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Introduction

A colloquium on the future form of academic libraries in Ireland was held at Mount Juliet, Thomastown, Kilkenny on 12-13 November, 2001.  Thirty four members of senior library staff attended the meeting which was organised by members of CONUL.

Participants

Librarians and Directors, Deputies, Associate Librarians, Keepers, Sub-Librarians of all CONUL libraries. 

Aims

To improve understanding of key issues affecting library service provision in CONUL Libraries.

To bring together staff of CONUL Libraries, establish linkages, identify areas of common interest.

To identify actions which will be undertaken to achieve specific outcomes identified during the seminar discussions.

Preparatory Activities

All participants were circulated with a summary of the key issues for discussion and asked to respond individually with a list of three topics on which they would like to speak in order of preference. Librarians allocated topics to individual participants, liaising with the Colloquium Planning Group to ensure that no topic was omitted, or assigned to more than one participant.  Each participant prepared a written submission of about 300 words, which included initial proposals for improvement or development.  These submissions were made available to all participants in advance of the colloquium, and formed the basis of each participant's presentation. 

Format

The groups were divided into two streams of 15. Each stream met three times over two days to treat each of the three topics.  Each session comprised 5x10 minute papers or prepared presentations, and a 30-minute discussion.  In this way, each participant treated each topic and gave one presentation.  Each session was recorded in summary by a rapporteur and was followed by one plenary session of 30 minutes duration during which the two rapporteurs reported and a general discussion took place.

A final plenary session of one hour's duration closed the seminar.  This session identified, agreed and recorded the actions which were to be taken in response to issues and concerns raised during the seminar.

Key issues for discussion: The changing information environment

Paul Sheehan, Librarian, DCU

1. Changes in the scholarly communication process

Technological change may fundamentally affect  the way scholarly information is communicated. E-print servers, such as the arXiv at Los Alamos, are now the preferred medium of scholarly communication for certain, at present numerically small, scholarly communities. Can such initiatives allow academic communities to develop self-publishing, as opposed to the involvement of commercial concerns in the process? If so, what are the implications for those communities of managing this process? How important is peer review, and how can it be preserved in this  changing environment? How important is the current debate (e.g. on the September forum discussion list), stimulated by the e-print phenomenon, which analyses the functions and economics of scholarly publishing? Cost increases which annually diminish academic purchasing power have been strong drivers of such initiatives. They have also stimulated the formation of SPARC (Scholarly Publishing and Academic Resource Coalition), which has the declared goal of reducing scholarly information costs, regardless of the delivery medium. How important is SPARC?

2. The ubiquity of electronic content

Most of the current output of information in scholarly journals/indexes & abstracts published by major academic publishers is available in both print and digitized versions; the proportion of digitized student texts is much smaller. As the volume of digitized journals/indexes & abstract literature grows, it could be argued that libraries increasingly become information brokers, negotiating deals for digitized information which they may not accommodate,  and which may be accessed independently of them. How has this changed library roles? What are the implications for new support services? Have its implications been explained to the academic community? Have the opportunities networked information offers, e.g for remote access in distance education, been pursued? What structures, physical and administrative, institutional and national are required to deliver digitized content to the national academic community? How might the ubiquity of electronic content allow allied agencies in this area – academic, public and other libraries, museums etc – exploit synergies and act together more effectively? What should the Irish academic library community be doing to add to the national collection of academically relevant digitized content. 

3. Economics of the content supply sector

The economics of the journals market have been affected by technological change/financial  pressures. Will the e-print model threaten the role of the commercial academic publisher? Libraries have increasingly acted in consortia in an attempt to leverage better deals; has this been economically effective? Have libraries been tied into long contract cycles which actually limit their freedom of choice? Might such consortia hinder the development of  other models more favourable to the academic community? The economics of the student text market are beginning to reflect the introduction of e-books; will this involve additional costs,  and a move from one-off purchase to the licensed information model? Should libraries now be attempting to develop their own cost/service models?

4. Changes in the regulatory framework

In the print environment, copyright law, with few exceptions, governed personal copying under the fair use provisions. New copyright legislation may be more restrictive. Must libraries be more active in lobbying legislatures on copyright issues, as they did on the recent EU Directive on Copyright? But how important is copyright legislation now, when it can be varied by  contract, and much of the information academic libraries buy access to, especially digitized information,  is subject to  contract? Should libraries be promoting the idea of freeing scholarly information, (i.e. free access) as advocated by Steve Harnad of Southampton University. Is this an opportunity to make a case to institutional heads and funding authorities on the fundamental differences between consumer information and scholarly information? Should the academic community be distinguishing regulation which protects commercial exploitation from regulation which protects moral rights - integrity of a work etc. 
5. Quality of content

Quality controlled (peer reviewed) scholarly information forms a very small part of the publicly accessible digitzed information universe. There were more than 1.5 billion publicly searchable pages accessible through the WWW in 2000. The quality is very variable. The indexing systems collectively covered less than 50% of the whole WWW in 2000. The WWW search engines, of which there are three main types (keyword, classified, natural language), behave differently and sometimes erratically. Academic libraries are involved in information skills training to guide users who might otherwise rely naively on WWW tools. How useful are these courses? What standards exist? Is academic recognition required? Can these skills be marketed to the wider community at a time when the government recognizes that information literacy is a core skill for the world of work, and an important civic value?  Why has the library community, whose professional identity is  associated with cataloguing/metadata, not been more involved in WWW search protocol development? (In 2000, .3% of WWW pages contained Dublin core compliant metadata). 

Key issues for discussion: The future academic library

Beatrice Doran, Librarian, RCSI

1. Hybridity – striking the right balance
The hybrid library brings a range of technologies from difference sources together in the context of a working library by exploring integrated systems and services in an electronic and print environment.  It represents the academic library in transition, a state in which it is neither fully print nor fully digital.  Users will expect seamless access to information in a variety of formats. Sophisticated search engines will be needed to deliver personalized access. How do we manage our collections, resources and finances to deliver the hybrid library? How can academic libraries collaborate in developing the hybrid library? Should we strive to develop a national model? What new methods of delivery do we need to plan for? What are the technical implications?

2. Space planning and use
For the foreseeable future the academic library will continue to fulfil an important function within third level institutions as a community hub and social centre. What guidelines should we use in developing appropriate facilities for student and staff access and use, for technology, for electronic and print collections and for library staff? What physical facilities does the library need to provide support for undergraduate learning and postgraduate research? How can we ensure appropriate storage and access to printed collections, archives and special collections?  How important is flexibility in the construction or in the renovation of academic library buildings?  Do we need to provide different types of physical spaces in libraries?  Are facilities for group study and team working essential?  Do we need more training rooms in our academic libraries?  Should every reader place be wired?  What facilities are required for wireless technology?  Should we be focusing more on planning the virtual or digital library and reducing the actual physical space in academic libraries? How important is the library as a place for networking and knowledge sharing for undergraduates and postgraduate students?

3. Indigenous issues and infrastructure development policies
How visible are our libraries within our institutions and nationally? Are we making the best use of our resources? Should our collections and services be restricted to our own users, to users from other university, to researchers or should we have an open door policy towards the greater community in Ireland? What implications would this have and how would it be funded? Collaborative library developments are happening worldwide. They are developing for many reasons but particularly to maximise regional resources. Ireland would appear to be ideally suited to such collaborative ventures and some have already taken place. Can further areas be identified and how can these be pursued and funded? What other institutions, bodies, groups or individuals nationally and internationally would be interested? How can we take advantage of developments elsewhere and avoid reinventing the wheel?

4. Changing priorities in teaching, learning and research in academic institutions
There have been great changes recently in learning and teaching with a shift from teaching to learning and the implementation of teaching and learning strategies.  Libraries need to respond positively to new learning agendas or they will become marginalized.   Today students expect direct access to information resources from their homes, libraries, offices and other locations via a wide range of client devices. What impact is this having on library services? With increased access to third level education there will be a diversity of student needs in relation to training in the use of information technology and in information management skills.  What is the role of the library in this respect?  How can libraries support the increasing numbers of research students? What scope is there for co-operative ventures in support of research? How can we inform our institutions and funding bodies of our role in this area? How can we best take advantage of the changing methods of research funding in third level (PRTLI)?  

5. New services
Library services for distance learners must be high priority for the future.  Library staff therefore need to be involved in developing quality internet resources, in turning the library web pages into portals and in developing the Library web pages as a major resource within the institution.   Resources need to be integrated in a seamless way within managed learning environments.  The trend from holdings to access will continue for the foreseeable future with the electronic environment reinforcing the concept of invisible colleges and communities of practice. Do Libraries need to offer more and more courses in information management and in information literacy skills? Do libraries need to develop online courses in information management specifically for distant learners?  What is the Library’s role in electronic document delivery? Can we turn articles from journals we have in the library into PDF files and send them electronically to our users? Are we in direct competition with the commercial services?  Are our institutions developing electronic curricula – should we be involved in this development?  If so, how?  Has the Library a role in being the content manager for the institutional Intranet? What support can the library provide to students in relation to computer-based learning (CAL)?  With the introduction of hand held devices like PDAs has the Library any role in supporting such devices?

Key issues for discussion: The professional librarian of the future

Sean Phillips, Librarian, UCD

1. What is the skill-set portfolio needed for the librarian of the future?

The academic, professional and technological environment within which librarians work is changing significantly.  Support staff of all kinds are more highly educated and better qualified in a wide range of specialisms than heretofore; user expectations of library and information services are changing; there is an abundance of online information, of varying degrees of quality; librarians' functions overlap with those of professionals in cognate areas (information technology, educational technology, teaching and learning, etc).  Against this background, what skill-set does the professional librarian of the future need in order to function to best advantage in the academic environment?

2. Formal structures for continuing professional development

Assuming that a skill-set can be identified, what structures are needed to ensure its acquisition by the professional work-force.  Is this a matter for Departments of Library and Information Studies, for professional associations, for academic institutions or other employing organisations, for the individual, or for all of these?  How can an appropriate "curriculum" be developed?  What forms of validation are necessary?

3. To what extent is the librarian a teacher/learning assistant?

Academic libraries exist because they are necessary to the fulfilment of the teaching and learning objectives of their parent institutions.  Yet academic librarianship is not noticeably concerned with teaching and learning methodologies or objectives.  To what extent should academic librarians have a more profound understanding of the processes, methodologies, and psychology of learning, to inform the design and delivery of library and information services?  And how does their role, as facilitators of learning, relate to the role of teachers?

4. The Library/IT Services interface

IT systems and services are essential to the successful operation and delivery of library and information services.  To what extent should the corpus of expertise necessary for the planning, implementation and maintenance of IT-related library functions be part of the stock-in-trade of the academic librarian?  What range of knowledge and skills is appropriate for librarians, given that many IT services are provided by agencies external to libraries?   How are librarians best qualified to collaborate with IT services staff in mutually developing and supporting institutional objectives?

