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MEMORANDUM

UNIVERSITY LIBRARIES OF NOTRE DAME

Nathan Hatch, Provost

John Affleck-Graves, Associate Provost
From:  Jennifer A. Younger

Edward H. Arnold Director of University Libraries
Re: Report on the University Libraries Strategic Planning
Date:  November 7, 2002

The charge to academic units requests that we develop a strategic plan, thinking boldly and with vision, and
that in submitting this plan to the University, we assess where we are today, describe our aspirations looking
out ten years, and articulate the key means to achieve our gods. It iswith pleasure that | convey the library
report concerning our aspirations, assessment, draft srategic plan from the University Libraries, and
resources (key means) that will be required. Within the library, a steering committee guided the devel opment
of the plan and planned the solicitation of input from the library as well as from academic units, which was
subsequently collected by individud librarians and gaff. A library consultant led the Steering Committee
discussons which created this draft srategic plan. This report is presented in the following order.

Section 1. Vision and aspirations, strategic challenges, rankingsand right size
Section 2. Overview of strategic areas

Section 3. Facilitator of learning and teaching

Section 4. Center for research and scholar ship

Section 5. Intellectual commons

Section 6. Creative and knowledgeable or ganization

Section 7. Rationalization and redirection of existing resour ces

Section 8. Assessment of library services, collections, information resour ces and facilities

Section 1: Vison and aspirations, strategic challenges, rankings and right size
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Vision and aspirations

Not too many years ago, on the occasion of the rededication of the earthquake damaged library at Stanford
Univergty, Presdent Casper spoke of the library as an integrd part of the university misson, the preservation
of our Western heritage and culture. In the age of eectronic information resources and the Web, the library is
even more visghble and vauable as the means for sdecting and organizing knowledge, for creating and
preserving access to that knowledge, and for providing a Web-accessible information space where users find
and use information. Students and faculty depend on the information and knowledge resources of the library
for their teaching, learning and research activities. Faculty and students vaue the library as a source of
credible, reiable and non-commercidly provided knowledge resources, persona assistance and ingtruction in
how to find and use awide range of informeation.

We aspire to be agreat library, agreat destination for teaching, learning and research. Greatnessliesin
distinguished research collections that bring the best students and faculty to Notre Dame and attract
international scholars. Gresat research libraries by definition hold large collections and have for years been
known by their most distinguished, complete or unique collections. Today, however, greainess comes from
many roles.

distinguished research collections and access to information resources

sarvices that connect usersto library resources and enhance scholarly productivity

support for the development of teaching and learning activities

fogtering of intelectud engagement, an intellectud commons

an agile and knowledgeabl e organization one step ahead of its users

and, a Notre Dame, support through collections and services for the Catholic intellectua heritage and
an expresson of the Catholic identity of Notre Dame

Strategic challenges
The Libraries face severa challenges in the aspiration towards gregtness.

e achieving excdlence in meeting information needs across dl disciplines and in providing servicesto dl
campus congtituencies

¢ building rich and unique research collectionsin areas that support Notre Dame's aspirationsto be a
scholarly destination

e defining our role and place within the globa network of research libraries in acquiring, catdoging and
preserving the record of scholarship for future generations

e cregting a Catholic identity in aresearch library

Rankings of the Association of Research Libraries

The only nationd ranking of research librariesis that of the Association of Research Libraries (ARL) which
reflects university investmentsiin libraries. Over the last decade, the University Libraries and Kresge Law

Library together have risen noticeably, and are now ranked 47" Additional investment has resuited in a
higher level of faculty and student use and satisfaction with library services, collections and information
resources. Though the ARL rankings do not directly measure the qudity of library collections and services,
they are widely believed to be predictors of success because the greater the investment, the greater the
resources for meeting information needs, particularly through library collections and access to information
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resources. ARL rankingsidentify a group of academic research libraries which are, by definition, mgjor
investments in the collection, servicing and preservation of the cultural heritage and scholarly record. The
Notre Dame Libraries should continue to rise in the rankings because the aspirations of Notre Dame to attain
greater stature as ateaching and research university will require that additiona funds be put into library
collections, information resources, services, people and space. Moving up in the rankingsis not the god,;
however, arise would reflect to the academic community the seriousness of Notre Dame's ambitions.

Right size

In 1994, the Ad Hoc Committee on Libraries addressed this topic and concluded that the Libraries at that
time were "too amd|" on dl dimendons: library faculty and staff, collections and information resources, and
gpace. That assessment resulted in a substantia increase in the annual budget between 1994/1995 and
2000/2001, dthough the $12 million recommended for retrogpective purchasing was not funded. Since then,
further assessment and input has come from the Self Study Review Committee and the Notre Dame faculty.
While noting that collaboration in collection development is essentid, their recommendations till categorize
the library as "too smal" and emphasize the criticad need to strengthen library collections and provide access
to electronic resources, which together are requirements for enriching graduate programs and faculty
research.

Notre Dame is focused on maintaining academic excellence and expanding research initiatives. Theright sze
for the Librariesis afunction of Univergty goas for graduate programs and faculty research. More funding is
needed to support graduate programs and research than is needed to support undergraduate learning and
research.

In addition, the right Size in library collections and information resourcesis a function of the cost effectiveness
of collections versus interlibrary loan/document ddlivery in meeting information needs. A critical mass of
faculty and students working in any specific subject area usualy means that the library collections and
subscriptions to éectronic resources are more cost effective than document ddlivery on request.

Determining the balance between these methods, that is between the role, and therefore Sze of the collection,
and the role of resource ddlivery on request is an art, not a science, and the balance will vary by subject. We
have atempted to describe library collections on the basis of their purpose and relation to faculty research a
Notre Dame. In some disciplines and fields of study, library collections are the research laboratories. In these
cases, the building of a"just-in-case" collection, that isthe research laboratory, is critical; the presence of a
systematically and comprehensively developed callection in which any number of scholars can work isthe
desired condition. In the second instance, Notre Dame faculty use the library collections to find information or
knowledge, but while they want to find information within the collection, the library collection asawholeis
not their laboratory. And, in these cases, while there must be some collection in place to provide frequently
requested informetion, the focusis less on building a comprehensive and systematic collection, but rather on
building a collection that meets specific information needs with greater use of document ddivery/interlibrary
loan for ensuring timely access to the desired information.

