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Brief Description: 

Second of two Research projects for PhD requirement, in advance of dissertation.  Focus of this 

project is Tribal College and University Libraries, and cultivating a future in increasingly 

challenging economic times. 

 

My Role: 

I am designing the overall research design and scenarios to be used in this study, as well as 

writing chapter and results analysis.  This project is in the beginning stages, with completion set 

for May 2013.  

This research is accepted as a Roundtable Session at the International Conference of Indigenous 

Archives, Libraries, and Museums in Santa Ana Pueblo, NM June 10-13, 2013. 

 

Significance/Impact: 

No other study has used scenarios as a tool to cultivate futures for Tribal College and University 

Libraries.  Research questions posed: Do they want to add or delete content from the scenarios? 

Which scenario best describes their institution currently? What title best describes each scenario? 

Which scenario represents the best possible future for their library and why?  
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Cultivating a Future for Tribal College and University Libraries 

in Increasingly Challenging Economic Times 

 

Abstract:  This study explores the possible futures of the libraries affiliated with the 12 

Tribal Colleges & Universities that currently grant 2- and 4-year, and Masters’ degrees. 

Scenarios are used with Library Directors to probe how they envision the future; which 

future they favor; which scenario is most relevant to their institution; whether the future 

will require new skill sets for the staff; what it takes for the institutions to adopt the 

preferred scenario; how much input they have in shaping the future; and what title frames 

their preferred future scenario.  

 

 

With the inception of the first college in 1968 now known as Diné College, located on the 

Navajo Nation in Arizona, tribally controlled colleges and universities (TCU) have expanded to a 

total of 38 American Indian higher education institutions across the United States and Canada 

(see Table 1). Three years after the opening of Diné College, federal funding followed with the 

passage of the Navajo Community College Act of 1971 (P.L. 92-189) and provided much needed 

government monies (Boyer, 1997). Next came the Tribally Controlled Community College 

Assistance Act of 1978 (P.L. 95-471), which ultimately provided 80 percent or more of most 

tribal college annual operating budgets (Boyer, 1997). Even with these historical allocations, 

combined with the 1994 Land Grant status through the Elementary and Secondary Education 

Reauthorization Act (P.L. 103-382), which opened up additional funding, tribal colleges 

continue to struggle financially. They depend on increasing enrollments of students from low-

income families who need financial aid, ever-decreasing federal funds, and limited endowments 

and private donations.  

*Blind Manuscript (No Author Identifiers)
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  In 1996, President William J. Clinton founded the President’s Board of Advisors on 

Tribal Colleges and Universities and in 2002 President George W. Bush established the White 

House Initiative on Tribal Colleges and Universities. Both initiatives were created for the 

purposes of helping TCUs establish recognition as fully accredited institutions, increase 

accessibility to additional federal resources, promote preservation and revitalization of tribal 

languages and cultural traditions, promote access to quality higher education, and link K-12 

programs with the tribal colleges.  

  The tribal college virtual library project was born from one of the aforementioned 

initiatives. The Kellogg Foundation provided $400,000 in 1999 for the University of Michigan to 

work with the American Indian Higher Education Consortium (AIHEC) on an information 

technology initiative that started with Bay Mills Community College in Michigan, and expanded 

to any tribal college library that wanted to participate (Ambler, 2000). Despite successes such as 

this, options to build stable operating budgets still do not exist for TCU (Crazybull, 2009). 

Financial stability is further complicated by the potential of an increasing number of low-income 

students as reservation populations’ rise, family incomes continue to fall, the number of single 

parents raising children increases, and the fact that the majority of students are ill-prepared to 

enter college (Crazybull, 2009). 

[INSERT TABLE 1 ABOUT HERE] 

Despite dismal funding circumstances, tribal colleges have made great strides in serving 

the education needs of their communities. Of the 38 TCUs, 12 offer baccalaureate programs and 
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two offer master’s degree programs (Billy, 2012). In 2010 alone, TCUs reached 19,070 full- and 

part-time students (representing over 250 federally recognized tribes) and nearly 47,000 

community members through community-based education programs and support programs 

(Billy, 2012).  