5. Contribution to overall institutional planning

There is an increasing opportunity, and need, for the involvement of academic librarians in institutional planning.  The strategic planning and quality assurance requirements of the Universities Act; the enhancement of research activity, the converging relationships between libraries, computing/IT departments, educational technology and teaching and learning staffs, all call for input from (and, in at least some areas, leadership by) academic librarians.  In this context, what personal and professional attributes should be developed to enable academic librarians to make constructive and significant contributions to the overall planning and development of their institutions?  
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The ubiquity of electronic content

Peter Corrigan, Sub-Librarian, Library Systems, NUIG

The arrival of ubiquitous electronic content or e-content requires us to look carefully at ourselves as our work emphasis shifts from being purveyors of information to handlers of content. At this juncture we must  ask ourselves: 

· What business are we in?

· Where are we now?

· Where do we want to go to?

· How do we get there?

What is our business?

Most librarians would agree that the collection, preservation, organisation and dissemination of the records of mankind and the provision of human services based on those records is the core of our business. To this end we are not developers of content or of systems per se. 

 Where do we want to go?              

Sadly, I don’t think we know, yet.

So what is e-content?

E-content is stuff, handled with no regard for its informational attributes other than its price, and who is authorised to see it. E-content is manipulated by machine. E-content is an input to an industrial process. Traditionally librarians have crafted in information. We classified and catalogued and were intimate with the intellectual content of the material we held. Information needs people to transmit it, process it, change it and librarians have been central to that process. Indeed that process defined our role in the past.

What role is there for librarians now?

The collection, preservation, organisation and dissemination of information is now already done by someone else. Does this mean we have no need for subject specialists? No need for cataloguing or classification? The answer to what is our role is to be found in where we add value.

Where do we add value?

We have discovered new strengths. We broker the deals and we mediate access to resources. We authenticate and facilitate local and remote access. We are developing skills in guiding and choice enabling with respect to alternative electronic resources. And we train, and train.

What are our strengths and weaknesses?

We have historical authority and credibility in this area.

We have budgets and we can wield them.

We cooperate readily and we have a great tradition in service orientation.

Unfortunately, as a group we have no strategy or vision (yet). We are surrounded by opportunities but we have no systems development capability to run with the ball. In some respects we have an inappropriate employee profile. A Bill Gates might say that we are still carrying legacy staff.

The changing environment

Distance is dead. Networked e-content in effect means that distance is no longer a barrier to access.

It is likely we will see fewer conventional students, but we will see higher expectations from all. Our students are increasingly tech savvy, but still information illiterate. Our society is one that is discovering competition in internal markets. It is also a society that will not tolerate perceived waste, bureaucratic incompetence or unnecessary duplication. It is becoming a place where how things are perceived is sometimes more important than how they actually are.

Stakeholders

So who are the stakeholders in all this? 

· Library staff

· Students

· Academic staff

· University management

· Educational administrators/HEA

· The minister and government

· The public at large.

The way forward 

We need to identify what is feasible, suitable and acceptable.

We can continue to keep an eye to the main chance, and we can also piggy-back on the neighbouring countries, but we really need a strategic think-tank to provide leadership and articulate the vision.

We must capitalise on lessons from past projects. Our safest bet may be to focus on collaborative solutions to a common generic problem like poor information literacy.

Above all we must not fear failure. Failure can be good! The organisation learns and a refinement of a failed project is often a springboard to success.

Quality of content

John Cox, Deputy Librarian, NUIG

The focus of this paper is on approaches to identifying and emphasising high-quality Web-based information. It provides an overview of some of the challenges information staff face and recommends some actions we can reasonably take and must take.

There is much excellent content on the Web, enriching the quality and immediacy of information service we can offer. This fact is often forgotten amid justifiable concerns regarding the easy availability of poor-quality, inaccurate and misleading information. In a nutshell, quality varies enormously because it is easy to publish to the Web without the need to pass through any checking process. Isolation of high-quality information is made even harder by the vast size of the Web and the inadequacy of the most popular general retrieval tools, search engines. 

Despite some recent initiatives, notably in applying frequency of linking to sites as a ranking criterion, search engines make little quality differentiation in their presentation of results. Worse still, some search engines give the highest ranking to sites whose owners pay for inclusion. To these limitations we can add the facts that search engines are often out of date, only partially index many sites and exclude many more for various reasons. Why do the majority of information staff and users turn to these flawed instruments as their first port of call for any query, often using very basic searches
? In part this may be because search engines can be effective for certain queries. It may also, however, point up the need to create and employ a deeper awareness of better alternative approaches.

Some of the actions required of information staff are:

1. Invest time regularly in understanding the operations, special features and limitations of common search engines, ensuring optimal use and non-use for and by users
. The indexing of PDF files by Google is an example of a valuable but probably under-utilised feature. Regular consultation of services such as Search Engine Watch, http://www.searchenginewatch.com/, will repay itself in smarter searching and the promotion of better habits to users.

2. Make the most of subject-specific search engines and directories and advanced search software available for local installation. Many subject areas have developed their own search engines or directories. There is already a fair knowledge of such sources but less well established is the use of special search clients like BullsEye Pro (http://www.intelliseek.com/prod/bullseye/bullseye.htm) which  facilitates the development of advanced search strategies with specific source parameters, giving better results if properly used.
3. Explore proactively the "Invisible Web", the vast range of sources, mostly of high quality, unseen by search engines (e.g. searchable databases, sites requiring registration), identifying key resources to address common or anticipated needs
. This is a key action since many sources, highly supportive of academic work, are being missed. Two excellent discovery sites are http://www.invisible-web.net/ and http://www.invisibleweb.com/ 
4. Organise, index and publish collections of quality sources for easy access by staff and users, e.g. by using advanced bookmark organisers, database software or library OPACs
 rather than lengthy lists on static Web pages. BullsEye Pro, already mentioned, facilitates dynamic publication of “Webliographies” of quality sources on topical issues. 

5. Ensure continuously the quality of the library Web site in terms of its content, links and organisation. People in glass houses…We recognise the importance of our library Web sites but do we invest enough in them?

6. Promote actively the use of quality resources, including pay-per-use services where these are the most effective routes to information. Remember that Dialog still offers far more databases than we can ever provide locally, while the use of online document ordering services can deliver rapid article delivery at what might be an acceptable price to some users.
7. Promote, preserve, or if necessary, revive good habits from our training, e.g. query analysis, critical selection of sources, patient evaluation of results and deployment of flexible search strategies. Are we in danger of forgetting the good practices that can set us apart form our users in finding quality information?

8. Become recognised as "power searchers" in the organisation, publishing authoritative training materials and pathfinders and upgrading user search skills through individual and group instruction.

9. Provide user-based training cognisant of information needs, attention spans and patterns of search behaviour, with a focus on search tactics
, quality of results obtained and effective organisation of quality sources identified. Do we decide that everyone will need to use certain tools, e.g. ScienceDirect, Google or do we approach things from the standpoint of actual information needs and behaviours, taking a flexible approach and introducing new methods as appropriate?
10. Prepare for improvements in automatic generation of reliable metadata, better structured XML-based Web pages and more penetrative and discerning search engines. These improvements will take some time to take effect but research is active in all three areas and the  consequences should be easier identification of quality sources.

Economics of the content supply sector

Hugh Brazier, Deputy Librarian, RCSI

(Read by Beatrice Doran, RCSI)

Are e-books different from e-journals? Do the same rules apply? Are the motives of the publishers (and users) the same? Or are the two markets completely different?

For both e-books and e-journals:

· is electronic publication duplicating paper publications, or is it a completely new thing?

· are the publishers selling to libraries or to end-users?

· how much does it cost – (a) to produce, (b) to distribute, (c) to buy, (d) to use? 

· does the value placed on a document by the publisher match the library’s and the user’s perception of value? Does expensive equal worth having, and are the cheap ones worthless?

E-journals

There are many traditional academic journals which are now published on the web as well as on paper

· some are completely free (e.g. the BMJ – how can they afford to do it?)

· some are free with print

· some cost a little extra, and some cost a lot

· and every possible variation in between.

Other ‘journals’ are emerging, often in web-only format. Many (most?) are free. These may be described as journals, but they are often indistinguishable from web-sites. Is the CNN web-site an e-journal? What distinguishes them from traditional journals? Mainly it’s a question of archiving – fluid content versus fixed information in permanent and permanently identifiable locations. Do we need to make a stand in defense of the traditional journal?

There seems to be no correspondence between the cost of the journal and it’s value to the user.

Role of the subscription agent? Can we rely on them to provide guidance? At times it seems they are quite unaware of new pricing structures. They are too often stuck in the old world of paper subscriptions, and simply don’t know what deals are available. Just as the publishers are bypassing libraries and marketing direct to end-users, so the new e-world order opens up possibilities which will result in the demise of the agent. What then happens to consortia?

E-books

Who are they for? Is it just American college kids?

Publishers’ bundles

Most of the bundles we are discussing seem to be bundles of journals. But there are also bundles of books, and multi-media bundles which include books, journals and a range of other information sources. In the medical market, interesting developments include MD Consult, a product marketed direct to doctors. The price for an individual subscriber $220 a year. The minimum institutional subscription is $4,000. Is the electronic environment leading to an even greater discrepancy between the individual and the institutional price?

Changes in the regulatory framework

Gerard Long, Assistant Keeper, Printed Books, NLI

Legislation relating to the provision of information and services is part of our working life. Few librarians will have expert legal knowledge; nonetheless, it is very important that we know how the relevant legislation affects our work practices, in order that we may make the best use of regulations which, in principle, are intended to empower us (and by extension, our institutions and users). 

The legislative background of the National Library of Ireland is quite different from that of the other CONUL libraries. The National Library was established by the Dublin Science and Art Museum Act of 1877 (40 & 41 Vict., ch.ccxxxiv). The Act, which enabled the transfer of most of the Royal Dublin Society's Library, and the Joly Library to the new institution, did not specify the functions of the Library. 
The Industrial and Commercial Property (Protection) Act (No. 16 of 1927) first gave legal deposit status to the National Library of Ireland. This Act was replaced by the Copyright Act (No. 10 of 1963), Section 56 of which remains, at the time of writing, the current legislation regarding legal deposit 

The National Cultural Institutions Act (No. 11 of 1997) relates to the National Library and the National Museum. It is a complex piece of legislation, which, unlike the 1877 Act, specifies (Section 12)  the principal functions of [the Board of] the Library. Section 65 broadens the range of material which the Library could claim under legal deposit legislation, including (Paragraph 5) the intriguing concept of the ‘thing’.  The Act has not, to date, been commenced. It is necessary to note that, in order for the Library to adequately perform its statutory functions as defined by the Act, a significant increase in staffing levels would be necessary. 