In generd terms, we can categorize the arts, the humanities, and some socia sciences, and even an
occasiona science or two, mathematics comes to mind, as areas where the emphasisis on the laboratory.
Some socid sciences, engineering, other sciences, and business lean toward the other end of the continuum,
requiring sgnificant amounts of information in &l formats, but the focusis on meeting current informetion
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needs, a"just-in-time" gpproach. Even these labels are arbitrary and there can be many useful arguments
made to that end. However, the purpose is more clearly to delineate arange of purposesfor library
collections, to offer assstance in identifying what is needed, and to match resources to gppropriate
aspiraions.

In the library today, we have looked a the question of what is the right Sze by thinking of what we want to
achieve and what resources are needed to do that. Particularly for library collections and information
resources, we have included congderation of current library collection strengths; priorities for colleges and
Ph.D. programs,; University aspirations to grow research programs and to be a scholarly destination of
choice; therole of library collections and information resources as a research |aboratory; and the anticipated
cost-effectiveness of the collection in meeting information needs. To support university aspirations, the
Libraries must continue to grow.

Section 2: Overview of strategic areas

With clear ideas on our contributions to academic excellence and commitment to the Cathalic intellectud
tradition, on aspirations of being agreet library, and on a knowledge of what Notre Dame faculty and
students need, we have articulated four areas of library respongbilities, within which to identify strategic
directions and initiatives. These areas gpeak to the library asa

Facilitator of learning and teaching
Center for research and scholar ship
Intellectual commons

Creative and knowledgeable or ganization

Section 3: Facilitator of learning and teaching

Academic programs at the University are changing in curricular content and ingtructiond styles. Information
technologies are rapidly affecting Universty services and classroom ingruction, and the Web in particular is
dramaticaly expanding the availability of information. To remain effective and supportive of the learning and
teaching efforts of the Universty, the library of the 21st century must transform services to meet changing user
needs and expectations and develop services to make users more productive. To help prepare students for
their academic sudies and employment in the information age, the Libraries will be degply involved in the
teaching of information seeking skills and concepts, as information technology is integrated into al aspects of
the curriculum. Toward these godls, the Libraries will seek to:

3.1 endow the undergraduate library experience

3.2 integrate library servicesinto the ddivery of courses

3.3 create adigita visua resources collection

3.4 develop services to Notre Dame alumni

3.5 endow positions for library faculty in areas of University priorities

3.6 provide enhanced data services
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3.1 Endow the under graduate lear ning experience (5 million - $250,000 annually). It isvitd to
develop student research skillsto find, use, and evaluate information; to access readily information resources
needed for courses; and to know how to use numeric and image data as wdll asthe more familiar textua
data. Thisisaso important because of student interest; a research committee's recommendetion on involving
undergraduates with more research opportunities, the Boyer report caling for inquiry-based curriculum; the
Technology Committee's mention of student expectations for web-based access to educeation; and Notre
Damé's outstanding reputation as a teaching university.

With significant new resources, the Libraries have the opportunity to be aresearch library exemplar. We can
expand and enhance the current undergraduate curriculum to include research and information seeking skills
in severa courses (eg., First Year Composition, University Seminars, and Arts and L etters core courses)
and to provide indruction in the finding and use of a broad range of information, including numeric and image
data. Our user education coordinator was selected for national three week study program. Four librarians are
participating in aUniverdty of Michigan grant on incorporation of multimediainto library education programs.
We want to creste opportunities for students to participate in development of user instruction workshops and
interactive tools.

One important god is to provide more tools and support for subject librarians and branch librarians not in the
Reference Department to enable them to expand thelr ingtruction activities. And, on campus, there are
sgnificant opportunities for collaboration with the Libraries and the Kaneb Center, the Office of Information
Technologies and/or individud academic departments.

Additiona resources are needed to fund asmall expansion of staff (2-3 positions) with gppropriate
capitdization for computing equipment and professond development; to hire externd expertise for the
development of interactive ingtructional modules; and to provide classroom space and equipment.

3.2 Integratelibrary servicesinto the delivery of courses. The Libraries are either effecting or
consdering a number of initiatives that take advantage of rgpidly changing technology to enhance and
contribute to classroom ingtruction and class assgnments. An initiative that has dready seen enormous
success is the development of dectronic course reserves. Both faculty and students embraced this
development immediately upon its commencement. "Ask aLibrarian” is an dement that ands out on the
Libraries homepage and encourages users to contact alibrarian whenever they have a question about using
any of the Libraries resources. It dlowsfor a persond touch in an eectronic environment. "What's
New@the Library" will appear on the Libraries homepage to aert users to new resources and services. The
Libraries are presently exploring a concept caled "MyLibrary” which will dlow usersto create a customized
portal that identifies library resources that they have decided are most useful to their academic work.

3.3 Createadigital visual resour ces collection ($1 million). Images are essentid to teeching in
disciplines such as art history, design, architecture and anthropology. Based on the thousands of didesin the
Snite Museum of Art, the Art Side Library and the School of Architecture, we wish to create adigita
collection that would ddliver these images to faculty and students across campus for classroom use or
persond study. This project would not only expand access to the image collections, but aso foster
interdisciplinary study and alow faculty to share visud materia with sudentsin anew way. Some of the
images, like Architecture's exceptiond lantern dide collection, are of outstanding research vaue both a Notre
Dame and in the wider academy. Funding would cover project saff, hardware and software licensing to buld
the DVRC over afive-year period.
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Collaborative digitization and/or preservation, e.g., digital visua resources collections, with Snite Museum.
The Indtitute of Museum and Library Services (IMLYS) is particularly interested in collaborative endeavors
involving libraries and museums. Its grants are not limited solely to digitization or preservation activities, but it
has a good record of grantsin this area

3.4 Develop servicesto Notre Dame alumni in partnership with the Alumni Association ($33,000
for database content and $33,000 for staff support). Initid discussions are underway to license access to
€electronic databases viaa commercid service. The god is to expand services to non-academic units on
campus, e.g., the Career Center, and to provide reference services and document delivery (requires .5 FTE
in added student support).

