Key Strategic Issues Facing the Organization

1. Who will our users be in 2015?  What kinds of information resources and services will they need and how will they expect to access and use them?  How can we ensure that we will be able to answer these questions not only for our users in 2015, but at any time?

Many of our student users in 2015 are the 8 to15-year-olds of today.  What will these digital natives who are used to cell phones, iPods, and video games demand of us?  These students have grown up in an extremely fast-paced, visually rich, interactive world, and have learning styles very different from other generations.  A Pew Internet Report in summer 2005 noted that a full 87% of youth between the ages of 12 and 17 use the internet; 57% of those internet users could be considered “content creators” having “created a blog or webpage, posted original artwork, photography, stories or videos online or remixed online content into their own new creations.”  These future users will have very different expectations for how they can access and use information and will live in a world where the pace of change will only continue to accelerate.  The Library will need to develop systematic ways to track trends, engage young people, and develop cost-effective means to develop prototypes quickly so our services and systems keep pace with user needs and expectations.  Without these efforts, the Library risks being significantly marginalized as a part of the educational system.

The Library must also recognize that many of its users may never come into our buildings.  And, even if they do, they will still expect to be able to access all of our resources and services virtually 24 hours a day.  By 2015, many of these users will include a growing number of adults pursuing professional education through external education or Global Campus classes.  Many of these students may come from other countries.  As we design collections and services, we will need to keep in mind that to be useful, there will need to be instruction and resources targeted at learners with different levels of technical and English proficiency.

By 2015, the Library’s faculty users will also expect systems and services to be available digitally 24 hours a day.  Significantly more faculty will be incorporating online components into their teaching and will expect tools that make the integration of text, images, video, etc., into their classroom presentations easy and seamless.  Faculty who do not themselves have the technical skills will look to the Library for help in using new tools and selecting appropriate resources.

2. Who are our competitors in providing information resources and services?  What are the unique value-added services that the Library has to offer?  

The Library’s main competitor today is the Internet—the search engines and any company, institution, or individual offering content and services through the Web.  Search engines, like Google and Yahoo, Internet answer services, and online bookstores are often the first place students and faculty turn to begin their information quest.  Students seem willing to sort through thousands of responses often with little critical analysis of the sources they select.  The ease of searching, if not the reliability of the source, attracts students and faculty alike.

Traditionally, libraries have carefully selected, organized, and made accessible scholarly resources with the needs of their students and faculty in mind.  They have designed powerful and complex systems that are, as a consequence, not as easy to use as Google and Yahoo.  Proprietary databases from hundreds of vendors come with different interfaces, search syntaxes, and terms of coverage.  The ease, speed, and extent of the Internet often mask the fact that more precise searches of authoritative resources yielding more relevant results can be found more quickly through the Library.  At times, faculty seem unaware that librarians can not only help them construct assignments but also instruct classes in finding and evaluating relevant resources no matter the format. 

In order to compete, libraries must design systems that are much easier to use, integrate local holdings with remotely accessed quality sites, include much more full-text material online, provide referrals to related literature, provide relevant, customized content to the user wherever he or she is, and provide quick online turnaround for reference.  But most importantly, in this information rich age, librarians must find a way to convey the increasing importance of their expertise and their ability to guide a user through the maze of a vast response set or an unknown area of research.  Librarians must work with faculty to develop in students an understanding of the principles of organization and evaluation and the skills that will allow them to make informed and intelligent choices among information resources throughout their lives.  

While the Internet is a competitor, it is also an ally to libraries, allowing them to make information about their collections and even digital versions of resources available on the Web.  Through the Web, faculty and students can access resources and services from their homes and offices anytime day or night.  With the new mass digitization projects libraries are undertaking in partnership with Google and Yahoo, there will be even more quality content freely available.  