Historically, the majority of the TCUs have libraries serving the institution and the 

surrounding reservation community. The libraries serve as both an academic and a public library 

and try “to be everything to everyone” (Thull, 2008, p. 1).  Although continually faced with 

multiple competing priorities and strained budgets, the TCU library’s primary roles are to 

support the tribal college mission of preserving tribal culture, enhancing economic opportunity, 

and meeting the overall community educational needs (Metoyer-Duran, 1992).  Due to 

competing priorities and information needs, the library administrators preparing budgets are 

many times faced with choosing between academic needs such as research titles and need for 

public library collections such as for childrens’ books. It is difficult for many TCUs libraries to 

purchase items in both categories of materials due to their extremely strained budgets (Roy & 

Smith, 2002; Thull, 2008).  

PROBLEM STATEMENT 

Given the situation in which TCU libraries and their institutions find themselves, a natural 

inclination might be to focus on the present and on meeting substantial, current problems. Still 

the libraries need to be planning for their futures if they are to remain relevant to the TCU. 

Unlike other research on TCU libraries, this study explores possible futures for the libraries 
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based on a set of scenarios or stories that view these libraries as partners with the respective 

tribal colleges and the general tribal community. The purpose of this study is to probe TCU 

library directors about how they envision the future; which future they favor; which scenario is 

most relevant to their institution; whether the future will require new skill sets for the staff; what 

it takes for the institutions to adopt the preferred scenario; how much input they have in shaping 

the future; and what title frames their preferred future scenario.  

 This research enables the directors to go beyond the present problems and think about the 

future. Further, it is an opportunity for the institution’s leadership to reflect on higher education 

and the role the library will want to play in the TCU. Since the TCU libraries act as the central 

fabric support system utilized by the general tribal community, the people of that community 

may find value in the study. Supporting organizations such as the AIHEC, the Association of 

Tribal Archives, Libraries, & Museums, the Tribal College Library Professional Development 

Institute, and the American Indian Library Association (AILA) as well as their members might 

benefit and learn from the development of these scenarios for possible application in futures 

planning and the success and growth of their own participating college libraries.  

LITERATURE REVIEW 

Scenarios 

  Scenarios create options, approaches, or stories that take into consideration the people 

involved in an environment and the exploration of uncertainties or uncharted ideas when 

considering significant change (O’Connor & Lai-chong, 2009). The insights gained and shaped 
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from the exploration of uncertain factors can then be applied to the environment to examine 

which best fits (Burt & Chermack, 2008). These alternative scenarios of the future present 

various degrees of risks and/or uncertainties and enable organizations to contemplate avenues 

that are different from the current trajectory. The value of scenarios is in identifying options and 

potential uncertainties, regardless of whether the stories prove to be right or wrong. Another 

value is the generation of creative thinking and a barometer that can be used to determine if the 

organization is headed in the desired direction (Hernon & Matthews, 2013).   

 In the last decade a multitude of scenarios for academic libraries have been developed, 

including ones, for instance, with a focus on digital libraries (Gonclaves, Fox, Watson, & Kipp, 

2004; Vignesh, 2009), for libraries whose institutions have membership in the Association of 

Research Libraries (ARL) and their participation in the Federal Depository Library Program 

(Hernon & Saunders, 2009), for health sciences libraries (Ludwig, Giesecke, & Walton, 2010), 

and covering the academic library’s role in scholarly communication (Carpenter, Graybill, 

Offord, & Piorun, 2011).
1
  

 Academic library professional associations, specifically the ARL and the Association of 

College and Research Libraries (ACRL), have also developed scenarios. ARL examined the 

future of its member institutions through exercises, planning, and research that focused on four 

scenarios on the future of research (ARL, 2010). The scenarios were constructed to provide a 

                                                           
1
 Additional examples can be found in Hernon and Matthews (2013). 
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wide selection of ideas and resources when member librarians were looking to select ones that 

met individual needs. About the same time, ACRL evaluated the current climate of academic and 

research libraries, and developed 26 scenarios designed to aid academic libraries in determining 

what questions to ask and identifying the best choices to make in order to grow in unsure 

economic times (Staley, Malenfant, & ACRL, 2010). Participants reflected on the following four 

questions regarding each scenario presented:   

 Probability that this scenario will occur 

 Impact of this scenario, if it were to occur, on academic and research libraries  

 If this scenario were to occur, how soon  

 If this scenario were to occur, would it be a threat, an opportunity or a mix of both? 

