, it has tended to blur and confuse quite different activities. It is my contention that the major professional tasks that librarians perform are all tasks in which the librarian acts as a type of consultant. The librarian is, or should be, a recorded knowledge consultant in much the same way that the physician is primarily a health-care consultant. The prescribing of informational/reading materials is an important professional activity of librarians. The location and delivery of these materials, once prescribed, is not a professional task; at least, it is a task requiring a different type and level of expertise. A physician prescribes drugs but we go to the pharmacist to locate and deliver them. In the library profession we fail to distinguish the diverse levels of expertise and experience implied in diagnosis and prescription, location and delivery, and even the arrangement of the drugs on the pharmacy shelves. A second undesirable consequence is that the institution has offered a virtual sanctuary for some librarians, who have found plausible excuses for staying hidden there rather than venturing out to meet and be met by the various constituencies they are to serve. 

So, the loss of a building might bring us out of the shadows and into the light where our customers work and live. That wouldn’t be so bad, would it?

The last consequence is the one that most librarians fear most—the loss of our jobs. If there is a library, there is the chance that there will be one or more librarians hired to run it. (However, there is an unfortunate trend to get rid of “professional” (degreed) librarians and put the library into the hands of paraprofessional or even clerical staff. But that is a different issue.) 

There is a lot of discussion about the consequences of forgoing print for electronic-only information—especially among law librarians. One issue is public access. A county law librarian wrote, “I work in a law library that is open to the public. My patron base is primarily unrepresented litigants looking for information for their cases, unrepresented citizens looking to solve their legal problems such as getting a will, dealing with a consumer problem, etc. I can show people resources that address their questions, but I can’t give them any answers. This would make working with someone over the internet impossible.”

Another issue is the cost and convenience of printed legal resources. Online is very expensive and currently often more cumbersome to use than “a well-ordered collection.” A law firm librarian wrote, “There is something significant lost when you are totally dependent on word searching—lack of context, the assistance of a table of contents and index.” Another agreed, “The print book has inherent ‘markers’ that allow you to navigate. Trying to navigate the web or Westlaw is like swimming is water where you can’t see.” And from a third, “Because computer research is not always the fastest way, it is not always the cheapest either, especially when the resource is no longer a CD at a fixed rate, but Lexis or Westlaw. You can do it that way, but it runs up the bills. A core print library, focused upon the local law practice, is often preferable to achieve the fastest and most economic results for the patron.”

And there is often the need for old materials that have not been, and probably never will be, digitized. “We do a lot of water and land use law. In water law, old law is good law. More than once I’ve had to use books from the 1800’s to research water law issues. City and county codes, zoning codes and ordinances are becoming more common on the Internet. However, we often need to see the city or county or zoning codes from earlier years and those are not online. The same is true of medical information; I have the current Physician’s Desk Reference online but when I need an entry from the 1970’s, 80’s, and 90’s, I go to the print. Ditto building codes, plumbing codes, etc.” 
Do we have a choice?

Probably not. Cavallo of the MITRE Corp., Bedford, Massachusetts put it very succinctly, “It is the only way our profession will survive.” Abram (2006) wrote, “… [T]he future is not an extension of the past. The very things that made us successful will not ensure your future success. In fact, continuing to do the same things in the future could spell failure. Organizations must be retooled; new skills must be learned or brought into the organization to ensure our viability. Occasionally, you must leave things behind as you evolve and move forward.” 

This is especially true in the for-profit sector. Lopper wrote, “If you want to work in a library in a corporation, I would strongly recommend you don’t do that because they don’t exist anymore. That said there are plenty of ways to add value to corporations with your librarian skills. You won’t get your foot through the door if you sell yourself as a librarian or info professional. Take your competencies and start knocking on doors and talking to people and selling you based on those skills.” She later clarified this statement” “First, it is just my opinion, but one that comes from 18+ years working in a corporate library and personally experiencing the dramatic shift in that market space. That said, of course, many do still exist and will continue in the future to be supported by their organizations. But that number, relative to the market, is small and getting smaller every day. With the commoditization of information that has taken place over the past 8-10 years, I don’t see companies ever being willing (and one could well argue the errors in their thinking) to invest in corporate libraries as they once existed. My stating that corporate libraries are dead was not intended as a final statement, but rather as a challenge to the future librarians sitting in the room to think about what lessons might be learned about their demise and how they might position their skills, competencies and passion for working in a corporate environment in ways that will more successfully speak to the interests, strategies, focus of corporate organizations. When an upcoming librarian asks me about working in a corporate library, I ask them to describe to me how they envision that experience, what they are doing each day, who they are working with. If that vision is defined by a library in any capacity, I can not in all truth endorse the career path. However, if that vision is focused on bringing the skill sets, knowledge, networking strengths we own into the organization and deploying and embedding them as needed within the organizational structure, then I say yes, that is how we demonstrate our value in terms that the organization can measure. And who knows, perhaps if we work our way through organizations on their terms, holding ourselves up to the business models they value, we may make some progress towards elevating librarians and libraries as a core organizational function.” This was echoed by Pollard: “Out of my research on this has come a list of tools, technologies and other artifacts of my generation that will probably disappear within the next generation, just as Fax essentially disappeared less than 20 years after it first became popular, and just as CDs, which my generation thought were the last word in music storage, are disappearing even faster. [One item on this list is] Corporate Libraries…. The only people who really care about taxonomy and Boolean search are librarians, and unfortunately they usually don’t know enough about their employer’s business to know what to do with the esoterica that requires such tools anyway. With luck, they’ll learn the employer’s business and morph into subject matter specialists, producing real research and analysis and adding meaning and value to information. But they won’t need a proprietary library for that.”

This sounds very pessimistic, but I don’t think so. In the next section I will explore why I think the future is still bright for librarians—if we make some simple adjustments.

III. A FUTURE WITH (MORE) LIBRARIANS

Why do we still need librarians?


How many times have you heard, “it’s all on the Web—and for free, so why do we still need librarians?” We know that accurate, useful, and trustworthy information will continue to be difficult to find in a timely manner. Most people will still be unable to determine where and how to find what they need. And even if they can find the information, what will be the cost? A trained information professional (I prefer the term “librarian,” but that’s for another discussion) will be a bargain compared to the cost to the community in time wasted searching for answers and actions based on poor quality—or just plain bad—information. Remember the librarian’s mantra—better, cheaper, faster? We used to ask customers to choose two, but now we can (usually) provide all three: higher quality information, at lower cost (especially when we count the time involved and factor in our lower salaries), and faster because we know where and how to search.

But our communities won’t automatically turn to us for help. We have to market ourselves as the ones to turn to for answers. (Answers are the primary deliverable, not documents, data, information, or knowledge. Our customers come to us with questions and we provide answers. The questions may range from “where is the restroom?” to “what is the outlook for widgets in Botswana for the next twenty years?” but it is still a question-librarian-answer environment.)


