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INTRODUCTION

Because academic libraries are at the heart of the college or university they 
serve, managing them is inexplicably intertwined with management of the 
institution itself. The concept of sustainability in academic libraries is today’s 
focus, an international focus, and a return to the foundations of managing 
academic libraries well is essential to understanding this concept. Anne Sibbel 
(2009) wrote, “higher education curricula need offer experiences which 
develop graduate attributes of self-efficacy, the capacity for effective advocacy 
and interdisciplinary collaboration, as well as raise awareness of social and 
moral responsibilities associated with professional practice.” Such learning for 
professional dispositions is essential for the academic librarian of today. 
Knowledge of the institution’s curriculum is, as always, essential. Collaboration 
with faculty provides enriched learning experiences for students. The aca-
demic librarian is grounded in the culture of the institution that employs 
them, and with this knowledge, can open doors and minds. Themanagement 
of academic libraries must also be deliberate and sustained, and intended to 
develop support for the library and staff over time. In order to serve their 
users, academic librarians need to possess background knowledge of the his-
tory of higher education as well as how academic cultures within their own 
institutions have evolved. Sustainability in management is a holistic idea 
addressing the environment, the culture, and the economic issues of universi-
ties. It is at odds with the theory of managerialism. Managerialism “glorifies 
hierarchy, technology, and the role of the manager in modern society” 
(Edwards, 1998). Edwards (1998) also wrote, “Put simply, the values and 
assumptions associated with managerialism provide broad targets for those 
who believe that public administrators should be more active in defining 
political goals and redressing social injustice.” A return to the centrality of 
learning and reading will counteract managerialism and social injustice. It 
makes sense to judge universities on how well students are learning and read-
ing and how well administrators, whether in the United States, Australia, the 
United Kingdom, or China, are responding to such a culture. Maurice Line, 
the British former university librarian and Director-General of the British 
Library wrote that the division in universities between teaching, the library, 
Information and Communications Technology, and educational technology 
is increasingly meaningless, and the importance of learning how to learn 
should lead the partnership between teachers and librarians. Line believed 
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that the entire university should be restructured to meet societal and indi-
vidual needs. Bill Crowley also linked learning and reading to the definition 
of value understood by public and government leaders. Educated people will 
help solve societal problems. David Boud (2000) wrote, “Lifelong assessment 
is a necessary feature of lifelong learning for a learning society. It is only when 
we can view it in formative terms that we can avoid assessment becoming a 
form of incarceration” (Boud, p. 2). Too often assessment is a form of incar-
ceration because poor management and supervision makes it so. Ultimately, 
the social injustice of isolation from the real goals of higher education, facili-
tating thinking, responsible, and collaborative human beings is lost. As James 
Dewey wrote, “Education is not preparation for life; education is life itself ” 
http://www.brainyquote.com/quotes/quotes/j/johndewey154060.html.

This book is organized in chapters to emphasize the importance of 
managing academic libraries with the appropriate demeanor and with rich 
resources. It explores the universals of the management of academic librar-
ies because it is intended for an international audience. The premise is that 
an understanding of what is to be managed will focus on individual and 
ultimately societal needs. For example, in a university library, collaboration 
between the library’s collection development officers and the faculty who 
set collection parameters through their respective subjects, research, and 
interests is critical in building a collection that supports the curriculum and 
serves the students and faculty. The use of technology in academic libraries 
supports the superordinate goals of university education itself.

http://www.brainyquote.com/quotes/quotes/j/johndewey154060.html
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CHAPTER 1

Managing the Centrality of 
Learning, Reading, Individual 
Inquiry, and Public Service
1.1 � INFORMATION VERSUS READING

T. S. Eliot famously asked, “Where is the wisdom we have lost in 
knowledge? Where is the knowledge we have lost in information?” 
Librarians rightly embrace the concept of information, but the schol-
arly character of our profession makes us care about leading library 
users to knowledge and wisdom. This chapter explores the centrality 
of reading and learning, of individual inquiry and the obligation of 
public service, all intangibles of the caring profession. Public service 
remains the essential goal of academic librarians and is part of the 
current discussion of “student success,” the raison d’être of academic 
librarians everywhere.

The study of public, school, and academic libraries has generally 
declined in schools of library science, whereas the emphasis on infor-
mation science has increased (Higgins, 2003). The decline in library 
science professions has continued for a decade due to a weak library 
job market and hiring freezes. Although the impact of information 
technology in academic libraries has been profound, the interaction 
between a reader and a text is not the same as the human–computer 
interaction. Dillon (2007) states that, “[f]or half a century, LIS has 
been … divided … artificially between library and information sci-
ence, a division that mirrored implicit distinctions between people 
and technology orientations, between qualitative and quantitative 
methods, and between impressionist and scientific identities” (Dillon, 
2007). Reading is a bridge between cultures and social groups and 
can be a bridge between library and information science as well.

As technology becomes more sophisticated, opportunities to sup-
port collaboration using technology have grown. Because digital 
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technology continues to affect academic libraries so deeply, it has also 
affected the concept of reliable information and identity of the library 
profession. Distance education and distributed learning have changed 
the way people consume information, as well as their relationship 
with librarians. Maloney and Antelman, et al. (2010) write that aca-
demic libraries have felt threatened by “disruptive technologies,” 
which do new things and target new users. Print material lining 
countless shelves is being replaced by immersive environments where 
students can chat in real time to learn and exchange information. 
They can construct 3D objects and exhibits, make presentations, and 
meet in virtual groups for discussion. The process of learning becomes 
more social. Librarians still have a role in this kind of learning, and 
one of them is helping people evaluate information, which is part of 
critical reading and thinking. The idea of purposeful reading has not 
changed, even as information literacy classes have become common-
place. Reading in today’s academic library is socially collaborative, 
and the information literacy skill set continues to evolve.

Campbell (2006) states that,

[a]cademic libraries are complex institutions with multiple roles and a host of 
related operations and services developed over the years. Yet their fundamental 
purpose has remained the same: to provide access to trustworthy, authoritative 
knowledge. Consequently, academic libraries, along with their private and govern-
mental counterparts, have long stood unchallenged throughout the world as the 
primary providers of recorded knowledge and historical records. Within the context 
of higher education especially, when users wanted dependable information, they 
turned to academic libraries (p. 16).

Crowley (2008) advocates, “amending the out-of-date concept of 
information centrality … to recapture—and grant equal status to—
the core status of the learning and reading roles that was so well sup-
ported by library history and the original ALA accreditation efforts of 
the 1920s” (p. 22). Crowley recommends that “lifecycle librarianship,” 
the “development of library services appropriate for the entire human 
life cycle,” be practiced as a link to both the past and the future. To 
manage a learning organization such as an academic library, one must 
turn back to the power of individual inquiry and create a higher edu-
cation culture that values public service. Lifecycle librarianship can 
help higher education adhere to its public service mission.
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Reading, learning, and the creation of informed citizens are 
important in the history of higher education. Budd (2005) describes 
an important event in that history, the founding of Johns Hopkins 
University in Baltimore, Maryland, in 1876. Johns Hopkins was mod-
eled on 19th century German universities, which emphasized indi-
vidual inquiry (Budd, p. 27). The place of research and the model of 
the German university were focused on two central tenets: Lehrfreiheit 
(the freedom to teach) and Lernfreiheit (the freedom to learn). The 
freedom to teach and learn was practiced through inquiry and the 
personal investigation by students and professors (Budd, pp. 23–24).

Kuh and Gonyea (2003) cite three trends affecting academic 
libraries in the light of public accountability and financial constraints: 
“(1) unfettered asynchronous access to an exponentially expanding 
information base; (2) a shift in the focus of colleges and universities 
from teaching to learning; and (3) the expectation that all university 
functions and programs demonstrate their effectiveness” (p. 256). 
They found that technology has clearly made information more 
accessible and easier to navigate but that students still used libraries 
and library resources. They found that “Hispanic, Latino, and black 
students use library resources more frequently, whereas white stu-
dents use libraries the least. Students majoring in humanities and 
social sciences are … the most frequent users of the library, as are 
students who report two or more majors. Students with undecided 
majors and those majoring in business, math, and science score the 
lowest on the library scale. Finally, students attending baccalaureate 
liberal arts colleges use the library more often, whereas those attend-
ing baccalaureate general colleges and doctoral/research-extensive 
universities do so least often” (p. 265).

1.2 � THE INFORMATION-LITERATE PERSON

Learning, reading, and reflection are central to the practice of aca-
demic librarianship. Learning and reading are central to the idea of an 
information-literate person and are rooted in individual freedom of 
inquiry and intellectual life. Students who use academic libraries 
develop the ability to think critically about the information they 
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encounter. Their use of information to develop personal and profes-
sional competencies is fundamental to education in a global world.

Reading and learning support literacy, which in turn supports 
freedom of speech, expression, and the press. Intellectual freedom 
does not exist without literacy because intellectual freedom implies 
critical thinking. Molesworth, Nixon, and Scullion (2009) state that 
“[o]nce, under the guidance of the academic, the undergraduate had 
the potential to be transformed into a scholar, someone who thinks 
critically, but in our consumer society such ‘transformation’ is denied 
and ‘confirmation’ of the student as consumer is favored” (p. 277). 
The competitive pressures universities are now experiencing result 
from changes in financial support, increasing costs of education, and 
demand for educational services.

Dunn and Menchaca (2009) note that widespread access to infor-
mation via search engines has allowed users to bypass libraries for 
available Web resources. Digitization initiatives have both democra-
tized and commercialized library holdings, and academic institutions 
have become marginalized as primary sources of information. How-
ever, according to Milewsicz (2009), the greatest marginalization 
occurs because the university library is challenged to balance the life 
of the mind with the demands of a consumer-driven society. The 
digital environment is an information community, and librarians add 
value to the processes of information creation, dissemination, and 
access. The diverse material types and formats have created issues of 
integration, cataloguing, and navigation.

1.3 � GLOBAL OUTLOOK

Raju and Raju (2009) write that despite the Carnegie Report 
(2000), which argues that, “books and their availability cannot be a 
priority in a continent ravaged by poverty, war, famine and HIV/
AIDS,” in fact, “books and information will always be a catalyst in 
solving a nation’s problems” (p. 45). Cross (2010) proposes that 
librarians need to adopt the economic principle, “first do no harm.” 
Budgets should be reviewed in terms of economic principles, stu-
dent diversity, and social justice. There is a continuing tension in 
discussions of higher education between the goals of occupational 
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training and of the development of the mind, of a love of ideas, and 
of the ability to think critically and solve problems. This tension has 
budgetary implications and is part of the need for universities and 
academic libraries to “communicate value,” including the value of 
reading and thinking.

These issues are not just important in the United States and United 
Kingdom, and other industrialized areas such as Canada, Australia, 
and Western Europe, but also in populous countries in Asia and Africa, 
including India, Pakistan, Nigeria, and others. In countries like Nigeria, 
the idea of a “reading culture” is seen as an essential part of national 
development. Igwe (2011) describes the barriers to reading culture as 
lack of funds and information infrastructure. Aina, et al. (2011) like-
wise describe a situation where children may move “straight from 
oral to digital culture,” without becoming readers. Lone (2011) 
explores the reading habits of college students in India. Librarians in 
Nigeria, India, and elsewhere are very interested in the “open access” 
movement and in institutional repositories, which have the potential 
to make more information available to more people at a lower cost, 
and to have a democratizing effect (Nazim and Mukherjee, 2011; 
Okoye and Ejikeme, 2011; and many others). These and other inter-
national authors also write of severe problems with funding and 
infrastructure (Ubogu and Okiy, 2011; Ayo-Sobowale and Akinyemi, 
2011).

1.4 � ACADEMIC LIBRARIES AND STUDENT SUCCESS

There can be debate on the meaning of “reading” or “literacy,” but 
there can be no doubt that libraries are now, and have always been, 
institutions that enshrine reading and literacy as central aspects of 
their mission. Libraries were created as repositories of texts that sup-
ported learning, scholarship, and leisure. Librarianship emerged as a 
profession to organize and give access to information for these pur-
poses. Librarians have acted as scholars, systematizers, teachers, helpers, 
and technicians.

These things are true of academic libraries in particular. Colleges 
and universities exist to teach critical thinking and independent 
inquiry, and academic libraries foster and support those goals. 
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Libraries are about reading, learning, and thinking. This is more the 
case in the present digital environment than ever.

In the past 30 years, colleges and universities have become more 
accountable and student centered. The focus on recruitment and 
retention has led to the concept of “student success.” Student success 
includes everything that allows students to stay in school, graduate on 
time, enjoy their experience, and benefit from it. Elements of student 
success include life skills, academic skills, and emotional and financial 
security and support. A successful student is an educated citizen who 
can give back to society. Academic librarians have the opportunity to 
be leaders in student success, using assessment, accountability, and 
partnership. Academic libraries have an important role in student suc-
cess and its connection to a culture of reading, thinking, and public 
service.

Recruitment and retention of students have been the focus of 
higher education for more than 20 years. Universities have focused on 
teaching enhancement, on educational technology, and on programs 
and services to support student success. Academic libraries are cur-
rently involved in conversations on campus that are focused on part-
nerships for student success. These partnerships include writing and 
tutoring centers, and many other kinds of shared spaces for collabora-
tion, use of new media, performances, exhibits, and many other things. 
These “student success centers” will strengthen the role of academic 
libraries in reading (interacting with texts and other kinds of mate-
rial) and learning, and will help create educated citizens who them-
selves value public service.

Libraries are also attempting to assess and document their value in 
student success. The Association of College and Research Libraries 
(American Library Association, 2012) has created a program to 
involve academic libraries in student success and to communicate the 
value of academic librarians in that success.

The traditional library services include a large print collection, 
which requires ordering, receiving, cataloging, processing, and data-
base maintenance, in-person reference and instruction, multiple ser-
vice points, and specialized branch libraries. The transition to the 
digital environment has seen the addition of extensive electronic 
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resources, which have grown in size, stability, and interoperability. It 
has seen consortia collection-building, virtual reference service, and 
new modes of instruction. In the second decade of the 21st century, 
the digital environment continues to be transformative, and academic 
libraries are assessing trends, creating scenarios, and trying to envision 
and embrace radical change that will keep them relevant. The future 
is disintermediated and patron driven. Information is available faster, 
and it is portable, available from anywhere at any time.

In this transitional time and in the rapidly emerging future, how 
can libraries be leaders in student success and continue to support the 
culture of reading, individual inquiry, and the public service that is 
essential for an educated and literate citizenry? The answer lies in the 
core values and activities of libraries and librarianship. Those values 
include the love of scholarship and learning and the desire to foster 
and support those values in others. The activities that support them 
are the systems that provide access to information and the services 
that help library users find it and find their information focus.

Some may feel that libraries have abandoned the ideas of reading 
and individual inquiry, but these things are more central and more 
supported by the current digital environment. Patrons have access to 
a wider array of texts, but also audio and video, visual materials of all 
kinds, as well as archival and special collections materials, to an extent 
that was never possible in the past. They are immersed in the scholarly 
universe in a way that was unimaginable in the past. While there is 
still a digital divide, the current information environment has a 
democratizing potential that can provide access to more people and 
provide a richer array of resources than at any time in the past. The 
future of academic libraries is part of the discussion of the future of 
higher education and of education in general. While much of the 
discussion involves the exciting and rapidly changing digital environ-
ment, it is really a discussion about individual inquiry and public 
service, that is, the creation of educated citizens. There is a flourishing 
literature on the future of academic libraries, including international 
issues and models. How do the predictions fit in with a vision of a 
reading culture, a culture of inquiry? How do they contribute to stu-
dent success?
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The answer to this lies in the programs and services libraries provide 
as well as in the organizational characteristics of libraries. Academic 
libraries cannot provide services that support teaching and research 
unless they embrace the idea of continuous learning as a part of their 
own organization. That may mean the implementation of models of 
organizational development such as the learning organization.

The Association for College and Research Libraries (ACRL; 2012) 
urges libraries to prove and communicate their value. This means being 
willing and able to assess programs and use the results of assessment to 
make the case for support from administrators and governing bodies. 
One impact that academic libraries are attempting to demonstrate is 
their beneficial effect on student success. Libraries are trying to demon-
strate that the funds they receive are worth it, to provide valuable schol-
arly information resources, and to teach students, faculty, and 
administrators that all information is not “free on the Internet.”