(p. 42) 

These questions are relevant to any library considering the use of scenarios. Another report 

produced by ACRL focused solely on the future of the book in print format as compared to 

information technologies, e-books, and other digital formats (Staley, 2012).  

Tribal College and University Libraries 

  Little has been written about Tribal College and University Libraries. Metoyer-Duran 

(1992) interviewed the 24 directors of tribal institutions with membership in the AIHEC about 

the libraries’ roles in meeting the colleges’ mission, the presidents’ vision of the tribal college 

library in the year 2000, and the library’s role in information literacy. The presidents perceived 

the library as having a proactive role as the information center, and librarians as the link to the 
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community members and their information needs. The libraries, or information centers as the 

presidents referred to them, engage in information resource sharing and use information 

technologies to support the mission of the TCU.  

Patterson and Taylor (1996) examined the budgets, personnel, service population, 

collections, facilities, services, networking, and computers of TCU libraries. They found that the 

libraries typically have limited space, collections, and budgets with little- to no-technology and a 

minimal staff. In 2002, Dilevko and Gottlieb (2004) noted that not much had changed. In 

addition to the problems noted by Patterson and Taylor, they discovered that the directors and 

staff who participated in the 2002 survey were responsible for a wide variety of library tasks 

while facing challenging work environments as a result of the lack of funding. They identified 

additional challenges for the librarians and staff, including lack of support from college 

administrators, the tendency of some college administrators to micromanage the library, racial 

tensions between non-Native staff and Native staff and students, poor positive work ethic among 

college staff and faculty, and the impact of internal tribal politics.  

PROCEDURES 

As previously noted, 12 institutions offer baccalaureate and/or master’s degrees and serve as 

both academic and public libraries. The majority of these TCUs are located in the northern, mid-

west, and southwest states, with the exception of one located in Washington. The study uses the 

Delphi technique, which invited a panel of experts to comment on the scenarios, and to probe the 

directors of these libraries. The technique does not always require the panel to reach a consensus, 
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but their views are gained through more than one round of data collection giving participants the 

opportunity to explore different futures (Hernon & Matthews, 2013). Prior to the first round, the 

directors received an e-mail and a phone invitation requesting participation with the option to 

schedule a phone interview to complete the second round scenario questions. Once agreement to 

participate was indicated, the participants received the scenarios with instructions to read the set 

and to comment on the content of each scenario.  

The Scenarios 

The TCU Libraries scenarios were designed and fabricated using Dr. Joan Giesecke’s 

scenario-building methods (Giesecke, 1998) in order to determine the major forces and the most 

uncertain factors likely to affect a particular situation. From this method, the researcher  

identified the major forces most likely to affect the TCU libraries (see Table 2) and crafted the 

initial four scenarios using forces based upon a matrix derived from the most important and most 

uncertain elements while following a recommendation of a maximum of four scenarios as a 

standard (Mietzner & Reger, 2005). The axis and four quadrants in Figure 1 are based on forces 

pinpointed previously using Giesecke’s scenario developing method. A time frame of 15 years in 

the future was selected based on forecaster Martino (1970), who states that accuracy declines 

dramatically when a longer time frame is used.  Adhering to this process, the researcher wrote 

detailed descriptions of four stories that illustrate the traits associated with each quadrant.   

[INSERT FIGURE 1 ABOUT HERE] 
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In order to pre-test the axis, key forces including the most uncertain and most important 

factors as well as the scenarios, the researcher consulted two experts:  Giesecke, an expert 

regarding scenarios, and Lotsee Patterson, an expert regarding tribal colleges and universities 

libraries. The two experts evaluated the scenarios according to four points of criteria identified 

by Meitzner and Reger (2005). The four points are:  

1. each is plausible, likely to happen;  

2. each is different enough from the others;  

3. each provides enough insight to be utilized in future planning; and  

4. each has the capacity to challenge views of the future.  