The Copyright and Related Rights Act (No. 28 of 2000) contains new legal deposit provisions affecting the CONUL libraries. However, sections 198 (deposit of copyright material) and 199 (Amendment of National Cultural Institutions Act, 1997) have yet to be commenced.  An information note entitled ‘Copyright and Related Rights Act, 2000’ from the Department of Enterprise, Trade and Employment states:-

‘Four minor sections were excluded from… commencement… sections dealing with the deposit of books and other materials in certain libraries holding collections of national cultural and educational significance’

‘It is intended to commence sections 198 and 199 following further consultations with interested parties; in the meantime, section 56 of the Copyright Act, 1965 will continue to govern the books deposit scheme’

Undoubtedly, the foregoing suggests that, where legislation governing legal deposit is concerned, a degree of complexity, not to say confusion, is inevitable. It suggests, furthermore, the importance of proactive lobbying by CONUL in regard to such legislation.

Economics of the content supply sector

Fíona Tipple, UCD

Many current developments are publisher-led

· Many of the current developments in electronic journals have been fuelled by publishers’ commercial need.

· Bundling  - “Never mind the quality, feel the width”?

· Bundling allows publishers to spread the print production costs over the entire subscriber base.

· Various publishing initiatives have shown that the prices of electronic journal subscriptions and individual articles could be much lower than they are at present.

Does substituting electronic for print journals save money?

· Dual collections – print and digital – maintained in many libraries.

· Higher overheads for electronic journals - product testing, licence negotiation and system maintenance.

· Higher VAT rate on electronic resources.

· Unrealistic and unreasonable access restrictions.

· How many of us factor these into the cost of providing electronic resources?

Archiving - who will be responsible?

· Breadth and depth of critical mass.

· Archive maintenance.

· Few libraries are sufficiently well resourced to maintain digital archives.

· Technical problems are not limited to backward compatibility.

· Which of the Irish legal deposit libraries could or would host the electronic legal deposit data in perpetuo, and under what terms?

E-books

· Even in the U.S. the electronic textbook has yet to make a real impact.

· Partly due to a lack of acceptance by students and academics, and partly to the poor standard of reading devices.

· Delivery and pricing models for e-books are still in development, and different information providers have adopted markedly different approaches.

· May be more representative of the US method of university teaching (courses textbook based), especially at undergraduate level?

Consortia - the Irish context

· No true consortia.
· Several ad hoc groupings of libraries.

· No clearly defined collection management criteria.

· Not pro-active.

Conclusions

· The Internet has had an extraordinarily rapid impact on economic models and trends.

· The journal is increasingly dissolving into a database of content being offered by a publisher or aggregator.

· Subject portals are coming to the fore.

· Publishers are adding value to their offerings by incorporating additional services such as news, related websites, and moderated discussion lists.

· Process of acquiring and delivering digital journals is still in a state of flux.

· Consortial model per se need not hinder the development of models more favourable to libraries.

The ubiquity of electronic content

Ben Wynne, Sub-Librarian, UCD

Question

Is there a case for improving national (HE sector) collaboration in:

planning, funding, developing and delivering access to ‘electronic content’?

Why collaborate?

· achieve economies of scale

· add value using more sophisticated user interfaces and online support services than could be achieved with one institution’s resources

· raise national profile of academic library services

· increase awareness at national level of potential of electronic libraries

· build basis for wider collaboration with other sectors – public libraries, research institutes, etc.

· enable wider access to and preservation of Irish academic electronic content

By doing what?

Electronic content

· Originating in Irish HE:  identifying content of long-term value, enabling access, planning for its preservation 

· Irish commercially published: licensing current content + enabling long-term access, planning for its preservation 

· Other commercially published: licensing best content for best price on best terms – on a ‘group/consortium’ basis

Training/support

· Online support materials/tutorials: shared development

· Online advisory services: shared development

Technical/infrastructure

· Interfaces: shared development of sophisticated resource discovery tool(s)

· Distributed access: developing shared authentication mechanism(s)

· Hosting of datasets of national importance – particularly of Irish datasets

· Data migration/preservation of Irish content

Is it worth collaborating?

· What are CONUL member libraries’ key electronic library goals over the next five years?  Which of these could collaboration help individual libraries achieve?

· Look at existing examples of national HE co-operation.  UK, Netherlands, Germany  etc.

· What model might work here - funding, planning, decision-making? 

· Is there sufficient scope for savings in collaborative licensing of electronic content to make more of this worthwhile – in Irish HE context, in a Ireland/UK context, in Ireland/another context?

· Do we know what sort of electronic content is being created and is owned by the Irish academic community (i.e. our institutions)?  What is of long-term value?  How is it being created and made available?

What next?

· CHIU Librarians, or CONUL Librarians take a lead?  CHIU is more than librarians ...

· Clarify objectives of collaboration – in institutional/HE – not library terms

· Initiate and manage fact finding, consultation, on issues involved

· Assess and cost case for more national and international collaboration in achieving specific objectives – and possible models to underpin it

· If proven, seek HE wide consultation/input on issues raised

· Lobby institutional and national decision-makers ...

· To get the preferred collaboration model in place – along with sufficient funding ...  (
CONUL Colloquium
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Hybridity - striking the right balance

Margot Conrick, Head of Information Services, UCC

Recent technological advances have provided libraries with the opportunity to expand beyond the long established framework of the ‘traditional’ library.   Developments with digitization, combined with World Wide Web technology, have afforded opportunities for the provision of services far beyond the confines of earlier years.   In essence the technology of today fractures the concept of libraries as discrete physical entities and introduces the concept of the ‘library without walls’.   Alongside such development comes the need for new terminology to describe more precisely the resulting changed responsibilities.   Terms such as “digital library” and “hybrid library” are widely used.  

The Digital Library may be defined as “…an information service in which all the information resources are available in computer processable form and the functions of acquisition, storage, preservation, retrieval, access and display are carried out through the use of digital technologies”.

The Hybrid Library may be defined as “…a means of integrating the traditional library with the digital library”.

Expressed this way the vast majority of academic libraries will be hybrid for many years to come.  To provide the desired seamless and transparent access to local and remote resources, in a variety of formats, libraries will need a series of building blocks.   These will include the technical infrastructure – networks, servers, etc. together with the software for access and control.   The resource components of the hybrid library are the real-world objects with which libraries work:  catalogues, databases, applications, electronic resources, Web resources, etc.

To deliver the required personalized access libraries will need to develop a relationship focus as distinct from a transactional focus.   Strategies will include placing more emphasis on the already well-established principles of access versus ownership and user orientation as opposed to collection orientation.   A re-appraisal of the status of traditional library functions, in the current information landscape of burgeoning electronic resources, would be advisable.  

A working model of the hybrid library must develop and encourage end-user resource discovery, in a multiplicity of formats, from a range of local and remote sources, while at the same time seeking better organisation and interaction of traditional library functions, in the areas of collection building and document delivery.

In the development of the hybrid library it will be necessary to specifically define the range of services required to attain a position as a leading edge, integrated learning centre, capable of stimulating student learning and enhancing the professional lives of teachers.  Many of these will already exist but will need to be re-defined to offer a value added approach to information resources.   Some will be new such as document delivery.    In addition to offering user-friendly access to hybrid collections, libraries will have to design and implement document delivery mechanisms from paper originals, to provide a seamless integration between delivery from electronic and paper articles.   

The emergence of hybrid libraries will require changes in the organisation and management of the library.   It will be necessary to re-examine traditional organisational structures, staffing patterns and budget allocations.     Libraries are already becoming not only more hybrid in their collections but also in their structure.   Libraries are either mixing structure, with some departments more organically organised than others, or modifying bureaucratic structures by superimposing working groups such as committees, task forces or project teams.   Similarly, libraries will require individuals who are ever more flexible, able to cope with a high degree of ambiguity and welcome change.   Since information technology is currently far ahead of information literacy, the role of the librarian will expand.   Primarily, it will become one of; teaching users the information skills necessary to locate and integrate a variety of resources; assisting in the design of local campus databases; and contributing to the design and management of national/international networked information systems.   Lack of appropriate funding will impede development of hybrid libraries even if the technology exists to support them.   Budget planning and balancing will be as difficult as always and will be ineffective without additional income being provided from either internal or external funding sources.

The challenges presented by the hybrid library are so great that it is difficult to imagine any library successfully operating on its own.   IT specialists, library and faculty will need to forge and strengthen partnerships.   To remain relevant in this era of globalisation, the World Wide Web and rapid change, hybrid libraries will need to rely more and more on inter-institutional co-operation.   The framework/infrastructure that already exists (HEAnet, CHEST, CONUL, etc.) should be untilised to facilitate the development of further consortia relationships, on a national and international level.   

The Electronic Libraries Programme funded by JISC in the U.K., covers Hybrid Libraries in Phase 3. The aim of this programme area is “to provide exemplars of good practice and models for well-organised, accessible hybrid libraries”.   This section consists of five projects, each taking a different approach – Agora, Builder, Headline, Hylife and Malibu.   In funding such projects JISC aims to keep the UK at the forefront in the use of Communications and Information Technology in education.   It is recommended that this process be replicated here.

Similarly the SCONUL proposal for an e-University Library should be considered for application in Ireland.   “The vision is a hybrid one: a central e-U Library Hub, supported by a wide range of distributed resources and support services”.

The academic library of the future needs a vision, technology, services but more importantly, it needs the creativity and co-operation of people.   We live and work in a global economy, built on knowledge, innovation, speed and quality; an economy in which change is the order of the day.
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Hybridity – Striking the right balance

Miriam Corcoran, Sub-Librarian, Head of Planning and Administration Services, DCU

Introduction

In this brief presentation I will pose a number of questions about the nature of the hybrid library and what it actually means for us. I will also raise a number of challenges that are presented to us in the hybrid library environment; challenges we need to address if we are to strategically manage our hybrid libraries and be ready for the next evolutionary stage in academic library development. 

The Hybrid Library – a definition

“The hybrid Library was designed to bring a range of technologies from different sources together in the context of a working library and also to begin to explore integrated systems and services in both the electronic and print environments. The hybrid library should integrate access to all kinds of resources using different technologies and across different media” (Rusbridge 1988)

An inevitable continuum?

There is a tendency and a temptation to assume that the academic library model is evolving in a straight-line continuum from the traditional print model to the fully digital/virtual model and that the hybrid model is merely a transitional point in this development. The acceptance of this assumption raises many questions:

· Where are we on the continuum?

· If there is no straight-line continuum, how will we deal with discontinuities?

· If the hybrid library is not briefly transitional, but is a model in itself, how do we propose to manage it?

The Hybrid Library – a model here to stay?

I believe and will propose that the hybrid model is one, which will be with us for a long time into the future. Why? There is much evidence to suggest that the provision and management of  print-based resources will remain a key issue for academic libraries:

· Many disciplines including the humanities are paper-based and non-electronic resources will continue to be of importance.

· The resources, financial and otherwise required to digitise all legacy materials for humanities based disciplines and others would be enormous.

· The take-up of replacement technologies such as e-books is as yet unproven.

