
 
Shared Print, Shared Future: The Path 

Forward for WEST 

Background for the July 23, 2026 WEST Member Meeting 

Acknowledgement 
WEST thanks Educopia for making an abundance of free organizational change resources widely 
available. Educopia consultation sessions, written resources, and a workshop series informed much of 
the WEST exploration pathways development and planning.  

Questions? 
Email the WEST Program Manager - alison.wohlers@ucop.edu    
Drop by an upcoming WEST office hour 

Connect with a colleague on the WEST Executive Committee  
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Sustainability Planning  

Why do this now 
WEST is committed to regular assessment and open to making pivots as goals and needs evolve. The last 
significant assessment and strategic planning effort took place in 2023. This effort became known as the Future 
of WEST and resulted in several strategic pivots, including a reduction to development capacity that realized 
new cost savings, changes to archiving workflows to lessen workload and achieve new efficiencies, and a pilot in 
partnership with Internet Archive to digitize WEST archived titles. 

Now, we are once again taking time to examine our program, how it continues to meet the needs it was built for, 
and how we can evolve the collaboration to best serve libraries. In light of continued, significant financial and 
organizational impacts on libraries across the country, we are framing our assessment and planning explicitly in 
terms of how we ensure the sustainability of the shared print archives we have built together and the benefits it 
produces for member libraries and the broader community. New members have joined WEST over the last three 
years, but other members have had to make the difficult decision to cancel due to financial and other resourcing 
constraints. The value proposition of WEST continues to be strong, but we also recognize signals that long-term 
sustainability requires us to consider new potential pathways. We are engaging in these conversations at a point 
of strength; WEST has a strong core membership and healthy program reserves that could enable an intentional, 
deliberate pivot or transformation. 

Sustainability framing 
In September and October 2025 the WEST Executive engaged in a semi-structured sustainability planning 
exercise and discussion designed by the WEST Project Team and Executive Steering Committee. 

The discussion was built around the CDL, CRL, & HathiTrust Collaboration for Shared Print’s definition of 
sustainability for shared print: 

A product, service, or collaboration is “sustainable” when its: 
●​ value proposition is well-developed and competitive 
●​ community is invested 
●​ resources are: 

○​ supporting the desired functioning 
○​ mutually agreed-upon by those contributing 
○​ equitable and proportional based on the goals; and 
○​ flexible enough to adapt to or absorb change. 

Through exercises and discussion questions, the Executive Committee evaluated WEST’s sustainability in each 
aspect of the definition. 

Value proposition 

WEST orchestrates reliable, innovative, and lasting preservation to ensure ready availability of the print 
scholarly record and enable individual libraries to make strategic collection management and development 
decisions.  

As the network of retained serials and journals in WEST has grown, with the establishment of accompanying 
workflows and policies, WEST’s overt value proposition has shifted further toward facilitating space reclamation 
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via cogent decision-making. But maintenance of the distributed WEST collection continues to be an essential, if 
more subtle part, of the value proposition. The value proposition is overall characterized by a balance of 
maintenance and innovation.  

Community Investment 
The community investment that 
is desired by (and feasible for) 
members evolves alongside the 
value proposition. As needs are 
changing WEST must consider 
how successful community 
investment may look different 
moving into the future.  

Community investment is also 
demonstrated through WEST’s 
membership trends. WEST 
continues to have a strong core 
of long-time members - a 
considerable number who have been 
building and sustaining WEST since 
its first official membership year 
(2011). WEST does not consider 
membership growth as an innate 
marker of success. But the recent 
downward trend in membership is a 
signal to consider in overall 
assessment of sustainability and 
whether there are paths that would 
expand who is able to participate. 

Resources 
WEST’s resources are supporting the 
desired function of the program and 
allowing for flexibility to address 
revenue changes without impact to continuing members. The bulk of WEST’s budget reflects an investment in 
data, analysis, and project management, which aligns with WEST’s evolving value proposition.  

In assessing the sustainability of WEST’s resources, the Executive also surfaced questions to consider further 
about the equity and proportionality of the fee model. The structure of WEST’s fee model reflects a priority to 
maintain stability and predictability for its members, but in that it can lack flexibility.  