At the same time, the Internet does provide a great deal of freely 
available material for learning, including texts to read, as well as video, 
audio, and many different kinds of interactive learning experiences 
such as courses, tutorials, etc. The open access material on the Web 
causes us to question the nature of authority, ways of validating 
knowledge, and the idea of reliable information. It also allows us to 
embrace a democratic and participative vision of society. To some 
extent, the creation and development of the Web parallels the cre-
ation of public libraries, where learning is open to all. Nevertheless, 
libraries also provide access to costly licensed material whose con-
tents have been validated by scholars or publishers.

1.5 � THEORIES OF READING, LEARNING, AND LITERACY

Libraries provide extensive collections for reading. Reading is implic-
itly associated with learning. There are a number of different models of 
learning, and, individuals have preferred learning styles. The ideas of 
reading culture and individual inquiry are ones that embrace and use 
technology. The digital realm is a place where those things can flourish. 
The present environment is one that supports and encourages multiple 
literacies and multiple learning styles. “Reading” does not refer only to 



Managing the Centrality of Learning, Reading, Individual Inquiry, and Public Service 9

text, and there are theories of reading and literacy as well. One of the 
ways that the role of libraries in student success can be demonstrated is 
by looking at the correlation of factors like retention, time to gradua-
tion, grade point average, and so on, with use of library resources.

There are a number of theories of learning, of which the cognitive 
and constructivist are most relevant to the role of libraries. Cognitive 
theories view learning as a mental process. Constructivist models do 
not deny that there is cognitive activity by learners but view learning 
as a more complex and varied process, in which learners do various 
things to take knowledge that is imparted to them (by a lecture, a 
book, a video, etc.) to construct meaning for themselves.

There are various inventories of learning styles. Commonly accepted 
styles include verbal, aural, visual, social, physical, solitary, and logical. 
Today’s libraries can provide support for any of those styles. Academic 
libraries in particular provide collections and services that support all 
these learning styles (Pashler, McDaniel, Rohrer, & Bjork, 2008).

Models of reading depict the relationship of the reader with the 
“text.” Constructivist and connectionist elements mean that the 
reader brings context to reading. There is a feedback loop between 
the reader and the text. “Literacy” can mean the ability to read—to 
decode a text—but literacy is really multiple literacies, with linguistic 
and cultural aspects. Librarians are committed to creating users who 
are information literate, which is a complex aspect of literacy that 
includes the act of reading (Singer and Ruddell, 1985). Librarians 
must bear these in mind as they develop collections, programs, and 
services that will lead to student success.

Freire (1970) is a classic work that espouses the “liberatory” 
nature of education and an inclusive and dialogical model of peda-
gogy. Cain (2002) explores the role of reading in an electronic and 
digital culture, finding reading to persist as a private activity that 
leads to scholarship, and which should be encouraged by librarians. 
Trifonas (2000) uses a critical theory approach to propose a “revo-
lutionary pedagogy” that challenges conventional forms of knowl-
edge and of teaching. Morrell (2012) explores the meaning of 
literacy in the 21st century, defining it to include facility with digi-
tal technology as well as the ability to use and interpret information 
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that is retrieved. Taylor (2008) discusses metaphors and discourses 
employed in a literacy course for adult learners, finding them 
infused with the values of those in authority. Rutten (2011) dis-
cusses narratives about literacy from the experience of college stu-
dents who become part of the discourse community of higher 
education. Agnello (2008) examines educational policies for dis-
courses of literacy and applying the findings in a classroom setting. 
Ajayi (2011) studies the use of video in a third-grade classroom to 
teach language arts through the use of social semiotics. Goodfellow 
(2011) explores the idea of digital literacy in higher education, 
including the idea that such literacies are “transformative” for higher 
education teaching. Pascarella (2008) speaks of the mere use of new 
media versus the idea of “critical digital literacy” that would improve 
the abstract notion of pedagogy through teacher and learner cogni-
tion and practice. Kellner (1998) discusses new literacies, including 
media, information, and technology literacy, including the idea that 
teachers learn from students and that education should be restruc-
tured to allow for pragmatic experimentation in a way that gener-
ally adheres to the principles of John Dewey.

Critical literacy and multiple literacies are important to an under-
standing of the educational environment, including higher education. 
Critical literacy explores the discourses of reading and of texts, and inter-
rogates the power structures reflected there. These concepts are found in 
the work of Paolo Freire (1970) and others. Critical literacy and critical 
reading are part of a poststructuralist, postpositivist, and postmodern 
environment that includes a multicultural and relativist point of view.

The values of librarianship include the creation of an open envi-
ronment of free thought and free inquiry. They include lifelong learn-
ing and autonomous reading and learning. Libraries guard the privacy 
of readers and do not pass judgment on opinions.

1.6 � TEACHING, RESEARCH, AND PUBLIC SERVICE

The general goals of universities are teaching, research, and public 
service. Those goals are intertwined and inseparable. They support 
each other, and all have benefits for students, faculty, and the 
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community. The current information environment has changed 
teaching, research, and service. It has changed students and faculty, 
and it has changed libraries and librarians. The powerful and rapidly 
changing information technology that is available to more and more 
people is changing the ways in which people teach, learn, communi-
cate, read, write, shop, work, and so on. In particular, the world of Web 
2.0 gives educators the opportunity to rethink and question every 
aspect of the teaching and learning process: semesters, credit hours, 
curricula, lectures, tests, term papers, all the things that have been the 
elements of higher education in particular for decades or even centu-
ries. Libraries have the opportunity to rethink collections, programs, 
and services. What should we collect? How should we provide access? 
What forms of teaching and assistance should we provide? What 
impact will these activities have on the success of students?

The teaching role of the university is a means for scholars to impart 
knowledge to succeeding generations of young people and to adult 
learners. It is a varied and interactive process. Its methods differ among 
fields and disciplines. Teaching relies on written texts, scientific data, 
images, music, and other information formats. It relies on techniques 
such as lectures, discussions, group and individual assignments that 
involve an array of different activities, and on reading and writing. 
Libraries support the teaching process by providing all those formats 
of information and instruction on using them, by providing spaces for 
collaboration and individual work and study.

Research involves both faculty and students and takes many differ-
ent forms, including the many methods of the humanities, social sci-
ences, and sciences. Campuses provide laboratories, animals, farms, 
chemicals, engineering testing materials, materials for visual arts, 
recital halls and practice rooms, theaters, texts, and the technological 
infrastructure for experiments, surveys, the creation of content such 
as digital archives. Libraries support research by providing informa-
tion resources of all kinds. These include journal literature, scholarly 
monographs, scores, sound and video recordings, and archival mate-
rial that is unique and a primary source of research data.

Academic libraries support teaching and research, but their pro-
grams contribute to those missions as well. Reference and instruction 
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provide interaction with faculty and students that teaches them to be 
information literate, including evaluating information. Catalogs and 
other finding aids create content and package information that is 
used in research and teaching. These programs support critical think-
ing and can foster a culture of reading and inquiry, which are clearly 
elements of student success.

In the past all library programs were delivered in person. Books 
and journals stood on a shelf, students and faculty visited the library 
to check out and use materials, and references and instruction were 
all delivered face to face. Today there are still print collections and in-
person services, but collections and services are increasingly digital 
and virtual. In many ways, personal contact still drives digital and 
virtual communication just as it did print collections.

1.7 � ACADEMIC LIBRARIES IN TRANSITION

Su (2006) reviews the literature on individual and organizational 
learning in academic libraries, libraries as learning organizations, and 
job-related learning. Fowler (1998) looks at organizational learning 
and innovation in university libraries at the individual, departmental, 
and organizational levels. McGuigan (2012) discusses the manage-
ment of change in the context of organization theory and the role of 
organizational development in academic libraries. Giesecke and 
McNeil (2004) also review the concept of the learning organization, 
including steps to implement this model in an academic library.

Staley and Malenfant (2010) present 26 scenarios for the coming 
15 years for academic libraries and their institutions, based on assess-
ment of societal trends. The trends are weighed as to impact and 
probability and provide libraries with a way to create a new vision 
and reengineer their services. The Association of Research Libraries 
(ARL, 2012) addresses the role of collections in the academic library 
of the 21st century, urging libraries to be data and user driven in their 
approach.

Kelly and Kross (2002) look at the role of academic libraries in 
student retention, including diversity and information/technology 
literacy and partnerships with others on campus. Harris (2010) reports 



Managing the Centrality of Learning, Reading, Individual Inquiry, and Public Service 13

on efforts by an academic library to show leadership in student reten-
tion. Theories of retention include that of Tinto (2006), who empha-
sizes a model of social and academic integration, and Bean and Eaton’s 
(2001) model, which looks at academic, sociopsychological, and envi-
ronmental factors that affect retention—personal attention in refer-
ence and instruction builds student confidence. Tinto’s model leads 
the library to provide study space, research assistance (including peer-
to-peer assistance), and a common learning environment.

“Libraries of the Future” is a project of the British Library, JISC, 
the Research Information Network (RIN), Research Libraries UK 
(RLUK) and the Society of College, National and University Librar-
ies (SCONUL). It created three scenarios for the libraries of 2050, 
using two axes: open/closed and state/market. The three scenarios are 
Wild West, Beehive, and Walled Garden. The scenarios can be used in 
planning and strategizing.

The ACRL Research Planning and Review Committee (2012) 
discuss the top 10 trends affecting academic libraries, including com-
municating and proving their own value, data curation, digital preser-
vation, the general environment of higher education, the continuing 
importance of information technology, the emergence of mobile 
computing, patron-driven acquisition (especially of ebooks), the 
library’s role in scholarly communication, approaches to staffing, and 
the demands and behavior of users.

1.8 � STRATEGIES FOR ACADEMIC LIBRARIES

Given this environment, what are the best strategies for academic 
libraries to create and manage a culture that promotes reading, learn-
ing, and public service, and contributes to student success? There are 
a number of ways to do this.

The first is in the approach to collections, which remain a central 
aspect of library services. Academic libraries must continue to provide 
access to resources in all formats and examine the persistent privileg-
ing of text over audio, video, etc. Likewise, it is important to continue 
working on creating a usable and consistent interface in the library 
catalog and other databases and discovery tools that will encourage 



Managing Academic Libraries14

students to use library resources rather than rely exclusively on open 
access Web resources.

Academic libraries can be leaders in student success by designing 
programs and services that meet the needs of students with different 
learning styles, and by helping students learn to evaluate information 
sources. Libraries should continue to embrace technology and show 
how that technology can be used to consume, interpret, and build on 
scholarly and research material.

The roles of librarians include teacher, expert, systematizer, problem-
solver, and scholar. All of these roles can contribute to student success. 
Academic librarians can create opportunities to interact with students as 
individuals or in groups. They can deliver instruction in a number of 
modes. Librarians have a vital role in teaching critical thinking and in 
teaching students to be independent researchers.

There is a lively conversation taking place on college and univer-
sity campuses about the elements of student success. Libraries are a 
vital part of that conversation and must continue to be leaders in this 
process, partnering with writing centers, academic departments, hon-
ors programs, and many others to provide support for student 
success.

A crucial part of the campus conversation on student success is the 
consideration of space. Libraries have dedicated physical spaces, and 
the “library as place” has been an issue since the dawn of the digital 
age. While users can happily and successfully access and use informa-
tion resources from anywhere at any time, there is a resurgence in the 
discussions of library spaces, not just as places for individual and group 
study, but as shared spaces for other campus units and activities.

The administration, management, and organization of the library 
are essential to accomplishing these goals. The library must value 
learning in a way that allows its employees to learn and explore in 
everything they do. The idea of the learning organization is explored 
in Chapter 2, “Managing the Impact of Scholarly Publications,” and 
that model or a similar one is important in creating a library that 
moves, changes, and responds, while at the same time preserving the 
freedom to learn and the freedom to teach for librarians and library 
users.
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CHAPTER 2

Managing the Impact of 
Scholarly Publications
2.1 � INTRODUCTION

In order to deliver relevance, value, and impact to customers, aca-
demic library managers work from an assessment framework and an 
“organic” thinking approach, which puts people before resources. 
This is known as a “disaggregated model” and is part of the online 
teaching milieu, in which almost half of faculty are adjunct instruc-
tors. The role of the research library in scholarly communication 
addresses two variables: the explosion of printed materials and their 
concomitant increase in the price as well as the labor to catalog 
them. This jeopardizes the library’s ability to create and maintain 
the collections for remote users. The emergence of electronic infor-
mation technologies that have made it possible to use entirely new 
methods of organizing services and collections must be responsive, 
even if students are not taking advantage of them. Research librar-
ies’ percentage of the university budget has shrunk; serial prices 
have continued to rise exponentially, and salaries as well as employ-
ment prospects have all declined. In the midst of these problems, 
digital technologies, combined with library expertise in informa-
tion management and bibliographic control, access, dissemination, 
and preservation, have provided new opportunities for access and 
for academic librarians to play a more active role in the publication 
of scholarly information. In the last decade, initiatives in North 
American academic libraries have revolved around electronic presses 
in their own institutions, and the use of WorldCat to locate books, 
articles, and media that are held by the parent institution and other 
institutions.
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2.2 � ECONOMICS AND TECHNOLOGY

Conventional print journals bring in total revenues to publishers 
of about $4000 per article. However, there are many flourishing 
electronic journals that operate without money changing hands. 
Although it is questionable whether this model can satisfy schol-
ars’ needs, the quality is adequate for most readers, and costs can 
be recovered through subscription fees or charges to authors 
(Odlyzko, 1997).

Journal subscription costs are only one part of the scholarly 
information system. Internal operating costs of research libraries are 
at least twice as high as their acquisition budgets. Thus for every 
article that brings in $4000 in revenues to publishers, libraries in 
aggregate spend $8000 on ordering, cataloging, shelving, checking 
out materials, and reference help. The scholarly journal crisis is 
clearly a library cost crisis. If publishers suddenly started to give 
away their print material for free, the growth of the literature would 
in a few years bring us back to a crisis situation that we are experi-
encing today (Odlyzko, 1). At one time, library Website usability 
testing was seen as a powerful indicator of design problems and 
would help to clarify information-seeking needs. However, in the 
article “Broccoli Librarianship and Google-Bred Patrons, or What’s 
Wrong with Usability Testing?” Debbie Vaughn and Burton Callicott 
(2003) wrote that the testing instrument reflected the librarians’ 
interpretation of a useful (or good-for-you vegetable) Website, 
rather than what patrons accustomed to Google and other search 
engines wanted, that is, simplicity and ease of use. The “library faith” 
theory of helping patrons is not realistic. The authors stated, “effec-
tive usability testing requires that participants possess a basic under-
standing of scholarly research, library language, and the functions of 
a library Website. In addition, testing instruments should be care-
fully constructed to account for usefulness, not just ease of use. 
Unless these conditions are met, usability testing will be misleading, 
ineffectual, and counterproductive” (p. 1). Collection management 
in the future will focus on preserving and cataloguing social net-
working sites and other emerging digital forms.
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2.3 � MORE ECONOMICS AND TECHNOLOGY

Conventional print journals bring in total revenues to publishers of 
about $4000 per article. However, there are many flourishing elec-
tronic journals that operate without money changing hands. Although 
it is questionable whether this model can satisfy scholars’ needs, the 
quality is adequate for most readers, and costs can be recovered 
through subscription fees or charges to authors (Odlyzko, 1997).

Journal subscription costs are only one part of the scholarly infor-
mation system. Internal operating costs of research libraries are at least 
twice as high as their acquisition budgets. Thus for every article that 
brings in $4000 in revenues to publishers, libraries in aggregate spend 
$8000 on ordering, cataloging, shelving, and checking out material 
and reference help. The scholarly journal crisis is clearly a library cost 
crisis. Odlyzko wrote that if publishers suddenly started to give away 
their print material for free, the growth of the literature would in a 
few years bring us back to a crisis situation we are experiencing today. 
(Odlyzko, 1). Published literature may become a smaller portion of 
collection programs in academic libraries as the focus has shifted to 
preserving, cataloguing and curating emerging digital forms.
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CHAPTER 3

Library and Information Science 
as a Discipline
3.1 � INTRODUCTION

Library and information science (LIS) is highly interdisciplinary by 
nature and has been affected by the evolution of technologies (Prebor, 
2010; Saracevic, 1999; Tang, 2004). Bates (2005, p. 12) declares that the 
main purpose of LIS is to provide access to “meaningful recorded infor-
mation through variety of channels.” In order to provide such access, it 
is necessary to know what information is needed, how such informa-
tion is sought, evaluated, and used to meet these needs, and so on.