Based on their comments, the researcher revised the initial scenarios. Appendix 1 provides the 

revised scenarios used in the initial phase.   

FINDINGS 

Phase One 

In this phase, ten of the eligible twelve library directors read the initial set of scenarios and 

commented on their content. One director mentioned that currently their “library is seen as a key 

player, however that ebbs and flows. This is so important, the need to maintain our position as a 

key player within the institution now and always.”  The key player concept was voiced by 

several other directors and they elaborated that being a key player includes cultivating high 

visibility which comes from attendance and participation at all stages of college and community 

activities. Another director commented that “changing landscapes is a reality,” while a second 
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director acknowledged the importance of change in the form of embracing and establishing 

collaborative relationships with other tribal libraries, state libraries, and state universities was 

absolutely necessary. Several directors pointed out that overall the scenarios offered a continuum 

of situations applicable to tribal colleges while at the same time realizing that the scenarios 

cannot offer descriptions that apply entirely to a library. Most importantly, several of the 

directors agreed with the initial experts’ review of Scenario One and the likelihood of that 

scenario ever happening at a four-year degree granting TCU institution due to its jeopardizing 

accreditation. As a result of the directors comments regarding Scenario One, the researcher 

deleted the first scenario for Phase Two, in addition to making changes and improvements to 

overall language of the remaining three scenarios. 

Phase Two 

  The revised scenarios were then sent out to the ten directors for additional comments and 

input on seven specific questions including selection of a favored scenario and a title for that 

scenario and which scenario was most representative of their institution. All but one of the 

directors (90%) chose Scenario Four as their favored scenario with one director selecting 

Scenario 3. Every director provided titles for their preferred scenario, with nine of the ten (90%) 

selecting a title for Scenario Four, and one selecting a title for Scenario Three. Similarly, eight 

directors (80%) selected Scenario Four as most relevant to their institution. Two directors (20%) 

selected Scenario Three as most relevant to their institution. Two other directors did not select 

any scenario as most relevant commenting that their institutions were TCU but functioned 
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differently than institutions with specific tribal affiliations and hence parts of the different 

scenarios fit but no one scenario was most relevant for them. In terms of how much input the 

library directors have in shaping the future of their libraries, 70%  responded “almost always 

some input”, while 20% reported they “usually have some input”, and 10% responded with 

“occasionally have some input”. When asked how they envision the future of their TCU library, 

6 (60%) answered with positive input; three answered with things staying basically the same 

with a reference to future funding; and one answered with negative future outlook and definite 

reference to budget challenges (see Table 3 for complete narratives). A frequency count for 

terms utilized by library directors in describing future skill sets revealed that 8 (80%) referenced 

“technology” or “electronic” or both in their comments (see Table 4a, 4b, and 4c for complete 

narratives). 

[INSERT TABLES 3 AND 4a, 4b, 4c ABOUT HERE] 

DISCUSSION 

Despite the across-the-board 2013 federal sequestration, over half of the directors shared positive 

comments when responding to the question about envisioning a future for their TCU library. 

Possibly because of the sequestration, one of the other four directors openly admitted their 

university was in bad shape financially. The three other directors mentioned future funding 

vaguely and questionable future growth; they mirrored a recent article (Ingeno, 2013), stating 

that the cuts implemented in March 2013 “are particularly painful for tribal colleges, which 

depend on federal programs for operating support and which typically lack much in the way of 
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state funds or endowments to serve largely low-income students.”  Regardless of the recent 

sequestration and its affect, several of the directors stated that the least desirable scenario would 

not be allowed to evolve due to the fact that would jeopardize university accreditation, and they 

recommended deletion of the scenario altogether.  