3.5 Endow positionsfor library faculty in areas of Universty priorities ($1.5 million per position):
Catholic Studies, Peace Studies, Latino Studies, Ethics, Medieva/Byzantine Studies, Irish Studies, Latin
American Studies, Philosophy, and Theology. These positions comprehend a broad range of functions
relating to the respective subject areas, including collection development, reference, development of specid
sarvices, cataloging and digital access, user ingtruction, and promoation of library components to Notre Dame
and vigting scholars. These are exiging postionsin the library for which named positions would enhance the
vighility of library collections and services, as well as endble greater support from within the Libraries.

3.6 Provide enhanced data services ($50,000 one time for startup hardware; $250,000 annually).
Therole of numeric and spatia data as essentia components of information resources and the research
processisincreasng. There are anumber of factors contributing to the importance of numeric and spatia
data. Since the release of the 1990 and 2000 Census information as primarily aggregate and microdata
resources, scholars at dl levels have been afforded the opportunity to exploit digitd information. The
unprocessed nature of the data enables scholars to purse research of a unique, individually defined character.
They are freeto pursue the andys's and visudization of socid and other phenomenathat have sgnificance for
themsdves asindividua researchers. Spatid data are an equaly important ement of these powerful digita
resources. Over 80% of data have a geographic or spatiad component. Incorporating statistical and spatia
resources and anaytical methods within the curriculum introduces numerate and spatidly literate graduates
prepared to thrive in a contemporary, complex information society. The existing server would suffice, but
$50,000 is needed to expand storage space and provided additional scholars workstations. $25,000 per
year is needed for acquisitions, and $50,000 per year for metadatalfileHTML preparation. Three staff
(system designer, database/GIS Administrator, and data/GI S consultant) at $50,000-60,000 per year are
needed to provide technica development and user assistance.

Section 4: Center for research and scholar ship

While the Libraries provide aresearch center for the research and teaching missons of the University,
inflation continualy erodes the funds provided to support the library collections budget. The last 20 years
have seen increasing costs across the whole array of library resources, but journds, in particular, have
increased in cost far in excess of the Consumer Price Index. Between 1986 and 1998, Association of
Research library materids budgets increased by an average of 115% while journd pricesincreased by 152%
and monographs increased by 33%. During that period the Consumer Price Index increased by only 49%.

Libraries on most research university campuses have consistently continued to support journal subscriptions
and have effectivdy shifted most materias expenditures from books to serids, thusimplicitly supporting the
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sciences, and more recently the socia sciences, to the detriment of the humanities, on many campuses. While
Notre Dame has tried to balance these demands, the costs of journas have completely outstripped our ability
to maintain the subscriptions consdered necessary by our faculties, while smultaneoudy decreasing the
acquisition of books and limiting our ability to seek specid opportunities for unique acquisitions.

Library collectionsin many formats act as aphyscad and virtud center for information, delivery of resources,
and provide one of the strengths of the University in support of academic excedllence. Collections are
developed in cooperation with the faculty and support the academic priorities and initiatives of the Universty.
While most collections provide support for generd discipline areas, our signature collections support those
areasin which the Univergty has sgnificant historicd investment, including endowed chairs, a history of
academic excdllence, and the continuing focus on the great issues facing humanity.

Library collections, both physica and virtud, and library services continue to ensure that information and
sources of scholarly knowledge continue to be provided to our faculty, staff and students. While needs
change over time and are more reflecting of specific programs a a specific period, the library will continue to
enhance the effective ddlivery of resources through amix of library-supplied collections and information
resources and borrowing or purchasing information on request (informeation ddivery).

Despite the current budget concerns and the inflationary spird of al forms of information resources, the
Libraries will seek to:

4.1 build research collections
4.2 build library collections, provide access to information resources, and deliver resources on request

4.3 capitdize new areas of faculty research through additiond fundsfor library collections and information
resources or document delivery

4.4 add alibrary component to each new endowed Notre Dame professorship
4.1 Build resear ch collections (the library aslaboratory) ($15 million - $750,000 annually).

The concept of "building to strength” has been influentid & Notre Dame and Notre Dame has sought to teke
its place as aresearch library of consegquence by building premier collections in those subjects where strong
foundations existed. The Libraries strongest collections reflect the importance of the "library as laboratory” for
specific disciplines aswdl as growing interdisciplinary areas, including Peace studies with afocus on human
rights, Catholic studies; Irish sudies, Latin American sudies focusing on the civil society, Latino sudies, a
new programmatic direction; Early Chrigtianity/Medieva/Byzantine studies; Philosophy and Theology. Within
these areas there are very focused areas of excellence such as the Dante collection and the nascent Irish
literature collection. To agreat extent, these areas define our place in the internationa network of research
libraries. However, in reviewing our collections of strength in the North American Title Count (an irregular
report on collection Szes by generd subject areq) it is obvious that even our strongest collections require
increased investment to reach the quaity of support that has been achieved, or is aspired to, by our strongest
departments.

High faculty interest, the success of previous campaigns, and the high priority of research & Notre Dame
have certainly improved our holdings in specific areas, thus dlowing us to provide a much stronger research
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infrastructure for specific departments and programs. While the Libraries have been able to provide the basic
functions for the areas, there is a compelling need to digitize the collections, not only for ease of access, but to
a0 provide the additiona andyticd capacity that digitization and text encoding provide. Without sgnificant
new funding, there is no possibility of program expanson and, in fact, inflation will curtall present programs.