LIS as a discipline has a particular focus on providing information 
to end users (Missingham, 2006; Um & Feather, 2007) and the func-
tions of the information professional are determined by the needs of 
users that they serve. Hence, the information profession is “greatly 
and properly influenced by social, cultural and political factors out 
with the immediate domain of the profession” (Um & Feather, 2007, 
p. 264). Rapid changes in the social and economic environment have 
influenced the scope and organization of library and information ser-
vices and, therefore, the library and information professions as well 
(Sacchanand, 2000). LIS is defined as making people informed 
through intermediation between inquirers and instrumented records.

Fourie (2004) believes that academic courses in LIS should be 
oriented toward “the development of survival and affective skills.” 
Missingham (2006) suggests that practices and procedures in LIS edu-
cation should meet the needs of the actual working environment. For 
example, instead of identifying the source of information and getting 
access to documents, they should evaluate, filter, extract, analyze, sum-
marize, synthesize, and package information in a form that clients can 
use to make decisions (Khoo, 2005). However, information profes-
sionals should move from information work to knowledge work as 
users are looking for knowledge rather than just information.
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Gerolimos and Konsta (2008, p. 695) state that the LIS educated 
must be able to “recognize informational needs, manage users and 
encourage people with different skills to work.” Library and informa-
tion science is needed to develop problem-solving and decision mak-
ing in the workplace for professional practitioners and also to provide 
optimal information services to researchers in other fields (Juznic & 
Urbanija, 2003).

Gerolimos (2009) identifies the qualifications and skills that 
LIS students should have when they graduate. He discovered that 
most library schools (49 LIS schools were examined from the 
United States, the United Kingdom, and Canada in May 2008) 
consider traditional librarianship a very important element. “Terms 
such as knowledge management and information literacy are not 
documented as qualifications but rather, as more generic fields of 
practice and knowledge for a librarian” (Gerolimos, 2009). Accord-
ing to Virkus (2003, p. 68) “being information literate is a neces-
sity for information professionals because it helps them maintain a 
lifelong learning attitude that keeps them abreast of an ever chang-
ing information environment, while at the same time it enables 
them to develop as facilitators of learning to help users become 
information literate.” She highlights the key characteristics of LIS 
students as follows:
	•	� Be able to recognize when he/she needs information
	•	� Be aware of what different channels and sources are available
	•	� Be able to evaluate information effectively
	•	� Be able to manage and apply information
	•	� Be able to synthesize information and use it to create new knowl-

edge and understanding
	•	� Be aware of the cultural, ethical, economic, legal, and social issues 

surrounding the use of information (Virkus, 2003, p. 71).
LIS professionals support a wide variety of users in their access to 

information to develop necessary practical skills and techniques 
needed for the better utilization of information. This is particularly so 
because of the distinguishing characteristics of the LIS discipline and 
its user-oriented features that LIS professionals apply to facilitate 
users. However, the core mission of LIS is to develop information 
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professionals who are able to educate users’ information needs in the 
following areas:
	•	� Diagnose users’ information needs
	•	� Respond to the users’ information needs
	•	� Educate users how to find, evaluate, and use information

In order to gain an understanding of the contribution of the LIS 
discipline to the development of information professionals, the infor-
mation literacy (IL) competencies listed following are discussed from 
an LIS view in relation to the LIS core areas of curriculum as described 
previously.

3.1.1 � Determining Information Needs
One of the major concerns of LIS professionals is to determine the 
information needs of users through courses such as “collection devel-
opment,” “organizing,” and “reference services.” Belkin (1997) con-
siders LIS professionals as facilitators of the effective communication 
of desired information between “human generator and human user.” 
LIS professionals support a wide variety of uses, from retrieving infor-
mation, to organizing and simplifying massive datasets (Jin & 
Bouthillier, 2012). Indeed, in the LIS literature, LIS has been seen to 
employ a wide variety of methods to help users of information skills 
to access the available knowledge, and because of that LIS tends to be 
defined as a profession whose main concern is to deal with informa-
tion needs of their users (Juznic & Urbanija, 2003).

The information professions comprise all those persons directly engaged in design, 
management and delivery of information, information collections and informa-
tion services to the communities of users.

Carr (2003)

3.1.2 � Locating Information
As can be conceived from the descriptions of LIS, one of the key char-
acteristics of information professionals (IPs) is to support users in find-
ing information (Fisher, 2004). Locating information is an important 
core of the LIS discipline. According to Virkus (2003), libraries and IPs 
help people to access information and satisfy their information needs. It 
should be included in any LIS course such as cataloguing, indexing, and 
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reference services and sources at any level (Parirokh, 2008). The LIS 
Education project in Europe analyzed 10 curricular themes within the 
LIS curricula in Europe and found that information seeking and infor-
mation retrieval are the core subject areas in the LIS school curricula 
(Borup Larsen, Kajberg, & Lørring, 2005). Indeed, Gorman (2003) at 
the joint EUCLID/ALISE conference, devised a core curriculum of 
LIS that is applicable to all schools. He found that selecting and finding 
information in all forms is one of the areas in which information pro-
fessionals should be knowledgeable. Juznic and Urbanija (2003) high-
light that LIS professionals are usually involved in the process of 
retrieving information. Wittwer (2001) declares that the LIS educated 
should be competent in searching for and locating information.

Referring to these statements, locating information in the LIS 
discipline is an important skill, the lack of which may cause frustra-
tions in using information and can reduce the performance of infor-
mation professionals in serving users.

3.1.3 � Evaluating Information
Indeed, “Evaluating information resources have always been part of 
the remit of IPs. However the knowledge of evaluative techniques is 
all the more important for IPs” (Ashcroft, 2004, p. 84). Ashcroft 
believes that the LIS educated must have evaluation skills, particularly 
in the current changing environment. Indeed, in the LIS context, 
analysis and synthesis are the main activities. Classification, abstract-
ing, collecting, and subject indexing are considered as these main 
activities. The important element of classification, abstracting, and 
indexing processes is to understand the content; obviously, they are 
also considered evaluating and critical reading activities. Critical read-
ing includes the following (Koltay, 2007):
	•	� Determining the purpose of the text and assessing how the central 

claims are developed,
	•	� Making judgments about the intended audience of the text,
	•	� Distinguishing the different kinds of reasoning in the text,
	•	� Examining the evidence and sources of the writing.

It is clear from what has been discussed thus far that critical read-
ing is closely connected to the LIS program and includes the abilities 
and the activities of reading and writing.
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3.1.4 � Using Information Ethically
Likewise, using information ethically is necessary in the field of library 
and information studies. The contributions that library and informa-
tion studies can make to knowledge can be significant by paying due 
attention to information ethics. It should be one of the important 
aspects of education in library and information studies. According to 
Jin and Bouthillier (2012):

This profession greatly values and adheres to ethical principles on information seek-
ing, gathering, organizing, and disseminating. For example, in the ALA Code of Eth-
ics (American Library Association (ALA, 2008)), it is articulated that information 
professionals protect each information user’s right to privacy and confidentiality 
with respect to information sought or received and resources consulted, borrowed, 
acquired or transmitted.

Jin and Bouthillier (2012, p. 143)

Hence, we may say that LIS concentrates on using information 
ethically.

3.1.5 � Using Information for Specific Purpose
Hjørland (2000, p. 520) describes library and information science as 
“a knowledge producing field and a knowledge utilizing field.” 
Although only a minor amount of the knowledge is produced by LIS 
professionals, some types of knowledge are often taught at LIS schools. 
Some examples are:
	•	� Broad cultural knowledge;
	•	� Knowledge about the different domains communicated/pro-

moted (eg, music, law, medicine);
	•	� Knowledge about the philosophy and sociology of science;
	•	� Economic and administrative knowledge;
	•	� Knowledge about specific information sources, such as databases, 

Internet resources, etc.;
	•	� Knowledge about information technology (IT);
	•	� Language and communication skills and much more. (Hjørland, 

2000, p. 502)
Most IPs follow a simple three-step methodology to handle infor-

mation: seeking for and receiving information, analyzing and synthe-
sizing information into an organized one, and empowering the user 
to respond to an information need. The point of departure is that 
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“in most cases the final goal of library activities is generating texts” 
(Horváth, 1999). This is why LIS uses text not only to analyze but 
also to produce knowledge.

3.2 � INFORMATION LITERACY IN LIS DISCIPLINE

The focus of IL education, which is to find, access, evaluate infor-
mation, and use the information for specific purposes, is quite dif-
ferent from the focus of LIS programs in general. While there are 
courses in most LIS programs on “information sources and services” 
and “reference services and information retrieval,” they focus more 
on the application aspects of information. Drawing on the literature 
on IL in the LIS discipline, approaches to adapt IL to the LIS disci-
pline tend to integrate IL into the curriculum as a part of a class that 
focuses on teaching IL—through a separate class or as an approach 
to learning. The idea of learning through involving with informa-
tion has been presented in the literature. It is worth noting that IL 
skills have been identified as a way of “engaging with information 
and learning about the subject” (Bruce & Candy, 2000), and also “a 
way of learning” (Kuhlthau, 1993). At the same time, “acquiring 
information is a type of learning, using information is also another 
type of learning” (Lupton, 2008). Therefore, as illustrated in Fig. 3.1, 
information can emerge from learning, while learning can generate 
from using information.

In particular, the relationship between engaging with information, 
using, and learning was identified by Lupton (2008). He categorized 
the relationship between IL and learning as a cyclic action of learning 
in music composition:
	1.	 �Creating a composition through applying the techniques of com-

position. In this way, students acquire the techniques (informa-
tion) and apply them (using information and then learning).

Figure 3.1  Using information approach.
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	2.	 �Applying techniques (using information, which is followed by 
learning) and then learning from the information that was gener-
ated through the process.

	3.	 �Experiencing learning through creating a composition that is 
somehow expressing oneself. This involves a process of “using 
information as a form of learning and then learning as a form of 
using information” (Lupton, 2008).
Therefore, it could be argued that IL and learning are two sides of 

the same coin.
IL could not be just a set of skills as it involves understanding the 

ways that information flows in the system of thought. In other words, 
students should identify and be engaged with a significant problem 
rather than focus on acquiring knowledge (Elmborg, 2006). In this 
way, they learn how to control their lives as active agents to find the 
answer to the questions that matter to them and the people around 
them (Elmborg, 2006). This view depicts the critical role of IL to 
“learn how to learn,” which is essential for effective “lifelong 
learning.”

Contemporary with the emergence of the new information 
environments, tools, and technologies, IL has been highlighted as a 
necessity for IPs (Campello & Abreu, 2005; Johnston & Webber, 
2004; Andretta, cited in Virkus, 2003). Varalakskhmi (2009) points 
out that:

The primary task of information professional[s] is to enhance the information lit-
eracy among the users of an organization. At present users may have basic 
knowledge in searching for information, but there is a need for teaching and 
training them in the advanced and more advanced searching. Information liter-
acy will provide the user the ability to acquire and interpret information, to man-
age information, to communicate information, and to apply information for 
specific task.

Varalakskhmi (2009, p. 79)

To make IPs information literate, they have to be fully aware of 
the importance of IL as a concept, understand its relevance in con-
temporary societies, and learn about main aspects of teaching IL 
(Hebrang Grgić & Špiranec, 2013). Indeed, there is a trend to help 
them maintain a lifelong learning attitude so that they are able to 
adapt with the changing information environment and also help 
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users to become information literate (Foster, 2006; Virkus, 2003). 
The following approaches are characteristic of this view:
	•	� Make them aware of information literacy as a concept;
	•	� To become information literate themselves;
	•	� Learn about key aspects of teaching information literacy.

These approaches imply that the components of IL need to be 
embedded in LIS education in order to develop lifelong learners; 
however, there is no clear approach in this regard. Virkus (2003), for 
example, although she acknowledges the importance of IL in LIS 
discipline, does not deliver a guideline for teaching and embedding IL 
to facilitate and develop students’ learning in a way that they can 
learn how to learn. In this regard, she stresses that LIS students need 
to understand IL holistically. She argues that IL as a base of lifelong 
learning could be a necessary component of LIS discipline. This is 
because of the focus of LIS in user education; it demands lifelong 
learners to facilitate others.

In the following section, the interconnection between LIS and IL 
is discussed.

3.3 � RELATIONSHIPS BETWEEN LIS AND IL

If it is expected to integrate IL into LIS curricula, first there should 
be a clear understanding of how these two domains relate to each 
other. Information literacy is often discussed in all phases and all sub-
ject areas during the whole education process (Boekhorst, 2003). 
Although there are different ways to conceptualize information lit-
eracy, they can be divided into five categories:
	1.	 �Recognizing a need for information;
	2.	 �Finding the needed information;
	3.	 �Evaluating the information found;
	4.	 �Using information ethically;
	5.	 �Using information effectively to address the specific problem 

(ACRL, 2000a; ALA, 2000; CILIP, 2006; UNESCO, 2005).
The horizons of LIS have enlarged considerably since the appear-

ance of the Internet (Jin & Bouthillier, 2012), but the core skills of 
information professions are still relevant in the age of electronic 
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information provision (Sharp, 2001). Sharp argues that the skills such 
as cataloguing, classification, indexing, and enquiry work and user 
education all still have a place and are applicable in facilitating effec-
tive Internet use.

IPs are facing some challenges, but they should be able to adapt 
their existing skills, which call for traditional librarianship skills such 
as evaluating, cataloguing, and analyzing information and being flex-
ible within a changing work environment (Ashcroft, 2004; Bierman, 
2000; Goulding, 2001; Pedley, 2001; Sharp, 2001). There is not much 
literature that specifically addresses the link between LIS and IL. It 
requires that LIS and IL have a complementary relation. While LIS 
focuses on how to retrieve, organize, and simplify massive datasets 
(Jin & Bouthillier, 2012), IL emphasizes “learn how to learn.” The 
concept of LIS focuses on the physical arrangement of information, 
to learn to access and use information sources (Foster, 2006). In 
addition, LIS concentrates more on the format and properties of 
information, and IL focuses on the content of information to solve 
a problem. However, the knowledge and skills of LIS professionals 
on seeking and evaluating information may play a very active role in 
the IL field. Where LIS uses information from stable resources with 
structured form, IL copes with information from structured and 
unstructured forms. Due to a complementary relation, IL can play an 
active role to expand LIS into nontraditional areas, but it cannot be 
considered as the foundations of information literacy because when 
“one has no access to libraries or text, information literacy may not 
only be an unattainable goal, it may be deemed irrelevant at this 
time” (Moore, 2002).

Hence, we may say that LIS can serve as an introduction to IL and 
IL completes LIS in a way of information use. IL should be treated as 
a new lens of traditional LIS because core IL skills would be essential 
for future information professionals. Therefore, LIS and IL could have 
an interactive relationship if they come together well.

The features and characteristics listed in Table 3.1 depict the LIS 
discipline as a novel area to develop information literate librarians and 
IPs. This study will contribute toward the development of informa-
tion literate librarians and IPs into the LIS discipline.
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Table 3.1  Characteristics of LIS in Comparison with IL Competencies
Information literacy 
competencies Library and Information Science

Determining 
information needs

Main concern of LIS is to deal with information needs 
of their users (Carr, 2003; Gerolimos & Konsta, 
2008; Jin & Bouthillier, 2012; Juznic & Urbanija, 
2003)

Locating information Focus of LIS is in finding information (Borup Larsen, 
Kajberg, & Lørring, 2005; Fisher, 2004; Gorman, 
2003; Juznic & Urbanija, 2003; Virkus, 2003; 
Wittwer, 2001)

Evaluating  
information

The important element of classification, abstracting, 
and indexing process is to understand the content; 
obviously they are evaluating activity (Jin & 
Bouthillier, 2012; Koltay, 2007)

Using information 
ethically

Information ethics, copyrights, and licenses are 
important aspects of education and practice in 
library and information science (ALA, 2008; Wu & 
Chiu, 2011)

Using information 
for specific 
purpose

LIS is a knowledge-producing field (Hjørland, 2000)
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CHAPTER 4

Managing Higher-Order 
Thinking Skills
4.1 � INTRODUCTION

Librarians have been criticized for being merely practitioners with no 
basis in theory, evidence, or data for the decisions that are made about 
library programs and services. Several things are helping to change 
this situation. One factor is the demand for accountability being felt 
by colleges and universities, which has created a more data-driven 
environment. Another is the ready availability of data (more difficult 
to obtain in the past). For example, libraries now have access to usage 
statistics about the collection that were previously difficult to procure 
and compile. Spreadsheets and other software allow easy manipula-
tion of data, including budget data for projections and scenario build-
ing. Moreover, academic librarians are becoming more scholarly, 
more comfortable with qualitative and quantitative data, as well as 
more user oriented as a part of being accountable. This environment 
of analysis and assessment is one in which higher-order thinking skills 
are essential, and are an essential element of management and 
administration.