Accepting the need to manage print resources into the future does not in any way negate the huge impact that the electronic revolution has had on academic libraries. This can be felt in the continuing evolution of an increasingly sophisticated technological infrastructure and also in terms of the development of the electronic resources that have become so central and integral to our service provision. 

The challenge of the hybrid library model is to manage the provision of seamless integrated access for our users to the full spectrum of resources needed to meet their learning, teaching and research needs, regardless of format. The challenge to us is to go even further and provide this in a way that is firmly based in a user-focussed and quality service context.

The challenge of the Hybrid Library model

The challenge to effectively manage the hybrid library requires a coherent and strategic response from libraries to many issues:

1.
Seamless Integration


This means seamless to the user. How do we deliver this? Lorcan Dempsey et al have already identified the web as providing a “unified presentation layer” but stresses that this organisation is “shallow”. Truly seamless integration will really mean invisible access for users offering single authentication and a single-user interface. Technical issues to be examined will include:

· Further development of Z39.50

· Metadata profile development and acceptance

· Streamlined authentication procedures to control access to services

· Digitisation management and digital rights management

2.
Increased user focus

In an increasingly complex information world users will require greater support in finding their way through resources to achieve relevant information. This not only implies a greater familiarity with our users and their needs but technological developments such as:

· The development of personalised user profiles

· The construction of information landscapes

· Greater use of portals and personal web pages

· Personalised user interface design

· Increased information skills training both face to face and delivered via the web

3. Management and strategic focus

Successful hybrid library management will require a much greater level of convergence than perhaps there has been in the past. By this I mean in order to implement the aims of the hybrid library libraries are going to become increasingly dependent on their relationships with academic faculties and schools and with other university departments such as computer services. I am not suggesting formal organisational convergence is necessary but that a culture of convergence develops to the point where all interdependencies are recognised and built on in a strategic way.

4. Staff issues

Managing the hybrid library successfully demands that staff feel confident in dealing with the diverse array of queries and problems that come their way. Technical innovations bring the opportunity to provide new services but staff must be provided with programmes of appropriate and progressive training. Staff also need to be consulted on those developments which may appear to be purely technical but which in reality place increased demands on staff at all service points.

Keep an eye on the future!

It will be at our peril if we fail to survey the horizon ahead and watch out for new developments. We are increasingly web dependent in the provision of our services but it should be used as the current enabling technology, there will be others that will surprise us just as much as the web did in the last ten years:

· Semantic Web

· Supranet: “always on” connectivity

· Mobile phone: friend not foe
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Changing priorities in teaching, learning and research in academic institutions: the National Library

Catherine Fahy, Assistant Keeper, Planning and Development, NLI

The National Library of Ireland grew out of the Royal Dublin Society Library, and has been administered by a succession of government departments since its establishment in 1877, moving from the Department of Agriculture and Technical Instruction to Education, from there to the Department of the Taoiseach, ending up in the Department of Arts, Heritage, Gaeltacht and the Islands.   Although in general the governing departments have maintained a distance from the doings of the Library, inevitably they have had an influence on the  Library’s priorities.  Thus, when the Library was under the Department of Education, an Education Officer was appointed with a fairly specific remit aimed at schools, and the Library gave a high priority to serving the postgraduate sector of the educational establishment.  Under Arts, Heritage, Gaeltacht and the Islands the Library’s mission has become much more broad, and the Library has largely been redefined as a cultural memory institution, rather than an educational one.  

This redefinition has occurred at a time when there is a general convergence of museums, archives and libraries in an overall European context, as exemplified by bodies such as Resource, the Council for Museums, Archives and Libraries in the UK.  In Ireland the Minister of Arts, Heritage, Gaeltacht and the Islands has set up the Council of National Cultural Institutions, including the National Library, Museum, Gallery, and Archives among other cultural institutions.  In addition the work of the Heritage Council has led to an increased awareness of all forms of heritage, including documentary heritage, whose cause the National Library has promoted in its submission to the national heritage plan..

The major shift that has taken place in the Library has been from an emphasis on education defined in terms of academic curricula to an increased emphasis on culture, heritage and access.  The Library now has a much more inclusive view of its potential users, and does not endeavour to keep people out, as it did previously.  Genealogists in particular are now seen as an important user group, rather than a marginal though vociferous one.  Other important client groups are the general public, academics, schools, tourists and distance users.  There has also been a change in the attitude to access, so that access is now seen as the right of all citizens, providing preservation and security are not compromised.  

Current initiatives
As well as Irish and Irish related publications, NLI also has large holdings of primary source material in the form of manuscripts, prints and drawings, maps, newspapers, music and ephemera.  Most of these collections are underdeveloped, and many are unprocessed.  However staff (a very limited number) and money are now available to begin to tackle these problems. There are major projects underway in the manuscripts, maps and ephemera collections, and plans are at an advanced stage for the development of the music collection.  

There is a huge demand for primary source material from researchers and the Library is frequently approached by commercial and academic interests eager to set up projects of various sorts, often with a digital element.  Indeed digitisation and the expectation that material should be available in digital form is a major factor in promoting access.  It can be difficult to balance the demands of one group of users against another.  There is often, too, a lack of information on both a national and international front, about the kinds of projects, digital and other, that are already underway.  This leads to the dangers of overlap and the use of different and incompatible standards for the same kinds of projects.  

There is an obvious need for a national inventory of digital projects, completed or proposed, which should cover projects in the library sector, the higher education sector, the archival sector, and the general cultural sector.  There are several models for such an inventory, for example the Canadian Digital Inventory at www.nlc-bnc.ca, the German Inventory of Retrospective digitisation of library holdings at http://gdz.sub.ujni-goettingen.de, and the Australian Libraries Gateway which includes information about digitisation projects within the Australian cultural community.  In Ireland a cultural heritage working group set up to develop the strategies outlined in the Branching out – a new public library service (1998) report has included a proposal for such an inventory in its recommendations, albeit an inventory that would initially be confined to the public libraries.  

In addition COLICO (Committee for Library Co-operation in Ireland) has developed a proposal for an inventory of special collections in Ireland, to include documentary collections in archives, museums and galleries as well as libraries.  This project is partly modeled on the Northern Ireland RASCAL (Research and Special Collections Available Locally) project, and it is intended that it will be available online.  Such an online inventory would obviously be extremely useful for all kinds of planning in relation to special collections.

An inventory of digital projects and a special collections database would in combination be a sound foundation for prioritizing projects and allowing co-operation in the Irish library community.

Finally, as a footnote, I would like to mention the 10 challenges identified by the Library of Congress, which can be accessed through their website, for the building of a national digital library, which act as a useful points of reference in both local and national planning.   Some of the challenges relate to the technological infrastructure and the legal framework, but I would like to highlight the challenges which relate to access, how to integrate access to both digital and physical materials, how to develop approaches that can present heterogenous resources in a coherent way, how to make a national digital library useful to different communities of users and for different purposes, and, finally how to provide more efficient and more flexible tools for transforming digital content to suit the needs of end users.

Indigenous issues and infrastructure development policies

Maire Domhnat Kirakowska, Sub-Librarian, Support Services, UCC

Libraries and their staff have a tradition of cooperation and collaboration in their  efforts to meet the information/knowledge needs of their users and in their efforts to preserve aspects of the intellectual records of our civilization. There is evidence of inter-library loans from very early libraries, lists of holdings of other libraries, finding tools, union lists and cooperatives of libraries from local groupings such as LASER to national institutions like the Irish Central Library for Students originally funded by the Carnegie UK Trust.

So what is different about now?

Have we not taken advantage of developments in information and communication technologies? Our catalogues are on-line, we give access to content on-line as in electronic journals, full text databases like CELT. We have been involved in EU projects aimed at extending collaboration, we work with consortia both in Ireland and Britain and contribute to global information through organizations like OCLC.

However there are a number of factors which require that we think about collaboration in a more strategic way:

1. Development of the Information Society; social inclusion; EU pressure; government policy

2. Developments in education

3. The economy - both in supporting the economy and as players in the economy 

4. Heritage

Do we need to “invent” collaboration for this new environment? Do we need a particularly “national” form of collaboration? Much of what has been put in place recently is the beginning of the national infrastructure e.g. the National Node, Euro-Focus on Libraries, ANLTC, CONUL Sub-Committee on Conservation and Preservation. Existing organisations and programmes, many with European and international partners, continue to be relevant and can be built on. These include An Chomhairle Leabharlanna which is involved in coordinating library projects such as Region K  of the Joint Fiction Reserve Scheme also links into CULTIVATE the European network for digital cultural heritage;  COLICO, whose remit is specifically library cooperation on the island of Ireland, linking with Britain on such projects as NEWSPLAN; and CONUL itself part of whose brief is to promote cooperation among member libraries. 

Space planning and use
Niall McSweeney, Sub-Librarian, Information Services, NUIG 

Library space confronts every third level institution sooner or later. Libraries may need a varying sized extension, renovation or complete new building. Planning an academic library has always been an important and often intricate task. The planning process may involve the forming of both internal and external committees. It will involve the hiring of an architect and an awareness of different but current architectural styles and trends. Librarians involved in planning, before creating detailed specifications will continue to have to look at issues such as projected student numbers, demographics, overall policy of the governing authority, analysis of departmental and subjects strengths within the library and broader campus. Library planners will also need to look at whether centralization or decentralization of library resources across expanding campus sites are suitable options.

With the expansion of World Wide Web in recent years the nature and role of libraries have changed considerably. New planning challenges have emerged for librarians and planners as libraries worldwide have endeavored to respond effectively to new forms of technology. Libraries have already reacted imaginatively to the needs of users, with most now using computer systems for services such as access to the Internet, databases, electronic journals, catalogues etc.

Libraries today will increasingly emphasize the notion of the teaching library with use of computer training rooms, seminar rooms, group study areas and laptop access points. Many libraries are already integrating use of computers in their seating areas, creating flexible learning environments. This is largely possible in newly built libraries. Many of these libraries will have all seats wired for computer use.

While the traditional elements of library planning such as student seating, shelving stacks for both books and journals, storage space, use of furniture, color and lighting etc are relevant to the modern library, planners need also to look at areas such as digital and wireless technologies.  To adapt to these and other often- unforeseen developments in technology over the coming decades the future library building will need to be as flexible and possibly modular as possible. Flexibility in design will encompass everything from the physical structures of the building to the use of furniture within. These buildings will also serve to support the teaching and learning environments that libraries have now become. This type of planning should also cut down on future costs. For instance use of wireless technology may well bring down cost of cables etc.

While embracing digital technology may well be a solution in particular for stock management, its full cost implications are still unknown especially in relation to copyright and management of wider digital type libraries. Until these issues are further resolved the academic library building will continue to have a central role in third level institutions. If library buildings are designed attractively users will still like to visit and study in them 

Some other options for libraries include separate undergraduate and research libraries or use of different thematic areas within libraries. As more users want access to library resources from home, libraries will provide increasingly, services online. Outsourcing of functions may also increase. All these have further implications for future planners.