Signature Academic Strengthsimportant to the Univer Sity: these areas encompass interdisciplinary,
discipline based, and highly focused area studies:

Catholic Studies

Ealy ChrisiavMedievad/Byzantine Studies

Latin American Studies: civil society

Philosophy

Theology

Special Collections:

Dante

Spanish Inquistion Collection

English language collections in Sports history with an emphasis on United States current ephemerd materids

Gifts of both collections and funds have aided us greetly in the development of collections of depth and have
a0 provided collections that would not have been on our list of priorities, but that have, in fact, added
richness to specific aress.

The Libraries have received NEH funding for both preservation and as a beneficiary of NEH matching grants
secured by specific academic programs. We will seek to continue this grant effort in support of our sgnature
and related collections, both independently and in cooperation with other University aress.

4.2 Build library collections, provide access to infor mation resour ces, and deliver resourceson
request (40 million endowment - $2 million annually). During the past academic year, the Libraries
participated in an Association of Research Libraries multi ingtitutional survey of library users. While the Notre
Dame results were, in generd, highly positive, faculty from 37 departments specificaly identified collection
growth as a high priority. These responses included comments from the sciences, socia sciences, humanities
and arts. Previous campaigns ha e been very successful in generating funds for some library collections and
information resources, which must now be expanded by subject, by type of resource and by document
ddivery on request as amethod of ddivery. Faculty are requesting not only books and journds, in multiple
formats, but aso numeric, spatia, image and sound files. Access to knowledge resources through
subscriptions, purchase or document ddivery will have a positive affect on dl research on campus, from
undergraduate students to research faculty. Although our primary goa does not lie in developing extensve
on-stelibrary collectionsin dl areas, even the cost of asingle journd article or other documents on request is
regularly in the one hundred dollar range.
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When discussing collection strengths, the Librariesthinks of them at 4 levels:
1 we do not collect

2 basic reference

3 curricular support

4 research collections of depth and breadth.

The weakness of our generd collectionsiswidely recognized by the faculty and are an area of great concern
for them. In addition to the lack of support for traditiond disciplines, new program concentrations, new
language and area studies programs that received no new funds when established, are in serious jeopardy,
not only in terms of efficiency of faculty time, but for retention of faculty who are beginning their careers and
areintheinitial stages of seeking tenure. Among these areas, and reflecting priorities of departments and
Deans, are

Chinese and Japanese sudies, with a concentration on language and literature
Arabic sudies, with a concentration on language and literature

Chinese, Japanese and Arabic studies each require dedicated librarian and staff support with language
expertise. Each one requires, at aminimum, one librarian and one staff member. At present our acquiditions
are very limited and are highly dependent on the investment of faculty time and effort to identify needed
materids, asss in the identification of sources, and in some cases verify that what is received iswhat was
ordered. The Libraries have no language expertise in these areas. In order to support these areas a even a
basc leve, we will need condderable retrogpective funding and continuing funds for the acquisition of current
imprints. We estimate that each requires a retrospective fund of $2-5 million and continuing funds of at least
$100,000 per year to develop abasic research collection.

Chinese, Japanese and Arabic sudiesare, in generd, a a2 leve at best. While our English language
collections in these areas are good 3s, our vernacular language collections are barely vishble,

The following programs dl rate a a3 level in most areas; however, the increasing research agendas of both
students and faculty establish amuch higher leve of need for access to the literature and data sources. The
level assgned implies that the collection as awholeisranked at curricular; but it does not mean that some
parts of it are not used in research.

Literature in support of basic biosciences/cancer research.

While we do not have amedical school per se, the increasing programs in basic biomedical areas require
considerable support beyond what we are now able to provide. While some can be acquired through
document delivery, the primary literature of the areais both expensve and critica to intense research
programs.

New centersand resear ch programsin engineering and technology

The establishment of new Centersin areas of engineering and some interdisciplinary programs in enginesring
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and biosciences include awide variety of materids, environmenta, molecular, mechanica systems and other
areas that bring new research and program agendas to the University. We are presently able to provide most
of the journd literature required by these new areas through our dectronic journd packages, however the
basic print and online reference resources required by any gpplied or theoretical engineering program are
sorely lacking and reflect the usua costly nature of science resources.

Social sciences and business

The socid sciences have been a growth area within universty programsin the last 10 years. Recognized as
critica to the Univergty mission, we are now seeing increasesin costs for socia science literature and deta
sources that is beginning to resemble the cost of science and technology resources. As our socid science
departments enhance their research agendas, the availability of data sources and journd literature becomes
more important and as the use of statistical methodol ogies become more integrated into the undergraduate
curriculum the importance of data sources reaches far beyond the current demands, which are till growing.

Although the College of Business does not have a PhD program, the MBA curriculum and the nature of the
bus ness faculty both require resources analogous to the socia sciences. And business resources are as costly
as many of the sciences.

Funds acquired would be used for the acquisition, cataloging and/or document delivery depending on the
nature of the need. While funds for specific subjects lend high vighility to those subjects, the interdisciplinary
and genera applicability of information resources as well as the aggregate packaging now preferred by some
publishers, makeit highly desirable to attract broadly supportive endowments. Such endowments would
make it possible to establish information programs that would cover awide variety of subjects, across arts
and letters, business, engineering, and sciences.

Artsand Lettershumanities and social sciences collections

The College of Arts and Lettersis supported by a number of collections, some of which rank at the 4, or
solid research level, and most of which would be considered collectionsa a3, or curricular level. The
College wishes to develop strong core collections acrossits discipline areas in order to make research a
productive process for undergraduates through senior faculty with the most efficient and effective means of
ddivery possble. Thiswill require the acquisition of primary source materidsin gppropriate formats to
support the broadest use.