WEST’s resourcing has been resilient and the program has built up healthy program reserves that have 
protected services and members from higher fees when revenue has dropped or when unexpected operational 
expenses have surfaced. WEST has also made strategic pivots to rebalance operational costs and services in 
response to the evolution of member needs and financial capacity. But there is little margin for WEST to 
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consistently grow its program reserves. The evolution of WEST will be through collaboration, rather than 
growing as an individual program. 

Shared Print, Shared Future: The Path Forward for WEST 

Pathways for exploration 

The Executive Committee gathered the threads of existing work and new explorations into three pathways 
under the overall banner Shared Print, Shared Future - The Path Forward for WEST. Through these pathways, 
WEST will proactively consider what sustainable future we should move toward as a program. It is worth 
recognizing that while there are three pathways laid out, there are likely to be combinations and nuances in 
between that will offer up more than simply three options.  

Desired outcomes - how we choose the path forward 

●​ Preserve the shared print collection built by WEST members 
●​ Increase overall resiliency for the growth and maintenance of shared print 
●​ Decrease aggregate cost and/or increase value to individual WEST member libraries to participate in 

shared print programs  
●​ Improve member experience and efficiencies  

○​ Streamline shared print activities for member libraries 
○​ Reduce duplication of work  
○​ Offer interconnected services  

●​ Strengthen the national shared print ecosystem through expanding the breadth and depth of retained 
collections, as well as intentional redundancies 

Exploratory Pathway #1: Deep Collaboration - Core Infrastructure Partnership 

What this pathway means: WEST increases its alignment with other regional and national shared print 
programs to pool technical infrastructure, reduce duplication, jointly steward retention commitments, and 
streamline validation and access workflows. This assumes WEST continues to exist as a program, but with a 
lighter operational footprint supported by shared tools, coordinated processes, and potentially co-staffing 
arrangements.  

Progress report: The current pilot with CDL and HathiTrust is an excellent test case for this pathway. Later in 
the calendar year, WEST will begin to assess the pilot with its partners. Additionally, initial conversations with 
potential merger partners are surfacing a broad interest in core infrastructure partnerships - not only in terms 
of technical infrastructure, but also collection building and alternative revenue generation.  

Exploratory Pathway #2: Merger Exploration 

What this pathway means: Rather than just coordinating across multiple organizations, WEST explores 
whether joining with another shared print initiative or broader consortium would improve sustainability. This 
might involve shared governance, consolidated operations, integrated member services, or acquisition of 
WEST’s program functions.  

Progress report: The Executive Committee identified five organizations that align well with WEST’s vision and 
scope of services. Membership overlap and existing organizational relationships were also taken into account to 
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determine with which organizations to open initial conversations. Four out of five initial conversations have 
taken place at this stage, with the fifth scheduled for late July. Regardless of whether the merger pathway proves 
strategic and viable, all conversations thus far with potential merger partners have surfaced strong interest in 
and exciting possibilities for future collaboration. Explorations will continue through late fall when there will be 
a checkpoint to determine whether and how to continue. 

Exploratory Pathway #3: Serials Archiving Slows (we are successful in our core work!) 

What This Pathway Means: Regardless of whether WEST pursues Pathway #1 or #2, the program’s core 
mission to identify and coordinate retention for print serials across the membership will slow. This is an 
indicator of success, as well as an indicator that operational change will need to take place. Exploration along 
this pathway clarifies the projected timing of  that change and maps a responsible transition to a less intensive 
operations model. 

Progress report: As part of the Cycles 16 & 17 collections analysis, WEST completed an evaluation of “what’s 
left to archive,” which will help inform explorations along this pathway. Additional date-gathering will take place 
between now and the late fall, including retention analysis and date review, and evaluation of archive building 
activities (i.e., physically validating and consolidating high-risk titles).  

What’s next 

●​ Continued exploration and assessment of the three pathways 
●​ Evaluation and incorporation of the input gathered from members during this meeting 
●​ Continued invitation for member feedback and questions  
●​ Checkpoint around November 2026 to assess where we continue exploration  

○​ If decision or critical feedback points have arisen, the Executive Committee will schedule a 
January 2027 virtual meeting for members  

○​ If continued exploration is advised before seeking member feedback a written progress report 
will be shared with members in January 2027 including expected next steps 
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