Higher-order thinking skills are those in the three highest levels of 
Bloom’s taxonomy. The taxonomy was created in 1956 and is a  
classification of the objectives of education. The levels include knowl-
edge, comprehension, application, analysis, synthesis, and evaluation, 
with the last three being the higher-order skills. Bloom separates 
learning into three domains: cognitive, affective, and psychomotor, ie, 
knowing, feeling, and doing. Bloom’s taxonomy provides a frame-
work for encouraging higher-order thinking in library users, particu-
larly as part of information literacy programs, in which critical 
thinking is an essential component of instruction. Higher-order 
thinking is also crucial in the actions of librarians and library staff. 
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The elements of higher-order thinking in library administration and 
library operations include critical thinking, but also spatial and math-
ematical reasoning, multiple literacies including computer literacy 
and the ability to gather and manipulate data. Emotional intelligence 
is part of “affective” learning and is an important element in library 
administration. This chapter presents the use of higher-order thinking 
skills in programs for library users, such as information literacy, and 
also in the management of library programs and services.

Since libraries are learning organizations, it is reasonable to think 
that they are also organizations that value and practice higher-order 
thinking skills, including critical thinking. Academic libraries have 
instruction programs that teach information literacy. Information lit-
eracy is closely related to critical thinking, and information literacy 
programs try to teach students to approach information resources 
critically. Beyond these instruction programs, however, libraries need 
all employees to acquire and use higher-order thinking skills to plan 
and carry out programs and services, to handle budgets, hire and 
supervise, work with faculty and administrators on campus, and so on.

Line (2005) is critical of librarians’ reaction, or lack of it, to the 
rapidly changing social and educational environment. Hazen (2011) 
sees this inability to understand and react as a product of a lack of a 
community of practice and social inclusiveness. He recommends 
finding appropriate partners for collaboration and then assessing 
programs and communicating their value.

Academic librarians help develop higher-order thinking skills in 
university students because their mission statement is to organize the 
resources for inquiry-based learning. Information literacy is a central 
concept of academic librarianship and higher-order thinking skills are 
at the core of information literacy. Teaching faculty can help integrate 
information literacy skills into the curriculum. Saunders (2009) found 
support for moving from a focus on information retrieval skills to the 
more complex, transferable areas of information literacy. The move 
from bibliographic instruction to information literacy is a compli-
cated transition. Foo et al. (2002) observe that librarians’ strong foun-
dation in information needs and information-seeking behavior can 
be broadened to include other research skills.
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Higher-order thinking skills in students are obviously connected 
to academic success. Noncognitive, psychosocial variables are also 
factors in success and librarians must be aware of these, including 
things like gender and race. Understanding noncognitive factors of 
performance require what Montiel-Overall (2009) calls “cultural 
competence.” She states further that “there is a critical need to develop 
cultural competence among LIS professionals to address social, 
linguistic, and academic needs of culturally diverse individuals who 
represent a population most in need of library services” (199). 
Montiel-Overall identifies three domains in which cultural compe-
tence is developed: cognitive, interpersonal, and environmental. Man-
aging higher-order thinking skills as part of information literacy 
instruction requires paying attention to differences. The National 
Committee of Inquiry into Higher Education Summary Report 
(1997) emphasizes support for lifelong learning. Cooke et al. (2011) 
evaluated the impact of academic liaison librarians on their user com-
munities. The authors found that faculty were not aware of the many 
skills that the librarians possessed, including in-depth subject knowl-
edge, IT skills, and communication skills.

4.2 � INFORMATION LITERACY

Information literacy is the foundation of lifelong learning. Informa-
tion literacy helps people use and understand multiple literacies, and 
contributes to cultural competence and the use of higher-order 
thinking skills. One important higher-order thinking skill is evalua-
tion. Information literacy includes the ability to select the most 
appropriate information from the vast amount that is available. Mac-
Donald (2004) emphasizes the role librarians have in choosing and 
evaluating information.

There is a great deal of literature on information literacy and on 
the importance of higher-order thinking skills. Krathwohl (2002) dis-
cusses the revision of Bloom’s taxonomy, including differences 
between the original and revised versions. Mayer (2002) describes 
new psychological research that serves as an updated guide to the use 
of Bloom’s taxonomy. Hills (2004) explores quality in education, 
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including the use of Bloom’s taxonomy and its use in college writing 
and literacy tutoring. Zohar and Dori (2003) look at research that 
shows that both high- and low-achieving students can benefit from 
being taught to use higher-order thinking skills. Brierton (2012) dis-
cusses research that demonstrates employers’ need for workers who 
have higher-order thinking skills and are therefore flexible and able to 
learn new things quickly. The author explores the development of 
these skills through the use of synchronous and asynchronous discus-
sion boards. Asynchronous discussion provides more opportunity for 
reflection and was found to be more useful in developing higher-
level skills. Williams (2003) “presents a framework of the five R’s: 
relevance, richness, relatedness, rigor, and recursiveness.” This frame-
work can be used in K–12 instruction to encourage critical and cre-
ative thinking. Marlow and Inman (1992) look at the perceptions of 
teachers regarding higher-order thinking skills, using a pre- and post-
test during “a workshop emphasizing active involvement in develop-
ing and using activities to encourage improvement and expansion of 
thinking skills in children.” Cousins and Ross (1993) explore using 
computers to improve correlational reasoning, including comparing 
task-based and general software and looking at students’ background 
and attitudes. Berger (2006) discusses new media literacies, which 
include “Distributed Cognition—the ability to interact meaningfully 
with tools that expand mental capacities.” Anderson (2005) describes 
the revision of Bloom’s taxonomy by eight educators from 1995 to 
2000. They produced the “Taxonomy Table,” with categories: 
Remember, Understand, Apply, Analyze, Evaluate, and Create, and 
the four types of knowledge: Factual, Conceptual, Procedural, and 
Metacognitive.

A number of authors explore of higher-order thinking skills in 
various academic disciplines. Sheldon (2005) looks for higher-order 
thinking skills among students of music education, finding that the 
curriculum can be successful in inculcating these skills. Narayanan 
and Adithan (2012) investigate the use of Bloom’s taxonomy to foster 
higher-order thinking in engineering students. Steer and McConnell 
(2008) examine undergraduate courses in geology as a way to teach 
higher-order thinking skills, including “quantitative skills, developing 
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a conceptual understanding and using scientific principles, and 
increasing the ability to think critically.” Oliver and Dobele (2007) 
explore the use of Bloom’s taxonomy in the cognitive aspect of assess-
ment tasks in first-year computer science tasks, including designing 
courses with a “Bloom rating.” Fletcher, Flahive, Ford, and Fletcher 
(2010) look at physical geology textbooks and the need to integrate 
critical thinking and other higher-order thinking skills, including 
Bloom’s taxonomy. There were four strategies for integration: inclu-
sion of learning objectives, testing of “knowledge, comprehension, 
and analysis,” organization of chapters into two-page sections with 
queries at the end of each, and use of artwork that accompanies 
questions based on all six levels of Bloom’s taxonomy. Madhuri, 
Kantamreddi, and Prakash Goteti (2012) describe research in a first-year 
chemical engineering course that explored the role of active learning 
in encouraging higher-order thinking.

Teachers in primary, secondary, and higher education settings have 
created curricula that emphasize higher-order thinking. Ma (2009) 
found a positive correlation between the quality of the collaborative 
learning process and the level of cognitive skills employed. Ying Chau 
(2006) describes a tutorial designed to foster higher-order thinking 
through the use of multiple learning styles and multiple intelligences. 
Polly (2011) looks at the overlap between higher-order thinking skills 
and “a set of knowledge components referred to as Technological, 
Pedagogical, and Content Knowledge (TPACK).” Torff (2003) studies 
teachers’ use of higher-order thinking skills, finding that more-
experienced teachers depended less on curricular content and more 
on higher-order thinking skills. Thomas, Davis, and Kazlauskas (2007) 
advocate the use of “scaffolding” to develop critical thinking and 
metacognitive skills. Nichols (2010) focuses on higher-order thinking 
skills in distance education and the need to incorporate activities that 
build and assess these skills.

Academic librarians have a strong role in collaborating with fac-
ulty on information literacy and higher-order thinking. Ellis and 
Whatley (2008) explore research by undergraduates and the need for 
librarians to support the skills needed for this research by providing 
instruction in critical thinking as part of information literacy 
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instruction. Bodi (1988) looks at bibliographic or library instruction 
as a way to encourage critical thinking. Dintrone (1989) discusses 
critical thinking and library instruction, including K–12 and higher 
education. Whitmire (1998) explored the development of critical 
thinking skills in undergraduates. Factors leading to success include 
“focused academic library activities” as well as interaction with fac-
ulty and active learning activities. Rao, Cameron, and Gaskin-Noel 
(2009) discuss online information literacy courses and the redesign of 
one course to incorporate “critical thinking, information literacy, 
critical reading, quantitative reasoning, and writing.” Taylor (2008) 
investigates using library instruction to teach critical thinking, using a 
vocabulary-building activity with business students. Samson (2010) 
used the ACRL information literacy competency standards to assess 
information literacy in first-year and capstone students. The findings 
indicated significant differences between the two groups. Weiner 
(2011) explores the similarities and differences between critical think-
ing and information literacy. Weiner did a content analysis of litera-
ture from education, library science, and health science, finding that 
information literacy was involved with all Bloom’s cognitive func-
tions. This finding suggests that information literacy instruction could 
be powerful in teaching the concepts in Bloom’s taxonomy and 
improving higher-order thinking skills. Johnson, Lindsay, and Walter 
(2008) also explored the relationship between critical thinking and 
information literacy. Librarians participated in a first-year experience 
program that encouraged critical thinking, resulting in more involve-
ment on campus for library information literacy efforts. Gilbert 
(2009) describes a pilot program to “measure the effects of a multiple 
library instruction session module on students’ research skills in the 
first semester.” The results showed that students who had received this 
instruction had greater confidence and greater use of library resources. 
Aydelott (2007) discusses the construction of an interactive informa-
tion literacy tutorial that was based on ACRL’s Information Literacy 
Competency Standards for Science and Engineering/Technology. 
The tutorial includes critical thinking and can be used as part of a 
for-credit course and as a standalone resource. Mathson and Lorenzen 
(2008) describe an information literacy course taught by librarians, 
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which incorporates critical thinking skills. The course is a one-credit, 
eight-week course that teaches evaluation of Website authority and 
reliability. The success of the course has been measured with pre- and 
posttest self-assessments by students. Oakleaf (2009) presents the 
“Information Literacy Instruction Assessment Cycle (ILIAC),” which 
“encourages librarians to articulate learning outcomes clearly, analyze 
them meaningfully, celebrate learning achievements, and diagnose 
problem areas.”

Assessment is an essential part of the culture of accountability and 
crucial to information literacy instruction. Benjamin (2008) advises 
higher education institutions to conduct assessments of higher-order 
thinking skills as the “key aims of instruction” as a way to develop 
effective pedagogy. Milner-Bolotin and Nashon (2012) discuss visual-
spatial literacy and its relationship to higher-order thinking skills. 
They describe instruction in visual-spatial literacy in the biology cur-
riculum as a way of promoting higher-order thinking skills. Pena and 
Almaguer (2012) describe the use of a rubric that evaluated higher-
order thinking in assessing written reflections on learning theory by 
first-semester teacher education students. Most students reached a 
level of four “on a scale of 1–6 with 1 being recall and 6 being syn-
thesis.” Hopson, Simms, and Knezek (2001) found that a technology-
rich classroom had a beneficial effect on the development of 
higher-order thinking skills in fifth-grade students.

Menchaca (2012) explores the relationship between social net-
working and learning, including the “consequences of personaliza-
tion associated with such tools on research, critical thinking, and 
information literacy.” Kirton, Barham, and Brady (2008) report on 
research on the use of critical thinking skills in information literacy 
instruction in academic and government libraries.

4.3 � CRITICAL THINKING IN LIBRARY ORGANIZATIONS

While information literacy instruction is a core service that includes 
instruction in higher-order thinking skills, these skills are clearly 
essential as an aspect of library administration and management. 
Glynn (2006) describes the use of evidence-based librarianship (EBL) 
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and one of its most important aspects, “critical appraisal.” EBL can be 
a tool in research design but also an approach to critical thinking and 
higher-order thinking within the library organization. Somerville 
and Brar (2009) used EBL to reengineer user experience in an aca-
demic library. This was a collaborative activity among librarians, 
teaching faculty, and students. Promís (2008) looks at emotional intel-
ligence in academic librarians, examining job advertisements for “soft 
skills” that include many higher-order thinking skills. Booth (2006) 
looks at EBL and its origins in evidence-based practice in health care. 
The author proposes a conceptual framework for asking questions 
leading to EBL. The “SPICE” model asks, “Setting – where? Perspective 
– for whom? Intervention – what? Comparison – compared with 
what? Evaluation – with what result?” Greenwood and Cleeve (2008) 
propose an EBL model for public libraries. The authors see this 
approach as a way to use data in planning and decision-making pro-
cess, which requires staff to acquire the skills to gather and interpret 
data. Eldredge (2006) describes the EBL approach and its origins in 
health sciences and health sciences librarianship, including “formulat-
ing answerable questions” and collecting data to answer them. Baker 
(2006) describes a study in which academic librarians used EBL to 
improve their information literacy program for freshmen, looking at 
it over an eight-year period. Blake and Ballance (2013) describe a 
seminar in evidence-based practice collaboratively designed by librar-
ians and nurses, emphasizing “analysis of the literature, institutional 
models of practice change, and the importance of patient roles in 
guideline development.” Bayley, Ferrell, and Mckinnell (2009) discuss 
a review of library operations done at McMaster University, the 
“birthplace of evidence-based practice.” The review of operations was 
a step toward implementing EBL. Given (2006) discusses the role of 
qualitative research in EBL. Qualitative research provides important 
data that is just as essential as quantitative information. Koufogianna-
kis and Crumley (2006) look at the use of research to aid decision-
making in libraries, including the general need “to establish a solid 
evidence base within our profession.”

Perrault and Dixon (2007) describe a collection assessment effort that 
collected data to be used to improve library programs and services. Cody 
(2006) explores the difference between acquiring information and 
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processing that information. The author emphasizes the need for librar-
ians to add context to the information, an aspect of critical thinking. 
Gannon-Leary (2006) describes the UK initiative “Framework for 
MultiAgency Environments (FAME)” focusing on how “professionals 
and practitioners ... accessed and used information” and finding a need 
for more IT skills. Moreillon, Luhtala, and Russo (2011) look at resources 
for encouraging critical thinking and other higher-order thinking skills 
that are provided for teachers by the school library in a high school. 
Moran (2008) speaks to the need for systems thinking rather than 
“straight line thinking” in library planning and problem-solving.

Rahimi and Damirchi (2011) discuss Gardner’s theory of multiple 
intelligences, which includes “linguistic intelligence, logical intelli-
gence, spatial intelligence, bodily intelligence, musical intelligence, 
interpersonal intelligence, intrapersonal intelligence and naturalistic 
intelligence.” Rahimi and Damirchi look at the relationship to critical 
thinking in an academic library.

Miller (2011) discusses the idea of “intelligent libraries,” achieved 
through the use of higher-order thinking skills, multiple intelligences, 
and other similar models. Porter (2010) discusses the use of emotional 
intelligence in library administration. The author describes the role of 
emotional intelligence in “communication, trust, interpersonal relations, 
and crisis management.” Smith (2006) uses the idea of multiple intel-
ligences to explore the problems faced by people of different cultural 
backgrounds when accessing digital library resources. Hernon and 
Rossiter (2006) define emotional intelligence, which includes 
“self-management and managing relationships with others” and 
discuss its use and value in leadership. Kreitz (2009) investigates 
emotional intelligence as a characteristic of library directors and 
senior managers at members of the Association of Research Libraries 
(ARL) in the Western United States.

