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1. INTRODUCTION
1.1 Terms of Reference for the 2012 Library Review

· Review the alignment of mission and goals of the Library with that of the University.

· Review the effectiveness of Library leadership (both within the University and the broader profession) and the management, organisational structure and governance, and quality enhancement processes.

· Review the efficiency and effectiveness of the Library (its physical, fiscal, I.T. infrastructure, and staff capability).

· Review the fitness for purpose – effectiveness of services provided by the Library to enable the University to meet its strategic goals in Learning and Teaching, Research and Community Engagement.

Included in the overall remit, because of the Library’s proposed future directions, were some specific focus areas:
· Review of Library development of metrics around outcome measures to demonstrate fitness for purpose, particularly in relation to benchmarking nationally and internationally.
· Review of Library approach to workforce planning issues, including succession planning and change of culture and mindset.
· Review of Library approach to emerging service models, including Library involvement with research data management, delivery of information resources to support various modes of learning, and partnering in the development of graduate capabilities.
1.2     Review Team

Chair: Alison CROOK   AO   BA (Hons), MBA, DipLib, Dip Ed, Hon D.Univ, Hon D.Litt, FALIA, FAICD, FAIM, FRIPAA
MQ Peer: Professor Nick Mansfield,  BA (Hons), DipEd, PhD, Dean, Higher Degree Research
External Discipline Experts:

Professor Helen Partridge, BA, PGDipPsch, GradCertEd (HigherEd), MIT, PhD, FALIA,     Prof. Library and Information Studies, Queensland University of Technology
Cathrine Harboe–Ree,  B Soc Sci  (Librarianship), Grad Cert Bus Admin,  University Librarian, Monash University and President, Council of Australian University Librarians (CAUL)
Anne Bell,   MA,  University Librarian , University of Sydney, formerly University Librarian Warwick University, and Chair of the Society of College, National and University Libraries UK (SCONUL)

Secretary:  Meredith Martinelli,   BSC [Library Technology]; Cert IV Workplace Assessment & Training; Manager Library Planning and Development      
1.3 Review Schedule

	SCHEDULE
	WEDNESDAY 10 OCTOBER
	THURSDAY  11 OCTOBER
	FRIDAY  12 OCTOBER

	9.00-9.30
	Preparation
	Preparation
	Preparation

	9.30-10.30
	Maxine Brodie, 

University Librarian
	Fiona Burton
AUL, Resources
	9.30 Jo Hardy 
Liaison Librarian & Acting Liaison Services Mgr  

	10.30-11.00
	10.30 - 10.45 

Morning tea
	Morning tea
	Morning tea

	11.00-12.00
	10.45 - 12 

Jennifer Peasley
Deputy Uni Librarian
[including library tour]
	Terrence Collins 
Manager, Learning Systems and Services
	Louise Fleck
Director, Research Office

	12.00-1.00
	Lunch
	Undergraduate group
	Tessa Green - Learning skills

	1.00-2.00
	Sherman Young
AD, Learning & Teaching
Lib Cttee
	 Lunch
	Lunch

	2.00-3.00
	Prof Janet Greeley
Exec Dean, Human Sciences
	Postgraduate group
	 

	3.00-4.00
	Grazyna Tydda
AUL, Services
	Rich Mildren
ARC Future Fellow, AP Faculty of Science,Physics
	 

	4.00-5.00
	Professor Judyth Sachs, Deputy Vice Chanellor (Provost)

	Library Service Coordinator - Lenore O'Connor;

Jennifer Bremner
Innovation & Communications Manager
	 


2.    EXECUTIVE SUMMARY

The Library Review has been carried out at a time when the Library is settling into its new building and still assessing its strengths and weaknesses.  More significantly it has been carried out at a time of major change for the University and the Library, with the arrival of a new Vice Chancellor and the forthcoming retirement of the University Librarian, Maxine Brodie, after ten years in the role. As such the review process has provided the Library with an opportunity for reflection on past achievements and future directions, and the review panel’s role can be seen as providing input for those selecting and briefing a new University Librarian, and for an incoming Librarian to consider.

The project of planning for and developing services to operate out of the new building absorbed a great deal of staff time, energy and focus from 2006 -2011, and the Library is now well aware of the need to pay attention to its strategies in support of learning, teaching and research, and ensuring it has the capabilities to deliver on these strategies for staff and students.  

Over the years the Library has developed very thorough approaches and processes to planning, quality enhancement, including evaluation of performance, governance, and policy development. It has also been systematic in its approach to matters involving its staff, including change management, workforce planning, staff development, work health and safety, and communication and feedback. In many of these areas it is a model for other organisations and for the University itself. The success of its very thorough approach is demonstrated in the results of both staff surveys and client satisfaction surveys. 
The Library itself realises that the time has come for a strengthening of its engagement with the academic community.  The panel considers that the Library (and the University) needs to move beyond a view of the Library as solely a service provider to one that encompasses a role of leadership for the University in the rapidly evolving information environment, and that this should be reflected in its vision, mission and goals. While the Library has not spelled out a leadership role, it has already identified the need to implement explicit strategies for Library support of all stages of the research cycle, and for embedding itself more completely in learning and teaching workflows via iLearn and iShare. This will enable it to contribute to the development of graduate capabilities by providing point of need skills development and resources electronically.  