What changes do we need to make? Dysart and Abram wrote:

… [W]e will need to expand on the core skills and talents necessary for this advanced global network and its cross-cultural context—we need to be linking content and context, developing new communities, and building new connections. We are positioned with the four key talents necessary for success in this Information Age—and are probably the only group of professionals so blessed with this full suite of assets. 

Our advanced technology skills. We understand, at a deep professional level, two things that are more critical—true information applications and the human/information interface. In this age, it is not as important how the technology works, but rather, what you do with it and how easily information can be turned into knowledge. 
Our advanced service professionalism. We are exactly what intelligent enterprises need on their senior teams to effectively use real tools and strategies to lubricate their organizations with information for success. 
Our advanced information literacy skills. As professional accountants are to financial health and medical professionals are to personal health, professional librarians are to an organization’s information health. As the content tsunami threatens to engulf the enterprise, it becomes essential that our collection, evaluation, research, interpretation, training, and communication skills be applied in the highest level of strategic context. 
Our advanced people skills. We sometimes refer to the application of these skills by using our own jargon—the reference interview, library board management, end user training. However, they are nonetheless essential elements in the continuum of content transfer—data becomes information, information becomes knowledge, knowledge, if we’re lucky, becomes wisdom. Each of these transfers and transformations require people, and people require help. Special librarians can provide that help—either by understanding the information context and designing content products to deliver information effectively, or by helping the end user directly. It is truly exciting to see some of our members moving beyond the development of just-in-case collections and just-in-time research, and into senior roles in enterprise-wide knowledge management (emphasis mine). We have the skills. More importantly, we have an enriched and informed point of view. We have the ability to link with others to successfully deal with these issues and create innovative solutions.

We need to make our present and future customers aware of our potential value to them. Shumaker and Tyler presented a summary of what we can contribute:

The librarian’s value is defined primarily by services that contribute important information to the customer group in a timely fashion, even anticipating unrealized and unexpressed needs. These services may include any or all of the following: 

· In-depth research and analysis: solving problems by discovering, obtaining, reviewing, analyzing, and synthesizing relevant information. Examples include a competitive intelligence librarian analyzing press stories for clues about a competitor’s strategies, or a medical informationist locating scientific literature to help a clinician make a diagnosis. 

· Current news alerting: monitoring news sources and forwarding only news items that are both relevant and important to the customer group – stories that will have an effect on the customer’s work. In the competitive intelligence example, the librarian would distinguish a competitor’s significant, novel announcement from a routine update, and forward the former with suitable urgency. 

· Capturing group knowledge and lessons learned: in a project team, the librarian may be the only member with both a substantial understanding of the group’s work and a responsibility for information management. In this case, the librarian is the logical member to capture outcomes and information from meetings, key decisions, and end-of-project lessons learned. 

· Acquiring and organizing internal and external information: maintaining a well organized, information rich collaborative workspace and information resource for the group. The librarian applies information organization principles to make information in the group’s repository more easily accessible, and may administer the group’s virtual workspace with other tools, such as messaging, calendar management, and collaborative authoring.


Traditional library science skills and competencies must be combined with advanced knowledge of the customer’s domain. It is the librarian’s ability to retrieve and organize information that differentiates the librarian’s contribution to the team from that of other members. It is the librarian’s ability to understand the customer group’s goals and problems that make that contribution valuable. It is the application of skills that changes; the underlying library skills themselves remain vital.

Why not leave librarians in the library—why embed them?


Again, let’s start with the simple answer. In a post titled The Unasked Question—The Unrecognized Need, Shumaker wrote:

When we don’t recognize we need information, or that the librarian could supply it, we don’t go to the library. The question never gets asked. The information isn’t found, isn’t used, doesn’t affect the outcome of what we’re doing — and most likely, the outcome is poorer as a result.

But what if the librarian is right there when the need arises, perceives the need and the possibility of satisfying it, doesn’t have to wait for the question to be asked, the need to be expressed, can interject into the meeting, ‘hey wait, we need information to help us resolve that issue.’ And then can get it, maybe even right there on the spot. The question doesn’t have to be asked, the librarian doesn’t have to wait in the library or by the phone or the computer—the librarian sees the need and formulates the question, then answers it.

Maybe this is the greatest value of the embedded librarianship model. 

I called this “reference by walking around.” Whenever I left my library, I would be approached by people who would never come to see me or even pick up the telephone to ask for help. So, I got “out of the library and into the company” (as Davenport and Prusak suggested) as often as possible. Hyams said it this way, “We must sometimes be prepared to move out of resource centres, into user communities. And to tackle research tasks, evaluation and training, not just point people in the right direction.”


It is now just a short step from librarians without libraries to embedded librarians.
What is an embedded librarian anyway?


Shumaker (2008) thinks of the embedded librarian as “one who can identify the need, the source, and the value of information—often before the customer/colleague thinks of it—and deliver what’s needed. To do this, the librarian has to be familiar with the work and understand the domain and the goals. Doing this, the librarian becomes an invaluable member of the team. He listed the variables associated with “embeddedness:”
1. location: where’s your office? With other librarians, or with your customers?
2. Funding: who pays your salary, and other costs? Do they come out of a general purpose library budget, or from a budget that pays for other expenses of your customer group?
3. Management and supervision: who writes your performance review? If you left the organization, who would interview and hire your replacement?
4. Participation: do you go to meetings of your customer group? Meetings of library staff?

He and Tyler expanded on this to describe three aspects of embedded librarianship: 
1. Physical embedding refers to moving the librarian’s office into the office area of the customer group, and may be a full time change, as in many corporations, or part time, as appears to be more common in the Higher Education sector. 
2. Organizational embedding refers to the management and funding of the librarian, who may be supervised and funded either by the customer group or by a central library service. We had expected that supervision and funding could operate independently, as in a matrixed management model. By this model, the central library service could be hired and paid by the customer group to provide customized, embedded services, and to supervise the staff delivering them. However, the study has provided little evidence that funding and supervision are independent in current practice. 
3. Finally, virtual embedding refers to the delivery of library services in a virtual workspace exclusively for the use of the customer group. A course website in a university and a project team workspace in a corporation are both examples. The trend to virtual embedding appears particularly strong in Higher Education, with its increased emphasis on web-based distance education as a substitute for or enhancement of traditional classroom instruction. It is found in other sectors as well. 


But does this embedded person need to be a “librarian,” that is, with an MLS (or MLIS)? I say yes, you need the training. Others say it can be a person with training in the field, or an IT (information technology) person, or someone else. Why do I hold out for a librarian? There are certain qualities and abilities that are crucial for success in answering customers’ questions: 

· A customer-service attitude. This means being able to find out the customer’s information need by means of a thorough reference interview and making sure that the materials provided meet that need through follow-up.

· A reasonable understanding of the customer’s field. The librarian usually does not need to be an expert in the field, but must understand the terminology, jargon, resources, and concepts.

· A mastery of techniques in searching for and presenting high quality, authoritative information within the customer’s time frame.