Sharing of resources between different libraries, collaborative collection development or using centralized information networks, will also be a key factor in helping with future space planning. The hybrid library will increasingly force library planners to come together to design libraries for the new millennium. It will also be paramount that librarians work with their academic and IT colleagues to create truly hybrid environments.

New services

Colette O’Flaherty, Assistant Keeper, Reader Services, NLI

In preparing for today’s session something I read recently kept going through my mind.  It is a phrase taken from a 1998 report entitled The Future’s in the Balance: A Toolkit for Libraries and Communities in the Digital Age, published by the Washington D.C. based Benton Foundation, and it is as follows: “the new library is the old library, plus something more”. 

Every year the Conference of European National Librarians (CENL) publishes a review of the year’s activities in each of the member libraries.  The review is published annually in Liber Quarterly.  For 1999-2000 Library directors were asked to pay particular attention to developments in the electronic library.  In the NLI we read with interest of developments elsewhere and found the following comment on our activities: 

It is clearly with a sense of triumph in their accomplishment that the National Library of Ireland reports that the cataloguing of books published in Ireland is now up to date for the first time since 1994. … It would be splendid if the example of Ireland would act as a spur to those many libraries where a backlog is considered not only to be a normal part of daily life, but also a requirement for any well organised cataloguing department.  Unfortunately, there is always something more exciting to do…  Perhaps it is too much to suggest … that the clearing of backlogs might in fact contribute more to improving access by readers to material they might need than many expensive schemes for digitisation of the collections.  It is nevertheless true that an uncatalogued book will not be found by a reader whatever the sophistication of Internet access to the catalogues.

We took this to be a pat on the back – that we have not yet lost sight of the fact that the ‘new library’ still has ‘old library’ responsibilities.  

The NLI has a wide user-base and we have a national remit in terms of collection development and access.  Traditionally the Library was the resort of academic researchers with specialist interests, particularly in the areas of literary and historical research.  In more recent decades this user-base has grown to include inter alia family history researchers (many of whom are research novices), once-off users who wish to consult a single collection or item such as newspapers, picture researchers who wish to use the Library’s extensive graphic collections, local studies researchers and groups, and so on.  In fact, in meeting our responsibilities as a national cultural institution, we have actively engaged in broadening our user base through our exhibitions and publications programme.  Our current building development programme has been planned in this context.  In the CONUL context, ours is certainly the broadest user-base and as a library of record, our constituency includes future as well as current readers.  Deselection of holdings is not a collection management option in the NLI.  

Like every other public body we endeavour to successfully bridge that gap between inputs (in terms of financial and staffing resources) and outputs (in terms of the services we offer).  There is also a gap we must address in terms of reader expectation.  To take just one example, thousands of family history researchers arrive at the NLI each year confidently expecting that we can produce a fully documented family tree; in these cases there is a particularly acute expectation gap.  We have developed a service to address this.  By meeting the specific Library needs of a large and identifiable user group we have, in turn, allowed Reading Room staff to focus on the needs of other readers and considerably enhanced overall service provision.  

The Library’s building development programme focuses on the development and enhancement of our ‘old library’ services.  New reading areas will afford greater access to certain collections including prints and drawings, maps and microforms.  A central feature of the programme will be the new repository providing state of the art storage facilities for manuscripts and other collections.  New exhibition areas will allow us to show more of our collections and more effectively.  

What of the ‘something more’ referred to in the Benton report?  Digitisation affords new ways of offering access to our collections: retrospective cataloguing of printed material will be completed within the next two years; manuscript material catalogued onto cards during the period 1969-1990 will be added to the online catalogue; work will continue on the cataloguing of graphic collections - many of the items catalogued will be digitised, with hyperlinks from relevant catalogue entries.  (To date, we have made some 10,000 images from our photographic and prints and drawings collections available in this way.)  In turn, the availability of digital surrogates enhances the preservation of original items and impacts positively on reading room services – releasing staff from monitoring the viewing and handling of fragile originals.  Similarly the NEWSPLAN Project – a conservation-driven project – will continue to have a huge impact in terms of access to our newspaper heritage.  

The Web allows us to approach other of our ‘old’ activities in new ways.  For example, the Library’s ongoing exhibitions programme has traditionally included the production of travelling exhibitions.  We can now also use the Web to showcase collections and provide themed surveys of material.  Similarly, we have an active publications programme – including the publication of document facsimile packs for students.  Again, the Web – particularly in the context of the drive to ensure that schools actively use new technology – affords new ways of making such material available.  In each of these areas, exciting opportunities lie in the possibilities for co-operative ventures.  

Our presence on the Web has also brought us a new user base; we are just getting to know these new users.  Not unexpectedly, family history has been a particular focus of the majority our Web users, who are mainly overseas based.  We find ourselves acting, almost by default, as a gateway to Irish family history research, and to Irish studies generally.  This is certainly a new service area which we hope to develop, particularly in the context of inter-library collaboration.

I should, of course, have subtitled this presentation ‘New services in the National Library of Ireland’ because I have very much concentrated on our singular (in the CONUL context) institution.  But NLI examples serve, I think, as indicators of issues common to all of us.  Creating the ‘new library’ represents a range of challenges and opportunities.  In meeting these challenges and opportunities, we need to be aware of the danger of concentrating on new tasks at the expense of traditional responsibilities.  

Changing priorities in teaching, learning and research in academic institutions

Carmel O'Sullivan, Associate Librarian, Resources and Information, UCD

Reasons for change

Change in third level institutions is driven by outside forces and in particular by the Government agenda.  The most powerful forces for change in recent decades have been:

· The social justice agenda- equity, diversity, inclusion and accessibility

· Economic agenda - skilled workforce, new industries, research and innovation 

· Political agenda - accountability, human rights, democratisation

· The emergence of the information society - new and more advanced information and communication technologies, increase in published information output, electronic communication, copyright and licences 

· Globalisation

· Legislation - Universities Act 1997, copyright legislation etc.

Effect on third level institutions

1. More learners. Increase in numbers and diversity of students - part-time, nursing, distance education, modular, adult/mature, foreign, with special needs, different access routes (access programmes for lower socio-economic groups)

2. Changes in teaching and learning styles - problem/project/resource based learning, discovery learning, distance education, managed learning, group-work, self-directed learning

3. Emergence of teaching and learning policies, research policies, vice presidents, or deans, of research and teaching and learning

4. Emphasis on research - cutting edge, collaboration, centres of excellence, focus on information technology and biotechnology, international review, outcomes evaluated, more funding than ever before

5. Accountability - Universities Act 1997 - strategic planning, transparency, quality

6. Increased dependence on information and communication technologies - e-education, portals, digital campus 

7. Demand for services outside 'core hours'

8. Having to do more with less money, less staff and less space.

One side effect of all this change is the increase in drop-out rates.  This is a growing concern for those involved in higher education. Institutions are now looking at delivering generic skills to students in order to help them to survive the third level experience.

Effect on academic libraries

1. More users - with diverse needs and demands for services outside core hours and off-campus

2. Increased need for assistance to users in finding, using and evaluating information and resources

3. Changing roles for library staff - training and development, continuing professional education, reward and motivation, flatter structures, team-working, participation, communication, leading from behind, more front-line staff

4. Changing roles for subject librarians- new skills, the old job plus, positioning in university is key, teaching portfolios, research support, research active, sabbaticals, faculty teams, coping with interdisciplinary programmes

5. Technology - cost of providing access to electronic resources (desk-top services) and services on and off campus, training staff, training users, maintenance and IT staff costs, relationships with Computing Services

6. Pressure on real space as well as virtual space - variety and flexibility, collaborative, single study, teaching, research spaces

7. Access issues - longer opening hours, off-campus access, e-books

8. User focussed- market oriented, targeted and tailored services, user feedback, performance indicators, quality assurance and improvement 

Positioning on university committees and working groups is crucial for staying in touch with developments and keeping up with change.  Increasingly, university budgets are being devolved to faculties so the relationship with the faculties is a key one for libraries.
How should libraries respond?

1. Position the library strategically within the institution, be on all important and relevant committees and working groups- make the case, advocacy of collections and services, partnerships with academics, PR,  - BE OUT THERE

2. Collaborate with other university partners and with other universities - CHIU, CONUL, LIR, NIS, IRIS, ALCID, ANLTC

3. All HEA libraries need to develop a united approach to HEA to raise profile of libraries and particularly the need for a JISC-like body

4. Continuously adapt organisational structures so that they are flexible and responsive.  Should we have faculty librarians, with sabbatical entitlements?

5. Make the case within our institutions for access to research funding (acquire more than overhead costs from research funding) and to HEA for collaborative research projects - we need a direct link to HEA for research support - not just the current routes where sometimes it is difficult to get past the institutional evaluation stage

6. Continuously develop and train staff 

7. Work with academics, teaching development units, technology experts to deliver information skills - push for skills programmes to be part of curricula

8. Develop the teaching role of subject librarians - teaching portfolios and teaching qualifications, involvement with generic skills teaching

9. Digitise library collections so that more resources can be made available to more users

10. Support research staff  - consider Harvard Business School model of assigning subject librarians to research academics for research projects

11. Be research active - secondments, sabbaticals, publishing

12. Measure and evaluate outcomes and outputs of research and teaching activity - achieve recognition

13. PURSUE NATIONAL POLICY. Whatever happened to Joining forces?  Has 

it been shelved?

Indigenous issues and infrastructure development policies

Valerie Seymour, Sub-Librarian, Collections Manager, NUIM

Within the university the library is often one of the largest departments both in terms of the pay and non-pay budgets.  In size, spend and staff it may equate with a large research-oriented science department, whereas the library’s outputs are not so easily quantified.  The library, at significant cost to the university, has resources to offer thereby aiding teaching, learning and research.  The extent of these resources is often not readily apparent either internally or externally.

One of today’s indispensable marketing tools is the Web site.  Libraries recognised their significance early on.  Many had sites in the mid-1990s before their parent institution.  Most Irish university libraries now have a direct link from the home page.  This is by no means the case in many UK sites where the library or resource centre is hidden a number of levels down under services.  The emphasis and function of library sites had changed since the early days.  Sites then were more text-oriented and closely resembled the print documents on which they were based.  Many sites now give priority to the OPAC and electronic resources – the first link is frequently to these specific resources.  Other collections are not given the prominence they deserve and their research potential is not flagged.

Our university libraries’ collections are largely restricted to our own user communities.  Successful cooperative schemes such as ALCID (Academic Libraries Co-operating in Dublin) offer inter-library access.  The scheme has been extended to include Cork, Galway and Limerick.  Some libraries offer commercial services to the business sector.  All of us are to some degree under pressure to provide a service to our local community.  The Joining forces report explores ways in which the whole sector can cooperate towards access for all.