The panel fully supports these strategies and notes that key partners in the Research Office, and in Learning Skills are ready and willing to work with them, but it will also be necessary for University leadership to support the implementation through providing avenues for involvement in governance structures, and ensuring that resources and key staff, such as IT applications staff, are not removed from the Library under budgetary pressures or in the belief that improvements can be achieved by this means.  The Library will also need to carefully prioritise its planned actions and develop staff capabilities to ensure successful implementation.    
The progressive shift of library collections from print to electronic has a wide variety of implications for both libraries and their universities.  While the shift offers the opportunities for streamlining processes there are also challenges in ensuring adequate access to electronic resources, in addition to those of ensuring students and academics have the skills to make the most effective use of information in the changing environment. The Library will need to carefully monitor the strength of the resources it can provide access to in support of the University’s research ambitions. The planned selection and implementation of a new system with improved functionality for managing, exposing and discovering electronic resources is a necessary move, but it needs to accompany a budget that keeps pace with supplier pricing of electronic materials in key areas. 
The Library, in its successful new building, with very sound systems and processes in place, is well placed to take the next steps involved in overtly and proactively  leading the university in the electronic information environment.
3.  LIST OF AFFIRMATIONS (A), COMMENDATIONS (C), and RECOMMENDATIONS (R)
Alignment of Mission and Goals

Vision, Mission and Goals

C1   The Library’s strategic planning framework and plan, and its planning processes are commended.
A1   It is affirmed that there is good understanding of the imperative for the Library’s vision, mission and goals to be fully aligned with those of the University, and for the Library’s strategies and action plans to support the delivery of desired University outcomes.

R1   It is recommended that the Library move beyond a view of itself as a provider of services to a view that encompasses a role of leadership for the University in the rapidly evolving information environment, and that this should be reflected in its vision, mission and goals.

R2   Noting that the delivery of the Library’s strategic plans and future directions hinge on both the availability of  information technology systems and support, and on staff skill sets, it is recommended that  plans be evaluated and clear priorities developed.
A2   The importance of the intention to implement explicit strategies for Library support for “research (in terms of the research cycle), and for learning and teaching (in terms of workflows and graduate capabilities)” (see Self Evaluation report p.7), is affirmed.
Governance

A3   The need for the Library to be in a position to provide proactive leadership in relevant fora for research, in addition to learning and teaching, is affirmed.
A4    It is affirmed that the role of the Library Committee should be reviewed

R3    There may be an opportunity to re-define a place where the university conversation around strategic information issues for learning and teaching and research may be held, and positions developed for subsequent fora.  It is recommended that rather than disbanding the Library Committee, consideration should be given to a range of options.  

Policy

C2   The Library is commended for its successful commitment to the development and dissemination of appropriate policy frameworks and procedures.
Effectiveness of Leadership

Organisational Leadership and Management

C3   Library leadership is commended for:

(a) the successful delivery of the Library Building Project;

(b) strong management of the organisational change involved including the development of a new “client-centric” service approach; and 

(c) recognising the need, and continuing to assess the effectiveness of changes, including the successful functioning of the new building.

A5   The efforts of Library leadership to re-focus energies on development of leadership in information management skills and provision of information services, following the delivery of the Library Building Project and in the context of dramatic changes in access to and delivery of information are affirmed.
R4   It is recommended that the University recognise and support the efforts of Library leadership to gain recognition of the important contribution the Library can increasingly make in relation to learning, teaching and research, in addition to the Library building as a new study facility.
Professional Leadership

A6   It is affirmed that Library leadership is aware that the Library building project has absorbed an enormous amount of professional focus from all staff, and that there is now a need for increased engagement of staff with the profession and increased contribution to publishing on new service possibilities.
Organisational Structure

C4   The work carried out to develop and implement the new high level organisational structure in 2010/2011 is commended.
A7   The identification of the need to build the cohort of professional staff to deliver services outlined in the Library’s strategic plans is affirmed.

A8   The need to create a forum or other mechanisms to provide opportunities for staff to explore and engage with new developments is affirmed.

Quality Enhancement
C5   The Library’s framework and thorough approach to Quality Enhancement are commended. 
Efficiency and Effectiveness of Infrastructure and Staff Capability

Physical Library
A9   The need to continue reviewing the effective functioning of the new library and of space requirements is affirmed.

A10   It is affirmed that the Library needs to ensure there are sufficient quiet study areas when required, adequate numbers of power points available for student use, and that, in addition, the use of the building continues to be reviewed over time so that it remains responsive to changing client needs.

R5    It is recommended that the Library ensures Security Staff are assisting the Library in achieving its objectives.

R6   It is recommended that the location and role of the Learning Skills Help Desk be reviewed together with the reviews of the rest of the building.

