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What  We’ll Cover

An alternative publishing  model,
from the publisher perspective—

! Economic importance of society 
publishers

! Practical barriers to open access

! Benefits of publishing cooperatives 



Hurdles t o Open  Access
For Society Publishers

Open
Access

Subscription
Models

Lack of 
business

management
resources

Innate 
conservatism &  

risk aversion

Undercapitalization 
& income 

requirements



Removing Hurdles 
For Society Publishers

Open
Access

Subscription
Models

Publishing Cooperatives



Self-published Society Journals
(23 %)

University-sponsored
(15 %)

Commercially-published
Society Journals

(17 %)

Commercially-owned Journals
(45 %)

The Mixed Market for Peer Reviewed Scientific & Scholarly Journals

~20,000 peer reviewed
scholarly & scientific 
journals

Per Ulrich’s analysis, 2005.

The Mixed Market  for Peer Reviewed Journals



The Mixed Market  for Peer Reviewed Journals

~20,000 peer reviewed
scholarly & scientific 
journals

Increasing at
~3.25% per year

Commercial pubs
now represent  
slightly larger
slices of much 
larger pie

Self-published Society Journals
(23 %)

University-sponsored
(15 %)

Commercially-published
Society Journals

(17 %)

Commercially-owned Journals
(45 %)

The Mixed Market for Peer Reviewed Scientific & Scholarly Journals
Per Ulrich’s analysis, 2005.



The Mixed Market  for Peer Reviewed Journals--2025

68%

Self-published
Society Journals

(19 %)

University-sponsored
(13 %)Commercially-

published
Society Journals

(13 %)

Commercially-owned Journals
(55 %)

The Mixed Market for Peer Reviewed Journals–2025

68%

32%

~38,000 journals

For-profit journals
increasing at 
almost twice the
rate of nonprofit
journals

Doubling every 
22 years

Per Ulrich’s analysis, 2005.



The Mixed Market  for Peer Reviewed Journals

Self-published
Society Journals

University-sponsored

Commercially-published
Society Journals

Commercially-owned
Journals

Relative Price per Page by Publisher Type

Average prices 
differ by 
publisher type

Per Bergstrom & Dhuey, 2003.



The Mixed Market  for Peer Reviewed Journals

Self-published
Society Journals

University-sponsored

Commercially-published
Society Journals

Commercially-owned
Journals

Relative Price per Page by Publisher Type

Future market mix 
important to 
libraries & other 
stakeholders

Cannot afford to 
accelerate exodus 
of self-published 
journals

Need societies to 
serve increasing 
market demand



4+ (<3 %)

2-3 Journals
(8 %)

1 Journal
(89 %)

Society Publisher Prof ile
Journals per Publisher

Average of 1.4 
journals 
per publisher

Almost 90% of 
publishing 
societies publish 
one journal

Over 97% 
publisher three or 
fewer journals

Per Ulrich’s analysis, 2005.



Society Publisher Prof ile
By Medium

Ulrich’s analysis 
suggests significant 
minority of print-
only journals.
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Society Publishers—
Internal Const raints

! Focus on editorial component
! Core competence in content & certification
! Scarce in-house management resources

! Passive approach to income models
! No expertise to implement new models

! Innately conservative
! Undercapitalized
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Society Publishers—
External Market  Pressures

! Tight library budgets

! For-profit competitors’ market share & 
power

! Pressure on subscription model

! Impetus for Open Access

! Lack of purchasing power
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Society Publishers—
Sit uat ion  Summary

! Economic importance of society 
publishers
! Stem exodus to for-profit publishers
! Expand role on meeting new demand

! External market competition & pressure 
on subscription models

! Internal nonprofit publisher constraints to 
! Competing under sub’n model
! Migrating to new funding models