If the Library does not learn lessons from its competitors and begin to deliver quality resources quickly and simply while exploiting the opportunities of the Web, and if it cannot clearly demonstrate the value it adds to the educational process, it runs the risk of squandering university resources and, more importantly, failing our students in their quest to become educated citizens.

UNIQUE CONTRIBUTIONS TO SCHOLARSHIP

3. How do we ensure that our resources and services are widely known to both internal and external audiences?

The Library spends more than $8 million a year on materials, yet many faculty and students are unaware of the resources we own or license.  We need to communicate far more effectively to our own campus users so that the resources we collect and the services we develop are used.  This holds equally true for external users—the many valuable resources we own could be of great use to scholars throughout the world, K-12 teachers in the Chicago area, community organizations, health care workers, and governmental agencies, to name just a few.  We need to raise the visibility of the Library and its collections, particularly in the Chicago area.  This will be critical as we seek to raise increasing amounts of funding from private donors.  Without a concerted marketing effort, the Library risks losing the opportunity for connecting with donors and alienating users who believe that we are not meeting their information needs.

4. What changes do we need to make to our facilities to ensure that they are attractive, functional, safe, and flexible and meet our staff and our users’ future needs?

The Library consists of six physical facilities:  two free-standing buildings (Richard J. Daley Library and the Library of the Health Sciences-Chicago) and 4 other facilities (Science Library in Science and Engineering South; LHS-Peoria, LHS-Rockford, and LHS-Urbana in the College of Medicine buildings at those sites).  All of the libraries are crowded, with collections that have squeezed out user spaces over the years.  The Libraries, particularly in Chicago, are unattractive, badly in need of renovation (deferred maintenance at Daley alone was documented to be $17 million), uncomfortably furnished, inadequately equipped, and poorly configured to accommodate the way students conduct research and study.  The Library also has space in the Laflin Warehouse, the 2nd floor of which continues to be underutilized due to an inoperable elevator.  The Library has hired a library space-planning consultant to help it document its long-term needs.  In addition, we are working with the Illinois State Archives in the early planning stages for a possible new building at UIC that would hold regional government agency archives and some collections and services from the Daley Library.  Fundraising to improve physical spaces in the Library is a high priority.  Without significant attention to Library facilities, users will be increasingly unwilling to enter our spaces, and we will lose the opportunity to increase intellectual and social exchange among students and faculty of all disciplines.

5. How does the Library work with others on campus and nationally to create new systems of scholarly communication?

Despite the Library’s ability to purchase more with our current collections dollars, this good fortune will come to an end.  We are in the midst of a transition to a predominantly electronic environment.  Once publishers have re-engineered their operations and fine-tuned their pricing models, and once libraries have cancelled much of their print in favor of digital versions, the unit price and inflation rates of the past will return.  By that time libraries will be locked into multi-year packages with a fairly small number of large publishers whose titles will be protected by contract when inadequate budgets require cancellations.  This system is simply not sustainable.  The Library must work with the faculty on campus and participate in national efforts to reform the scholarly communication system.  We must develop policies and systems that will allow faculty to exploit their own work and that of their colleagues to advance knowledge using technology to its fullest in the process.  We must also begin to build the infrastructure locally that can ultimately serve as a node in a new open access, interoperable, network-based international system. 

6.
How do we expand our outreach efforts to engage more fully with communities in Chicago, Illinois and beyond?  What areas would leverage our strengths for the greatest impact? 

As part of the engaged University, the Library is eager to contribute its resources and expertise to external communities.  The Library participates in a number of state and local projects, such as the I-Share consortia and the History Fair Project, and hopes to increase our outreach to Chicago-based community organizations and individuals.  The Library’s greatest outreach strength, however, lies in the health sciences.  Providing information to the community, collaborating with other UIC departments and colleges on community outreach projects, and making information resources available to other Libraries and unaffiliated health professionals throughout the state are all key thrusts in the Library’s health information plan.  A commitment to outreach requires staff dedicated to this activity, to plan and engage in community activities.  It also requires a robust technological infrastructure that will support electronic delivery of information and instruction. 