We are planning to indtitute an assessment program for subjects that will alow usto view our progressin
relation to that of other librariesin terms of collections growth. The North American Title Count dlows usto
track our shiftsin fundsin terms of titles acquired. While it does not provide a quditative anayss, it does
provide a quantitative measure that dlows usto identify not only those areasin which we are making
progress, but to also identify those areas that might require further assessment to evaduate the qudity of the
collection

4.3 Capitalize new areas of faculty research through additional fundsfor library collections and
information resour ces, or document delivery. When new faculty are hired, they often bring in new
strengths and areas of research. The University often supports their research not just with laboratories,
research assstants or graduate students, but aso through funds made available to the Libraries for the
purchase of resources that support the individua faculty member's research, but that are owned by the
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Libraries. The College of Arts & L etters aready recognizes the significance of thisfor new faculty and
provides A& L funds for such purposes. However, the need isnot just in Arts & Lettersfor library
collections, often identified as the laboratories for the humanities, but aso for access to eectronic resourcesin
the form of journals, articles and data. Adding these resources to the collection also essentialy means
additiond cost in acquistions, cataoging, preservation treetment and digitd provison. Our estimateis thet a
least $25,000 should be provided directly to the Libraries for the annua support of the staff and costs
necessary for processing such acquistions.

4.4 Add alibrary resources component in each new endowed " premier” professor ship. ($500,000 -
$25,000 annually). Add a library resour ces component in each new endowed collegiate or

Univer sity professor ship ($250,000 - $12,500 annually). Thereis clear teaching and research faculty
interest in such a program. Johns Hopkins University has clearly linked scholarship and library
collections/access to dectronic information resources/document ddlivery in support of that scholarship. The
announced this new policy in November 2000 and put it into motion with the creation of the Blum-Iwry
Professorship in Near Eastern studies.

Section 5: Intélectual commons

Even asthe library works to develop the "virtud" library, the concept of the library as a place remains key to
the services we provide and the role of the library in meeting the educationa and research needs of the
Universty community. The library should provide a secure, comfortable, and usesble environment for
sudents. The library should serve as a meeting place for faculty and students; it should provide an intdllectua
commons. We must adapt our facilities to provide for growth of the collection, support changing patterns of
teaching and learning, and optimize the use of new technologies.

Towards that end, the Libraries will seek to:
5.1 complete the renovation of Hesburgh Library
5.2 renovate the branch libraries

5.3 develop aplan for long term space needs and incorporate off-ste storage into the plan for meeting space
needs

5.4 establish a digitization center, an eScholarship repository, and an indtitutiona data repository

5.1 Complete the renovation of Hesburgh Library ($40 million). In planning for the renovation of
Hesburgh Library, we imagined the library the University of Notre Dame will require in the 21t century.
ThereisaMaster Plan for the Theodore M. Hesburgh Library which documents program objectives and
requirements, a phased gpproach to the renovation of the complete building and a budget for dl phases. The
dollar figure for the Hesburgh Library is taken from that document.

Temperature and humidity control for preservation of collections

Clarity of spatid and service organization, clear accessto services and collections
Proximity of teaching and reading space to specid collections

Effective working environment for library Saff

Expand collection housing
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e Electronic teaching space
e Createintelectua commons spaces where faculty, students and staff can meet and/or study
e Add 24 hour study space

5.2 Renovate the branch libraries. Chemistry/Physics Library ($600K), Engineering Library
(%$1,000,000) and the Life Sciences Library ($500K) and Business I nformation Center ($200K).
While the Master Plan is set in the context of the Hesburgh library building, this framework is descriptive of
the needsfor dl of the libraries (perhaps excepting specific Hesburgh Library building needs, such asthe
HVAC for specid collections, and the generd HVAC/dectrical overhaul). The Architecture Library and the
Mathematics Library have been recently been renovated, thus their excluson from thislist. Each of the branch
libraries listed above has unique but aso overlapping characteristics. Inquiry-based education and the
introduction of the critica use of information sources into students development of theses and supporting
arguments means greeter integration between course work and library resources, and for collaboration
between teaching and library faculty. We note, even now, an increase in group assgnments which dso
involve intensve use of data. A library building which encourages these developments by gppropriately
equipped and designed training labs and study spaces will contribute much to the teaching mission of the
Univergity. The necessity for providing space for print collections in the branches exigts, dthough thereisa
regular trandfer of volumesto the Hesburgh Library. Provision of uncomplicated and swift access to needed
resources regardless of location and assstance in their use is part of the Libraries vison statement, and
should govern the layout of arenovated library. Knowledgesble, efficient staff operations, both at the service
points and behind the scenes make achievement of the Libraries gods possible, and so cannot be neglected

in desgning space.

The branch libraries must be imaginatively redesigned in order to respond to the evolving needs of their users.
The space must include collaborative study areas configured with public work stations, additional quiet study
gpaces, renovated staff areas, and wireless network capabilities.

5.3 Develop plan for long term space needs, incor por ate off site storage into plan for meeting
space needs, and construct additional library space ($40,000 to library base budget over a five year
time period to cover costsfor housing and preserving 400,000 Notre Dame-owned print volumesin
a cooper ative off-site book depository). Housing and preserving four hundred thousand volumes
off-campus will extend the life of current library space for about six years beyond the current projection of
mid-2009, which is the date when the effective shelving capacity (80%) will be reached. The cost estimateis
based on current operating codts of Indiana Universty, Bloomington, where the second module of the
Harvard-style depository is expected to be built. A second module is under congderation though thereis no
decison yet. The cost of building alocd repository which could be shared by other campus unitsislikely be
about $3-5 million dallars at present costs, and would generate annua operating and maintenance costs to
the Univeraty aswell. Assuming that the Libraries are able to store up to 400,000 volumes off-dte, additiona
library space will be required by the year 2015.