It is reasonably easy to teach the subject expertise needed, but it is usually much more difficult to teach a subject specialist the customer-service attitude—especially if that specialist comes from IT. I maintain that the best person to serve customers’ information needs is a professional librarian well-trained in (or at least willing to learn about) the customer’s’ field. And the librarian usually comes at a lower cost. (Not to say that this is good, but it is reality.)
Where can you embed a librarian?

The short answer: anywhere he or she is needed. Appropriate situations include academia, hospitals and medical schools, corporations, public libraries, and law firms.

Academia:


Actually, librarians have been embedded in academia for many years. Aren’t departmental libraries actually examples of embedded librarianship—placing the librarian and appropriate resources in the midst of the customer base? (Although many institutions make the mistake of locating the departmental libraries in the main library instead of in the departments. The University of Illinois does it both ways: some departmental libraries are in the main library—e.g., map and geography, education, social science, while others are in the department itself—e.g., chemistry, mathematics, biology. The engineering library is at the engineering end of the campus and the library and information science library moved from the main library into the new building housing their faculty and students.)

Walker described a more limited type of embedded academic librarian as a librarian added to your online course as “a TA [teaching assistant], Co-Instructor, or Co-Designer. Online students may not be aware of the research resources available to them through the library and how to access them. An embedded librarian can assist students in navigating library databases and locating the best resources for class projects. Students can also have print resources delivered to them An embedded librarian may also develop research finding aids or tutorials for particular classes, assist in reviewing research papers, or co-develop research-oriented projects. In addition to answering questions, the librarian anticipates needs and informs students of resources or services that may aid them (emphasis mine). In a spring 2006 survey of online students with an embedded librarian in the course, 92% said they would like to have a librarian in future courses.” One commented, “[The embedded librarian] was fantastic. She responded immediately to all questions, provided valuable information, helped us log onto the library and was a constant source of help. She made our classes easier by directing us. The internet library can be pretty intimidating and she showed us how to navigate through the maze.” 


Seamans and Metz describe a program at Virginia Polytechnic Institute and State University (Virginia Tech), “the employment of embedded college and field librarians who have physical proximity to the clientele they are dedicated to serve. In 1994 Virginia Tech instituted a College Librarian Program. In response to academic restructuring mandates… information professionals [were placed] in closer proximity to the largest group of information users on campus: the faculty, staff and students of the university’s colleges. [These librarians] were placed in offices within their colleges with the understanding that 75 percent of their time would be dedicated to serving their collegiate clientele.” Allen added, “Unlike a traditional branch library, the collection remained centralized and collection efforts focused instead on electronic resources. This program combines high-tech with high-touch, as college librarians offer technical as well as traditional reference assistance.” 
Hospitals and medical schools:

“The health sector pioneered the concept of evidence-based practice and coined the term ‘clinical librarian.’ …Users want librarians at the coalface, embedded in their team. Colleagues in health brought off an early coup.” (Hyams) “Clinical medical librarians entered the world of patient care in the early 1970s. Later, the concept expanded to the specialist level, in which librarians became based in laboratory or clinical settings.” (H. Brown) 


In medical settings the “embedded librarian” is often known as an “informationist.” The Medical Library Association’s description of the informationist reads, in part, “Some roles include finding information for evidence-based practice by attending rounds… teaching health care teams to search the literature, suggesting questions that need researching and delivering results of research in the form of data, articles, etc., recording decisions with policy implications, retrieving synthesizing, and reporting information, providing information to patients, providing SDI services, support for protocol design, support for educational efforts, defining standards for literature searches, needs assessment, data storage and retrieval, classification, cluster analysis, grant preparation, collaborating on research publications, IRB consultant…” 
Corporations:


Corporations (either for-profit or not-for-profit) are fertile grounds for embedded librarians. “Because special libraries are so diverse, the ways their librarians support their organizations is tailored to each environment. There are embedded librarians, yes; but there are also client-embedded services librarians, research librarians and librarians-in-context; there are project information specialists, and knowledge analysts, information analysts, business analysts and just plain analysts. (Marx) 

Kudrna wrote in her report on her experience in an Australian news library: 


The idea of librarians being members of multidisciplinary teams had always been discussed as possible innovative and proactive means of information service provision and the availability reliable resources through online access makes this model more appealing in the corporate environment where commercial property comes at a high premium. I believe that successful embedding of librarians into work groups and project teams could be hindered by the existence of the physical library space. 
n dispersing the library’s physical collection and utilising online resources, the library team is not tied down to the stereotype of a “room that houses a collection of books”, and are recognised for their information control: their skill in accessing information through search techniques and subscribing to electronic databases and knowledge of reliable web sources of information. They are flexible and available in their location and the hours of service they provide. In the corporate environment, particularly in a media research library, where deadlines and accuracy are a priority, librarians are forced to look for solutions that can challenge the security of the stereotype of a library as being a collection of books housed in a building.

There have been embedded librarians in some organizations for years, but the use of the term is relatively recent. The first use I found was at the 2005 Annual Conference of the Special Libraries Association, when Peverley presented Embedding Researchers in Case Teams: The Bain & Company Experience. The next year (2006), Moore reported on his experience at the MITRE Corporation.


There are special problems for embedded librarians in the corporate sector. Management in the parent organization “expects to be able to put numbers and dollar signs on most parts of an organization to ensure that each is really worth the time and money to keep.” (Dempsey) This economic imperative is usually the basis for the closing of the corporate library and/or the pushing of the librarian into the company.

Another challenge for embedded special librarians is that there are individuals in the corporate world who are responsible for very similar functions. Individuals conducting proactive, advanced or extended research for legal applications are most likely to be paralegals. The expansion of information technology in library service areas conflicts with IT specialists. “The point to be drawn from this is that, at least in academic and special libraries, the relationship between librarians and clients is not purely one of service, but bears resemblance to relationships with other groups in the workplace. Inter-professional conflicts of various types are not a new phenomenon for librarians, nor are they likely to diminish in the future.” (Danner) This apparent duplication of effort can bring management to undervalue the unique perspective the librarian brings to these activities and lead to the elimination of librarians in favor of non-librarians performing librarian activities in addition to their own.

There are many small companies that cannot afford their own libraries or librarians. An enterprising librarian could offer to embed him or herself into such a company once or twice a week, providing information services tailored to the employees and the organization. These services could include arranging access to appropriate online resources and document delivery services, instruction in them, and even establishment of a small onsite library.
Public libraries:


Public libraries have long had satellite branches within the community, but this is not embedded librarianship. Better examples are the ways public libraries reach out to their customers where the customers live and work—via the website and blogs and reference via telephone, IM (instant messaging), chat, and even texting from mobile phones. 


But I think there are many ways the public library can embed librarians. Librarians could become circuit riders, making stops at nursing homes, retirement facilities, schools, civic organizations, and even corporations. The librarian could meet customers on their own turf, conducting reference interviews, searching databases (and the Web) for them, ordering documents, providing recreational reading recommendations, and conducting training sessions on searching and resources.