Strategic Goals

Goal 1

The Library will build outstanding primary research collections that enhance research and learning and establish the University Library as the premier source of information about the Chicago area’s rich social, political, and economic history.

1. Develop an aggressive program to acquire papers and records from prominent individuals, political and community organizations in the Chicago metropolitan area.

2. Build collections of excellence in Chicago-area governments, policy, and geographic information.

3. Build on existing collection initiatives to establish the premier repository for photographs about the Chicago area and by Chicago-area photographers.

4. Collaborate with other libraries and cultural institutions in the Chicago area to ensure the preservation of and access to the broadest array of unique and rare Chicago resources.

Goal 2

The Library will build a virtual presence that provides 24/7 seamless access to as much of its collections as legally possible and to interactive instruction and customized client-based services.

1.
Build significant digital collections through licensing and an aggressive digitization program. 
· Extend our collaborative licensing efforts with UIUC and UIS, CARLI, the CIC and others to expand the array of electronic resources available to our users.

· Develop and implement a digitization plan that addresses collection priorities and local/contract options.

· Develop an institutional repository to ensure access to and preservation of university records in digital form. 

2.
Develop robust yet simple systems for searching, retrieval, customization, and manipulation of results. 

· Re-engineer our bibliographic services to ensure appropriate levels of metadata are made available for the broadest array of resources while retaining the integrity of legacy bibliographic records.

· Leverage our investment in existing databases by designing or implementing tools to extract previously untapped data from these resources and the Library catalog to provide more effective searching and manipulation of results. 

· Negotiate aggressively with suppliers of scholarly material to develop products that meet UIC’s particular needs, adhere to standards, and ensure interoperability among systems. 

3.
Enhance student-learning options by providing interactive online instruction modules that support face-to-face, blended and online classes.

· Increase library faculty involvement in distance education, global campus, and blended learning classes.

· Partner as research consultants with faculty engaged in online instruction to serve a global student body. 

· Develop library expertise in instructional design by establishing partnerships with instructional technology staff on campus and supporting staff development in instructional design. 

4.
Enhance the Web site so that UIC users can utilize all services online.
Goal 3

The Library will enhance the University's commitment to build areas of excellence in the health care arena, including education, research, patient care, and health promotion.

1.
Enhance UIC leadership in educating outstanding health professionals for Illinois by ensuring health informatics competence for all health profession graduates of UIC and providing continuing education for Illinois health professionals. 
2.
Advance research related to health care, health literacy, and health informatics by providing access to scholarly resources and expertise in information retrieval and management to research teams.

3.
Support patient care and health promotion by ensuring access to knowledge-based resources in the clinical setting.
4.
Support UIC’s community initiatives in health promotion and health literacy. 

5.
Provide leadership in the delivery of high quality health information for health professionals and the public by maintaining the competitive contract of the Regional Medical Library of the National Network of Libraries of Medicine for a ten state region. 
6.
Support interdisciplinary and inter-institutional programs in health and life sciences.

Goal 4

The Library will take a leadership role on campus in a university-wide effort to promote new forms of scholarly communication.

1. Develop an institutional repository that will enable faculty to deposit their work in an open access environment.  Collaborate with UIUC and UIS Libraries to ensure compatibility and interoperability of a University of Illinois institutional repository system.
2. Develop the capacity to host open access journals.
3. Plan programs on information policy and scholarly communication for campus faculty.
4. Collaborate with UIUC and UIS, as well as with the CIC, in programs to inform faculty of the issues involved in scholarly publishing.
Goal 5

The Library will create inviting, functional physical spaces that support the intellectual and social networking required by students and faculty to succeed in their research and learning.

1. Establish a learning commons at each library site, drawing together a number of reference, technological, and student services.