4.4 � HIGHER-ORDER THINKING SKILLS IN ACADEMIC 
LIBRARIES

As the preceding review of recent research demonstrates, higher edu-
cation in general, and academic libraries in particular, are deeply 
interested and deeply involved in teaching students to use 
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higher-order thinking skills as the road to lifelong learning. At their 
most effective, they are also using these higher-order skills as the 
foundation for creating and assessing programs and services that help 
carry out the institutional mission. What must managers do to create 
continuing success in these areas?

As with the learning organization, the first step is to create a shared 
understanding of the significance of higher-order thinking skills. This 
requires managers to encourage and reward independent thought, open 
discussion, and dissent. To support a lively intellectual environment, it is 
also necessary to provide the education and training necessary to for-
mulate questions and then gather and interpret data to provide answers 
to those questions. Librarians and library staff must have appropriate 
expertise in qualitative and quantitative research methods, which will 
allow them to be comfortable with data-driven decision-making.

Higher-order thinking skills demand an organization that embraces 
diversity. That diversity should include things like gender and ethnic-
ity as well as diversity of thought, strengths, learning styles, and intel-
ligences. In addition to employees strong in mathematical reasoning, 
verbal skills, and analytical ability, academic libraries should prize 
emotional intelligence and the cultural competence it implies.

The use of higher-order thinking skills, multiple intelligences, and 
cultural competency can be a foundation for EBL, a data-driven cul-
ture of assessment that creates library programs based on information 
based on user needs and behaviors. That approach is valid for every 
area of the library:
	•	� Library administration sets the tone for the EBL environment by 

gathering and using data, and interpreting it with wisdom and 
expertise in the decision-making process. Statistics and other data 
from all library services is obviously useful to library administra-
tors. That includes usage data, as well as human resources informa-
tion, and data on funding, budgets, and expenditures. Administrators 
also work with others on campus to understand new initiatives, 
budget issues, strategic plans, and so on. They also work with 
donors and foundations as part of the larger community.

	•	� Library user services, including borrowing, lending, document 
delivery, and so on, must use data to help decide on access policies. 
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These data include qualitative and quantitative information about 
the use of the collection and the building. Important data include 
circulation statistics, interlibrary loan requests, in-house circula-
tion, and information on use of electronic resources. Other impor-
tant data include examining access policies from other libraries.

	•	� Public services such as reference and instruction must also be 
informed by user needs and behaviors, as well as by studies that 
advise on how to teach users to evaluate information, an essential 
higher-order thinking skill that is important for lifelong learning. 
Useful data for reference and instruction services include focus 
groups, questionnaires, and other user studies; statistical data on 
use of the collection; and analysis of requests for instruction, refer-
ence interactions, and modes of reference and instruction (in per-
son, phone, online, chat, etc.).

	•	� Collection development must be influenced by various kinds of 
data, including tracking funds, but also requests from users, collec-
tion use statistics, comparisons with other libraries, and informa-
tion from vendors and publishers.

	•	� Acquisitions also uses fund data and information from vendors 
and publishers. In addition, all the technical services need work-
load and productivity data to create the most efficient and best 
value-added processes.

	•	� Cataloging (including processing, authority control, and database 
maintenance) uses workload and productivity statistics, but also 
database reports that help create better access, and various kinds of 
documentation and training material, and information from stan-
dards organizations (such as the creators of cataloging and encod-
ing standards).

	•	� Areas such as special collections, institutional repositories, digital 
initiatives, and so on rely on workload and usage data like other 
areas, but also on information gained from working with scholars 
and researchers on campus and elsewhere, as well as donors and 
collectors.
All the information gathered and used by an academic library 

requires the higher-order thinking skills of analysis and critical evalu-
ation. The “analysis, synthesis, and evaluation” of information can lead 
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to an evidence-based and accountable form of librarianship that uses 
qualitative and quantitative data thoughtfully. The cognitive, affective, 
and psychomotor domains are all essential to this EBL environment. 
Academic librarians must think, and think critically. They must feel—
using multiple intelligences, including emotional intelligence to 
understand the needs of employees and library patrons. They must 
also do. Librarians may be best at doing, but it is the third step in the 
triad. First think, then feel. Analyze, synthesize, and evaluate, and then 
do, including teaching those higher-order skills to others.



41

Managing Academic Libraries
ISBN 978-1-84334-621-0
http://dx.doi.org/10.1016/B978-1-84334-621-0.00005-4

© Elsevier Ltd, 2017.
Published by Elsevier Ltd.

All rights reserved.

CHAPTER 5

Managing and Marketing 
Resources
5.1 � INTRODUCTION

Libraries began to hear about the need to do marketing in the 1980s 
and 1990s. It was a period that followed budget retrenchments of the 
1970s, and a time when librarians began to realize that libraries were 
not universally regarded as something positive and valuable, organiza-
tions playing an essential function, and needing resources. Librarians 
awoke to the fact that funding agencies, governing bodies, elected 
officials, and institutional administrators did not necessarily under-
stand what libraries and librarians do, and what they can provide in 
the way of access to resources and instruction in using them. In the 
mid-to-late 1990s, the emergence of the Internet had two competing 
effects: it allowed more-sophisticated and varied approaches to mar-
keting, and it presented a new marketing challenge: the idea that 
“everything is on the Internet” and, moreover, that it is “free on the 
Internet.”

While there was resistance to the idea of marketing in the past, it 
is now generally well accepted that all organizations—public, private, 
for-profit, and nonprofit—must market themselves in order to com-
municate with users about what they have to offer. That includes 
publicity, outreach, and creating a feedback loop that seeks informa-
tion from users about how to enhance and improve services.

During the last 30 years, universities have become sophisticated at 
marketing. They use marketing techniques to reach and recruit poten-
tial students. Those techniques are based on knowledge of the poten-
tial student population, the institution’s strengths, the strengths and 
marketing techniques of other colleges and universities, the economic 
environment, and the trends and predictions regarding education, 
communication, demographics, and other important factors. Universities 
have become more internally entrepreneurial, and departments and 
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programs have learned to market themselves to compete for funding 
and students. Grant writing can even be seen as a form of marketing, 
in which teams and individuals make the case for their ability to carry 
out a project successfully.

All this means that library administrators and managers must 
understand the need for marketing, commit themselves and their 
organizations to do it, and know how to carry it out. A marketing 
culture is today as necessary as a culture of assessment, accountability, 
or learning in an academic library. Assuming that there is understand-
ing of the need and commitment to carry out a marketing program, 
what are the steps in creating and managing one?

Marketing starts with knowledge of what the organization has to 
offer, and knowledge of the audience(s) for the organization’s pro-
grams and services. After those things are accounted for, the library 
can choose tools for marketing and create its marketing and outreach 
service.

5.2 � PROGRAM, SERVICE, AND AUDIENCE

What does an academic library offer students, faculty, and other users? 
Traditionally, the library offered a collection of books and other 
resources. Today’s academic library still offers a collection, but more 
accurately offers discovery of resources and access to them. Academic 
libraries may market a number of different things:
	•	� Access to thousands of electronic resources, including databases, 

scholarly journals, and reference tools;
	•	� 24/7 access to electronic resources and reference help;
	•	� Access to a substantial print and multimedia collection;
	•	� Access to special collections and archives material in physical and 

digital formats;
	•	� Quick access to material at other institutions through interlibrary 

loan;
	•	� Liaison librarians to do reference, instruction, and collection 

development in a variety of subject areas;
	•	� Embedded librarians, who work with teaching departments, with 

departmental office hours, and/or participation in teaching;
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	•	� Document delivery services;
	•	� An institutional repository;
	•	� Data curation services;
	•	� Opportunities to work with the library on creation of digital 

archives of research material.
These are just a few of the most frequently encountered academic 

library activities. Who is our audience?
	•	� Current and potential undergraduate and graduate students;
	•	� Current and potential faculty;
	•	� Our own librarians and library staff;
	•	� University administrators;
	•	� Other governing and funding bodies;
	•	� The people of the city or state where we reside;
	•	� Alumni of the institution;
	•	� Scholars at other institutions;
	•	� Consortia partners.

Each of these activities and each audience might benefit from a 
different approach. Governing bodies and funding agencies want to 
see accountability and good stewardship. Students want easily discov-
erable and usable resources and help when they need it. Faculty want 
a strong collection for research and teaching. Some of these groups 
may not “want” the things that would greatly benefit them.

5.3 � MANAGING MARKETING

The first step for managers and administrators is to assign responsibil-
ity for marketing. The responsibility should be assigned to every 
library employee. Every employee has the responsibility of being an 
ambassador for the library. That includes frontline public services 
employees who have daily interactions with students and faculty. It 
includes librarians and administrators in their campus activities, when 
they encounter other faculty and administrators at committee meet-
ings. It includes technical services employees who encounter a stu-
dent looking lost in the hallway and stop to give directions or other 
assistance. Beyond these direct encounters, there is a marketing ele-
ment to every decision and activity. Cataloging decisions and policies, 
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circulation policies, collection development, design of references and 
instruction, all have a marketing component: what is the user model 
being employed and how is it being matched?

In assigning marketing responsibility to everyone, it is assumed 
that there is a marketing plan whose principles and guidelines are 
built into every library activity. Activities that are simply and specifi-
cally marketing, outreach, and communication should be the respon-
sibility of one person (plus that person’s staff), whether it is a marketing 
coordinator or part of the assignment of another appropriate person, 
such as an associate dean or associate director.

A marketing plan stems from the library mission and strategic plan, 
and requires an understanding of priorities on campus, funding 
sources, and the nature and needs of user communities. Marketing 
consists of assessing user needs and creating demand through public-
ity. It includes a feedback loop that is used for improving services and 
providing new ones. Marketing methods and channels include:
	•	� Social media
		� Most libraries use Facebook and Twitter. They may currently be 

the most effective means of quick and far-reaching communica-
tion. They can be used to announce events, encourage use of ser-
vices, and generally be a constant and noticeable presence.

	•	� Library Website
		� It is hard to remember the time when libraries and other organi-

zations did not have a Web presence. Along with Facebook and 
Twitter, the library Website is a prominent means of interacting 
and providing information to students, potential students, faculty, 
and others.

	•	� Alumni association
		� Alumni groups are used to working with colleges and depart-

ments on marketing and fundraising for the institution. Increas-
ingly, libraries are becoming aware of the power of alumni to 
strengthen outreach to the community for fundraising and for 
understanding of the resources and programs that the library 
offers. Some institutions offer access to library resources (such 
as full-text databases) as an incentive for joining the alumni 
association.
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	•	� Student government
		� Student government organizations offer an excellent opportunity 

for outreach to students regarding changes in service, funding 
issues, and creating support for the library.

	•	� Presence at student recruitment events
		� Colleges and universities routinely hold events to help recruit new 

students. The library should have a presence at these events, and 
the strength and excellence of the library should be considered a 
factor in attracting students to an institution.

	•	� “Elevator speech”
		� Since every college or university employee is an ambassador for 

the institution, the “elevator speech” refers to the idea that employ-
ees should be prepared to speak succinctly and positively about 
new and exciting developments and activities should they find 
themselves in an elevator with a member of the state legislator, a 
potential donor, etc.

5.4 � ELEMENTS OF MARKETING

The literature of library marketing and outreach is vast and varied. 
There is a great deal of literature that makes the case for marketing, 
and offers definitions, general advice, and examples of approaches. 
Begum (2003) states that academic libraries “deliver products person-
ally to the customer” (p. 1). Lowry (2005) urges academic libraries to 
be “ubiquitous” in meeting user needs.

Duke and Tucker (2007) urge libraries to develop a library mar-
keting plan as a part of strategic planning. They give step-by-step 
instructions on developing such a plan. Estall and Stephens (2011) 
look at attitudes toward marketing of employees in academic libraries 
in the United Kingdom. Staff completed surveys and interviews that 
revealed that staff felt positive toward marketing while being uncer-
tain about how to go about it. Galston, Kelsen Huber, Johnson, and 
Long (2012) argue that the need for demonstrating value goes beyond 
physical and virtual space, programming, outreach, and materials. 
Fourie and Ball (2012) discuss the need to market library resources 
and services and describe a marketing project that used social media, 
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competitions, and prizes. Frumkin and Reese (2011) explore ways to 
market academic libraries as organizations that deliver information 
rather than as collections of resources. Germano (2010) recommends 
effective marketing as a way to strengthen the position of libraries in 
times of economic crisis. Recommendations include focusing on 
specific populations and creating a compelling narrative. Alansari 
(2013) surveyed academic library public relations efforts. The study 
found a commitment to public relations among the survey popula-
tion but a lack of commitment to hiring staff to carry out this func-
tion. Alire (2007) introduces the idea of word-of-mouth marketing 
for academic libraries, including a success story of this kind of mar-
keting campaign. Jamali, Moshabaki, Aramoon, and Alimohammadi 
(2013) investigate ways that libraries can establish and maintain rela-
tionships with users in a virtual environment. A questionnaire  
collected information on factors used in customer relationship man-
agement. James-Gilboe (2010) summarizes a study by ProQuest on 
academic library marketing, including best practices for libraries. Jaya-
sundara, Ngulube, and Minishi-Majanja (2009) investigated the ele-
ments of service quality for libraries in Sri Lanka. Responsiveness, 
supportiveness, physical infrastructure, collection and access, technol-
ogy, Web presence, and delivery of service were discovered to be 
among the dimensions of quality that can lead to user satisfaction. 
Sarjeant-Jenkins (2012) argue for academic library marketing as a 
means of securing adequate funding and making the best use of 
library spaces. Shafique (2009) explores “third-party theory,” which 
views marketing as involving users, librarians, and administrators. 
Smith (2011) recommends that marketing activities be part of library 
strategic planning and that libraries have a permanent marketing 
committee. Spalding and Wang (2006) explore the value of marketing 
in academic libraries and its implementation in US libraries, finding 
that marketing helps libraries understand the needs and motives of 
faculty, students, and administrators.

A large body of literature explores specific library marketing efforts 
and techniques, particularly marketing for reference and similar ser-
vices. Aguilar, Keating, Schadl, and Van Reenen (2011) describe efforts 
to expand reference services in expanded locations and a virtual 
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environment, in an effort to “meet users where they are.” Brown and 
Sen (2010) explore the use of a prospectus for undergraduate students 
as a marketing tool for academic libraries. A content analysis showed 
that the content of the prospectus regarding the library was a positive 
factor in students’ decision making. Henry, Vardeman, and Syma 
(2012) discuss innovative ways to market reference services, including 
QR codes, videos, and roving reference. The videos and roving refer-
ence have been successful, but students have not adopted QR codes. 
Jones, McCandless, Kiblinger, Giles, and McCabe (2011) used the 
observations of frontline staff to make simple changes that improved 
marketing of library services. Changes included book displays that 
increased circulation and browsing. MacDonald, van Duinkerken, and 
Stephens (2008) discuss a marketing campaign to promote virtual 
reference service, including its design and implementation. Rudin 
(2008) reviews the history and current state of the outreach model of 
reference services, looking at roving and embedded librarianship as a 
means to deliver reference services. Sharman and Walsh (2012) 
describe a “roving librarian” project carried out at a UK university, 
which facilitated encounters on campus where students and faculty 
could receive help with library resources. Duke, MacDonald, and 
Trimble (2009) describe a project in which the library collaborated 
with business students to explore ways to market reference services. 
Torabi (2011) explores marketing techniques for ebooks, in a qualita-
tive study that interviewed librarians and users. The study found an 
array of marketing techniques, including use of the library Website 
and creation of recommendation lists. Vasileiou and Rowley (2011) 
found a lack of focus in library marketing of ebooks and recommend 
a strategic approach to publicizing the availability of these materials. 
Williams and Peters (2012) describe the creation of a video to market 
a mobile search application.