The public library can also be a recipient of embedded library services itself. Why couldn’t a medical librarian come to the library at certain times to aid customers with health questions, a business librarian help those wanting to start or improve a small business, or a law librarian come to help customers navigate the legal system?

Law libraries:

Speaking of the law, most law schools already have a library and librarians onsite. Of course, the faculty and students already use the library, most onsite, but the personnel (and physical resources) can be distributed into the school, nearer to the faculty and students via an intranet or website, IM, chat, and telephone reference. 

Some larger law firms have moved librarians and resources into practice groups. However, this may not be feasible for smaller firms. As a librarian in a law firm wrote, “I…think it depends on the size of the firm. I don’t think our law firm, with 70 attorneys, would want to spend the money to hire one librarian for each practice group. It seems much more cost effective to have two of us work for all practice groups.” Another, who works in a county law library, went into more detail. 

Libraries are cost, not profit, centers. By centralizing a variety of research and other costs then redistributing the associated services among users, libraries earn their keep. Cost centers cannot function properly if the following conditions don’t exist: Users must recognize the value of centralizing and controlling costs. Users must submit to the discipline of centralized costs, that is, they must be willing to walk down the hall or down the block for something instead of having it magically appear on their desk. Vendors must be willing to supply the library with appropriate products at a price that is within at least shouting distance of reasonable. I suspect that the first two conditions are being met with decreasing frequency. Here in Toledo, four or five law firms have essentially closed their libraries in the last few years, moving to part-time librarians, filers, or no librarians at all. At this point there is only one law firm in town that has its own MLS librarian. In the last year, the third condition has weakened as well. A new BNA user agreement…essentially forbids the provision of remote access. Thus, the vendors themselves are making it impossible to satisfy the users’ desires. 


I do see some merit in the idea of the embedded librarian. I would think users would benefit from this arrangement. My only question would be, why use a librarian for this role? Don’t you think a bunch of chemists would rather have some kind of chemical technician as a research person, or doctors someone with a medical background? If the librarians in question are to be degreed in both library science and the field in which they serve, how are you going to recruit ‘em and pay ‘em? Not to be too anecdotal, but I have three master’s degrees and thirty years of experience and I make less than a first year associate at a medium sized law firm. I would consider any young person who attempted to replicate my career to be an imprudent fool. 

Who’s doing this now? Examples

Up to now, this paper has been mostly theoretical. Now it is time to find out what is actually being done. Remember, a large number of the responses to my post already had some type of virtual library or embedded librarian situation. Also, two-thirds of those responding to the survey by Shumaker and Tyler characterized themselves as embedded librarians. I will concentrate mostly on examples in law libraries, but would like to present some from other situations first.

Academia:

“… The closer the link between course assignments and library resources to help with these assignments, the greater the likelihood that students will access library information.” (Shank and Dewald, quoted by Matthew and Schroeder)


At the Community College of Vermont (CCV), library instruction has proved most meaningful to students when presented within the context of a specific class and preferably in relation to a specific assignment. For the first iteration of the embedded librarian concept at the Community College of Vermont, Schroeder became a teaching assistant in Matthews’s Introduction to Psychology course and participated in the students’ mid-term paper discussion forum and the end-of-semester paper discussion forum. The librarian responds to the student’s request with a positive comment on the topic and advice on databases and other resources, including links to the sources and instructions on using them. The librarian also posts tips about finding and narrowing topics, choosing and using library databases and resources, and incorporating research. The program grew from two courses that first semester [in 2004] to 43 in spring 2006.


They found that the program works best when:
· “The librarian works with students on specific research-focused assignments. When a librarian is embedded in a course that lacks an explicit research component, the librarian’s services go untapped. 

· “Ask the Librarian is built into the specific assignments. Students are more likely to use the embedded librarian service if the assignment for that week either requires or reminds them to do so. 

· “Faculty members reiterate to students the importance of asking the librarian. 

· “An Ask the Librarian forum is set up in the discussion board. Students get accustomed to seeing and using the forum. Having a single forum also means that the librarian can quickly and easily check for questions from students in a single place rather than multiple ones.” 


Holler reported on Illinois Business Consulting (IBC), a student-led consulting group based in the Master of Business Administration (MBA) program at the University of Illinois at Urbana-Champaign. Library students enrolled in the library school’s Information Consulting course act as liaisons to the MBA students. They not only provide information literacy instruction, but also work side-by-side as members of the consulting teams, recommending resources, search terms and strategies. In addition, they are also responsible for gathering, compiling and presenting information to their teams for consideration and are expected to be part of the presentation team, often outlining the research that was performed on the client’s behalf.

As explained by Berdish and Seeman, the Kresge Business Administration Library at the University of Michigan embedded librarians in a similar manner. Librarians work directly with in-residence student teams charged with solving “real world” problems through their Multidisciplinary Action Program. Corporate and nonprofit organizations work with teams of four to six students charged with solving a problem or providing recommendations on very specific aspects of the sponsor’s work. “The librarian’s task varies greatly from team to team, but almost always involves supporting research both within Kresge Library resources and beyond. The clear and stated goal from the library is to ensure that each team can find the information that they need, with a team member who has been helping all along. This role is crucial to the students’ success and is supported by the school because the areas of exploration are often narrow and in emerging fields, where information is harder to find. This allows the library to provide instruction, but, more importantly, it [allows] a single person to have a far better understanding of each team’s research needs. Not only would that person be able to understand the project, but would supply the students with resources and suggestions on an ongoing basis, without requiring the students to repeatedly explain what they were doing. In this regard, the librarian became the information specialist on the team, allowing for more efficient interaction with the library. By 2006, it was expanded to include all [eight] of the librarians at Kresge, making this an important core activity.”

Unfortunately, this scenario doesn’t always work as expected. Farkas started an embedded librarian program, “because I felt that a lot of [online only] students were still missing the information I’d provided. I’m embedded in 14 online classrooms and in each of them. I have a discussion board where I can provide instruction and answer research questions at the point of need. I explain to them what resources are available and tell them about the tutorials in their subject area. In the weeks before their paper topic proposal is due, I offer advice on choosing a topic and pre-research, and I offer to help anyone who’s not sure if their topic is appropriate given the available resources. I tell people all the time about how we will e-mail them any journal article they need and will mail books to their home. In some classes, I get a lot of questions; in others, hardly any at all. And yet, at the end, I get feedback via end of semester surveys that some people couldn’t figure out how to use the library. And I’m left to wonder why they didn’t bother asking (if not on the discussion board, than at least via e-mail or phone). I’m just not sure what I can do when I am making all this information available and people simply are choosing not to look at it. I would love to be able to stand in front of them and give them this information. I’d love to have the opportunity to work with them in a chat or a webcast, but the programs are strictly asynchronous since so many people work and are scattered all over the place. Barring that, I can only put the information in as many places as possible and constantly suggest to the faculty members that they recommend our services (which I do).” 

Hospitals and medical schools:


There is a wealth of literature on clinical librarianship and the newer concept of the informationist. (Why can’t they just use the word “librarian”? Why invent a new word when it would be easier and better just to explain what we already do so well?)