At present, external demands are very costly in terms of staff time.  Also seating and workstation access are at a premium year round.  As more material is available electronically over the Web it might be possible to satisfy a certain level of enquiry in this way.  Licensing and copyright are however, significant factors.

With our Web sites concentrating on OPAC and electronic resources it is time to provide information over the Web about our collections and their research potential.  Item level description of most of our collections is available through individual OPACs or consortia such as IRIS.
  Optimum collection exposure requires a new level of description.  Collections strengths are not revealed by OPAC searching.  Early and rare collections may be well known whereas modern and archival material may be neglected.  Broader definitions are needed to flag unique groups of items. UKOLN, located at the University of Bath, is the focus for much research into thesauri, metadata, architecture and standards for digital information management.
 Work on collection description methods, tools and schemas is funded in the UK by JISC
 and DNER ( Distributed National Electronic Resource)
, RSLP (Research Support Libraries Programme)
 and the British Library.  We can benefit from shared information which is freely available from their sites. The RASCAL(Research and Special Collections Available Locally) project at Queen’s University is funded by RSLP. The database is due to be launched in Spring 2002.  A sample and survey can be seen on their site.  A repository has been established for all Northern Ireland publications in the absence of a national library.

Cooperation already exists formally and informally between all CONUL libraries.  A North-South ongoing project is PADDI (Planning Architecture Design Database Ireland) jointly produced by Queen’s University and University College Dublin.
  Another collaborative working party ALCID and CONUL, reported in 1999 on overlaps, gaps and duplication of periodical holdings. No outcomes resulted partly perhaps because the periodical scene was on the cusp of electronic delivery.  At present there are three working groups - Theses, Legal Deposit and Preservation.  Two further groups are planned - Copyright and Related Rights, and Cooperative Storage/Collection Coordination.

There is room for cooperation, in the spirit of Joining forces, in the development of the COLICO Special Collections project.
  To date special collections in public libraries, north and south can be accessed from the Library Council’s Web site.
   A special collections project proposal is under discussion by COLICO.  Primarily the project’s objective is to identify special collections in libraries, archives and museums. Information regarding scope, status and accessibility will be collected.

Collaborative collection management of legal deposit material was investigated by the CONUL group.  Most libraries are selective in acquiring copyright material for reasons of relevance, space and resources.  Only Trinity College and the National Library aim for comprehensive coverage.  Galway, Limerick and Cork aim to collect local publications as widely as possible.  The importance of acquiring and retaining the national print archive needs to be stated and understood.  As the volume of print grows so does the strain on cataloguing departments whose staff have acquired other responsibilities in addition to maintaining bibliographic standards.  Irish publishing’s annual output is well in excess of 2,000 items.

The Higher Education Authority’s PRTLI (Programme for Research in Third-Level Instititions) cannot deliver new buildings or extensions to all university libraries.  In this we are in competition with each other and within our institutions the library must compete for funding.  In future we will still be competing for capital funding and for demographic reasons we will be competing for students, amongst ourselves and with the Institutes of Technology.

We must see off the thinking that believes that electronic resources do not require bricks, mortar and staff.  In a situation where space is tight and the print archive is growing it is vital that we know what each of our libraries is acquiring and retaining whether by purchase, legal deposit or gift.  Libraries policies – their collection management tools – should be available on their Web sites.

There is much to be learnt about the nature of our island’s print archive.  Bodies and platforms already exist – NIS (National Information Server), IRIS, CONUL and COLICO.  Through collection descriptions such as utilised by the RASCAL project at Queen’s and with cooperation from UK bodies such as UKOLN, we should be able to make the first steps towards resource discovery in the island of Ireland – a ‘Mapping Ireland’ project.
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To what extent is the librarian a teacher/learning assistant?

Ellen Breen, Sub-Librarian, Head of Information and Public Service, DCU

I’m delighted to be here at the first Consortium of National and University Libraries (CONUL) senior library staff colloquium talking about information [literacy] skills.  This discussion is timely and critical if, as a community we wish to move forward and develop dynamic partnerships with our university colleagues to ensure the development of an information literate student population.  

Introduction

Libraries have long been involved in “teaching” users how to effectively exploit collections and services. In 1973 the journal Reference Services Review (MCB Press) began publishing and continues to publish, an annotated bibliography of articles dealing with library instruction and information [literacy] skills
.  The published literature over the past number of years, most of it dealing with examples in academic libraries, clearly acknowledges the teaching role of the librarian and is full of examples of best practice and strategies for effective delivery of information skills education. It is also now widely accepted that information [literacy] skills are best achieved via curriculum embedded teaching and learning strategies.  The most significant developments towards such a goal have taken place in the US and Australia.  

The role of the library in successfully achieving higher education (HE) skills objectives, as well as the recognition that information [literacy] skills are a prerequisite to lifelong learning have secured the library’s role in this area.  In the US, the Association of College and Research Libraries has produced Information Literacy Competency Standards for Higher Education
.  These standards provide a definition and framework from which to develop programmes within institutions. Many examples exist of their widespread adoption and use in US HE institutions
. The ACRL standards have also been adopted, with two additions by the Council of Australian University Libraries
.  Australian HE institutions are noted for their widespread strategic support for the implementation of information literacy initiatives. These are firmly placed in the context of the importance of “developing graduates who can perform effectively as competent professionals within their chosen discipline and as responsible, informed members of society capable of self-directed, lifelong learning” 
.  In the UK SCONUL produced the “seven pillars” model of information skills in 1999
 and further developments are taking place in relation to the development of a coherent approach to the development of an information literate student population in the UK HE sector. 

Academic libraries in Ireland

There is no published material relating to information [literacy] skills education in Irish academic libraries. However, we are all engaged in information skills education in our institutions
 and have been for many years with some excellent examples of good practice. In my own institution DCU, a team of Subject Librarians won the first ever ‘President’s award for innovation in teaching and learning’ for their information skills training programme in 1997. However it is likely that much of what is being done is similar to the development of programmes in the UK with such activity taking place in institutions as a direct result of  “… the initiative and actions of small groups of interested staff”
.  It would be useful to have a clear picture of exactly what is being done nationally in this area with a view to developing and enhancing such activities. Research is critical.

Library policy/commitment

It is imperative that institutions develop a coherent and strategic approach to the delivery of information [literacy] skills activities. Do we have such an approach in our own institutions? Have we identified clear objectives and implementation strategies? Does our institution know and understand what we are trying to achieve?  This must be in place before we can successfully promote activities and work with university colleagues at policy and programme level. ( e.g. Deans/Directors of teaching and learning, programme review committees, academic staff etc) .  

Staff training and support

For librarians to develop effective partnerships with their university colleagues, and place information skills work firmly on the teaching and learning agenda moving towards more integrated work, staff must develop their teaching expertise
.  Sheila Webber acknowledges the importance of developing such expertise to ensure librarians “approach and describe their learning and teaching activities in academic, educational terms and not in library service terms”.
  There are many examples of training initiatives in this area which have taken place in the US, Australia and the UK. The UK EDULIB programme funded by JISC was developed specifically to enhance the educational expertise and teaching skills of librarians in the HE sector in the UK
.  The content of such training typically includes curriculum design, teaching and learning methodologies, assessment and evaluation, technology and education?  Many of our own institutions have staff development units, which provide such training for academic staff - library staff should be encouraged to attend.  Librarians at DCU recently attended a one-day training course on learning outcomes for teaching staff.  The course content was relevant and useful but it also proved an excellent opportunity to discuss the concept of information [literacy] skills with academic staff.

Are library staff engaged in information [literacy] skills education provided with the opportunities to further develop their teaching expertise? Are they equally supported in terms of recognition of the time required to research, prepare and plan activities? 

Future direction: challenges and opportunities

As we develop or review policies and strategies at institutional level, we can also work together at national level to further enhance and direct such activities.  The HE context, which has enabled information [literacy] skills to be accepted and embraced in HE institutions internationally, equally exists in Ireland.  Our institutions are reviewing teaching and learning strategies and life long learning is firmly on the agenda. We need to place information [literacy] skills firmly in this context, define what we mean by information [literacy] skills and importantly demonstrate to our university colleagues how information [literacy] skills education is best achieved by librarians working in partnership with the teaching and learning community .

I propose that academic libraries in Ireland work together to define information [literacy] skills, setting it firmly in the context of higher education environment in Ireland, develop (or adopt existing models/standards) and produce an information [literacy] skills framework document. This document could then be used to guide policy and practice at institutional level. It would also allow us to stimulate debate and discussion within our own institutions and nationally. One example where debate could happen is through the All Ireland Society for Higher Education (AISHE)
 which was set up to “bring together and support those people who are concerned to advance higher education in the island of Ireland”.

The Library/IT Services interface

Marie Burke, Associate Librarian, Operations and Systems, UCD

The scoping notes for this session suggest that IT systems and services are essential to the successful operation and delivery of LIS, and I would add that they are essential to their survival.   The pace of change in the development of these services has been fast and the level of change is set to continue in the next decade.

In this session we have been asked to consider the following issues.

What does the academic librarian need to plan, implement and maintain IT related library functions?

Does the librarian need IT skills given that CS will provide IT services? 

How are librarians best qualified to collaborate with IT Services staff in mutually developing and supporting institutional objectives?

Strategic issues

The importance of mutually agreed and articulated institutional objectives cannot be underestimated here.  The development of an   “Information Strategy”...”ensures that investments in information, IT, systems and services is efficient and effective and that the information produced within the institution is exploited to the benefit of the institution.
 We need to note that successful implementation of an Information Strategy requires agreement and commitment at the highest level.  This commitment is crucially important in the context of institutional resource allocation.

There needs to be clear understanding of the roles and relationships between Library and IT services.  The models may vary from converged service to strategic alliance but it must be an “ever closer union” if users are to be best served. 

Again in this context we need to consider the role of Service Level Agreements or at least Service Level Descriptions.

Does the librarian need IT skills?

How have libraries managed to date and how will we manage in the future?

The traditional library model has given us the “Systems Librarian” with an ever-growing portfolio of responsibilities and often evolving into a Hybrid Librarian for a Hybrid Library.   There are other emerging roles, Web Managers, Metadata Creators/Managers.   It is clear that Libraries have been well served thus far but given the pace of change, it is worth considering Lynne Brindley’s assertion that    “we do not want Librarians being amateurs in these fields” 
or from Oscar Wilde that “It is very vulgar to talk like a dentist when one isn’t a dentist, it produces a false impression” 

I think it is clear to anyone managing and developing services, that we need more in-house IT expertise and LIS graduates will not necessarily provide this.  This in turn begs the question “do we need to consider the curriculum for LIS degree programmes” and their relevance to the changing and developing library roles?

My own view is that we need to consider creating new roles within traditional library staffing models 

In planning, implementing and maintaining IT related functions; librarians primarily need a vision of where they want to be.  The importance of project management skills and practical exposure to “project management” is also vital here.   

Implementation and maintenance can be provided and supported by librarians in co-operation with others.