2. Evaluate and implement, as appropriate, the recommendations of the Space Planning consultant.

3. Create formal and informal group study areas in all Library spaces to accommodate student styles of learning.

4. Create cafes at all UIC Libraries to provide the opportunity for faculty and students from multiple disciplines to meet in an informal setting.

5. Bring the math, science, and engineering collections together into a publicly accessible facility.

Goal 6

The Library will implement a comprehensive marketing and outreach program to increase its visibility among and use by both internal and external constituencies.

1.
Increase Library visibility and inform campus users about key resources, services and events through ongoing promotional activities to target groups. 

2.
Expand our potential donor pool by raising the visibility of the Library and its special collections among alumni and especially the Chicago-area community.

3.
Create a professional, unified look for materials promoting Library resources and services. 

4.
Maximize use of the Web page in promoting electronic resources and services. 

Appendix B

Enabling Issues

1.
How do we create a culture and organizational structure that allow us to be most effective; that is, a culture and structure that encourage collaboration, support, innovation, assessment, development, flexibility, and agility in service of our mission?

The Library’s current structure is hierarchical, with some positions (especially some civil service positions) narrowly defined.  Staff often know little about how their jobs fit in with the overall operation and little cross-training is undertaken.  This makes it more difficult to adapt quickly to change or to meet users’ needs.  It also makes it difficult for staff to move into other departments when there are no promotional steps in their own.  In the past decade, continued improvements in technology and the increased dependence on outsourcing have changed the nature of staff positions.  These trends will continue, requiring that staff be given ample opportunity for development and retraining.  It will also require that the Library carefully assess the impact of potential outsourcing options to ensure that the local quality control of outsourced work does not become more expensive than doing the work itself. 

For many years, the culture of the Library focused on the role of its faculty and their importance to the University and the Library.  Support staff were rarely consulted in decision-making, though many of them had significant years of experience in their positions.  The feelings of stratification and alienation run deep.  While there is no question that the Library faculty are critical to the Library’s mission, the Library is both an academic unit and a large operation that depends on more than 200 employees who must work together to meet the needs of campus faculty and students.  

In order to provide a satisfying work environment, to ensure that we can be nimble in the face of continual change, and that we can innovate, the Library must create a culture that supports staff engagement at all levels, is committed to staff development, and recognizes and rewards the contributions of all.

2.
How does the Library create a culture that supports retention of quality faculty and staff to improve continuity and enhance expertise?

Over the years, the Library has lost many excellent librarians and support staff due to the limited opportunities for advancement.  This situation has been exacerbated by the budget reductions that have eliminated over 37 positions in the last 4 years.  In the next 5-10 years, the Library will lose decades of experience through retirements.  There is a growing gap between the more senior faculty and our younger colleagues.  We have few mid-career librarians.  And we have even fewer librarians from under-represented minority groups.  

A number of conditions impact staff recruitment and retention rates.  The Library often loses good librarians because of the requirement to do research and publish in order to be tenured and promoted.  While most come here committed to succeed, many opt out of the tenure process along the way.  Over the years, the Library has worked hard to develop support mechanisms for new faculty and continues to explore new methods.  A new mentoring program for faculty will be launched this summer.

Salaries are also an issue for the Library.  We are below the medians and the means in salary expenditures for all of our peer and aspirational groups.  We lose excellent librarians and staff to libraries in the Chicago area who provide higher salaries.

Without making improvements in these areas, the Library will continue to lose excellent librarians and support staff resulting in lost time and resources in frequent hiring and training of new employees.

Appendix C

Enabling Goals

Goal A

The Library will create a dynamic, challenging, and supportive work environment by implementing effective recruitment, retention, and development programs.

1.
Recruit and retain a diverse, talented, service-oriented and innovative Library faculty and academic professional staff. 

· Recruit more mid-career faculty and academic professionals to help retain the expertise that will be lost as a result of upcoming retirements.

· Undertake special efforts to identify, recruit and retain individuals from under-represented groups.