The article by Florance, et al. includes two case studies. The first case study describes Vanderbilt University’s Clinical Informatics Consult Service, in which librarians acquire clinical domain knowledge. The second describes the University of Washington’s Bioinformatics Service, in which bioscientists acquire knowledge of library and information sciences. Each case study offers insights into the knowledge and skills required of information specialists who participate as peers “in context.”


The National Institutes of Health have been very active in using informationists as adjuncts on their research teams. They define an informationist as “a professional librarian with extensive training in a specific subject area—such as chemistry, immunology, or technology transfer.” Informationists fulfill their assignments not only in person but also via e-mail, BlackBerry® or Palm® hand held, fax, or telephone, as needed, to groups located beyond the NIH campus. NIH Library Director Suzanne Grefsheim said, “Informationists need to know more than just how to search PubMed®. They need to know anatomy, physiology, and the specific specialty of the groups with whom they work. Ideally, they need to be both an information scientist and a subject specialist.” Clark profiled three of the 14 informationists at NIH.

One works with the Inter-institute Endocrinology Program. Her experience is in the field of health services. In addition to taking classes required of informationists (Principles and Practices of Clinical Research and Ethics of Human Subject Research), she also took classes in immunology and endocrinology. One of her colleagues, an endocrinologist, said that her work “complements and scrutinizes our work. It is a very important safety mechanism in times when physicians and scientists are faced with a remarkable amount of information and pressured by time constraints.”


Jo-Ann Babish [Moses Taylor Hospital, Scranton, PA] responded to my post that she is a virtual librarian already…and in many respects a librarian without a library. The library is in a different building from the medical professionals and “as years go by and people can access more info on hospital computers, we get very few actual people in the library. We work more via email, phone, etc. and offer our databases on our intranet. I also am the director of CME so that requires me to be at meetings, conferences, etc where I connect with library users and frequently come away with requests for library services.”


Angela Tod, et al. (in Shumaker 2008) make a presentation on Exploring the Contribution of the Clinical Librarian to Facilitating Evidence-based Nursing. “Nurses don’t use the medical literature effectively to support patient care. How can librarians help? Nurses discuss patient care issues at shift changes. If the librarian would show up on the ward a couple times a week when those discussions are happening, she could identify issues and provide meaningful evidence to aid in care-giving decisions.

Corporations:


Abram’s [fictional] transformational librarian is an “information coach,” not a librarian. “Her role is to use her highly-developed information skills to leverage decision making….” Her “organization now placed much lower value on traditional managerial and supervisory skills and higher value on analytical and critical thinking skills, advanced networking and teamwork abilities, independent work styles, information handling skills, and communication skills that went beyond the ‘excellent oral and written communication skills’ cliché of Sydney’s early career. … Her company’s motto? Information not books; Answers not information; Decisions not answers.” 

In the “real” world, Kudrna describes the embedded librarians for an Australian newspaper: 
At Fairfax the librarians attend the daily news conference where the current news agenda is discussed and ideas for stories are evaluated. The librarian is available for immediate consultation on research, rather than a client having to access them at a different location and later point in time. They are ‘embedded’ in the editorial teams and are able to develop a team member relationship with their colleagues, and the librarians’ close proximity to clients ensures their visibility as service providers and encourages consultation for both short and in-depth research. Librarians have been able to pre-empt expected research requests from clients relating to upcoming news stories, due to their attendance at the daily news conference. Following this meeting, the library team hold their own team meeting to brainstorm potential research topics and ideas. As a result, the librarians are now not only kept up-to-date with current affairs through knowledge gained at the news conference and through the introduction of RSS newsfeeds, but have been able to develop face-to-face personal relationships with journalists. This closer involvement with the work routine of their clients has allowed librarians a greater awareness of client needs, expectations and workflow, and as a result, has significantly improved the research support the journalists in their reporting duties. 


The proactive information service requires the library team to think beyond reacting to an information enquiry, which in turn allows librarians to shed the stereotype of the librarian waiting patiently at the reference desk (especially as the physical reference desk no longer exists in the embedded model). Proactive information services means considering the needs of clients and the way they use information, such as developing a brief outline of the information product you think might be useful, and contacting the person responsible for feedback on your product. 


Editorial staff reported an overwhelmingly positive response to the question of the proximity of the librarians. Here are some of the comments they made in response to a survey: 
Having a librarian on hand for The Sun-Herald has been a massive boon. They have all proved excellent in dealing with the specific and peculiar requests that come with the work I do. 

The library is an excellent service that must be maintained. The librarians are incredibly helpful and vital for reporters, especially when we are so short-staffed. 

High quality, enthusiastic library staff are central to fast, high-grade newspaper reporting and commentary. They provide the reliable facts and perspective that the internet alone cannot. They set us apart. They are vital to differentiate us in a world full of half-facts and unreliable sources.

An embedded librarian at the Boeing Company in Seattle, Washington, has served in several capacities there. “I’m [currently] doing website content management in a fire-walled digital environment (i.e., only project members can see it—not all of Boeing). I am a member of the Future Combat Systems program, within the Integrated Defense Systems business unit of the Boeing Company. I don’t work for the Boeing library system (never have).” He began in the library of the Air Traffic Management group within Boeing Commercial Airplanes. I worked directly for them, just like the engineers do. They wanted a library of their own specialized subject area. My work complemented that of the Boeing Libraries. They didn’t really collect in ATM, so we would work together to borrow things as needed from each other. The issue of working for Boeing Libraries never came up. I’ve always worked as a Solo and have resisted becoming a cog in a larger bureaucracy. Nothing against Boeing Libraries, it’s just the way I prefer to work. The downside of being embedded like that is that you rise or fall with your business unit. In the case of ATM, our business dried up after 911 when airlines stopped spending money on ATM enhancements and spent it all on security. At that point the business unit broke up, and I had to find another job within Boeing or leave. I found this job in Future Combat Systems, working more in the digital environment. I had the ATM job for 6 1/2 years. I’ve had this one for five years. Nowadays, it feels pretty normal to change that frequently—and I haven’t even changed companies.”

Moore joined MITRE, a non-profit federally-funded research and development center, in 2002 and was assigned to the Systems Engineering Process Office to help manage their digital collection. “My position was the result of an agreement between SEPO and the Information Services Department, which also manages corporate library services. Instead of hiring a systems engineer to manage the collection, SEPO would try an information analyst, to be supplied by Information Services. Being co-located with my customer organization was a critical factor in my success. I was invited to their meetings. I saw how my work related to their ongoing activities. I began to participate in conversations about how the library is organized and managed. People dropping in with a quick question became a common occurrence, and overhearing (and being brought into) discussions about upcoming projects became part of my day.” His role has moved from just managing a collection of documents and links to providing multiple services. He has added the following responsibilities: stewarding content (tagging and linking of the in-department library, providing news alerts, capturing knowledge with summaries of in-house meetings, and connecting those researching the same questions, so they can collaborate. He found that the arrangement benefits the customer and the library. “Having a varied team means you get different viewpoints, which can bring even more ideas to the table. My work with SEPO helps me build knowledge of the subject matter, and knowledge of the processes I use, both of which I can take back to my colleagues. When other information analysts at MITRE field questions on systems engineering subjects, they can certainly answer these questions themselves. However, it is often quicker for them to ask me, and take advantage of my familiarity with the subject. In return, when I am stumped by a question specific to one of MITRE’s centers, I can ask my coworkers for help and use their specialized knowledge to move forward with my research.” Rother adds, “Most of the information analysts are embedded within their units of the organization. That said, MITRE still maintains a library at both its Bedford, MA and Washington, DC sites. The collections are small, however, and the emphasis is on the resources that are available electronically. 