5.4 Egtablish a digitization center, a digital library repository and an eScholar ship repostory ($3-5
million for startup - $200,000 annually). A digitd repository isadigitd archive of the intelectud product
created by any University faculty or sudent, whether origind works, library or other collections. Thereisa
rapidly emerging interest and need for thisin many places on campus - the library, the Graduate Schooal,
faculty journal editors, visud resource collections, the Office of Research. All of these units need a repository
for long-term storage of data and "born digital works," collaboretive works space, indexing, network delivery
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and access, and the preservation of digital data. The Libraries need to provide the Univeraity with amanaged
repository for online journas and other forms of eScholarship, research data, federal and corporate data,
pre-prints, and digitd accessto certain library collections. Thisinitiative will involve collaboration with the
Office of Research and the Office of Information Technology.

Section 6: Creative and knowledgeable libr ary or ganization

To fulfill itsrole as an information leader in support of the Universty"s amhbitions for teaching, learning and
research as stated in the Quest for Leadership, the University Libraries needs highly knowledgegble, skilled,
flexible and cregtive library faculty and staff. The hyperinflation, commercidization, and "googlization” of
information, can be either athreat or an opportunity. The library needs people who can see the opportunity,
st adirection, dign themsalves, and generate the necessary motivation to convert chalenges into information
solutions.

Towards that end, the Libraries will seek to:

6.1 endow the Librarian-in-Residence program
6.2 endow the new diversity initiative, the Summer Program
6.3 create a program to bring librarians or masters degrees studentsto the libraries at Notre Dame

6.1 Endow the Librarian-in-Residence program ($1.5 million). The Librarian-in-Residence Program isa
joint initiative of the Univerdty Libraries and the Kresge Law Library to atract librarians who can contribute
effectively to the diverdty of the professon and the University. Our two-year program offers a recent library
school graduate the opportunity to experience various aspects of academic librarianship through red work
assgnmentsin various functiona areas of both libraries, including opportunities for scholarship and
professona development. To attract diverse candidates to Notre Damein any academic disciplineisa
continuing challenge. Thisresdency program isasingular effort to meet this chalengein the libraries. We
hired our second resident, a superbly qudified African-American Catholic woman. Upon a successtul
application process, the first resdent joined the regular library faculty asthe Reference/ Latino Studies
librarian, a new postion.

The annud earnings on endowment will fund one resident's sdary, benefits, and professond support as wel
as the capitalization to meet office needs, including computing.

6. 2 Endow the new diver sity initiative, the Summer Program ($250,000). The University Libraries and
the Kresge Law Library collaborated to provide summer employment as library student assistants to diverse
South Bend high school students who intend to pursue college degrees following graduation. The program
offers the students a view of academic librarianship as a professon. We were awarded a Library
Adminigration and Management Association's 2002 Cultura Diversity Grant to spur our implementation of
the program. The annua earnings on endowment will fund sudents salaries for ten weeks during a summer,
programming opportunities, and recognition plagues.

6.3 Create a program to bring librarians or master's degree studentsto thelibrariesat Notre
Damefor professional experience or study aswell asto send Notre Dame librariansto other
libraries ($25,000 annually). This program would encourage the exchange and development of new ideas
and perspectives in any aspect of library operations or librarianship, or in the theoretical underpinnings of the
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fidd. Thereis no master's degree program at Notre Dame; however, there are two programsin Indiana as
well as programs in adjacent states from which students could be drawn. The program would aso provide
Notre Dame with the regular means for supporting library professonas dready in other libraries, in North
Americaor in other countries, to gain experience or pursue their sudy. Most recently, we hosted a librarian
from Spain for 6 months. We hosted a preservation intern from the University of Texasa Augtin and are
hosting a data services intern from Florida State University.

Section 7: Rationalization and redir ection of existing r esour ces

While we believe some modest growth in library faculty and staff over the next decade is necessary, we o
see ggnificant potentid to redirect our time and taents into those activities most important to us as well asto
library users. We have identified four mgor avenues of pursuit that will help us redirect our collective energies
to more important activities. | cannot with certainty point to specific whole positions that can be reassigned to
other library activities, however, it ismy firm belief that these srategies will lead to the recovery of sometime
from many library faculty and staff poditions, and in that mode, with appropriate training for the development
of new sKills, wewill be able to redirect some of our energiesinto new aress.

Reduce processing activities associated with handling print or microform journds, government documents,
such as serid check-in, binding of serialsto areas and redirect staff resources to activities associated with
processing digital/eectronic library materids, or into areas where more activity is desired, such as processing
of document delivery requests, creeting and maintaining access to e ectronic resources, creating and
preserving new digita resources.

L everage technology to increase library staff and faculty productivity, thus dlowing greater use of
their expertise and different uses of their time. There are many examplesto be cited: redesign the library web
gteto incorporate relationa database; use improved software for web page creation; use EDI-based
sarvices for invoicing books and journds; implement online ordering for books, journas and other library
purchases, use ALEPH to generate gateway subject headings, €tc.

Expand library servicesthat empower users, such asthe ahility to check the status of interlibrary loan
(ILL) requedts, to renew books checked out, to check-out books independently of library staff, to capture
bibliographic citations from other library catdogs for immediate creation of ILL requests. Empowering library
users crestes more timely and effective library services. Empowering library users aso increases our ability to
redirect library saff timeinto other important activities, eg., to redirect their time from answering telephone
queries about status of to creating new services or trouble shooting access problems on an even- more timely
basis.

Create a culture of assessment within the Libraries not only for the purpose of regularly evauating the
usefulness of library services, but dso for the purpose of regularly evauating how library operations can be
made more cogt-effective. Such assessment will dso include regular evauation of library saff and faculty
skillswith aview to identifying areas where more or new training and education is required in support of new
job activities.