The use of Facebook and other social media is being widely inves-
tigated as a channel for library marketing. Carter and Seaman (2011) 
discuss a study of more than 100 academic libraries that surveyed 
their outreach and marketing activities, finding the use of campus and 
library events along with blogs and other social media. Ayu and 
Abrizah (2011) look at the use of Facebook among academic libraries 
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in Malaysia including the extent of use and the content of pages. 
Chan (2012) investigates the effectiveness of ways of using Facebook 
as a marketing tool for academic libraries, finding the use of the social 
aspect of Facebook most effective. Foster, Wilson, Allensworth, and 
Sands (2010) describe efforts to market LibGuides in an academic 
library. The guides were marketed using Facebook, Twitter, blogging, 
and email. The marketing had a significant impact, and email was 
found to be the method that has a measurable impact. Xia (2009) 
explores the use of Facebook groups for library marketing. The results 
of a study showed that these groups should be designed to reach fac-
ulty as well as students. Vucovich, Gordon, Mitchell, and Ennis (2013) 
analyzed library use of social media to understand how these market-
ing efforts were being received and used. O’Connor and Lundstrom 
(2011) look at the use of social media to market library services to 
students, using marketing concepts such as “customer and competitor 
assessment, market segmentation, identification of target behaviors, 
and the design and delivery of intervention techniques to alter those 
behaviors.”

Many authors discuss general academic library marketing 
approaches, including their relationship to strategic planning. Empey 
and Black (2005) discuss a marketing campaign at an academic library 
based on the “@ your library” concept. The campaign used multiple 
channels to portray the library as “the beating heart of the university.” 
Lorenzen (2010) explores academic library fundraising. Development 
officers were surveyed. Identifying potential donors was cited as the 
most important elements in successful fundraising. Donors can be 
identified and attracted through library special events. Nunn and 
Ruane (2011) describe the challenging marketing environment pre-
sented by increasing numbers of part-time and distance students, and 
techniques such as “partnering with marketing courses, roving refer-
ence, and highlighting staff expertise to raise awareness among users.” 
Nwezeh (2010) explored awareness of library services among stu-
dents at a Nigerian university. A questionnaire revealed that many 
students lack awareness of library resources and how to use them. 
Robinson (2012) discusses Peter Drucker’s theory of marketing and 
its application to strategic planning and innovation in libraries, 
emphasizing understanding who customers are and what they need. 
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Madhusudhan (2008) discusses marketing issues in an environment in 
which library users pay membership fees. Maloney (2012) describes 
the use of displays to promote diversity and build relationships on 
campus. Marketing Electronic Resources to Distance Students: A Multi-
pronged Approach (2007) investigates the needs of distance students, 
recommending an approach that includes “direct e-mail, a well-
designed Website, work with faculty to embed a staged approach to 
developing students’ knowledge of resources.” Seeholzer (2011) 
describes the use of social events in the library as a means of market-
ing the library to students, including questions such as the role of 
these events in the library mission and the ability of social events to 
attract students to core library services. Martin (2012) discusses 
streaming video as a marketing method. Academic librarians reached 
out to faculty in this way and were successful in their efforts. Harris 
and Weller (2012) explore outreach for special collections librarians, 
discussing ways to raise awareness of these materials, including digiti-
zation, electronic finding aids, and collaboration with faculty. Stroth-
mann and Antell (2010) explore ways of outreach and marketing to 
students in campus locations such as residence halls, including one 
librarian who lived in a residence hall as faculty-in-residence. These 
initiatives are in response to the fact that users can access library 
resources without going to the library. Thinking Outside of the Library 
Box: The Library Communication Manager (2007) discusses marketing of 
library electronic resources and the evolution of marketing in one 
library from a decentralized approach to the creation of a library 
communications manager position. Lin and Chiu (2012) describe the 
use of “photo-elicitation” as a means of gathering information about 
library “servicescape” design. Adeyemon (2009) discusses outreach 
services, specifically for students who lack technology competencies. 
The outreach services provide students with a “portable skills toolkit” 
that can be used in school, at work, and so on. Cannady, King, and 
Blendinger (2012) look at library outreach to adult learners, who are 
a growing student population. Cummings (2007) discusses efforts to 
expand the outreach aspect of liaison librarianship to create new 
partnerships on campus. Dennis (2012) explores outreach activities 
that can be done without a great deal of budget impact. A survey of 
listservs resulted in reports of successful outreach activities.
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An important aspect of marketing is understanding the needs of dif-
ferent groups and populations of users. Mee (2013) discusses the efforts 
of a library in the United States to market resources to its students in 
international campuses, located in Kosovo, Croatia, and Dubai. Librar-
ians used a variety of appropriate technology to reach these students 
and encourage the use of library resources. Mundava and Gray (2008) 
investigate ways to market library services to international students and 
faculty. Mu (2007) recommends ways of marketing library services to 
Asian students. The findings of a survey indicated that libraries must 
proactively market to Asian students, who may be unfamiliar with 
library resources and services in the United States. Walter (2005) 
explores collaboration between academic libraries and student services 
on outreach to students of color. The study revealed a number of 
opportunities for targeted library programming. Ye (2009) discusses 
library outreach to international students, finding that a review of the 
literature shows a need for a nuanced view that does not view all inter-
national students and student populations identically.

Library Websites are an important marketing tool. A number of 
authors have analyzed library Websites from a marketing point of 
view. Ziaei and Nooshinfard (2012) evaluate Websites of libraries in 
Iran to assess the marketing elements found there. Results show a lack 
of marketing efforts on these sites. Welch (2005) investigates the use 
of the library Website for marketing, including Website content and 
placement of links. Kaba (2011) examined academic library Websites 
of institutions in the United Arab Emirates. The study found that the 
Websites lacked a marketing element, including a lack of live support 
and information on things like copyright. Kaur (2009) investigated 
marketing via library Websites in Malaysia, examining the sites them-
selves and interviewing library managers. It was found that the Web-
sites did not have marketing content.

5.5 � PUTTING IT ALL TOGETHER

For academic library managers and administrators, their own 
experience and the evidence of the literature should make a num-
ber of things clear. The first is that the elements of marketing 
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begin with knowing your programs and services and their value to 
users. The second element is understanding user populations and 
their needs. The third is being willing to “meet users where they 
are” literally and figuratively—to adapt programs to the expressed 
needs of users. Knowing those things also means making a strong 
commitment to communicating about them, creating a two-way 
channel of communication, using multiple methods to communi-
cate, and using a feedback loop that allows programs to evolve as 
user needs change.

How can academic libraries put these elements in place? The steps 
in integrating and managing academic library marketing are:
	•	� Begin with the learning organization that should be a part of aca-

demic library organizational development. Use that concept to 
create a mental model of how the library works: its place in carry-
ing out the organizational mission, its obligation to be a factor in 
recruitment, its knowledge of users and their needs, its use of feed-
back to make programs better, and its continuous communication 
with users to make sure that they are aware of the services avail-
able to them.

	•	� Assign every person in the organization the responsibility of 
knowing the library’s programs well enough to be part of its mar-
keting efforts, with the expectation that they will take any oppor-
tunity to communicate about those programs to others.

	•	� Assign one or more people the more exclusive responsibility of 
managing the library’s communication with users, including cur-
rent and prospective students, faculty, alumni, governing bodies, 
and so on.

	•	� Create a marketing plan that is multifaceted and continuously 
updated.

	•	� Integrate that plan with the library’s strategic planning process.
	•	� Recognize that people in- and outside the institution will not 

have an accurate view of the library’s programs unless there is con-
stant, clear communication about those programs. Library users 
and other stakeholders require continuing communication 
through a variety of channels for them to understand the goals, 
challenges, and accomplishments of the library.
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	•	� Marketing includes publicity, but it also includes user studies, out-
reach efforts, and creating a ubiquitous presence, online, at campus 
events, and in delivering services “where they are,” whether in the 
library, in a residence hall, in a teaching department, or on the 
Web.
Managing marketing is managing relationships. Successful rela-

tionships are reciprocal and require commitment, the ability to listen, 
and an openness to change. This is true of the relationship between a 
library and its users as it is of a personal or professional relationship 
between two people. The idea of marketing in libraries was once 
regarded with dismay and distaste, when it seemed to imply an inap-
propriate commercial relationship. Over the past 30 years, library 
marketing has come to be seen as something essential and appropri-
ate, the building of a relationship that can provide benefits to both 
libraries and their user communities.
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CHAPTER 6

Managing Digital Collections
6.1 � INTRODUCTION

In the current academic library environment, managing information 
is managing digital information. To a great extent, the terms “collec-
tion development” and “collection management” refer to building 
digital collections. They refer to managing the transition from print, 
to print plus online, to an environment where digital collections are 
the default, even though print and other physical media will have a 
place for some time to come. Managing this transition and managing 
digital collections have many aspects: funding, space, equipment, staff-
ing, training, and technology. It means making choices, staying cur-
rent, communicating with users, and collaborating with other libraries, 
other institutions, and others on campus.

Academic libraries are currently engaged in “spaces and services”  
discussions with others on campus, with the goal of creating student- 
centered spaces, academic success facilities (including campus units such 
as writing centers, as well as library reference and instruction activities), 
and spaces for faculty and student research. This means rethinking the 
role of print and other physical collections, and the collection assessment 
activity goes hand in hand with the spaces and services discussion.

Library collections affect every function and department: acquisi-
tion, bibliographic control, access, and use. Libraries are more than 
their collections, and collections are more than the things owned by 
or housed in the library. Nevertheless, the resources chosen by a 
library for its users are one of the central defining services in any 
library. Electronic or digital resources take a number of forms. These 
include commercially produced databases, ejournals, and ebooks, and 
other similar resources, including streaming audio and video and dig-
ital image collections. Other commercial eresources include collec-
tions of digitized primary source material. There are also increasing 
numbers of open-access journals, books, and archives. Another 
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important kind of digital resource is locally produced research mate-
rial and digital archives. Research material includes theses, disserta-
tions, and faculty publications that may be housed in an institutional 
repository. It also includes research data that are preserved in a data 
repository. Other locally created resources include digitized special 
collections material, for example, letters, diaries, images, and other 
materials that pertain to a person, place, or thing.

6.2 � ERESOURCES

Eresources have become common in library collections in the last 
15 years. In the past 10 years, ejournals have become the default for-
mat for journals, and more and more titles are available electronically. 
Ebooks are increasingly common but not yet the default. Libraries 
have adapted their routines to accommodate these eresources. Library 
software has been adapted and created to handle these materials. 
Library catalogs and discovery tools have been optimized for access to 
eresources of all kinds. These resources allow access from anywhere at 
any time and have motivated libraries to create virtual reference ser-
vice since users do not need to go to the library to use them. Ere-
sources are expensive, but libraries have been able to take advantage 
of consortia discounts and to negotiate with vendors in other ways to 
achieve advantageous pricing. Faculty and students in all disciplines, 
but especially in the sciences, have demanded access to ejournals and 
databases.

In the current environment, academic libraries are facing a space 
crunch and are finding other uses for the space occupied by the print 
collection. Access to ejournals is not always stable enough to allow the 
print volumes to be withdrawn, but where there are stable archives, such 
as JSTOR, academic libraries are beginning to withdraw the print ver-
sions of titles. In addition, shared print repositories are being developed, 
so that libraries will be more willing to withdraw print.

6.3 � DIGITAL COLLECTIONS

Academic libraries may potentially have a number of different kinds 
of digital resources. The first is the product of faculty and student 
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research that may reside in a digital repository. These repositories are 
a product of the last 10 years and had their origin in the idea of elec-
tronic theses and dissertations. There are a number of available reposi-
tories, including Digital Commons, D-Space, and others. They 
provide server space and metadata for theses, dissertations, and for 
faculty’s published works, generally a preprint version of journal arti-
cles and other materials. This allows open access to a large amount of 
research material that can be found with a Web search.

Another kind of digital resource is the “digital library,” which may 
include a variety of things, including the institutional repository. Dig-
ital libraries bring together many different types of resources includ-
ing digitized special collections material. While the rise of ejournals 
is somewhat associated with the sciences, a large area of digital library 
resources is digital humanities, which includes archives of primary 
source material in literature, history, and other areas. Digital humani-
ties projects allow scholars to use primary sources without having to 
travel, making these resources available to users who previously would 
never have dreamed of using them. Digital humanities resources can 
be used for textual analysis, linguistic research, and for many other 
kinds of research in a variety of humanities disciplines. Libraries that 
create digital humanities projects may be collaborating with scholars 
on campus and at other institutions. Creating and maintaining these 
resources requires server space, IT support, and people with knowl-
edge of a number of metadata schemes and encoding formats, includ-
ing TEI and XML. There are large grants available for these projects, 
which require skill in applying for grants and carrying out the work 
that is funded.

6.4 � COLLECTION ASSESSMENT

Libraries are completing the transition to an environment in which 
all or virtually all resources are online. This requires a process of col-
lection assessment, which can refer to a number of activities, includ-
ing weeding, determining what ejournal holdings are in stable 
archives, working with other institutions on shared storage, working 
with vendors on purchasing backfiles to allow withdrawal of print, 
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and so on. Collection assessment requires careful coordination and 
communication. It requires a process for requesting and setting up 
projects. The process must include a way of prioritizing and a way to 
make sure that overlapping projects are not causing redundant effort. 
The transition from print to online requires space. The intersection of 
the “spaces and services” discussion and the collection assessment that 
goes along with it requires staging areas and swing space, since collec-
tions that are moving or being withdrawn must be housed some-
where during the process. Collection assessment also requires time 
and space for thoughtful decision-making.

6.5 � THE ROLE OF MANAGERS AND ADMINISTRATORS

Managing digital collections implies many things, including funding, 
training, and workflow. It also implies that the library administration 
has made an organizational commitment to the creation and acquisi-
tion of digital resources. Administrators and managers must help the 
organization create a vision of the 21st-century library, and the role of 
collections and services in that library. Part of that vision is aligning the 
library’s goals with those of the larger institution. Everyone in the 
library has a role in the management of digital resources, and adminis-
trators must get buy-in from the whole organization to move 
forward.

Funding issues include IT infrastructure, including hardware, soft-
ware, and their maintenance. There are ongoing training needs for 
staff in every department. As there is turnover, or even new positions, 
it is essential to rethink every open position and hire strategically for 
the changing environment. In addition to rethinking positions, librar-
ies must continuously rethink the organization itself. How are func-
tions and departments aligned to deliver digital resources and services? 
Administrators must find appropriate collaborators for enriching 
digital collections. These include consortia, which might provide 
advantageous pricing for purchasing eresources, as well as cooperative 
digitization projects.

The management of digital collections obviously has a major col-
lection development component. Managers must consider the allocation 
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of funds for various formats of information. The transition from print 
to online resources brings into question the traditional split between 
funding for monographs and serials. It may no longer make sense to 
maintain that strict division, to maintain traditional funding formulas 
(eg, 70% for serials, 30% for monographs), and to maintain a single 
approach for all disciplines. The needs of the sciences for journals and 
the humanities for books may call for a more customized approach to 
funding, for example.

There is a great deal of literature on all aspects of managing digital 
collections. An important aspect of this topic is the needs and atti-
tudes of users. Connaway and Dickey (2010) report that students in 
academic libraries seek full-text digital content from the academic 
library that serves the institution. They still value traditional library 
services and human sources of information but find digital collec-
tions more adaptable to work and study. Respondents to the survey 
also overwhelmingly reported using online resources such as the 
library’s research databases and online journals, followed by the library 
online catalog. Mortimore (2006) advocates just-in-time acquisition 
accomplished through analysis of interlibrary loan requests. Evidence-
based and demand-driven acquisitions are an important part of the 
digital environment, and this approach to collection development 
employs evidence to guide collection decision-making. Gerke and 
Maness (2010) discuss a survey of library users regarding digital col-
lections. Use did not vary by their discipline but was correlated by 
frequency of use of the library Website. Hutton (2008) explores 
library service to distance students, recommending that libraries 
“pursue metadata standards to support cross-searching, collaborative 
projects, and development of eresource search software, which inte-
grates with the library catalog.” Huwe (2010) discusses the design of 
library spaces in the digital age. The library as place has taken on a 
new meaning in the digital era, and academic libraries are creating 
new spaces for students.

A crucial part of the digital landscape is open access material. 
Fernandez and Nariani (2011) state that “The open access publishing 
landscape is now international in scope and encompasses many 
approaches. Funding of OA initiatives is becoming increasingly 
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important to libraries and has relevance for changing librarian roles” 
(p. 3). Open access is important as a collection stream but also as an 
organizational consideration.

The management of digital collections has a strong connection to 
the way libraries are organized and how work and responsibility are 
assigned. Jordan (2010) wrote that “OCLC Research provides the 
OCLC cooperative with an infrastructure and interactive process for 
helping libraries, museums and archives deal with the rapidly chang-
ing digital, global community” (p. 13).