Higgins and Hill define embedding at Sun Microsystems, a computer firm, as a “client-centric perspective; knowing your audience and users; sharing and participating; putting our team, services and content out there; good marketing and awareness and good information architecture.” The librarians attend and participate in company meetings, team meetings, social events, and celebrations; read key blogs; reach out to established and emerging communities through social networking tools (wikis, blogs, Twitter, Second Life, Facebook-like sites, Swanlicious); create and offer webinars to inform knowledge workers on the value of these tools and how to use them. The value to Sun is “easy access to critical information services to enable employees to do their work effectively.” For the Library team it is visibility across Sun, making an impact to the business and the individuals by providing information services. They learned the following lessons:

· Embedding does not happen overnight. 
· Forming relationships and trust is critical and forever ongoing. 
· Viral marketing and embedding happens! 
· Keep written track of the value: kudos, usage, ROI, etc. 
· Use the staff that are willing to try new things. 
· Each person will naturally gravitate to areas where they know they’ll be successful.

David Hook “ceased managing a physical library at an aerospace firm in Canada many years ago and I know others have done the same. The trend towards embedded librarianship also seems to be a growing one. End users do about 95 percent of the searches themselves. And that’s quite alright with me, because there is no value to the organization for me to do the ‘easy’ searches. I only get involved with the difficult five percent where I can add value. Where I do see a growth opportunity for librarians is in looking at the bigger picture of information flow and usage within an organization: where it comes from, how it is used, etc. All too often, this role gets taken on by the IT department who, unfortunately, are usually strong technology people but not strong information people. So many organizations develop a gap between their information needs and the tools that the IT department delivers. In my place of work, there are already tons of people who understand the subject matter and can do information searches, but few that can understand the bigger information picture— and that’s where we can come in.”

Consultant Chris Olson reports, “Most of my projects at the current time are focused on restructuring/reinventing/re-engineering a physically defined ‘library’ space, usually replaced with an information service model that features info pros who are free to provide research anywhere/almost any time in flexible settings. Interestingly, it’s the managers to whom information professionals report, who are asking for help with transforming the library. In a couple of situations 90-95 percent of the book collection was tossed out and replaced with electronic resources by someone other than the librarian.” 

Another consultant, Andrij Karpenko, wrote, “Over the past decade and a half, most of my work was devoted to integrating and dismantling corporate libraries. The librarian as avatar is already endemic in most library practice. What’s the ratio of onsite visits to electronic requests for materials, webinars, netmeetings, etc? A purely electronic, embedded presence is more attainable now than ever before. Moving fully online significantly alters the expectations of both users and management—users will judge your online property against other online properties, and not against their other library experiences. Management will also judge your cost structure against your new competition—the outsourced information services vendors who promise cost savings to management. To succeed against this formidable opposition, the library will face exceptional challenges in management reporting, budgeting/contracting, in-house IT hosting/infrastructure, content and content management system development. Not the least of which will be cost. Only in those cases where the technology was built/deployed/managed largely by library staff was the effort sustainable.”

Reece Dano describes the situation at a design firm. “We have a very small collection of books and consumer magazines that we manage. The rest of our work is sitting, literally, next to the designers, creative directors and executives, answering their questions in real-time. We even attend client meetings and act as advisors to them. We are fully embedded and considered crucial to the functioning of the company. When I finished library school last year I thought I would end up working behind the reference desk at a public library. Times have changed.”

Sarah Hinton, who works at a leading European business and technology consulting, technology and product development and technology investment company, says that her “users keep me very busy and it’s most helpful not to be closeted away in a separate room (library) but ‘embedded,’ as you say, in amongst my users. This has been the case ever since I started here (over a decade ago), even when we had a library. I had a desk in the library but was expected to spend most of my time at my main desk in the main working area—very enlightened! [I] currently sit among the IT support folk…IT and I were spun out into a separate company four years ago, but we are still part of the parent group. There is no hard-copy library here; we use online sources covering market research, news, patents, company data, etc. My users can search for themselves if they so wish (and I am on-hand to train them), but many still prefer to come to me which is a good sign as it suggests that a trained professional searcher still has the edge on aspects such as speed, providing good quality information, and understanding what’s required.” 


Kathy Jackson works for a large worldwide engineering design services firm. A senior manager in her firm “was of the firm opinion that we no longer needed libraries (i.e., large spaces or collections of hardcopy) but we desperately need librarians as guides to the information to be found everywhere. Serving employees worldwide, we have gone to electronic resources wherever possible to address the issues of providing complete, accurate information in a timely manner. It is not feasible for patrons to come to a physical library many states away to find what they are looking for. I see librarians moving from roles as ‘gatekeepers’ to ‘information guides’ providing signposts and maps to resources and to some degree “subject matter experts,” particularly in the area of information retrieval. This is certainly where my position is going.” 


Finally, from my own experience: I was “embedded” (although I didn’t know it) in three work situations. My first professional position was in a small enzymology research firm. I created a tiny library (fewer than 100 volumes and 30 journal subscriptions) from—literally—bare walls. I spent much of my time in the labs talking to the scientists and finding them the information they needed. This was done primarily via interlibrary loan since the small college library and public library in town did not have the resources they needed. This was pre-Internet, but I did have access to DIALOG for searches. When the company declined and I was laid off, I joined another laid-off employee—my best customer—as his librarian, secretary, bookkeeper, and office manager. I wasn’t just embedded; I was buried up to my neck. I worked side-by-side with him to perform research and develop products. Later, when I worked for a company developing and manufacturing process controls for the energy industry, I was located in the middle of the engineering and R&D floor. The library was originally the standards library, but had expanded to serve the entire division. Over the next seven years, I further expanded the library and librarian’s clientele to the entire company, which grew to over 16,000 employees worldwide. I met regularly with upper management and sat in on some departmental meetings. I traveled to several remote design and manufacturing locations to meet with engineers and management to make sure they understood how I could help them do their jobs better. I know that several times the information I provided helped win a big contract or avoid a large mistake. Unfortunately, upper management created an internally competitive environment where cooperation was discouraged and use of the library decreased. I finally gave up and resigned. I was saddened, but not surprised, that the library was closed and I was not replaced. A colleague asked what my users were going to do now; my response: “without.”
Law firms:


Now for what you’ve all been waiting for…law firms. In response to my post, a number of law librarians said that they are already virtual or embedded librarians.