Electronic Library

R7    On the basis of information provided it is recommended that further investigation is undertaken to give a more granular comparison with other relevant universities, and that a more holistic analysis of the strength of the collection in areas of research strength be carried out.

R8   In the light of further analysis if it is recognised that what is presently afforded will not adequately support the university’s research aspirations, it is recommended that  

(a) opportunities available for reconsidering the balance of budget expenditure be explored; and, if still necessary,
(b) a case be developed for increased expenditure on resources.

A11   The need to assess and implement a new collection management system and concurrently re-engineer workflows, allowing the possible release of staff positions for other roles, is affirmed.
Library Services

C6   The Library is commended for responding to the University’s goals concerning Open Access, and providing leadership at a time of peak demand for the Library Building Project.
C7   The University Librarian is commended for her leadership on Open Access in the broader library profession in the interests of universities.
A12   It is affirmed that the Library should continue to play a monitoring and leadership role in relation to open access and in relation to developments concerning copyright.
Library Positions

A13   The need to strengthen the number of professional staff in the HEW 5-7 range who can focus on delivering the strategies to support research is affirmed.
R9   It is recommended that the Library consider the possibilities of identifying positions and releasing time for research support roles which may be created by implementing plans to

(a) streamline workflows and implement a new collection management system;

(b) shift more activities relating to UG skills development and resource provision to iLearn and iShare, where UG students are expecting to find it;  and 
(c) explore options of working more closely with the Learning Skills team.

R10   Contemporary libraries are so technologically based that IT applications are core business, and IT applications staff must be seen as core staff members within the organisational culture without whom the library cannot maintain services or innovate, hence it is recommended that IT applications staff remain in the Library structure, organisationally and physically.
Library Workforce Plan
C8   The Library’s awareness of issues relating to 

· age and gender profile 

· diversity, 
· balance between retention and renewal

is commended, as is its openness in attempting to respond, and success in addressing the age and gender profile of Library staff.

A14   The Library’s identification of staff competencies and capabilities as a major issue to be addressed in order to successfully deliver the Library’s Learning and Teaching and Research strategies is affirmed.

A15   The need to develop the leadership capabilities and interpersonal skills of team leaders is affirmed.
R11   It is recommended that the university should be aware of and support the need for particularly strong leadership and change management capabilities together with a strong action orientation at senior levels of the library, in order to be able to deliver strategies and priorities while building the requisite staff capabilities.
Fitness for Purpose

Library Service Catalogue

A16   The need to have explicit strategies for Library support for research (in terms of the research cycle), in addition to learning and strategies, is affirmed.

Library Value

C9   The Library’s  (a) commitment to measuring its performance and the value of its contribution to the university; 
                                   (b) evaluation work carried out to date; and 

                                   (c)  commitment to acting on survey information obtained 

are commended. 
A17  The Library’s strong performance across a range of client satisfaction surveys, and in relation to benchmarks is affirmed. 

Library Outcomes

R12   It is recommended that the Library monitor the profession’s research in the area of outcomes and make use of the information rather than trying to replicate the research. 

R13   It is recommended that by engaging with academic activities, and becoming more embedded in the research cycle and the curriculum, the Library’s contribution to the University’s outcomes will be strengthened and will be more demonstrable.

R14   It is recommended that the Library establish a framework for the metrics of success in terms of research engagement:  measure the impact of shifting resources into the area.
Future Directions

R15    It is recommended that the Library prioritise the Key Actions set out in the Future Directions, allocate resources to overcome any gap between strategy and implementation and allocate accountability for delivery. 
4. CONTEXT

“Reviews at Macquarie are conducted in the context of the Quality Enhancement Framework (QEF) and the strategic plans of the University and Unit. The Unit under review is considered in the light of national and international trends, best practice in the discipline(s) concerned and any benchmarking activities in which the Unit has participated. 
“The Library has not been reviewed since the QEF was implemented in 2006, so there are no earlier review reports. However, the Library was included in the Australian Universities Quality Agency (AUQA) reviews of the University in 2003 and 2009….

“Overall the Audit Panel found that the Library was quality focused and actively sought to improve its practices. “   (Self-Evaluation Review Report p.4)
Under the QEF, a Self Evaluation Review (SER) is carried out and a report provided to the Review panel. The Report (SERR), covering the period 2006 – June 2012, has been received by the panel and the structure of this report follows the structure of the SERR for clarity and to ensure that data does not have to be repeated and comments made can be seen in the context of the Library’s concerns and issues.