Section 8: Assessment of library services, collections, infor mation resour ces and facilities

We have used multiple opportunities and methods for assessing the Libraries performance over the last five
years. Formad planning for renovation began with a series of focus group discussions with Notre Dame faculty
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and students in 1999. Thelr input on what is needed to make library space more accommodating and useful
to them was incorporated into our stated objectives for the renovation (Master Plan, August 2000).
Students regularly turn in their evauations of library ingtruction workshops. While students respond positively
to library ingtruction sessions held in Hesburgh Library's two classrooms, many report that they are
overwhemed by the abundance and complexity of library resources. New students still appreciate a physica
tour of the building. Their input has led to more sessons being offered as "hands-on" sessons and expanding
partnerships with teaching and research faculty for library ingtruction within individua courses. We have dso
sent asummary of that data to the University Coordinating Committee on Curriculum, together with best
practices taken from current library ingtruction sessons in various Courses,

Initsrole of providing oversight, the Universty Committee on Libraries (UCL) informs the Libraries about
problems or concerns, advises on courses of action, publishes its minutes in the Notre Dame Report, and,
commencing with the just completed year, reports annudly to the Academic Council. This year, the
Committee will report on severd issues, including the importance of searching the Law Library and the
University Libraries collections as one and the need for better access to the Center for Research Libraries
collection. Also the committee will report on the need for the University to continue increasing the acquigtion
budget to meet inflation in the cogts of books and journas and to capitalize new faculty with library funding.

As part of the regular Universty academic unit review cycle, we conducted our saf study last year. To
complete the salf study, a digtinguished Review Committee, comprised of three library deans or directors
from Columbia, Vanderbilt, and Washington (S. Louis) Universties, and Professor Greg Sterling, held
interviews with deans, faculty, library faculty and taff, students and University adminisirators and reviewed
the full written report of the Univerdty Libraries. Inits report dated November 26, 2001, the Review
Committee made recommendations for developing library holdings, cultivating a greater rolein the
development of teaching and learning in the Universty, affirming the need for library space, and developing an
experimenta program with the faculty in the area of scholarly communication, al of which are "necessary for
Notre Damés library to be in a position to support a strong program of research” (p. 1). These documents
are avalableto library g&ff viathe library web ste a:
http:/Aww.nd.edu/~adminoff/2001sel fstudy/sel fstudy2001.htm .

Early in 2002, the Digital Access and Information Architecture Department, anew library department,
explored user interests and needs for web-based access to library services and information resources through
a series of focus groups. Their findings underscore the great popularity of web-based services, while at the
sametime, illuminate user frustration with the current access tools.

In spring of this year, 183 Notre Dame faculty, 308 undergraduate students, and 255 graduate students
responded to an eectronic survey about the Libraries. The LIbQUAL+ Survey, developed at Texas A&M
under afedera research grant with nationd testing and vaidetion of the survey insrument, messures library
user stisfaction on four dimensions: access to information (collections, information resources and interlibrary
loan), affect of service (willing, dependable, knowledgeable attention to questions and problems), library asa
place, and persond control (convenient and easy accessto library services and information resources)
LibQUAL+ isgrounded in the gap theory of service quality, which measures the difference between users
perceived and minimum scores to determine performance adequacy.

Faculty rated library performance as substantialy below their expectations on three dimensions. access to
information (the completeness of journd titles, comprehensve print collections, and interdisciplinary library
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needs), library as place (Space for quiet sudy) and persond control (availability of electronic resources from
home or office, alibrary website enabling location of information, easy to use access tools, and making
information easily ble for independent use). Neither undergraduate nor graduate students assessed the
library as below their minimum expectations on any dimension, though graduate students were noticeably less
satisfied than undergraduates on the completeness of book and journa collections, timely delivery of materia
requested viainterlibrary loan, and remote access to library eectronic resources. Overall, when the scores
from al groups average into one score, thereisa solid leve of satisfaction with the library.

While further analysisis required, severa key observations will guide both further investigation and immediate
action. The dimension of persond control isthe most important to dl library users. They appreciate the
services and information resources accessible via the library catadog and web site, but want easier to use
access tools and more desk-top delivery of full-text information resources. Library users believe the library is
not yet aresearch library because the library collections and information resources do not adequately support
their teaching or research. Library users perceive library staff to be helpful and service oriented, though
service on weekends and evenings is not dways as knowledgeable asit is on week days. Last, despite the
desirable and red presence of the virtud library, the physica library has not gone out of style. Library users
want an gppropriate mix of quiet and collaborative, comfortable space for working.

In direct preparation for our srategic planning, library faculty and staff met with academic unit chairsto
discuss the department’s aspirations for teaching and research and the role of library collections and services
in supporting these aspirations. The overwhelming need identified by 37 unitsisto strengthen library
collections and information resources. Twenty seven units identified the need for enhancing access, including
eader renewad of books and improving the library catalog. Twenty one units caled for better outreach to
faculty as well as better partnering between the library and departments. Sixteen departments specified
improved interlibrary loan and document delivery services. As the focus of remaining needs became more
specific, the frequency of responses declined accordingly. Improving library instruction, improving library
facilities with specid mention of the audio-visud center, preserving print and digital collections, and exploring
opportunities for intercultural and interdisciplinary work rounded out the list.

Library staff and faculty are centra to the assessment process with a primary example seen in the sdf study,
which was our assessment of and planning for library collections, services and programs. Ideas generated in
recent braingtorming sessions reiterated by now familiar themes, such asimproved communication within the
library and with the University, enhanced marketing of library services and collections, the need for more
bibliographic ingtruction programs, and improving access to library-supplied information resources, but dso
identified awide range of new and additiond servicesfor library users and waysin which the library
adminigtration can support the initiatives of library departments. On aregular bass, library faculty and saff
assess and incorporate the input of library usersinto their department goals and objectives.

From these assessment efforts, we have learned that with the infuson of funds for collections and staff, the
library has made very substantial progress toward supporting a robust research agenda at Notre Dame, but
that additional and sustained efforts are required. We have learned we must expand our collaboration with
other libraries, individualy and through consortia, to be a successful research library. We have learned that
access to information and knowledge, in the form of library collections, information resources, interlibrary
loan and just-in-time acquisition of books and articles; easy access through library catadogs and web sitesto
information resources and library services, knowledgeable assstance; and useful, inviting space for study and
teaching are very important to Notre Dame faculty and students. We see where there are gaps between what
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they want and what we ddiver. We have collected many good ideas from oursdlves about meeting library
user needs and know that a better quality work environment, physicaly and organizationdly, is a pogtive
factor in supporting us as we work toward creating the best blend of library collections, information resources
and services for Notre Dame. Lagt, but not least, we see that we can address and improve some problems
using our own resources and expertise, with appropriate setting of priorities, development of new skills
and/or redirection of resources, while more extensive progress, or meaningful progressin other aregs, is
dependent on new resources.