Mary Jo Merkowitz [Dinsmore & Shohl, Cincinnati, OH] reported that her multi-city large law firm “is already there. We have librarians in one location. We train the attorneys on our online resources virtually. And we support them through emailed research queries and responses.” Not exactly embedded, but definitely virtual.


A librarian with the U.S. Court of Appeals wrote, “I believe that that is the organizational model we’ll eventually see. I’ve been working on such a notion as embedded librarians for many years. My research began in 1999 with a study for the Federal Judicial Center on a new model for the delivery of library services to the federal judiciary. The proper place for the federal court librarians is to be embedded solidly within the federal judiciary’s other research organizations. One example is the various staff counsel offices within each of the federal courts of appeals.”


Christine L. Graesser [Brown Rudnick LLP, Hartford, CT] was of the opinion that my “vision of librarians working as part of a practice team rather than out of a physical library is becoming more of a reality, and I think it is a good model. That’s essentially what I’m doing now. Librarians need to employ entrepreneurial thinking to keep librarians. It does make business sense to expect practitioners in a field to develop basic research skills, if only to fully understand their field. For example, I cannot imagine lawyers being able to do their jobs adequately without a full understanding of how the law is constructed. That understanding must come in part from having basic research skills. The fact that people are tending not to value those skills doesn’t make the skills less valuable. I don’t think it’s realistic to expect librarians to get second degrees for any given field in which they happen to be employed. The market doesn’t support that, either in compensation or the number of jobs available. Our specialty is information and how it is organized and accessed. A good librarian can apply that to any field. I work in a law firm, but I work specifically with our energy group. I’ve been able to develop enough expertise in the area to be able to fully contribute to the group, just as I gained expertise in my previous firm in health care and education information.”


My favorite example appeared in a recent issue of AALL Spectrum. Linz is a circuit-riding librarian. “When patrons can’t come to the library, sometimes the librarian must go to the patrons. That is exactly what happened this past year in the state of Colorado.” Local judicial branch law libraries closed due to expense, lack of professional staff, need for space for other court functions, and “most importantly, the courts acknowledged the reality that most users were turning to [online sources to] answer their legal research questions. However, this approach created problems. First, online resources could not answer all of the research questions confronting the judiciary”…especially harder ones. Second, many users needed training to formulate the more sophisticated queries to locate relevant authority. With few exceptions, print collections essentially do not exist. To address the shortcomings of this environment, the Colorado Supreme Court Law Library created the Traveling Librarian Program. In conjunction with Thomson West, the library would circulate to the various judicial districts a small collection of Thomson West treatises. The treatises would be available to the court staff for its review and use for a short period of time.” If they liked it, it would be bought for the local collection. But this didn’t work. Collections weren’t matched to current cases and added to administrators’ workload. 


“In October 2007, the library decided that instead of sending a collection of materials to the judicial districts, the library would send a librarian… (emphasis mine) During his visit, the librarian could assist in managing whatever local collections were on hand, provide Westlaw training, and answer reference and research questions…a ‘research librarian in residence’ for the day. Most importantly, the librarian would promote the library’s collection and services and encourage their use. With this information [about issues confronting judges], the library can take the program to the next level by developing a state-wide, issue-specific research program…and to grow its collection and create an effective training program. The librarians consider the success of the Traveling Librarian Program not so much in its statistics but in the willingness of the judges and staff to approach the librarians with their research and library needs. Slowly, library services are returning once again to these judicial districts.”


Linz concluded with this cost benefit analysis: 

· “12 judicial districts visited in 5 months, 36 Westlaw training sessions, 75 judge and court personnel contacts, 3000 miles traveled: $2000

· “Experience the beauty of your state, understand the issues confronting judges from behind the bench, learn information to help grow the library’s collection and create an effective training program, increase visibility and relevance for the law library: priceless.”

Barbara L. Golden [Minnesota State Law Library, St. Paul] put this discussion into perspective. “We were discussing these ideas back in library school. At that time we said it was possible to have a ‘library’ with just a librarian, a telephone, and a telephone book. Now we need a computer with access to the Internet and probably specialized databases. There are many librarians without libraries. That said, we still can’t get rid of book depositories completely. Computers haven’t yet solved authentication issues; we have hackers and access problems. In my humble opinion, technology is still not secure or reliable enough to throw out all the books yet.”
IV. WHAT ABOUT ME?

We know the future is very likely to involve fewer libraries. What can we do to make sure that there are librarians in this future world? More specifically, what can you do now to make sure you will have a job in this brave new world?


St. Clair sees the future this way”

The LIS profession has, over the past two decades or so, evolved into a profession for providing practitioners for public, academic, and school libraries and that a different workplace…is coming into being. The new working environment will be managed by information professionals who see themselves as knowledge thought leaders providing information, knowledge, and strategic learning support for non-library affiliated knowledge-centric organizations, businesses, or other types of research-focused environments. 

It can be reasonably predicted that this new workplace for knowledge thought leaders will provide employment in a large (and continually growing) community of knowledge-centric organizations. While these organizations will not necessarily seek to include library services (as their managers understand library services) in their operational structure, they will require a huge body of employees with an LIS or LIS-type education, and they will come to value a research-focused background in their new hires. These employees will also be expected to possess the skills needed to liaise between and support the relationship between knowledge and technology, for they will be asked to analyze, synthesize, and interpret information, knowledge, and strategic learning as their employing organizations require those functions.

Those with responsibility for the management and delivery of knowledge services are no longer thought of as being employed in “library management” or even in “specialized library management.” Their job now is characterized as “research asset management” or “knowledge asset management,” a designation that goes far in describing to non-LIS managers and enterprise leaders their true relationship with the organization’s larger mission. It is their job to make certain that the specialized library or library-like function is relevant and several participants in the study commented that in their work they are ‘continually’ asking themselves and the people with whom they work: ‘Does this task support enterprise values?’ “


Another approach for establishing and sustaining relevance is…to come up with ways to enable clients to do their own basic to mid-level information gathering. Such efforts then free knowledge professionals for concentrating on providing expertise and value to high-level requests and projects. 

To keep from being marginalized, libraries must decentralize, integrate, live where users live, use what they use, and leverage organizational tools to help these people filter for knowledge creation (emphasis mine). Of greater importance is relationship management, forming partnerships and becoming a part of the infrastructure to the extent that the information and knowledge staff become so established as to be indispensable….


Smart organizations are realizing that the librarian has talents that resonate beyond the four walls of the library, and they are inviting us and our services to be embedded in projects and programs as integral parts, providing the reference, research, analysis, synthesis, and organization skills. Instead of calling upon me as needed, management is including me in meetings from inception through implementation (emphasis mine). 

Information professionals will function more as part of individual projects and teams and the stand-alone information professional—perhaps even the stand-alone information or library unit—will cease to be a functional role. …[W]e have to think about what our organizations need and I’m not sure they will be willing to pay for an entire functional unit when individual skills specialists can be hired and move from team to team or project to project as required.