The SERR itself notes (p.5) that: 

“In August 2011 the new Library opened in its new location. Planning for, and moving to, the new Library occupied the time of a significant number of staff for most of the five year period from 2006 to 2011. While this has been a significant achievement  – as evidenced by increased usage and the use of the Library building image in marketing Macquarie as the “modern university” – the investment of time in this project has meant that attention now needs to be given to other strategies – for services, resources and our capabilities to deliver these to our clients.”
The Library Review has been conducted in this context and at a time when the University and the Library face significant leadership changes. A new Vice Chancellor, Professor Bruce Dowton, has taken up his position in September 2012 and Maxine Brodie, the University Librarian since 2002, will be retiring at the end of 2012.
The process of this Review has been seen by the University and the Library as an opportunity to document the current situation, analyse gaps and propose areas of strategic focus for the next few years. The information in both the SERR and in this Report from the Review Panel has the potential to be of value both for briefing the new Vice-Chancellor and for assisting the Provost with the recruitment and briefing process for the new University Librarian. The panel has also been concerned to ensure that its report should be seen as providing some inputs for consideration by an incoming University Librarian, rather than an attempt to limit or set direction.
5. REPORT
5.1 ALIGNMENT OF MISSION AND GOALS WITH THE UNIVERSITY

Vision, Mission and Goals

The Library’s Vision and Mission are focussed on enabling the University to achieve its aims. Its Strategic Aims are derived from the University’s Academic Plan and were developed in a consultative process with Library staff and Library Committee.  It develops an annual Action Plan based on those Strategic Aims.  It also has in place a strategic planning framework showing the relationship between all elements of the planning process and between those elements and staff performance plans. 
The University Your Say Survey (2010) indicated a comparatively high level of awareness of Organisational Purpose and Organisational Direction for the Library staff.  The panel was impressed by the quality and thoroughness of the planning approach.
Commendation 1:  The Library’s strategic planning framework and plan, and its planning processes are commended.

Affirmation 1:   It is affirmed that there is good understanding of the imperative for the Library’s vision, mission and goals to be fully aligned with those of the University, and for the Library’s strategies and action plans to support the delivery of desired University outcomes.

Throughout the interviews with Library staff the panel was impressed by the commitment and dedication of Library staff to supporting University outcomes and providing “client-centred” services. Nevertheless it was recognised that there is now an imperative to re-position the Library so that it is seen by all (students and staff) to be more than the new Library building, and more than a provider of access to resources. If the Library is to fulfil its potential for adding value it must actively participate in the building of graduate capabilities, and in assisting researchers throughout the research cycle. The Library needs to overtly and proactively engage with the University, providing leadership in the rapidly evolving information environment. 
Recommendation 1:   It is recommended that the Library move beyond a view of itself as a provider of services to a view that encompasses a role of leadership for the University in the rapidly evolving information environment, and that this should be reflected in its vision, mission and goals.
The Library has developed structures and plans to provide quite a strong engagement with faculties and involvement with the Learning and Teaching strategies of the University, and it has plans (which will be referred to subsequently) to further develop its role.   In a significant development, the Library has identified the need for becoming more strongly involved with the university’s research ambitions. It has developed a Research Support Strategy Framework, and has in draft form a 2012-14 strategy and action plan. The approach contained in the Library’s plans is strongly supported by the Research Office, and the Dean, Higher Degree Research.  The panel also considered this to be an extremely important direction for the Library, but noted the challenges facing the Library in implementing the strategy. The challenges include timely access to appropriate information technology applications and support, the ability to shift staff resources into this area and further develop existing skill sets, and the willingness of research staff to engage with Library staff.
Affirmation 2:   The importance of the intention to implement explicit strategies for Library support for “research (in terms of the research cycle), and for learning and teaching (in terms of workflows and graduate capabilities)” (see Self Evaluation report p.7), is affirmed.

Recommendation 2:   Noting that the delivery of the Library’s strategic plans and future directions hinge on both the availability of information technology systems and support, and on staff skill sets, it is recommended that plans be evaluated and clear priorities developed.

University Governance

The Library considers itself to be well represented in the formal governance structures for teaching and learning. As noted in the SERR (p.8):

“The University Librarian reports directly to the Provost, Professor Judyth Sachs. The University Librarian (or nominee) is a member of Academic Senate, Provost Strategy Group, Academic Standards and Quality Committee, Senate Learning and Teaching Committee, the Management Advisory Committee for Academic Learning Technologies, Learning and Teaching Spaces Committee and the Quality Enhancement Committee. The Library is also represented on Faculty Learning and Teaching, Research and Standards and Quality Committees and is a current member of other significant steering Committees, such as ERA and the implementation of iLearn (Macquarie’s new online learning system based on Moodle, EQUELLA and related technologies), and the Delivering Excellence program.

All new teaching programs are reviewed by the Academic Standards and Quality Committee. The Library provides input to this process through a Library Impact Statement, which is part of the Program Submission Template. Library staff also provide input to the development and review of units and programs through Faculty Standards and Quality Committees.”

Such involvement means that the Library is well placed to provide an active leadership role and to be appropriately heard in learning and teaching fora. The same cannot be said of the Library’s ability to contribute to the University conversation concerning research, because the Library is not represented on two key research committees: the Research Strategy and Policy Committee and the Higher Degree Research Committee. While the panel cannot comment on the appropriate avenues for inclusion, if the Library is to be able to contribute and assist the University in achieving its research aims, it is important that it be in a position to provide leadership concerning the information environment in the appropriate research fora.
Affirmation 3:   The need for the Library to be in a position to provide proactive leadership in relevant fora for research, in addition to  learning and teaching, is affirmed.