 TCU libraries have spent the past 15-20 years diligently working to build resources, even 

building new libraries to serve faculty, students, and the general tribal communities despite the 

issues of funding, inadequate facilities, challenges recruiting and retaining qualified staff, and 

technology as noted in research literature spanning from the early-1990s to mid-2000s (Duran, 

1991; Metoyer-Duran, 1992; Patterson & Taylor, 1996; Biggs, 2000; Billy & Kuslikis, 2009).   

CONCLUSION 

 Strides have been made by the industrious TCU libraries to nurture space, technology, and 

resources in support of the students, faculty, and tribal communities.  Scenarios such as these can 

offer library directors an opportunity to prepare for and cultivate environments to combat the 

latest, but certainly not the last, sequestration and the resulting financially challenging times 

ahead.  In addition, the scenarios give the institutions’ leadership the opportunity to reflect on 

higher education and the library’s role within the TCU.  Many of the TCU libraries support 

students, faculty, staff, and the general tribal community; all of which may find value in this 

study.  The conversations taking place to discuss futures of TCU libraries give voice to the 

distinctive facets that define TCUs and the libraries and the robust potential to craft the future 

both needed and wanted. 
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Appendix 2 

Revised Set of Scenarios 

 

Scenario 1 was eliminated based on participant feedback) 

Scenario 2 

Description 

  While housed in space still too small for meeting the needs of the college and the overall 

community successfully, the library staff and faculty aspire to create an educational and 

intellectual center of the college. Not all tribal college and university libraries serve the general 

tribal community – some communities have separate public libraries. Budgets are continually 

strained, but despite this staff attempt to obtain new items for the collection and have done a 

good job scouring for resources available through the internet and Google, for example. Success 

and impact of new services experience the effects of budget constraints and are overtaken by the 

easier, already established traditional library activities. The overall investment in electronic 

resources remains stagnant. Access to technology is still a challenge for the community and the 

tribal college library computers frequently serve the general community as well. Staff struggle to 

bring in more electronic resources due to initial costs and funding as well as sustainability issues.  

A way to embrace and enhance electronic collections is through collaboration with other tribal, 

state, and state university libraries. These relationships take time and patience to develop. With 

the geographic location of the tribal community closer to urban communities and suburbs, the 
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main library employees are not representative of the tribal community, but reflect more in-depth 

library training. The ever-challenged, limited budget coupled with the technology issues and an 

ever-changing landscape continually confront the library staff. With issues at the college and the 

community overall affecting support for the library, the library employees are discouraged as 

they try to provide quality services creatively to the faculty, students, and community. 

TCU Context  

  The driving forces for this scenario are economic issues, tribal politics, the rapidly 

changing library landscape, and the changing higher education landscape. This results in the 

library attempting to be innovative by offering new services and bringing in new resources, 

despite poor funding, the negative climate in the TCU, and the tribal politics. A side-effect of the 

funding issues, negative climate, and tribal politics is the library appears to be wishy washy on 

multiple fronts at times. 

Philosophy and Role 

  Traditional library roles and activities are still in place even as the library tries to bring in 

new services. The continual economic issues impact the collection and library services in many 

ways. For example, the library accepts donated resources even though they may not meet either 

educational needs or community needs. Library employees try to connect with the community 

during social gatherings offering to make home visits, and with the neighboring departments. 

They attempt to reach the college faculty and the students in their classrooms, and even 

community patrons both in the library and outside the library. 
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Scenario 3 

Description 

  Still housed with other departments and services, but seen as viable to the college and 

overall community since students, faculty and community members do frequent the library. The 

tribal administration and community have acknowledged the importance of the library by 

showing support for allocating more space for the library and more resources for the users with 

additional revenues from the newly built casino such as newer computers and better technology 

access, along with some new furniture. These improvements bring students and community users 

to the library more frequently and for longer periods of time. The library staff and faculty 

demonstrate a deep commitment to the success and education of the students through individual 

appointments, group study sessions, and classroom instruction despite their lagging salaries, 

benefits, and not being from the tribal community. Although employees retain their traditional 

library roles, they recognize the importance of Native education, student affairs, and academic 

support, including retention, marketing and admissions. The library employees assist in a limited 

manner with recruitment and retention related to the college during fairs at the high school or 

community events, student satisfaction, and fund development as they see these activities as 

beyond the scope of their traditional responsibilities. Still, they identify the need to be seen as a 

key player in the future of the entire institution, not just the library and understand the 

importance of consistently participating in all college and community activities. With the 
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resource improvements and the corresponding service, the greater community, students and 

faculty enjoy accessing the library in person and virtually. 