Libraries…are being challenged to “keep up” with users, who are also moving targets. We try to catch up with them when we should be ahead of the pack. There continue to be problems with head-hunters and executive search people. These people are still in the “librarian’ mode,” “too ‘inside the box” and unable to spread beyond the “librarian’” idea and go after CIOs, people with more diverse experience. But somehow…the people coming to work in the industry today are not willing to be integrated into the organization. We are doing ourselves in. Too often, the librarians have defended the library, not their skills and their value to the organization. The real value of any library is never the books on the shelves (or data in the system). It is in the skill set that librarians bring to organizing those shelves (or that data) and their ability to lay their hands on just what is needed when it is needed. Librarians have been defending their past instead of defining their future.

Abram (1999) forsees a very similar future: “If you define yourself or your role in the context of your institutions (university libraries, public libraries, community information centers), without a strong understanding and communication of your role in that environment, then your position and place are at risk. As librarians, we can very successfully compete on intellectual access activities like information coaching, training, and problem definition (remember reference interviewing!). Over the coming years it will be more and more difficult to position our sense of place in terms of physical access. 

Writing about hospital libraries, but applicable to any library, Rothman said that “hospital libraries as we know them may not exist in a decade or two. I think they’ll still exist, but will be significantly different. As I see it, the job of the hospital librarian has been primarily to utilize expertise in the application of information tools to either:

1. Find and/or evaluate health information for clinicians,

2. assist clinicians in the use of tools for finding and/or evaluating health information,

or

3. teach clinicians how to use the tools effectively so that they can find and/or evaluate health information for themselves.


What are changing now at an incredibly quick pace are only the tools themselves as they become increasingly digital. The mission and the role are exactly the same. The question becomes: How do hospital librarians set about to manage this change and continue to be invaluable to a hospital? 


First: The hospital librarian must recognize that this challenge is not unique to hospital libraries (or libraries generally). Hospital librarians need to let go of the idea that the challenge they face is unique (or even unusual) and get on with learning the new skills. This profession is not a special sort of victim and dealing with technological change shouldn’t be new to librarians. Hospital libraries should be the first department facing and mastering these challenges so that they can help departments that aren’t so fortunate as to be staffed with information professionals.


Second: The hospital librarian must become a technologist. As the tools of health information management and health librarianship become increasingly digital, the hospital departments of IS, HIM and Library Services will be strongly tied to each other, overseen by a common person in senior management (probably the CIO)—tangent: But since so many IS people are like mechanics who don’t know how to drive, it’ll be the role of librarians to be expert drivers and driving instructors. In my experience, librarians are frequently the best possible advocates for the needs of a hospital’s technology users.

Third: Hospital librarians need to change the way they talk about technology and the way they talk with technologists. We should be demonstrating what medical librarians can contribute to that effort as the only professionals on the planet whose job it is to find and evaluate health information. Medical librarians who are expert in online searching need to demonstrate this expertise outside of the LIS community and directly in front of search professionals. Submit articles to technology journals and magazines! Submit them to medical journals. If the value of the profession is under-rated, I think it may be partially because medical libraryfolk spend too much time talking only to each other.


Fourth: Hospital librarians must accept the reality that their work requires constant learning and development of new skills. The problem… isn’t the changing workplace—it is the unchanging librarian. 


Kesselman and Watstein and Rodwell and Fairbairn list some of the skills that the embedded (or any future) librarian will need. I’ve combined their lists into these skills and attitudes.
Skills:

· Mastery of tools for information access, organization, dissemination and preservation; intellectual property and knowledge management; research productivity and management; and social networking
· Excellent communication, presentation, promotion and marketing abilities

· Ability and comfort with networking at the highest level and building coalitions between and among customers with differing missions

· People skills, such as negotiation, persuasion, lobbying, and grantsmanship

Attitudes:

· Confidence, leave your comfort zone and learn to be a risk taker and innovator
· Flexibility and comfort with ambiguity
· Commitment to continuing education, keeping up with current developments

· Ability to look beyond the now, to see or find out what’s on the horizon, seek out grants, and reflect on current practice and then go beyond it

· Interest in learning from others, by attending in-company meetings

· Reflection on practice and ability to learn/play


Suther makes a few more suggestions for the embedded librarian. “Position yourself in a high-traffic area of the department, make sure that the librarian also has work time in the library [if there is one] as well, keep in contact with the library, and stay closely involved with the department that you are serving by making presentations in weekly meetings.

Shumaker (2008) presents another way to look at the way we work. “I got to thinking about the difference between Partnership and Service. Now, service is a hallmark of librarianship at its finest. As a profession, we pride ourselves on our ‘service ethic.’ It’s part of that altruism that goes along with professionalism. But isn’t Partnership something different? It is to me. When I think of Service, I think of a one-way relationship. The customer asks, the librarian provides. But Partnership is a relationship of mutual and shared responsibility. It’s a state of being in the same boat, of succeeding or failing together. If we are partners, we give and get, and we both take responsibility for the outcome. Seems to me that Partnership, not Service, describes the relationship that the embedded librarian needs to develop vis-à-vis others. And in building the relationship, the embedded librarian gives as much weight to what she needs from the partner as to what she offers to the partner.”

As more information is moved to the desktop and our customers do more and more of their own searching (ignoring the dubious quality of such searches), there will still be a need for someone who can solve the tough problems or can do searches quicker or at lower cost. It is imperative that our customers and their management realize that that someone must be us, the librarians. As Abram wrote (2004), “we’ve always known that it’s not about the wiring and the pipelines, it’s not about the software, hardware, and applications—and it’s definitely not about the desktop. For librarians, it’s always been about the people. Once more, with feeling: Knowledge can only exist in people’s brains. We help people and organizations of people get smarter.”

We must constantly reinvent ourselves just to stay employed. Users will need even more guidance through the “chaos” of the Internet, because it is continually changing. Collection development will take more time because digital materials need more evaluation than do books. The safeguarding of intellectual property will be more complicated and require more technical competence. Cataloging will still be necessary. It will be a long time before machines can replace indexing done by a trained professional who is familiar with the information needs and information-seeking behavior of the potential users. 


How we react to change says a lot about our future position in society. Ferguson urged “librarians [to] take off your black arm bands, stop the funeral dirge, cease the endless wringing of hands, stop sounding the death knell of collection development, stop moaning about the end of librarianship as we know it today.” We are a very whiney group and need to stop complaining and start changing.


Libraries without librarians? No! A collection of books, without professionals to organize and index them, is not a library; it’s a warehouse, a bookstore, or the WWW. Librarians without libraries? Yes! Our strong suit is not knowing everything, but knowing how and where to find out—and to do it cheaper, better, and faster than anyone else. We take our libraries with us—in our heads and at the tips of our fingers. Embedded librarians working side-by-side with our customers to make the best decisions to move our organizations forward? Yes! Yes! Yes!
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