There is also a Library Committee of Academic Senate which meets four times a year with the primary function of advising the University Librarian on strategic planning and quality enhancement. It has a large, representative membership. The Library is of the view that there may no longer be an essential role for the committee to play and a proposal to disband the Committee has been developed and provided to Library Committee members.

While the panel agreed that the structure, composition and present role of the Library Committee may have outlived its usefulness and warrants review, it was of the view that it may be worthwhile considering a range of options, with a view to providing the Library with a smaller and more targeted avenue for testing and developing approaches and strategies for subsequent use in learning and teaching and research fora.  It may be that a Standing Committee is not the best option, and that workshops on specific topics involving relevant players may be more valuable, nevertheless the panel considered there would be a benefit in considering options before disbanding the Committee.
Affirmation 4:    It is affirmed that the role of the Library Committee should be reviewed.
Recommendation 3:    There may be an opportunity to re-define a place where the university conversation around strategic information issues for learning and teaching and research may be held, and positions developed for subsequent fora.  It is recommended that rather than disbanding the Library Committee, consideration should be given to a range of options.  

University Policy

The Library has demonstrated a strong commitment to the development of policy frameworks and policies, despite other pressures.
Commendation 2:   The Library is commended for its successful commitment to the development and dissemination of appropriate policy frameworks and procedures. 
5.2 EFFECTIVENESS OF LEADERSHIP
Organisational Leadership and Management

From 2006 -2011, the $97 million Library Building Project has meant a period of significant innovation and change; and the project was used as an opportunity for “transformative change of our services as well our space” (SERR p10).  A highly consultative approach was used throughout to engage both staff and clients, with evidence being provided to the panel of numerous surveys, including post-implementation surveys. It is noteworthy that the Library engaged with a university based Organisational Psychology research team offering themselves as subjects for a study of adaptation to changing work environments. In consequence Library leadership has been able to obtain useful learnings regarding change management.

The University’s 2008 articulation of six core values provided the impetus for the Library management to use participative processes to develop an understanding of the meaning of the values in the Library work environment.  This work then formed the basis for a new client-centric service philosophy, new principles of service design and a new service model. Implementation of the new service model within the new building is still underway, but surveys to date indicate a very positive response. The Library acknowledges that implementation of the philosophy across all services still has some way to go, and they are committed to continuing to evaluate the success of the changed model.
Commendation 3:   Library leadership is commended for:

(a) the successful delivery of the Library Building Project;

(b) strong management of the organisational change involved including the development of a new “client-centric” service approach; and 

(c) recognising the need, and continuing to assess the effectiveness of changes, including the successful functioning of the new building.

Affirmation 5:   The efforts of Library leadership to re-focus energies on development of leadership in information management skills and provision of information services, following the delivery of the Library Building Project and in the context of dramatic changes in access to and delivery of information are affirmed.
Recommendation 4:   It is recommended that the University recognise and support the efforts of Library leadership to gain recognition of the important roles of the Library in learning, teaching and research, in addition to the Library building as a new study facility.

Professional Leadership

The Library is a member of all relevant professional bodies for University Librarians, and senior staff hold positions within them. Library staff have also made an effort throughout the period of change to publish and disseminate information arising. Nevertheless the Library acknowledges that more could be done in this arena, now that pressures of managing the project have ceased.

Affirmation 6:   It is affirmed that Library leadership is aware that the Library building project has absorbed an enormous amount of professional focus from all staff, and that there is now a need for increased engagement of staff with the profession and increased contribution to publishing on new service possibilities.

Organisational Structure

The Library implemented a new structure in 2004-6, but subsequently used the opportunity of the new building as a trigger for a more transformational change, embedding the new service model. The 2010-11 change process was more holistic and inclusive, developing the structure, teams and roles from a whole of library perspective.  The Library wisely made a point of setting an expectation of ongoing review and change to enable continuing changes to be made in the context of changing university needs and expectations and the changing information environment. Consequently all “start-up” positions created for 2011 - 2012 will be reviewed.
The establishment of the Project Office to create a formal structure to manage strategic and operational projects of varying sizes, and to be able to separately identify staff and other resources required for project support has clearly been beneficial to the Library.

Commendation 4:   The work carried out to develop and implement the new high level organisational structure in 2010/2011 is commended.

Affirmation 7:   The identification of the need to build the cohort of professional staff to deliver services outlined in the Library’s strategic plans is affirmed.

Internal Governance

The Library has a clear internal governance structure that supports the work of the Library.  The Library has also recognised the need to establish an Emerging Trends Forum to ensure staff become involved with environmental scanning, understand possible new developments and assess opportunities for Library innovation. The panel strongly endorses such activity.
Affirmation 8:   The need to create a forum or other mechanisms to provide opportunities for staff to explore and engage with new developments is affirmed.