Academic!Publishing!Value!Chain""Agents!by!Function

Function

Capital!Investment

Acquisition/Editorial!selection

Peer!Review/Certification

Substantive!Editing

Metadata!Creation

Marketing/Promotion/Awareness

Sales

Prepress/Composition/Formatting"Tagging

Print/Print"on"Demand

Fulfillment/Rights!Management/DRM

Digital!Dissemination/Hosting

Digital!Archiving/Preservation

Agents

Publication/Editorial!Management

Copyediting

U
n

iv
e
rs

it
y
 P

re
ss

e
s

S
o
ci

e
ty

 P
u

b
li

sh
e
rs

D
ig

it
a
l 

A
rt

ic
le

 
R

e
p

o
si

to
ri

e
s

In
st

it
u

ti
o

n
a
l 

R
e
p

o
si

to
ri

e
s

C
o
m

m
e
rc

ia
l 
P

u
b

li
sh

e
rs

O
p

e
n

 A
cc

e
ss

 P
u

b
li

sh
e
rs

A
ca

d
e
m

y
-s

p
o

n
so

re
d

 D
ig

it
a
l 

P
u

b
li

sh
in

g
 P

la
tf

o
rm

s

D
is

ci
p

li
n

e
-s

p
e
ci

fi
c 

D
ig

it
a
l 

P
u

b
li
sh

in
g

 P
la

tf
o

rm
s

D
is

ci
p

li
n

e
-s

p
e
ci

fi
c 

P
re

p
ri

n
t/

A
rt

ic
le

 R
e
p

o
si

to
ri

e
s

D
ig

it
a
l 

M
o
n

o
g

ra
p

h
 R

e
p

o
si

to
ri

e
s

Guilds

O
v
e
rl

a
y
s,

 S
u

b
je

ct
 F

ro
n

ts

External Funding Sources

C
o
m

m
l 
P

u
b

li
sh

in
g

 P
la

tf
o

rm
s

N
a
ti

o
n

a
l 
D

ig
it

a
l 

A
rc

h
iv

e
s

D
ig

it
a
l 

A
g

g
re

g
a
to

rs

S
u

b
n

 A
g

e
n

ts

S
ch

o
o

ls
/

D
e
p

ts

S
o
ci

e
ti

e
s

R
e
se

a
rc

h
 

In
st

it
u

te
s

Jn
l 

M
g

t

A
ca

d
e
m

ie
s



Function

Acquisition/Editorial!selection

Peer!Review/Certification

Substantive!Editing

Metadata!Creation

Marketing/Promotion/Awareness
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University e-
presses; NAP; 

BioMed Central;
BPO; PLoS

CDL; EPiC; GAP; 
HighWire; Igitur; 

PKP; SPO; 
SciELO; SciX AnthroSource; 

BioLine Intl; 
BioOne; BPO; 
Euclid; Project 

Muse; GSW

Existing
Publishing
Initiatives
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Publish ing Cooperat ives

Publishing CooperativesÑ
! Complement existing initiatives
! Address needs of society publishers
And—
! Owned by society publishers
! Controlled by society publishers
! Benefit participating publishers
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Publish ing Cooperat ives

Provide—
! Market & bargaining power
! Access to otherwise unavailable services
! Scale economies
! Resource & risk pooling

Not intended to maximize profit.



Integrated Publishing Cooperative

Library LibraryLibrary

Society SocietySociety

Integrated Cooperative: Comprises
both publisher and library members

Publishing Cooperative—
Centralized Structure



Publishing Cooperative—
Federated Structure



Publisher Cooperative 
with Arm’s-length 

transactions
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How a Cooperat ive Works

! Cooperative owned by members
! Members exercise democratic control
! Member equity determined by use
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How a Cooperat ive Works

! Cooperative owned by members
! Co-op provides services at cost

! Can provide full range of services—
" print; fulfillment; pre-press; digital 

conversion, formatting/tagging; online 
hosting; licensing, rights, negotiating; 
marketing; business management

! Direct or via third-parties
" hosting via academy-sponsored platform
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How a Cooperat ive Works

! Cooperative owned by members
! Co-op provides services at cost
! Co-op allocates equity based on use

—surplus returned to members as:
! Patronage refunds
! Retained, allocated equity
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How a Cooperat ive Works

! Cooperative owned by members
! Provides services at cost
! Allocates equity based on use
! Retains equity as operating capital