Collaboration with IT Services staff

For successful collaboration we need to understand and respect each other’s roles.  Needless to say, this goes both ways.  I worry sometimes that librarians are not always the best self-promoters but it is imperative that librarians constantly promote their unique role, their special skills and the resources at their disposal.

Current literature suggests some key factors in successful collaborations are:  

· Greater team and project working.

· Flatter structures.

· Improved communication channels.   The emergence of collaborative projects such as VLE’s and Portals are examples in kind.  In all these projects, collaboration is necessary at every level, from strategic to operational, from initial planning to implementation and review.

In UCD as is probably the case in most other CONUL institutions the Library is actively involved in both Portal and VLE projects.  An issue to consider here is that given our size, resources and population, is there room for collaboration in these initiatives at a more strategic and national level and is there a role for CONUL here?

Formal structures for continuing professional development

Pauline Corrigan, Deputy Librarian, UCD

Definitions and introduction

Professional - this refers only to the professional librarian, not the increasingly professional support staff.  Professional expertise includes a wide range of non-traditional activities, as exemplified by the work of Systems Librarians, which is very different from that of their professional colleagues.

Development -  "to bring out what is latent or potential in staff".  While other sessions are examining the "what", this session will concentrate on the "how".  To put the "how" into context, however, it will be necessary to overlap on some of the other sessions.

Current situation

A recent ARL survey (May 2000) of job advertisements concluded that while the MLS remains a key qualification, other desirable requirements include "computer science, educational or instructional technology, business administration, or advanced degrees in other disciplines".  In addition, employers are looking for "demonstrated expertise or experience…knowledge of hardware or software, web-based activities, staff training and development, classroom teaching experience or administration"
. 

In the UK, the same picture is reflected in this quotation from a recent article by Lynne Brindley "I need excellent librarians, together with Web designers, lawyers, rights managers, technologists, leading computer scientists; people with publishing experience, pedagogic experts, project managers etc. etc. I do not want librarians being amateurs in these fields….."

In the UK, educational opportunities are available in university Departments of Library and Information Studies, through the LA Chartering and CPD Framework, and through SCONUL, UCISA, SALTCG, or the Government-sponsored isNTOs.  In the US, there exists an even greater range of academic qualifications, although MLS is still king.

So what about Ireland?  There is no one body responsible for CPD in Ireland. The LAI Library Staff Training Committee disbanded in 1998, and was replaced by an Education Panel, but there has been a resounding silence from this group and it has had no impact whatsoever on academic library staff training. 

An opportunity for the public library sector to address this issue was offered through the recently published Branching Out report, championed by An Chomhairle Leabharlanna. 

So far there has been no action in implementing one of the chief recommendations of the national framework policy report Joining Forces -  a new National Co-ordinating Body which would, among other things:

· carry out a national audit of training and development requirements; 

· recommend and assure good quality courses; 

· recommend an accreditation system for such courses; 

· inform the library and information service community of new and existing courses" 

Academic qualifications

Formal courses and qualifications are currently available in Ireland from the Department of Library and Information Studies at UCD, the University of Wales, Aberystwyth, and Trinity College Dublin.  Questions which arise in relation to these are:

· what consultation is there between course providers and potential employers to ensure that graduates are well-prepared for the reality of today's academic library. 

· do graduate skills meet requirements?  Are students learning about rights management, electronic copyright issues, teaching skills, marketing skills? 

· have academic institutions moved (and should they move) from "developing potential" to "employment ready" graduates"? 

Change is happening so fast that library managers need to have the new skill sets imparted to existing staff, who must be motivated to continue learning beyond initial qualification.

Continuing Professional Development (CPD)

In 1986, TCD and UCD Libraries initiated a joint staff training programme to address some of the perceived gaps in the skills of their library staffs, with the aim of reducing overhead costs and encouraging their staff to establish contacts with each other. 

This initiative evolved in 1994 into the CONUL Training Officers Group, mandated by CONUL to "help its members develop a framework for staff development"
.  TOG eventually became ANLTC, which, since its inception, has run 66 different courses for the staffs of its 10 collaborating libraries.  This has increased participation in CPD for academic library staff north and south, and enabled the contacts between them to be made on a wider stage. 

At present, ANLTC provides the only academic library CPD in the country.  Its programme is determined by the training officers in each library (who form the ANLTC committee) in consultation with the library staffs and with the CONUL Librarians.  In its submission to the Joining forces report, the ANLTC Committee recommended that:

· The successful completion of accredited courses should be rewarded

· A reward structure for research activity and national seed funding for library research should be established

· Research activity should be encouraged

· Staff development and training policies should be established

· Each library should appoint a senior member of staff as staff development officer

· A percentage of each library's overall budget should be allocated to training and development

· A national survey of training should be commissioned and the results published.

Other aspects of CPD include:
· Defining a clear role for the individual - librarians must understand their changing roles.

· Identifying institutional objectives and conducting a strategic examination of the environment before determining what skills should be included in the curriculum, and when.

Outside formal educational structures, librarians can develop their professional portfolio by:

· Distance learning 

· Job exchanges or "internships" either within the institution or with co-operating libraries, (something currently on offer through COLICO).

· Mentoring

· Online classes/CBT (ECDL, ARL Lyceum)

· Performance assessment

· Participation in professional or organisational committees or working parties

· Professional reading

· Study tours of other libraries

· Sabbatical leave

· Workshops, seminars, short courses
Key recommendation

That the proposals set out in Joining forces, in particular, a national co-ordinating body, be implemented in relation to education, training and development, 

Bringing horses to water, but can we make them drink?

"Staff training and development are key components in an organization's effort to create a motivating environment for employees, since they encourage the achievement of self-esteem and self-actualisation, the two strongest motivational forces among library staff."

We might produce the most innovative and exciting curriculum, based on the new skill sets, but how are we going to persuade our staff to participate?  As indicated above, the focus is on existing staff, who already possess perhaps 80% of the required skills and expertise, but who need to learn more, and to gain greater experience in a wide variety of jobs.  Lifelong learning definitely applies to librarians. 

In general, individual librarians set their own development agenda in consultation with their line manager, but personal and organisational priorities do not always coincide.  A "rolling" curriculum, perhaps arranged by ANLTC in collaboration with CONUL or DEPLIS, would provide greater flexibility to meet constantly changing needs. 

The challenge in motivating staff to embark on such a curriculum lies in the institutional recognition of achievement?  Such recognition might include:

· Full funding towards work related study

· Financial rewards, e.g. additional increment in the year of the achievement

· Additional conference allowance

· Sabbatical leave following the achievement of developmental targets

· Career progression

· Public recognition for additional qualifications

· Participation in fully supported collaborative research projects, leading to publications, and consequent enhanced cv.

Conclusion

The delay in implementing the key recommendations of Joining Forces has created a vacuum in CPD for academic libraries.  CONUL libraries have an opportunity to take the initiative by establishing an appropriate curriculum, to enable staff to develop their full potential, and thereby to enable the institutions to benefit from a well trained and highly motivated workforce. The responsibility for this lies with the individual, the library, and CONUL; and, to a lesser extent with the LAI and DEPLIS.

What is the skill-set portfolio needed for the librarian of the future?

Helen Fallon, Deputy Librarian, NUIM

The academic, professional and technological environment within which librarians work is changing significantly.  Support staff of all kinds are more highly educated and better qualified in a wide range of specialisms than heretofore; user expectations of library and information services are changing; there is an abundance of online information, of varying degrees of quality; librarians’ functions overlap with those of professionals in cognate areas (information technology, educational technology, teaching and learning etc).  Against this background, what skill-set does the professional librarian of the future need in order to function to best advantage in the academic environment?

In the last decade the range of skills required by the librarian has broadened to reflect the effect of new information technologies, the changing university environment and the changes at national and international level in higher education.   New tasks such as Web site design and maintenance, management of increasingly sophisticated systems, designing and delivering information skills programmes, negotiating funding at local, national and European level, are some of the many tasks that the librarian may find her/himself involved in.   Writing in the journal Library Career Development Feret and Marcinek
 forecast that in the near future information specialists and technicians will form more than 46% of library staff, numbers in acquisitions/cataloguing will decrease to about 16% of library staff and there will be significant deskilling in the area of cataloguing with union catalogues with much cataloguing being carried out centrally.

Changes are also taking place in the aspirations and qualities of the library workforce, with standards of education much higher at all levels than a decade ago.   The library customer or user is also more sophisticated with a wider range of information needs than heretofore.  

Against this background librarians are needed who can operate cost effective and cost efficient services; who are receptive to new ideas; who can embrace changes both locally and at the wider organisational, national and international level; who can lead and manage projects that require interaction across the various departments in the university and outside the university; who are familiar with legal issues surrounding information provision; who are flexible and adaptable and who can continually demonstrate the value of the library service to the achievement of the aims of the organisation.    

Against this background what is the skill-set needed by the librarian to function effectively, and how should this skill-set be acquired and updated?
Skills

The skill-set may be broken down into four major areas:

1. Personal skills

2. Organisational skills

3. Managerial skills

4. Technical skills

1.    Personal Skills

· Vision - the ability to see "the big picture", an understanding and ability to integrate the context of what transpires in libraries

· Imagination

· Critical thinking 

· Effective communications skills

· Service orientation

· Self-motivation

· Commitment to profession, professional development and life-long learning

2. Organisational skills

· Understanding of organisational behaviour

· Credibility with academic staff

· Ability to think strategically

· Ability to think tactically

· Ability to deal with constant change and to manage change effectively

· Teamworking skills

· Networking skills 
· Negotiation/Conflict resolution skills

· Leadership skills

3. Managerial skills

· Personnel management

· Budget management

· Project management

· Report writing/funding proposals

· Presentation skills

· Marketing

· Entrepreneurship

4. Technical skills

· Conversant with a wide range of information technologies and able to keep abreast of the latest technological developments

· Ability to select and screen information/ability to appraise and evaluate information

· Conversant with learning and teaching technologies

· Conversant with library operations 

· Teaching and training skills

Having identified the skill-set the next issue is how that should be acquired and updated.

Three key areas here are:

1. Formal education and training

2. Organisational training

3. Continual Professional Development (CPD)

1.     Formal education and training

Schools of Librarianship

There is a need for closer links between practitioners and schools of librarianship.  This might include mechanisms for bodies such as CONUL to have input into the library school curriculum.

There is also a need to ensure that the teachers are themselves regularly updated not only in subject knowledge and skills, but also in teaching methods, and required to introduce new developments into their courses.   The curriculum needs to not only reflect the changes taking place in the profession’s knowledge base, it must also keep up with changes in the job market.  The model used in engineering might provide useful ideas.   Engineering course planners at third level in the United Kingdom frequently liaise with the industry to ensure that graduates meet the current needs of the industry.  The possibility of collaboration with other disciplines could also be explored.  The idea of a hybrid degree including library studies, business, education, law, marketing and technology, is not new.  In Britain the Robert Gordon University offers  a Master’s degree programme in information analysis.  This is taught in collaboration with the Business School and the School of Public Administration and Law. 