Quality Enhancement
The Library has a Quality Enhancement Framework, and systematically monitors and evaluates its services in accordance with the approach of the University Quality Enhancement Framework. There is clear evidence of the collection analysis and interpretation of quantitative and qualitative data from client surveys and focus groups, a number of collaborative benchmarking projects have been undertaken.  The panel was impressed by the Library’s thorough approach to quality enhancement
Commendation 5:   The Library’s framework and thorough approach to Quality Enhancement are commended. 

5.3 EFFICIENCY AND EFFECTIVENESS OF INFRASTRUCTURE AND STAFF CAPABILITY
Data was provided to allow comparisons with members of the LATN and IRUA-L Groups with whom the Library has regularly undertaken benchmarking, with Newcastle University Library, since Macquarie University and Newcastle University have an MOU to enable information sharing and benchmarking activities, and with the Go8 Libraries in view of Macquarie’s research goals. Data provided came from the CAUL (Council of Australian University Librarians) 2011 statistical collection.
Physical Library
The old Library seating ratio was one seat to every 17 EFTSU. The new Library has clearly improved this with an existing ratio of 1:10 for the current population , with a capacity to expand seating to 3,000 to maintain   the  the  1:10 ratio for a projected 30,000 EFTSU.  The new building makes the Macquarie ratio much more comparable with the benchmark universities.  Nevertheless at the time of the panel’s visit many spaces appeared very crowded, although others, particularly at upper levels comparatively empty. The students interviewed spoke of difficulty in obtaining desired seating, but this was not necessarily a representative sample. Certainly the Library was viewed as a study hall by the students, and the First Impressions Survey provided responses that were evenly divided between positive and negative impressions regarding seating. As the Library points out it has the flexibility to modify seating arrangements and it will continue to monitor and potentially modify arrangements as required. 
The Library is also examining strategies to manage noise levels, another area of complaint, and access to power points, which is another area of concern. Students spoke of Security Staff moving them out of areas when they sat on the floor to find space or attempt to be near power points.
The panel formed the view that the location of the Learning Skills Help Desk, situated as it is right at the entrance of the new library building, is likely to be causing confusion for users regarding the role of the Library itself in managing the facility and providing support and services.  The panel considers that reviews of the new building should investigate the best way to position the Library and Learning Skills appropriately and intuitively indicate their inter-relationship and respective roles.
Despite concerns the positive responses to the overall impression query in the First Impressions Survey were a strong 82%, and the Library is clearly being well used.
Affirmation 9:   The need to continue reviewing the effective functioning of the new library and of space requirements is affirmed.

Affirmation 10:   It is affirmed that the Library needs to ensure there are sufficient quiet study areas when required, adequate numbers of power points available for student use, and that, in addition, the use of the building continues to be reviewed over time so that it remains responsive to changing client needs.

Recommendation 5:    It is recommended that the Library ensures Security Staff are assisting the Library in achieving its objectives.

Recommendation 6:   It is recommended that the location and role of the Learning Skills Help Desk be reviewed together with the reviews of the rest of the building.
Electronic Library

The panel considered the comparative data provided on eResources and noted the rapid shift in use and increase in demand for these formats. On the information provided there is a need to further investigate the strength of the collection and its ability to support research, learning and teaching in the areas of Macquarie’s discipline strengths and aspirations. The panel thought that a more granular comparison in terms of expenditure not only per EFTSU, but also per HDR student, and per Researcher was warranted. The panel was aware that OCLC can be used to carry out analyses of comparative strengths of various subject areas, and some universities have developed methodologies to identify best practice libraries in specific collection areas and carry out comparisons.  Stakeholder interviews can assist in identifying areas of the collection where in depth comparisons may be warranted. 
Recommendation 7:    On the basis of information provided it is recommended that further investigation is undertaken to give a more granular comparison with other relevant universities, and that a more holistic analysis of the strength of the collection in areas of research strength be carried out.

The panel also considered the Library budget, and while aware of the difficulty of drawing accurate comparisons in the light of differing practices for allocating expenditure, thought that if there is a need to increase expenditure on the book vote there may be opportunities for examining the current balance of the budget, and whether it may be possible to shift some resources from the non-salary expenditure area.  If this should not be the case then a more holistic analysis of the strength of the collection with data gathered at a more granular level would assist in providing a case for increased expenditure.
Recommendation 8:   In the light of further analysis, if it is recognised that what is presently afforded will not adequately support the university’s research aspirations, it is recommended that  

(a) opportunities available for reconsidering the balance of budget expenditure be explored; and, if still necessary,

(b) a case be developed for increased expenditure on resources.