TCU Context 

  The driving forces for this scenario once again includes challenging economics as well as 

tribal politics, and community/cultural issues surrounding the importance of native education and 

general education for not only young adults but for the entire tribal community.  The role of the 

library as a key player within the institution ebbs and flows on many campuses with some years 

presents a bigger challenge depending on where the spectrum is at any particular time. 

Philosophy and Role 

  Despite the challenges of space, equipment, and resources, the library acts as a central 

community space. Students frequent the library to get assistance with tutoring, studying, and 

assignments. Adults are in the library attending computer classes, and attending or contributing 

to culture and language classes are also popular. The community is supportive of higher 

education and supports the traditional activities of the library. 

 

Scenario 4 

Description 

  The library is seen as an integral part of the college and community, with the tribal 

archives fully integrated into the library. The library and archives promote intellectual freedom, 

enrich tribal life through understanding of personal heritage and cultural awareness, and 



 1 
 2 
 3 
 4 
 5 
 6 
 7 
 8 
 9 
10 
11 
12 
13 
14 
15 
16 
17 
18 
19 
20 
21 
22 
23 
24 
25 
26 
27 
28 
29 
30 
31 
32 
33 
34 
35 
36 
37 
38 
39 
40 
41 
42 
43 
44 
45 
46 
47 
48 
49 

 

 

22 

 

advocate preservation and documentation of the tribe. Because of this focus, cultural traditions 

serve as the foundation of the library. Plans are underway to include regular language classes in 

the upcoming schedule for the community. A tribal museum/gallery has been created with the 

intention of incorporating into the library and archives in support of the mission focus of 

personal heritage and cultural awareness. The newly elected tribal administration consists of a 

majority of re-elected members, members who played an important role in influencing support of 

the college and the library during the previous administration. The tribal administration realizes 

the importance of a new building that houses the library, archives, museum/gallery, and possibly 

studio space, in a centrally located building situated in a welcoming, easily accessible location. 

This central location is intended to make innovative services, research and teaching support, and 

educational leadership easy to access by tribal members and visitors alike. Tribal and college 

administrators, along with the library, envision a design that is both purposeful and strategic 

while in some cases the archives and the museum are housed separately. The library will have 

both a functional and beautiful space along with resources that draws in both the college 

community and the general tribal community. 

  In these times, the library is keenly aware of the rapidly changing higher education 

landscape, specifically ever-decreasing funding, ever-increasing accountability, and the need to 

find new ways to deliver services and information to both the current and future students. In 

addition, several of the tribal colleges have joined forces with identified library schools with 

robust online course offerings and are assisting tribal members in achieving MLS degrees. 
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Employees represent the tribal community and possess library degrees from American Library 

Association-accredited schools (ALA). Students and faculty alike are engaged with the library 

faculty through research and in the classroom, with the libraries looking to develop thorough 

new integration opportunities. In addition to the new educational pedagogy that integrates the 

librarians in the classroom, open access, digitization, improved technology, and intellectual 

freedom are included as major components of the library’s values and services. The library is 

seen as a major technology leader on campus with faculty requesting librarian participation in all 

aspects of their research, teaching and student learning processes. 

TCU Context 

  The driving forces for this scenario are once again economics, tribal politics, and the 

library’s understanding of the flucuating and potentially unstable institutional funding. With 

strong support from the tribal community, library employees recognize the need to identify new 

ways to deliver services in order to meet the needs of students, faculty, and community members. 

New avenues for the external funding to support these services and resources were identified. 

Philosophy and Role 

  Plans are underway to construct the new building. Tribal members are excited to see the 

progress and anticipate using the new space. Tribal archives and collections of tribal specific 

items, and the acquisition of such items, was met with unprecedented community excitement and 

contributions. 
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