2.   Organisational training

Organsational culture influences the way people play their roles.  The culture sets the norms for the whole organisation and provides a sense of direction which governs how to behave, what to do, where to place organisational priorities and so forth. Leaders shape this organisational culture.  They set the pattern for the culture of an organization, establish the rhythm for operation, influence the process of decision making and  create action.  

 “To survive in the twenty-first century we are going to need a new generation of leaders – leaders not managers” - Bennis

There are a number of questions which librarians must address

What do librarians want the organisational culture to be?

Does the library culture encourage people to be creative and innovative?

Does the library culture encourage people to acquire new skills?

Is there a written commitment in the Library Strategic Plan to staff development?

How are staff prepared for new roles?

Is there a need to create new roles within traditional library staffing models?

What type of training is given to senior managers? 

Is library time given towards the development of skills that will help develop the organisation and the staff within it?

Is mentoring provided?  

Is an opportunity provided for feedback/for identifying training needs/performance development reviews? 

Paterson
  suggests a framework for some of the above.

3.  Continuing Professional Development (CDP)

There is a need for systematic continuing professional education.  The question of having a body to provide the motivation and support for continuing education is an issue of concern for library schools, employers and the professional bodies and associations.

Conclusion

In the future it is likely that libraries will have to adapt to further changes in terms of users, technologies, information delivery, organisational priorities and national and international developments in higher education.   It is vital that libraries have staff with the appropriate skill-set to meet the changing needs of the information environment.

Skill-set portfolio needed for the librarian of the future

Valerie King, Head of Customer Services, UCC

Drawing up a skill-set for a future academic librarian has to be a “work in progress” due to the changing environment in which we work.  The advances in technologies will provide opportunities to deliver our services in new and imaginative ways.   I had the opportunity to hear Richard Susskind (Legal expert and advisor to the UK Government on future technologies) talk about the convergence of TV and the Internet, massive improvements in bandwidth, fibre technology, and wireless technology.  Satellite technology will allow information to be pumped to us rather like water going through a straw now being pumped.   His theory is that will only have the true Information Society in the next 20-25 years. E-books are already here, what next? Screens that fold incorporating touch and smell ?  Is the library a place or a service?   It was encouraging to hear him say that librarians will not be “disintermediated” (a fate he predicts for lawyers, brokers, travel agents etc.) as long as we add value to the information.

Rapid change is going to be part of our lives for the next twenty-five years.  Libraries will need an infusion of diversified talent.  We will need to call on different skills at different times. No one person could have all the competencies needed but we should make sure that they are represented in the library staff profile and in our recruitment procedures.  The following are some professional and personal competencies that could be considered for the librarian of the future.

· Change agents - ability to manage, encourage and lead change

· Visionaries - able to see the long view and articulate it to others

· Imagination and judgment

· Ability to deliver in the context of fast changing technologies

· Customer-centered - tailored services to suit their needs

· Ability to assess and analyse - resources, customers, quality of information

· Ability to understand the information environments - see beyond the commercial vendors

· Information management -cost effective resources that supports the library’s mission

· Administration management - ability to set procedures in place to support the library’s function

· Political awareness-ability to ensure that the library is strategic in the university

· Knowledge of business management discipline e.g. CI Competitive Intelligence.

George Bernard Shaw said, “ Hell is where you just drift.  Heaven is where you get to steer”    The future librarian should be steering.
To what extent is the librarian a teacher/learning assistant?

Lindsay Mitchell, Associate Director, Management Services, UL 

Standards for information literacy have been developed in a number of countires, for example in Australia
 and the United States
 and SCONUL has developed a model in the UK
.    Many librarians are actively engaged with the content of these standards and models but there is a strong underlying sense that we are still arguing our case for an integrated teaching role within the academy and that we are not perceived by faculty as equal partners.    It has been noted that librarians have an ‘unspoken battle with academics and others to prove that they have a role in the teaching and learning process’
. 

Examples in the literature
 support the necessity for information skills work to be integrated into the subject curriculum implying a partnership by librarians with academics and a deeper dialogue with teaching and learning methodologies than perhaps currently exists.   It is hard to see how the formal teaching of information literacy can be successful without some engagement with basic methodologies such as definition of aims and objectives, assessment of audience preparation and motivation etc.   Consideration should also be given to how people learn, to various teaching styles and techniques and to evaluating whether the planned learning outcomes have been achieved.    When teaching is being carried out in a more sustained manner than one-off classes, and possibly within the curriculum, grading skills may also be needed.

However, the extent to which the latter concepts in particular are considered by librarians seems to depend upon the awareness, interest and experience of individuals.    And the extent to which curriculum integration exists often depends more upon the personal linkages librarians have forged with faculty members, rather than upon a general acceptance within the university that this is an core part of the work of the library within the delivery of academic programmes.    The optimistic view
 sees academics as needing to search out the expertise of librarians in order to teach concepts beyond their discipline but the pessimistic view notes that ‘it is difficult to get people to take a subject seriously if they do not think there is a body of skills and knowledge to be mastered’
.

Bruce notes that many partnerships in teaching and learning ‘have been led, at least initially, by librarians’4 and emphasises that successful partnerships are based on librarians’ discernment of ‘the critical features of the university agenda which enable them to contribute effectively’.    Also, although some do not perceive the ‘need for staff involved in this area of work to engage in formal training themselves for its delivery’, Webber suggests that ‘librarians need to approach and describe their learning and teaching activities in academic and educational terms, and not in library “service” terms’7.     In order to achieve credibility, librarians need to possess, demonstrate and be able to communicate their expertise in teaching.   The SCONUL Vision 2005
 also makes the point that library staff ‘may have to argue the case for information skills and for their involvement in this area’.    Although SCONUL notes increasing activity in information skills work in institutions, it identifies the lack of ‘a coherent approach to the development of “information literate” people’.    

As well as the standards and model referred to earlier, several detailed frameworks exist which describe the content of information literacy programmes (for example, Bruce
, Orr
) so there are opportunities to readily build on existing work.

There seem to be two key strands to developing information literacy programmes taught by librarians.     Firstly, there is a need to develop teaching skills, from design through delivery to evaluation, within the profession and, again, models such as EduLib exist which can be adopted or adapted.    The second set of skills is in the area of political influencing and networking in order to promote the partnership role of the library in the teaching and learning endeavour.   This is critical as an antidote to the perception of the library as a passive resource and service.

Bruce’s definition of information literacy and its purpose is given as ‘the ability to locate, manage and use information effectively for a range of purposes, such as problem-solving, decision-making and research’.   It also allows people ‘to take responsibility for their own continued learning in areas of personal and professional interest’
.    Given that information literacy is such a vital skill for living as well as studying, it should be relatively straightforward to justify the merits of teaching it and it is clearly of strategic importance to librarians to be the ones who do the teaching.    With a focus on developing the twin areas of expertise identified earlier (teaching and political skills), librarians have the possibility of taking up a more central place in the teaching activities of the university than currently exists.

Contribution to overall institutional planning 

Sheila Murphy, UCD

The question raised in the scope notes for this topic was ‘what personal and professional attributes should be developed to enable academic librarians to make constructive and significant contribution to the overall planning and development of their institutions?’  This was addressed by outlining the context in which it was asked; by considering how we can make these contributions and by suggesting ways in which we can develop the desired attributes.

Context

1. Strategic planning and quality assurance requirements of the Universities Act 1997

- summary of relevant paragraphs and institutional responses was given

2. Enhancement of research activity 

- significant factors in this area were outlined

3. Converging relationships between libraries, computing services/IT departments, educational technology and teaching and learning staffs. 

- It was recognised that this topic was the subject of other presentations which dealt with it in detail

How can we contribute?

1. Membership of relevant committees, working groups etc

2. Submissions on national and international developments in information supply

3. Joint submissions for targeted funding

4. Networking

5. Raising the profile of the library within the institutions

Attributes
The common theme in the context outlined earlier is the identification and facilitation of necessary change.  With this in mind, the following attributes should be developed – 

Personal attributes

1. Ability to embrace change and re-invent oneself

2. Communication skills

3. Political acumen

4. Assertiveness, tenacity, perseverance

Professional attributes
1. Awareness of current developments institutionally, nationally and internationally

2. Requisite management skills – especially the management of change

3. Understanding of and commitment to PR and marketing

4. Requisite writing skills

How to develop these attributes?

Individually

1. Keeping abreast of current developments

2. Attendance at formal continuing education programmes

3. Networking and collaborating within the institution

Role of CONUL
1. Provision of structured continuing education

2. Regular forum for shared concerns

3. Advocacy at highest level – raise profile of libraries within third level sector

4. Management of collaborative projects.

The Library/IT Services interface

Catherine Sanborn, Head of Library IT Services, UCC

IT systems and services are essential to the successful operation and delivery of library and information services.  To what extent should the corpus of expertise necessary for the planning, implementation and maintenance of IT-related library functions be part of the stock-in-trade of the academic librarian?  What range of knowledge and skills is appropriate for librarians, given that many IT services are provided by agencies external to libraries?   How are librarians best qualified to collaborate with IT services staff in mutually developing and supporting institutional objectives?

The obvious question that arises is how can a fairly comprehensive set of IT skills not be a part of the academic librarians stock-in-trade?  IT is pervasive in research and academic libraries.  Even at its simplest level research now would be difficult without the ubiquitous email, word processing and the online library catalogue.  In most cases, electronic resources (databases, e-journals, the Internet) are also required. 

More relevant to the discussion is the fact that no one person can keep abreast of all the developments in IT-related library functions.  To name just a few:

· Digitisation projects

· Archiving of electronic content - both post print and new formats

· Life cycle management of digital assets

· Organisation and management of electronic content (metadata)


· Electronic reserves

· Integration of outside resources with the library catalogue

· Electronic databases, reference works and journals

· Internet navigation and developments

· Web site design and management

· Automated library functions - entering, manipulating and accessing information on orders, serials check-in records, patron records, financial data, etc.  

· In-house back up and disaster recovery systems

· Desktop applications - maximizing time and resources

· Privacy, security, and legal issues

· Consortium issues around cost, control, access and preservation of digital resources

Academic librarians are trained to organise and access knowledge and information.  IT skills are necessary but need to be contextually appropriate.  In many areas the emphasis will have to be on functional knowledge rather than hands on expertise.  Libraries and information services today are about managing uncertainty as much as they are about technology.  User expectation is always a step ahead of the technology.  It is not enough to manage access for online resources 24-7.  We need to be able to sell and promote our skills in such diverse areas as:

· distance education

· database use

· the importance of non-electronic formats

· the increase in the need for information specialists  (technology is not in itself the solution)

· to be seen as partners in teaching, research and resource management

· to be seen as good stewards of expanding budgets
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