The Library has pointed out that as library collections progressively move from print to electronic “there is a widening gap between the functionality of the traditional, print-oriented library catalogue and related back office software, and the functionality required for managing, exposing and enhancing discovery of electronic resources.  Emerging systems provide the ability to manage the entire suite of print, electronic and digital resources, capitalise on shared metadata, simplify workflows and offer more intuitive and customisable search interfaces, including Web 2.0 functionality. They are offered as a hosted service with open interfaces, allowing them to integrate with other campus systems.  “  (SERR p.26) 

Such systems will be provided for an annual fee, rather than requiring capital investment. Plans to move in this direction are consistent with the University’s move to cloud-based systems as appropriate. Initial versions of these systems are now being released. The Library has plans to identify functional requirements of a new system in 2103, in order to select a replacement system for implementation in 2014-15.
The Library is also aware that the new systems will change and simplify workflows, and will make use of its Project Office structure to carry out “a review and planning process for  work practices, skills and capabilities  in order to prepare for the implementation …”  (SERR p.26)
Affirmation 11:   The need to assess and implement a new collection management system and concurrently re-engineer workflows, allowing the possible release of staff positions for other roles, is affirmed.

Library Services
The Library has played a key role in the development of the University’s Open Access Policy, and supporting the development of the University’s repository of research outputs, Macquarie University ResearchOnline. While this is still a comparatively small collection, it is building rapidly, and there has been a dramatic increase in its use. This is an area where there are continuing rapid developments, as is the area of copyright in the digital environment. The Library will need to continue to monitor these developments and play a leadership role within the University.
Commendation 6:   The Library is commended for responding to the University’s goals concerning Open Access, and providing leadership at a time of peak demand for the Library Building Project.

Commendation 7:   The University Librarian is commended for her leadership on Open Access in the broader library profession in the interests of universities.
Affirmation 12:   It is affirmed that the Library should continue to play a monitoring and leadership role in relation to open access and in relation to developments concerning copyright.

Library Positions

The panel considered the comparative data provided and the information obtained during discussions, and was of the view that broadly speaking the overall numbers of positions appear to be appropriate for a single campus University in a changing electronic environment and challenging financial climate. However the panel agrees with the Library’s concern that as it moves from the structure of having Liaison Librarians to Research Librarians in service teams it will need more professional staff in the HEW 5-7 range to carry out its proposed strategies in the areas of learning and teaching and research. It will need to have more staff capable of engaging directly with academics in the research cycle and to contribute to building information management skills and resources into the curriculum.
Affirmation 13:   The need to strengthen the number of professional staff in the HEW 5-7 range who can focus on delivering the strategies to support research is affirmed.
The panel was of the view that there were a number of options the Library might explore to make more positions available for the new roles identified. The Library has already outlined plans to re-engineer workflows in collection management, and it is actively trying to shift its support services for undergraduates to an electronic model. (This latter activity should not be seen as simply self serving, to free up time for other activities: it is apparent (including from discussions with students) that students are increasingly expecting and wanting their instruction to be available online and “just-in time”.) Both of these developments should release staff time for Research Librarian activities.  Additionally the panel became aware of the work of the Learning Skills team under the leadership of Tessa Green, the developments of UNIWISE, the Learning Skills Help Desk, and of their staff embedded in faculties.  The panel was of the view that the Library should explore options for working more closely with Learning Skills in the development of its learning and teaching strategies, and that this would in turn help to strengthen and extend the Library staff capacity. 
Recommendation 9   It is recommended that the Library consider the possibilities of identifying positions and releasing time for research support roles which may be created by implementing plans to

(a) streamline workflows and implement a new collection management system;

(b) shift more activities relating to UG skills development and resource provision to iLearn and iShare, where UG students are expecting to find it;  and 

(c) explore options of working more closely with the Learning Skills team.

Under the University’s Delivering Excellence program, the Library has already lost two positions (in HR and Communications). It is understood that other professional groups such as Finance and IT are also being centralised.  The panel shared the Library’s concerns over the potential loss of IT applications staff.  The panel is strongly of the view that while disaster recovery planning, network provision and desktop support may be centralised  in reporting terms, and in some cases physically, without affecting service provision,  Library IT applications staff are central to the core business of libraries in this age of rapid technological change; and it is essential that such staff remain under the direction of the Library if it is to retain its capacity to provide leadership and services to the University.  
Recommendation 10:   Contemporary libraries are so technologically based that IT applications are core business, and IT applications staff must be seen as core staff members within the organisational culture without whom the library cannot maintain services or innovate, hence it is recommended that IT applications staff remain in the Library structure, organisationally and physically.

Library Workforce Plan

The panel acknowledges the work the Library has done in developing a Workforce Plan to clearly identify and address issues common in the university library arena of an ageing, highly feminised workforce, which is lacking in diversity.  The success the Library has achieved in addressing the gender balance is interesting and commendable.
Commendation 8:   The Library’s awareness of issues relating to 

· age and gender profile 

· diversity, 

· balance between retention and renewal

is commended, as is its openness in attempting to respond, and success in addressing the age and gender profile.
The Library has a thorough approach, including the implementation of a Capability Framework, to identifying required skills and developing competencies. It is equally systematic in evaluating its progress. Nevertheless the professional role of the librarian is shifting somewhat in response to the changing information environment, and there is an increasing need for the development of interpersonal skills. There is a need for staff to be particularly agile and flexible in response to changing strategy and to be capable and confident in their engagement with academic staff. The Library has identified the need for team leaders in the new structure to build their ability to lead and manage change with and for their staff. The panel agrees that this is a critical area to enable the Library to deliver its key strategies in Learning and Teaching and Research.
Affirmation 14:   The Library’s identification of staff competencies and capabilities as a major issue to be addressed in order to successfully deliver the Library’s learning and teaching and research strategies is affirmed.