Closing remarks

We are stting important strategic directions for the University Librariesand | am confident of our ability to
cregte agreat library a Notre Dame. We have a knowledgeable and crestive library faculty and steff,
committed to excellence at Notre Dame.

Report on University Libraries Strategic Planning, November 7, 2002
Appendix 1 - Draft Strategic Plan for the Univerdty Libraries

(areas and directions only)

The Library as Facilitator of Learning and Teaching

Direction 1. Assume aleadership role in enhancing services to support traditional and innovative ways of
teaching and learning.

Direction 2. Transform services to meet changing user needs and expectations

Direction 3. Create and support clear and seamless accessto library services, collections, and other
information resources

Direction 4. Develop services to make users more productive

Direction 5. Assume aleadership role in promoting and teaching research and information seeking skillsasa
bagsfor lifdong learning

B. TheLibrary asa Center for Resear ch and Scholar ship

Direction 1. Evaduate, develop, and dign the library's collections with current University programs and
priorities, through collaboration and renewed outreach with schools colleges and academic departments.

Direction 2. Identify strategic partnerships that support collection development and scholarly communication
Direction 3. Ensure afocused preservation program to ensure the long-term usefulness of library resources

Direction 4. Inform the University's academic units and faculty about the library's ability to provide resources
to meet their information needs and determine from them which programs are consdered to be areas of
grength and excellence
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Direction 5. Promote the library and its resources to increase vishility in the larger academic community
C: TheLibrary asan Intellectual Commons

Direction 1. Make the libraries more comfortable and appeding

Direction 2. Arrange collections and service points logicdly to facilitate their use

Direction 3. Provide an gppropriate variety of spacesfor library users.

Direction 4. Develop staff work spaces that are efficient and logically arranged

Direction 5. Develop a comprehensive infrastructure for proven leading-edge technologica needs
Direction 6. Address the space needs of the libraries.

D. TheLibrary asa Creative and K nowledgeable or ganization

Direction 1. Recruit, train, and effectively utilize library employeesin aflexible manner that acknowledges the
evolving nature of our work and the changing demands of our users

Direction 2. Foster an organic culture that enables the libraries to adapt to the evolving University identity and
to be rdevant in the future

Direction 3. Optimize organizationd structure to support library programs and initiatives

Direction 4. Develop a user-centered culture that guidesthe library informs al library policies, procedures,
and decisons

Appendix 2 - University Libraries statement of specific goals

There are specific goas embedded in the library strategic plan which | have not repeated here. The goas
listed below are those requiring additiond funding.

1) Double the number of currently offered research and information skillsingructiona opportunitiesin the
curriculum. Progress can be measured through counting the number of courses. Progress will additiondly be
measured through student and faculty evaluations of the usefulness of the course segments.

2) Develop library collections to the research level and/or expand document ddivery on request in an
appropriate balance across disciplines in support of research and scholarship.

The firs measure is the North American title count to determine progress in expanding collection sze. The
second measure is faculty satisfaction to be assessed through a nationa research library survey instrument
biennidly, which will assessther levd of satisfaction in access to information (collections, interlibrary loan and
document delivery). We conducted the survey in April 2002 and thiswill serve as the benchmark data

3) Develop aDigitd Visua Resources Collection. Progress will be measured as digital collections become
available at ND. The effectiveness will be measured through user surveys.
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4) Expand the data collections and ingtruction available to students and faculty on usng geospatid data. Data
acquisitions can eadily be counted as can the amount of instruction available. Success will be measured
through user surveys.

5) Developing and achieving program goals based on library space renovation are dependent on funding for
any renovation, and the gods are not included here.

6) Establish adigitd library and eScholarship repository. Measure user satisfaction to access to information
through the nationd survey mentioned in number 2. Assess progress on the library's ability to archive and
preserve digital information, particularly that creasted from Notre Dame library collections.

7) Monitor the physica growth rate in collections annudly and develop along term space plan for dl campus
libraries. Progress will be assessed in the development of along term space plan that results in additiona
space when needed. Projections now indicated new library space will be required by 2015.

8) Continue the librarian -in-resdence program. Measure success in our ahility to attract highly qualified
candidates on aregular two year cycle.

9) Continue to hogt library school interns on aregular basis. Measure progress by our ability to attract highly
qudified interns and success through the student and schoal's satisfaction level with the experience a ND.

Report on University Libraries Strategic Planning, November 8, 2002 (r evised)
Appendix 3 - Summary Table of prioritiesand required funding amounts
Note: Almogt dl of the initiatives mentioned in this report require funding. There are many other

initiatives included in the library's strategic plan, for which the overview of areas and directions is atached.

Funding initiative Endowment Capital
3.1 Undergraduate learning experience $5million
3.3 Digita Visuad Resources Collection $ 1 million
3.4 Servicesto ND dumni $ 500 thousand
3.5 Endowing nine library faculty positions $ 15 million
3.6 Enhanced data services $5million
4.1 Premier research collections $ 15 million
4.2. Library collections and access to information $ 40 million
resources
4.3 Library component for new areas of faculty $25 thousand
research
4.4 Library component for each new endowed chair $ 250 - 500

thousand
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5.1 Hesburgh Library renovation $40 million

5.2 Branch libraries renovations $22 million

5.3 Off dte storage costs $ 40 thousand to base
budget

5.4 Digitd library repository $3-5million

6.1 Librarian in Residence $ 1.5 million

6.2 Summer Program $ 250 thousand

6.3 Bringing librarians to the Libraries $ 25 thousand annually
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