! Meet market demand for journals
! Fund technology upgrades
! Fund risk pools
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How a Cooperat ive Works

! Cooperative owned by members
! Provides services at cost
! Allocates equity based on use
! Retains equity as operating capital
! Offers content at discount

! Greater market visibility
! Lower risk = lower cost
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How a Cooperat ive Works

! Cooperative owned by members
! Provides services at cost
! Allocates equity based on use
! Retains equity as operating capital
! Offers content at discount
! Provides basis for new funding models

! Shared risk & pooled resources
! Depends on libraries sharing risks



Business Management Services

Digital Hosting & Publishing Services

Other Publishing Support Services

Marketing Services

Scale-economy Bargaining

Risk Pooling & Mitigation

Content Aggregation
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Business Management Services

Digital Hosting & Publishing Services

Other Publishing Support Services

Marketing Services

Scale-economy Bargaining

Risk Pooling & MitigationRisk Pooling & MitigationRisk Pooling & Mitigation

Content Aggregation
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Content AggregationContent Aggregation

Scalable Publishing Cooperative Model
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Scalable Publishing Cooperative Model

Digital Publishing
Technology Platform

Business Management Services

Hosting & Dissemination

Marketing & Other Publishing Support Services

Scale-economy Bargaining

Business Management Services

Hosting & Dissemination

Marketing & Other Publishing Support Services

Scale-economy Bargaining

Discipline-specific Open Archives
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Benef its for Society Publishers

! Reduce costs
! Improve bargaining power
! Provide scale economies
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Benef its for Society Publishers

! Reduce costs
! Focus on core competencies

! Rely on co-op for non-editorial support
! Gain access to management resources
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Benef its for Society Publishers

! Reduce costs
! Focus on core competencies
! Stabilize financial performance

! Allow move to new funding models
! Create new income streams
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A lternat ive Business Models

Self-generated income
Input fees
! Publication charges or article 

processing fees
! Institutional memberships
! Digital off-print sales
Affinity relationships
! Sponsorships
! Advertising
Alternative distributors
! Convenience-format licenses or 

distributor format fees
Related products & services
! Journal off-line media sales
! Differentiated offerings

Electronic marketplace
! Contextual e-commerce
! Community marketplace

Subsidies
Internal subsidies
! Dues allocations
Grants and contributions
! Foundation grants
! Institutional grants & subsidies
! Government grants
! Gifts & fundraising
! In-kind contributions
Partnerships/Twinning
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Benef its for Society Publishers

! Reduce costs
! Focus on core competencies
! Stabilize financial performance
! Provide capital to fund—

! New content development
! Technology investments
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Benef its for Society Publishers

! Reduce costs
! Focus on core competencies
! Stabilize financial performance
! Provide investment capital
! Mitigate risk

! Create indemnification pools
! Share risk models, data & strategies
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Benef its for Society Publishers

! Reduce costs
! Focus on core competencies
! Stabilize financial performance
! Provide investment capital
! Mitigate risk
! Increase reach of content

! Discipline-specific shoaling
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Benef its for Other Stakeholders

! Lower content costs
! Increase society publisher role
! Aggregation discounts
! New scholarly communication channels
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Benef its for Other Stakeholders

! Lower content costs
! Provide framework for funding 

models
! Provides basis for long-term structural 

changes
! Allows publishers to explore new 

funding models
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Benef its for Other Stakeholders

! Lower content costs
! Provide framework for new models
! Leverage existing initiatives

! Brings content providers to digital 
publishing platforms

! Allows input of library competencies
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Benef its for Other Stakeholders

! Lower content costs
! Provide framework for new models
! Leverage existing initiatives
! Foster greater publisher-library 

cooperation & sense of purpose
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Publish ing Cooperat ives

! Address society publisher issues—
on publishers’ own terms

! Increase society publishing role
! Lower publisher & library costs
! Provide basis for new funding models
! Complement existing initiatives
! Financially feasible
! Scalable & replicable
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Raym Crow
Senior Consultant

SPARC Consulting Group
raym@arl.org