· Offer salaries that are competitive with our peer institutions. 

· Streamline and define the recruitment and hiring processes to attract talented candidate pools and to respond to unit needs in a timely fashion. 

· Revise position announcements to convey the ideals, values, and energy the Library is expressing in its strategic plan.

· Find funding to restore the Residency Program.

2.
Create a supportive culture for faculty research.

· Implement a mentoring program to support newer faculty to begin or continue research of high quality. 

· Work with department heads to determine how they can support a research culture for their faculty. 

· Collaborate with other UIC faculty on grants in such areas as evidence-based medicine, informatics, digital publishing, preservation of digital works, information policy, information literacy, and user behavior. 

· Create a position that would help faculty discover, apply for, and manage grants. 

· Form teams of faculty doing research in related areas to brainstorm issues and identify areas of further study. 

· Create a research lecture series that will bring in faculty from other libraries and library schools to share their work. 

3.
Develop staff through engagement, recognition and advancement. 

· Enrich the employee assessment process to promote staff growth and development. 

· Expand opportunities for all staff to contribute to Library governance and programming by participation on Library committees and work groups. 

· Engage employees by actively soliciting suggestions, by providing opportunities for input, openly publishing responses to suggestions, and by instituting exit interviews. 

· Implement the recommendations of the Support Staff and Employee Orientation task forces. 

· Implement and expand mentoring programs for staff at all levels. 

· Provide opportunities for all staff to enhance their skills through cross-training, workshops, and other development programs. 

· Provide salaries for all staff that are comparable to area competitors

· Encourage and support staff interested in pursuing a degree in library science

4.
Create, foster and promote a culture of collaboration, innovation, assessment, and agility in order to anticipate and build dynamic services.

· Improve and develop new cross departmental services by empowering staff to identify information needs and work creatively to meet them. 

· Model behavior that supports innovative approaches to providing public service including offering seminars for staff in creative thinking. 

· Allow local decision-making by seeking input from those who most understand local issues and implement decisions. 

· Provide staff training and development in assessment. 

· Create an innovation fund to support development and piloting of new services and programs. 

Goal B

The Library will have the technical and financial resources to ensure all UIC students, faculty, and staff have the information resources and skills they need to succeed.

1.
Maintain a state-of-the-art technical infrastructure that enables the Library to respond nimbly to the rapidly changing information delivery environment. 

· Hire an expert who can envision new information technologies as well as provide leadership in Library systems activities. 

· Develop a strategic plan that includes systematic upgrading of equipment and continual assessment of service needs. 

· Expand collaborations with Academic Computing and Communications Center (ACCC). 

· Integrate staff with computing skills into systems-related activities. 

· Sponsor monthly brainstorming sessions that examine new technologies and how they might be incorporated into the provision of dynamic services. 

· Develop an ongoing program to allow all staff to continuously update their technology skills. 

· Sponsor an annual technology trends forum that includes young technology users and researchers.

2.
Increase the Library’s revenues significantly by diversifying our funding sources and pursuing collaborative opportunities. 

· Meet or exceed our fund-raising campaign goals. 

· Expand our capacity for fund-raising by increasing staff awareness of our development goals, by increasing the size of our development staff, and by bringing more Library staff directly into the process. 

· Significantly increase our annual giving program by developing a broad range of giving opportunities. 

· Develop a plan to expand support for the Library to take advantage of federal, state, foundation, and other grant opportunities that will help the Library meet its goals. 

· Expand collaboration with other libraries and cultural institutions in the state, especially the UI libraries in Urbana and Springfield, and with the CIC, to enhance collections, services, and the use of space where possible. 

· Develop budget structures that will allow the Library to produce accurate information by which to monitor performance, ensure efficient operations, and justify funding requests. 

· Adopt a process of continuous improvement to ensure Library operations are as efficient as possible. 

· Explore opportunities to develop fee-based entrepreneurial services. 