The library has an important role to play in the digital educational 
environment. Mathews (2009, p. 19) writes that “Academic libraries 
must be able to express how the library is unique and how it adds 
value and contributes to the intellectual life of the university.” That 
includes effective records management, including the management of 
digital records, which increases the operating efficiency and effective-
ness of the academic library, reduces unnecessary, often hidden costs, 
ensures compliance with legislative requirements, provides litigation 
support, and is the basis of institutional memory. 2012 top 10 trends 
in academic libraries (2012) include communicating value, managing 
research data, and preserving digital collections. The article also 
explores data repositories and acquisition of electronic material. 
Maloney et al. (2010) found that leaders “perceive a significant gap 
between their current and preferred organizational cultures and that 
current organizational cultures limit their effectiveness.” That gap 
may make it difficult to achieve the aims of creating data repositories 
and creating digital collections. “Adhocracy” is defined by Waterman 
(1992) as “any form of organization that cuts across normal bureau-
cratic lines to capture opportunities, solve problems, and get results.” 
The current environment calls for some adhocracy, which may deter-
mine best practices and create new organizational patterns that work 
better. These new models and practices may apply to particular types 
of libraries or particular areas of academic libraries. Breakstone (2010) 
explores the availability of online resources for law libraries. Brenner, 
Larsen, and Weston (2006) “offer a strategy for adapting a library sys-
tem to traditional archival practice.” Conway (2008) defines a frame-
work for the management of digital collections, which “offers an 
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original model for evaluating the asset values of digital content pro-
duced or acquired in a university context.”

One important aspect of digital collections is digitized material, 
which is created in-house or through a cooperative project. These 
may involve one or more academic libraries, other departments on 
campus, or a large organization such as Google. Breitbach, Tracey, and 
Neely (2002) describe a project to digitize slide images. Carlson and 
Young (2005) describe the Google Books digitization project, which 
began with Google collaborating with five large research libraries. 
“Framework for good digital collections: Version 3” released by NISO, 
IMLS (2008) reports on the release of NISO’s framework for digital 
collections, which “establishes principles for creating, managing and 
preserving digital collections.” Goldman (2011) explores the manage-
ment of “born-digital” collections, including storage and access solu-
tions. Gueguen and Hanlon (2009) discuss the management of 
digitization that is done at the point of use or demand. Huwe (2011) 
discusses the lawsuit filed against HathiTrust and its implications for 
the creation and use of digital collections. Jeng (2005) looks at the 
issue of usability of digital libraries, proposing a model for evaluating 
them, and finding “an interlocking relationship among effectiveness, 
efficiency, and satisfaction.” Johnson and Mandity (2010) describe a 
collaborative digitization project involving two university libraries. 
Chen and Reilly (2011) discuss the use of preservation metadata in a 
digital library. Nelson (2012) investigates the inclusion of “born-digital” 
materials in library special collections. Nikolaidou, Anagnostopoulos, 
and Hatzopoulos (2005) discuss a digital library that supports research 
in a medical school, describing requirements for creating objects and 
searching. Oehlerts and Liu (2013) present options for digital preser-
vation including practices, tools, and technologies. Zorich (2007) dis-
cusses the need for preservation of digital objects and for cultural 
heritage organizations to maintain their stewardship role. Foulonneau 
et al. (2006) describe the CIC metadata portal project, which explored 
sharing information about digital collections among universities. 
Hurford and Runyon (2011) describe the Bracker Collection of hor-
ticultural material at Ball State University Libraries, which “posed 
significant challenges to traditional archival collection processing 
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procedures and existing digital collection building workflows.” Seo 
and Zanish-Belcher (2005) observe that a variety of issues go into 
preservation decision-making as it relates to special collections, 
including the paramount role of priority setting as well as effective 
communication. Hubbard (2001) describes the programs of the Getty 
Research Institute, including the creation of a single discovery sys-
tem, and a review of digital asset management. Kretzschmar and Pot-
ter (2010) discuss issues in digital humanities projects, including data 
storage, changing media and technology, and the unique challenges 
presented in maintaining digital archives. Lampert and Vaughan 
(2009) use a case study and survey to investigate academic library 
digitization programs, finding that “potential success factors” include 
“staff skill sets, funding, and strategic planning.” Lopatin (2010) looks 
at metadata for digital projects, including issues like interoperability, 
user-created metadata, and staffing. Prilop, Westbrook, and German 
(2012) describe a multidepartment workflow for digitization, includ-
ing “the collaborative planning process … the rewards and challenges 
of tackling such a project,” and “lessons learned.” Rafiq and Ameen 
(2013) explored digitization practices in university libraries of Pakistan 
and found that one-third of libraries surveyed had digitization pro-
grams. Rentfrow (2006) explores the challenges of producing digital 
thematic research collections, drawing on experience from particular 
projects. Wolski (2011) investigates archiving of research data and 
states that although “libraries have a history of designing discovery 
systems, new research paradigms” present challenges and opportuni-
ties. Worthey (2009) explores issues in archiving digital content, 
including its role in scholarly communication. Watanabe (2007) 
explores the promotion of eresources to library users. Wu (2011) 
“presents a vision of a collaborative, digital academic law library” and 
explores issues such as copyright. Zambare et al. (2009) describe the 
challenges of migration from a print to an online environment. 
Zimmerman and Paschal (2009) write of an exploratory study in 
which the usability of Websites was assessed.

Another essential aspect of managing digital collections is the 
organization and administration of library functions and depart-
ments, including the general collection development process.  
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The literature on this topic explores the print-to-online transition, 
the management of eresources, and the roles of traditional library 
functions such as cataloging, acquisitions, reference, and instruc-
tion. Breeding (2012) addresses the management of library collec-
tions in the current environment, including various models of 
acquisition of ebooks and journals. Carr and Collins (2008) explore 
the management of digital resources and the transition from a print 
to an online environment, including acquisition and licensing. 
Chadwell (2011) discusses gaming in public and academic libraries, 
including the field of new media studies. Collins (2009) investi-
gates electronic resource management workflows, including plan-
ning, staffing, and communication. Demas and Miller (2012) 
explore the use of collection management, including “disposition 
of withdrawn materials, life-cycle management retention, and edu-
cation and community support.” DeVoe (2006) defines the chal-
lenges of the electronic environment, including the rapid growth 
in availability of eresources. Farmer (2009) discusses digital refer-
ence resources, “focusing on subscription databases: assessment, 
selection, acquisition, Web presentation and maintenance, archiving 
and preservation, and de-selection.” Flatley and Prock (2009) 
explore the need for a defined process for selecting and evaluating 
eresources. Angel (2011) provides a gap analysis of the digital col-
lections department at an academic library. Blummer and Kenton 
(2012) is a review of the literature on ebooks from 2005 to 2011 
to find best practices, which include cataloging, usage statistics, and 
promotion of these materials. Gregory, Weber, and Dippie (2008) 
explore the role of technical services librarians in the management 
of digital resources, including “creative uses of the catalog, partici-
pating in the creation and improvement of metadata standards, 
enhancing the development of, and access to digital collections; 
knowledge management collaborations with library colleagues, 
academic departments, and other organizations; database develop-
ment and instruction; teaching and reference activities; and tech-
nology support.” Gómez, López, Prats, and Rovira (2004) describe 
an academic library’s management of digital resources, including 
separate systems for commercial ebooks and journals and a 
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repository of material such as dissertations. Horava (2010a) explores 
collection management in the current environment, including 
“core values, scholarly communication issues, acquisition activities, 
access and delivery issues, and innovation.” Horava (2010b) consid-
ers collection management from the point of view of environmen-
tal sustainability and use of space. Kulp and Rupp-Serrano (2005) 
explore the acquisition of eresources, including funding, staffing, 
decision-making, and workflow, finding various answers in a sur-
vey of 24 academic libraries. Johns (2003) explores the problem of 
supporting and managing both print and digital collections. Kichuk 
(2010) is a case study of the growth of eresources in academic 
libraries, finding stages of development corresponding to different 
types of resources: bibliographic, full text, and reference. Lewis 
(2007) discusses the disruption of traditional academic library ser-
vice that is the result of the “application of digital technologies to 
scholarly communications.” The author advises that libraries “com-
plete the migration from print to electronic collections … retire 
legacy print collections … redevelop library space … reposition 
library and information tools, resources, and expertise … and … 
migrate the focus of collections from purchasing materials to curat-
ing content.” Lindsay, Kemper, and Oelschlegel (2012) present the 
advantages of purchasing electronic backfiles and removing print 
collections in a medical library. Maxey-Harris (2010) investigates 
eresources that enhance research into diversity and multicultural-
ism, finding a rapid increase in subscriptions to these materials by 
ARL libraries in recent years. Price (2009) discusses electronic col-
lection development for libraries with limited funds, including 
open access resources, negotiation with vendors, and forming con-
sortia. Safley (2006) describes the role of eresources and consortia 
purchasing in improving collections and services in the library of a 
scientific research institute. Schonfeld (2010) discusses the future 
of print collections in an increasingly digital environment. Shearer, 
Klatt, and Nagy (2009) investigate methods of choosing and evalu-
ating collections of core ejournals for a medical school library. 
Smith (2006) discusses development of electronic collections and 
methods of assessing collections, including digital and electronic 
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collections, to determine whether they match institutional goals. 
Sinn (2012) surveyed the scholarly literature in history to discover 
the extent of use of digital resources, resulting in guidelines for the 
creation of digital material. Skekel (2008) analyzes the role of 
libraries in producing and providing access to digital collections, 
finding that libraries are “expanding their traditional roles of col-
lecting, organizing, and providing access to resources. Their new 
roles include creating content and in some ways, also creating the 
access.” Southwell and Slater (2012) examine the use of technology 
for accessing digital materials, surveying Websites to determine 
whether digital materials were accessible using screen reader tech-
nology, and finding that about 42% were accessible in this way. 
Sowell, Boock, Landis, and Nutefall (2012) is a case study of man-
aging government in the transition from a print to a digital envi-
ronment, recommending a balance between the needs of the library 
and its users and the requirements of the Federal Depository 
Library Program. Staiger (2012) reviews the research on the use of 
ebooks, discovering that academic library users do not read ebooks 
in their entirety but refer to particular pieces of information. Ste-
vens (2006) describes the planning process for a completely elec-
tronic library, including changes to “collections, budgets, staffing, 
services, and buildings.” Stewart (2012) explores digital preserva-
tion and presents ideas such as collaboration with others on cam-
pus in these efforts. Taber and Conger (2010) describe the 
involvement of a cataloging department in creation of an institu-
tional repository, which “brought opportunities to redefine its per-
ceived role,” including the “creative repurposing of staff, students, 
and skills in order to integrate these new formats and processes 
(both physical and digital) into departmental workflows.” Tennant 
(2001) discusses XML and its role in creating and managing digital 
objects. Tharani (2012) explores digitization for off-campus com-
munities, in which “academic libraries can reposition themselves as 
responsive and relevant in the face of a changing digital services 
landscape.” Updike and Rosen (2006) describe the creation of a 
digital image database for teaching, learning, and research. Vasileiou, 
Hartley, and Rowley (2012) report on research into methods and 
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criteria for selecting ebooks. These criteria include price, platform, 
and a number of other items.

6.6 � CONCLUSIONS

Libraries are always in transition. Academic libraries find themselves 
in the position of maintaining collections and services that support 
teaching and research as they exist now, but also helping their institu-
tions carve a path into the emerging world of online teaching, learn-
ing, and research. These things have existed for nearly 20 years, and 
libraries have become increasingly adept at supporting online educa-
tion and providing online resources, but the environment continues 
to shift rapidly, and it is not always easy to find the best path through 
competing choices in a somewhat chaotic environment.

Academic library managers and administrators have a clear role in 
managing digital resources in this era of transition. That role includes:
	•	� Creating dialog and partnerships with others on campus and in 

the educational and information technology community to create 
digital resources, purchase commercial eresources at an advanta-
geous cost, create and acquire useful discovery systems, and create 
a student-centered physical environment, including a reduced 
footprint for the physical collection.

	•	� Creating a more flexible library organization that allows learning 
and collaboration, which is inclusive, and which recognizes exper-
tise that can be used and developed to manage digital collections.

	•	� Recognizing the continuous environment of transition and 
encouraging the organization to become comfortable with that 
environment.

	•	� Recognizing and cultivating areas of collection strength that can 
be an essential part of the digital environment.

	•	� Being a part of the open access movement, encouraging creation 
of open access publications, and providing easy access to them.
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CHAPTER 7

Learning Organizations  
and Competitive  
Intelligence
7.1 � INTRODUCTION

Strategic planning centers on the issues of the proper goals of the 
individual academic library and how policy can be written to achieve 
these goals. The process is not purely quantitative and policy driven 
because strategic planning recognizes stakeholder diversity and 
encourages full participation in a commonsense way. Douglas Birdsall 
(1997)wrote, “Strategic planning emphasizes environmental scanning 
and goal setting, whereas organizational development relies on 
intervention techniques, such as benchmarking and team building.” 
Corporate strategy would include all facets of operations, including 
production, finance, and marketing. Strategic planning began to be 
applied to institutions of higher education when funding crises would 
determine which programs would survive and at which levels they 
would be funded. Since the late 1970s, it became evident that diversity 
is required in strategic planning. For example, in many academic 
libraries, strategic planning is initiated by senior administrators who 
require all campus units to submit plans for the overall purpose of 
developing planning cycles. This system of planning is linked to the 
allocation of resources and is meant to align the library’s mission and 
goals closely with those of the university. The rational activity of plan-
ning, then, coexists with the politics of academe and is based on 
participative management.

In order that the organization develops so that strategic planning is 
successful, the concept of information sharing must become an integral 
component of organizational development. In the article entitled 
“Information Sharing, an Exploration of the Literature and Some 
Propositions,” Tom Wilson (2010) described a matrix model as a guide 
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to information sharing in organizations and gave advice as to the cir-
cumstances under which information sharing may take place easily, 
rather than artificially created circumstances under which sharing is 
difficult to achieve (paper 440). Leadership has a role in encouraging 
information sharing and in the development of an information sharing 
culture, which he writes, “itself may be related to leadership.” Components 
of an information sharing culture are risk, reward, trust, leadership, and 
a positive organizational environment. Such components are also ways 
in which to study managing strategic planning in the academic 
library. In many academic libraries, senior administrators require 
campus units to submit plans that will be used in developing planning 
cycles. This system of planning, linked to the allocation of resources, is 
meant to ensure that the library’s mission and goals are closely aligned 
with the mission and goals of the university. Therefore planning 
coexists with the politics of academe. Birdcall (2001) suggests that the 
three main political strategies for maximizing planning outcomes are to 
build upon the diversity of stakeholder interests, form alliances and 
coalitions for the advancement of the library’s own interests, and market 
the planning document. One of the key responsibilities of the manager is 
to help subordinates develop their administrative potential. To do this, the 
manager needs to understand, motivate, and inspire. The manager can ask 
for contributions to the planning document and incorporate the 
feedback received. The value of mission statements, goals, and objectives 
can be integrated into the planning document and, later, policy by use of 
the strengths, weaknesses, opportunities, and threats (SWOT) tool, where 
the manager designs a matrix of SWOT and staff analyze the organi-
zation’s strengths and weaknesses, as well as the opportunities and 
threats faced both internally and externally.

Organizational culture is a set of shared values and beliefs that can 
guide and constrain the behavior of the members of the group. There-
fore, the mentality and personality of the group must be considered in 
the administrative process of strategic planning. The manager will know 
what the group values are and, if they are positive, foster them. On the 
other hand, the need to form a different organizational culture that 
will accept change in the work environment may be obvious. New 
employees might be chosen because of how they embody the 
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organizational culture and also their potential to bring new ideas into 
the environment. A positive organizational culture is necessary to make 
the learning organization work. The norms, values, and behaviors of 
the organization are its culture, and culture includes the attitudes of 
employees. The organizational culture has a significant impact on how 
employees handle the type of change that is required for growth. If an 
organization is considered by employees to be progressive and 
dynamic, they are more likely to accept change. This does not mean that 
skepticism is thwarted, but that innovation is rewarded. The team envi-
ronment fosters this kind of problem-solving, and is the more common 
overlay to bureaucratic structures in academic libraries. The organiza-
tional structure of a learning organization is organic in that there is 
flexibility of job definitions and duties. It is adaptable; there is lateral 
and horizontal flow of communication, influence is based on author-
ity of knowledge, not position, and there is a system-wide orientation. 
Employees become committed not only to the profession but to the 
organization. The manager considers the need for staff education and 
training and manager education and training.