Affirmation 15:   The need to develop the leadership capabilities and interpersonal skills of team leaders is affirmed.

The panel was also of the view that in the period in which it is building the requisite staff capabilities at all levels, there is an extra burden on senior management to provide strong leadership and change management and demonstrate a strong action orientation, if the Library is to be able to deliver on its priorities. The panel was aware of the potential for a loss in momentum during a time of changing leadership, as the University Librarian retires and a new Librarian is inducted. 
Recommendation 11:   It is recommended that the University should be aware of and support the need for particularly strong leadership and change management capabilities together with a strong action orientation at senior levels of the library, in order to be able to deliver strategies and priorities while building the requisite staff capabilities.
5.4 FITNESS FOR PURPOSE
Library Service Catalogue

The Library’s Service Catalogue presently has an emphasis on learning and teaching support. The Library has identified the need to have explicit strategies for building Library services into the research cycle, and the panel supports this view, and the strategies they have developed. 
Affirmation 16:   The need to have explicit strategies for Library support for research (in terms of the research cycle), in addition to learning and strategies, is affirmed.

Library Value
The Library is clearly committed to evaluating its performance in supporting the University and understanding its contribution to achieving university goals. Its First Impressions Surveys carried out in 2008 and again in 2011 have enabled it to gain a clear picture of the perceived  improvements gained through the new building, and to identify and act on areas still requiring attention. The Library has taken the initiative on reporting back to students and staff on action taken in response to the survey, using a variety of channels including posters and the web. 

Client Satisfaction Surveys (benchmarked with other CAUL libraries) have also enabled the Library to see improvements in client perceptions of performance between 2008 and 2011.  The Library has also employed a commercial firm to undertake qualitative research as an input to the Library Services and Library Resources Reviews being undertaken in 2012. 
Commendation 9:   The Library’s  (a) commitment to measuring its performance and the value of  its contribution to the university; 

                                   (b) evaluation work carried out to date; and 

                                   (c) commitment to acting on survey information obtained 

are all commended. 
Affirmation 17:  The Library’s strong performance across a range of client satisfaction surveys and in relation to benchmarks is affirmed. 

Library Outcomes
The Library was particularly interested in understanding its contribution to the achievement of university outcomes (What value does it add?). The Terms of Reference specifically sought comment on their approach to development of metrics. The panel agreed that this is a difficult area, with most work being done to date (as identified by the Library) in the area of the contribution of academic literacy and information skills to academic achievement. The Library is contemplating working with Macquarie Analytics to replicate the work done already at Wollongong University. 

The panel was of the view that the work done by Wollongong is sufficiently strong and extensive not to warrant time-consuming replication unless there is something unique that Macquarie wants to pursue.  At a time of competing priorities the Library might be better advised to monitor the profession’s work, nationally and internationally, in this area of outcomes rather than trying to replicate the work.  The strategies in relation to becoming more embedded in the research cycle and in the curriculum, if effectively carried out, will in themselves strengthen the Library’s contribution, and allow it to become more demonstrable.  It was thought, for example, that if the Library took steps to establish a framework to measure its contribution in relation to resources expended on research now, then it would be possible to measure the impact of increased resources in the future.
Recommendation 12:   It is recommended that the Library monitor the profession’s research in the area of outcomes and make use of the information rather than trying to replicate the work. 

Recommendation 13:   It is recommended that by engaging with academic activities, and becoming more embedded in the research cycle and the curriculum, the Library’s contribution to the university’s outcomes will be strengthened and will be more demonstrable.

Recommendation 14:   It is recommended that the Library establish a framework for the metrics of success in terms of research engagement:  measure the impact of shifting resources into the area.
5.5 FUTURE DIRECTIONS
In its SERR, the Library has a section under this heading summarising actions planned for the future, most of which have already been outlined in its report. They sought comment on the actions.  The panel has already commented in previous sections of this report on those areas that were considered to be strategic.  The list appeared to us to be a mixture of the vitally important with routine, necessarily ongoing activities, and as such symbolised what appeared to us to be a major issue for the Library, the need to prioritise from the available courses of action open to it. It also contained many internally focussed activities such as review, refresh or strategise at a time when it appeared to the panel that the Library needs to be closing the gap between strategy and implementation.  In the panel’s view the Library clearly understands what needs to be done, so it is important to streamline resources, strengthen research teams, and make progress on embedding the Library in the research cycle and the information literacy, information management and learning resources areas of the curriculum.  
Recommendation 15:    It is recommended that the Library prioritise the Key Actions set out in the Future Directions, allocate resources to overcome any gap between strategy and implementation and allocate accountability for delivery. 
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