7.2 � MORE ON THE LEARNING ORGANIZATION

Textbook authors Robert Stueart and Barbara Moran (2007) cited Peter 
Senge as the originator of the approach to management known as the 
learning organization (p. 35). Learning organizations facilitate open com-
munication and decision-making at lower levels so that the culture is 
receptive to change rather than controlled at the top. They allow the 
people of the organization to make sense of their organization, providing 
them with an identity and impetus to work together. This is best accom-
plished by acclimating new hires to the organization’s shared vision and 
mission statements and by providing the opportunity to learn new job 
skills from peers. The learning organization focuses on constant learning 
because environments rapidly change and academic libraries must meet 
these challenges by continually engaging themselves in the community. 
The learning organization requires the building of a mentoring culture. 
In the Eight Hallmarks of a Mentoring Culture, Lois Zachary (2011) 
stated that if the following performance variables are present, the culture 
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is more likely to be self-sustainable. These eight hallmarks begin with 
accountability, which helps the employee to set goals, clarify expectations, 
and define roles and responsibilities. Alignment is shared understanding 
that fits naturally with the organization’s values, its practices, mission and 
goals. Communication, fundamental to achieving mentoring excellence, 
creates value and demand for learning opportunities. Value and visibility 
address role modeling, reward, recognition, and celebration. Demand 
addresses the fact that employees seek mentoring as a way to develop 
themselves as mentors. Effective mentoring cultures establish safety nets 
to avoid stumbling blocks within the organization. Such cultures enable 
the employee to move forward. Because safety nets involve anticipating 
challenges for the employee, they are the mark of a resilient and respon-
sive organization.

7.3 � THE COMMUNITY AND USER FOCUS

In an article entitled “Beyond Information: The Academic Library as 
an Educational Change Agent,” Alan Bundy (2004) wrote, “Mass 
higher education, flexible delivery, student centered and problem 
based learning, information literacy and other graduate attributes, are 
accelerating curricular and pedagogical change in progressive univer-
sities. Academic librarians need to partner academic teachers and oth-
ers in that change, an impetus for which in Australia and New Zealand 
is the Information literacy framework and the Institute for Information 
Literacy. With their commitment to the free flow of information and 
ideas, they must also demonstrate a commitment to education which 
liberates, and should be willing to be held to account for graduates 
who are not able to function effectively in the complex information 
environment of the 21st century. The mission of the university library 
must therefore move beyond excellence in information identifica-
tion, acquisition, organization, access and skills development. It should 
be described and asserted in educational, not informational, terms” 
(p.1). Bundy added that librarians have always been educators.

7.4 � THE CANARY IN THE MINE

In 2006 the Association of College and Research Libraries (ACRL) 
in the United States stated that a combination of constrained budgets 
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and the competitive domain of information production impacts every 
library in some way. Major research libraries may still be able to invest 
in collections, but most university and college libraries face tradeoffs 
between print publications and digital resources, and many journal 
subscriptions have been cut. Academic librarians are negotiating 
licensing agreements with digital content providers in order to acquire 
access to what are considered the important digital collections sup-
porting subjects taught; they are reprofiling approval plans, or imple-
menting new software to provide federated searching for 
students—students who may now consider the library as primarily 
book centered and second to Internet research. Yet ironically, the aca-
demic library has become more transparent to its parent with the 
high cost of providing faculty and students with access to scholarly 
resources via licensing agreements with electronic journals, databases, 
and other digital resources. ACRL referred academic libraries as 
“canaries in the mine” (Canaries were once regularly used in coal 
mining as an early warning system. Toxic gases such as carbon mon-
oxide, methane, or carbon dioxide in the mine would kill the bird.) 
In this metaphor, for-profit institutions that cater to market demand 
and do not make a commitment to expanding or preserving human 
knowledge are the poisonous gasses, and for-profit institutions are the 
fastest-growing segment of postsecondary education. For-profit edu-
cation providers will often contract out both the library and faculty 
to deliver information with speed and efficiency and immediate 
practical application. The way in which students are using digital 
information has been driving the change. To keep the canary alive in 
the academic library faced with drastic cuts to state budgets, the crisis 
in higher education itself must be solved. The development of enroll-
ment policies along with factors of pricing, retention, and financial 
aid will all come into the play of strategic planning and organizational 
development. Nevertheless, scholars affiliated with the institution 
require access to full text resources, so the traditional collection devel-
opment activities of collecting, preserving, as well as providing access 
to datasets, remain. Because of consolidation trends in the publishing 
industry and the fall of small publishers and publications, shared col-
lection development practices take center stage. The manager will 
develop skills on how to improve the functioning of the organization 
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for shared collection development practices and by doing so increase 
the satisfaction of people who are engaged in the workplace, and sat-
isfaction is positively correlated with productivity.

7.5 � COMPETITIVE INTELLIGENCE AND THE 
PUBLISHING INDUSTRY

Competitive intelligence is the action of defining, gathering, analyzing, 
and distributing intelligence about products, customers, and competi-
tors. Competitive intelligence is also a discipline that uses legal and 
ethical means for discovering new knowledge about the external 
environment to facilitate decision-making. The use of competitive 
intelligence in library management may help mitigate the difficult 
climate facing universities today. It can improve how the academic 
library is positioned within the organization and assist the manager to 
make better management decisions. Competitive intelligence can be 
linked to user studies and is part and parcel of good environmental 
analysis. Competitive intelligence can help the university library 
move forward when an ongoing information technology strategy 
process and funding cycle are effectively integrated at the broader 
university level. Common management tools such as SWOT analysis, 
scenario analysis, and Porter’s five forces analysis all feed into the 
notion of information as intelligence. Some tools are more rigorous 
than others, and many were developed for industry profits rather than 
educational institutions. Academic library managers know that 
resource provision for subjects offered by the university is not all 
about those subjects that are most profitable in terms of tuition dollars, 
that a balanced collection serves the university community best. For 
example, most large universities in the United States are land grant 
institutions, and land grant institutions were established to train 
teachers. For 150 years, land grant institutions were meant to benefit 
communities around the world through civic engagement and 
democratic principles. Unfortunately, this engagement has eroded. 
The goal of competitive intelligence in library management is to gain 
a solid understanding of the publishing industry, specific companies, 
their key products, trends, and competitors, and this goal can be 
engaged to meet mission statements.



71

Managing Academic Libraries
ISBN 978-1-84334-621-0
http://dx.doi.org/10.1016/B978-1-84334-621-0.00008-X

© Elsevier Ltd, 2017.
Published by Elsevier Ltd.

All rights reserved.

CHAPTER 8

Managing the Benefits of 
Academic Libraries
8.1 � INTRODUCTION

What are the benefits of academic libraries? They include:
	•	� Access to resources that support teaching and research;
	•	� Use of funds as an information subsidy that is distributed to all 

members of the community;
	•	� Spaces for learning and collaboration;
	•	� A core of experts whose values include cultural competence, 

multiple literacies, technological aptitude, and expertise in a range 
of activities.
Libraries perceive themselves as an unquestioned good in society, 

and few would argue with this. In an academic context, lip service, at 
least, is given to the idea that the library is “the heart of the university.”  
The actual benefits of academic libraries include large and well- 
organized collections of research material (whether or not the collection 
is ever considered “adequate”), long hours, comfortable spaces, and 
helpful experts. Libraries provide programs, services, and collabora-
tions that partner with and support research and teachings. We can 
imagine a college or university without a library. Some higher education 
administrators have naively done so. Such an institution would rely 
on information purchased or provided freely by individuals. It would 
be hard to imagine the lives of students, faculty, and scholarly publishers 
without the role played by libraries in subsidizing information,  
interpreting, and giving access to it.

Managing these beneficial effects is managing everything we do. 
Gorman (2003) writes that, “Just as the common good in society 
demands equilibrium between individualism and order—between 
the demands of the self and the good of all—the practice of librarian-
ship demands equilibrium between tradition and innovation, the old 
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and the new, the needs of the many and the needs of minorities or 
individuals. The task is to use the three lanterns of our values (service, 
intellectual freedom, equity of access), our code of ethics, and the 
Eightfold Path and concomitant virtues to light our way as we wres-
tle with the issues, dilemmas, and problems of the age in which we 
live and work. In negotiating these issues, we must always seek har-
mony, balance, and the middle way” (p. 141). Gorman identified eight 
central values of librarianship that are appropriate to how libraries are 
managed. They are stewardship, service, intellectual freedom, privacy, 
rationalism, commitment to literacy and learning, equity of access, 
and democracy. The idea of the common good and the library faith 
can be applied to 21st-century practice of management of academic 
libraries. Developing peer relationships, resolving conflicts, motivat-
ing staff, establishing information networks, allocating resources, and 
making decisions are all managerial skills that can be built on the 
foundation of the values that Gorman lists. Mintzberg (1990) empha-
sizes the role of management in putting values into practice and 
observes that, “No job is more vital to our society than that of the 
manager. The manager determines whether our social institutions 
will serve us well or whether they will squander our talents and 
resources” (p. 20).

In some sense, the library’s mission and its benefits are the same. 
The beneficial effects of the academic library are incorporated in its 
mission statement. The mission statement states the purpose of the 
library, eg, assisting the university community to reach its potential in 
academic achievement, economic development, and personal growth. 
The critical roles of advancing the teaching, learning, research, and 
service missions of the institution are the foundation of what it means 
to manage well. In academic libraries, staff must possess a personal 
teaching philosophy in the context of information literacy in higher 
education. In order to manage the beneficial effects of the academic 
library in the lives of students, the multiple and dynamic nature of 
college literacy must be understood. In the United States, the focus of 
literacy is on the individual. The learner becomes a more productive 
and independent person by reading, writing, and computing. The 
meaning of adult literacy in developing countries in Latin America, 
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Africa, and Asia, however, is literacy for community development. 
Beder (1997) writes that “Rather than focusing on individuals, liter-
acy for community development focuses on the benefits of adult lit-
eracy education to a community. The presumption is that if through 
collective action a community is able to solve the problems that create 
poverty, poor health, and oppressive conditions, all the individuals will 
benefit.” A community development approach to literacy holds prom-
ise for staff development and teamwork, and lessens the isolation 
imposed by bureaucracy. This community development approach has 
a number of aspects, which are explored below.

8.2 � FOCUS ON THE USER

Engaging with texts in ways particular to academic disciplines is 
called reflective literacy. Acting on the insights gained from reflec-
tion is where development occurs. The 21st-century learner must 
find opportunities for learning through social interaction. The 
user population of academic libraries is diverse, and the library 
needs resources to support a socially inclusive program. Academic 
librarians can reach users by being multiculturally competent. 
Multicultural competence promotes social understanding, inclu-
sion, affirmation, and harmony in a pluralistic world. A user focus 
is one of the most powerful ways of managing the benefits of aca-
demic libraries. Engaging with users and measuring the outcomes 
of those interactions (in terms of retention, graduation rates, aca-
demic success, and information literacy) are essential aspects of 
communicating value.

8.3 � FOCUS ON MANAGEMENT

Retention of students and high graduation rates are a benefit of 
good management of a college or university. A benefit of academic 
libraries can be their effect on retention. Emmons and Wilkinson 
(2011) studied the impact of the academic library on student persis-
tence. They explored the relationship between traditional library 
input and output measures of staff, collections, use, and services 
with retention and six-year graduation rates, using members of the 
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Association of Research Libraries as a population. The authors 
found that an increase in the ratio of librarians to students indicates 
a positive relationship with retention and graduation rates. These 
findings strengthen the role of evidence-based practice in 
librarianship.

Evidence-based practice establishes targets for the short and long 
term, analyzing and evaluating the environment, weighing courses of 
action, considering advantages and disadvantages of each. An impor-
tant aspect of evidence-based practice and of the management of the 
benefits of the library is budgeting. Budgeting should be based on 
evidence of needs, trends, and spending patterns. Managers imple-
ment plans by allocating resources, including funds and people, and 
putting procedures in place for evaluation of the plan.

Budgeting is set in the context of the past, present, and future. 
Budgeting and planning are done in a yearly cycle, and the final step 
is evaluating the results of planning. That cycle strengthens decision-
making, and, if the budget must be cut, those decisions can be made 
in several ways, including needs analysis, cost analysis, resource analy-
sis, or impact analysis, using the evaluation phase of the budget cycle. 
Reducing human resources is the least desirable way to make budget 
cuts. The impact on student retention is one of the beneficial aspects 
of well-staffed academic libraries. Relationship building is the heart 
of academic library practice. Students will clearly be affected when 
staff are cut, and this will affect the library’s role in the university.

8.4 � FOCUS ON HUMAN RESOURCES

A library is not its collection. As access and delivery of resources 
become more efficient, and as it becomes clear that only a tiny por-
tion of any collection is unique, it becomes more obvious that library 
employees are more important than the collection. W. Edwards 
Deming, who was trained as a statistician, wrote, “in any given orga-
nization, 95% of all employees perform well and only 5% of the 
workers cause significant problems in the workplace” (Rasch, 2004,  
p. 408). Solving the problems of a mere 5% of the workforce is some-
thing that can be accomplished. Another important element of human 
resources management is to question underlying assumptions. Powell 
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(1989) quoted Goldhor, who stated that the overarching question of 
management is “what effect would, or does, each administrative deci-
sion—regarding services or operations—have on the library’s clien-
tele?” Management must provide a model of engagement with users 
in the design of jobs for employees. Performance appraisals must 
provide the opportunity for employees to describe their contribu-
tions to the organization and elicit feedback on how employees can 
be better supported by management.

8.5 � FOCUS ON COLLEGIALITY

Collegial management motivates employees. Although it is easier to 
express the spirit than the application of collegiality, the common ele-
ments of collegial management are group autonomy, personal respon-
sibility, and voluntary group participation. Moreover, the director of 
the academic library must be able to delegate authority. Professionals 
do not generally need “supervision” because they have a system of 
peer review. They still need mentoring, however. The leader keeps the 
group on track, and participation is encouraged and rewarded. Lead-
ership is shared. The common ground is service to the users of the 
academic library. Collegiality need be articulated as a statement of 
values in the mission statement of the academic library.

Information literacy, an essential skill of an educated workforce, 
has a component of trust. The concept of trust has much in common 
with users’ perception of value in the library environment, and value 
shares much with collaboration. Aharony’s (2011) research on organi-
zational knowledge sharing compared two groups of Israeli librarians, 
academic and public. Personality and situational characteristics were 
found to influence participants’ knowledge sharing in the organiza-
tion. Similarly, Tan and Higgins (2002) found that the provision of 
digital resources was only part of the management puzzle, and that 
fostering a learning culture for staff and students was equally impor-
tant. The researchers concluded that the library had a majority of the 
characteristics of the learning organization, but that new attitudes 
needed to be cultivated and greater trust fostered among employees 
in order to leverage the library’s knowledge assets. Staff were rewarded 
based on their ability to collaborate, champion learning, and share 



Managing Academic Libraries76

knowledge. Castiglione (2008) found intrinsic motivation to be the 
primary driver of individual creativity as well as organizational learn-
ing. He wrote that “Library administrators are directly responsible for 
creating and sustaining an organizational culture that facilitates the 
intrinsic motivation of all library staff members” (p. 159). Budd (1998) 
says that “one all encompassing view of society probably does not 
serve the aims of higher education.” Diversity in education for librar-
ianship is growing as the need to serve underserved populations 
grows. A university library guarantees all students full and open access 
to the library’s collections and services. This guarantee does not 
change for distance education students, and so digital resources are 
proliferating. The success of the academic library depends on the 
ability to adjust products and services to correspond to user needs.

8.6 � FOCUS ON STRATEGIC PLANNING

Strategic planning is the process of creating goals and objectives that 
advance the organizational mission. One of the main goals of the 
academic library is to create lifelong learners. This is certainly one of 
the prominent benefits of academic libraries. As part of its strategic 
planning, the library can establish a goal of providing literacy training 
to students. Strong information literacy programs will benefit the 
library’s strategic planning efforts because it aligns the library’s goals 
with that of the university.

8.7 � RETURN ON INVESTMENT

Return on Investment (ROI) is a way of measuring value and of 
communicating the value of educational institutions such as libraries 
to their governing and funding bodies. A number of studies have 
attempted to show ROI for academic libraries. Oder, Blumenstein, 
Hadro, Rapp, and Zisko (2010) explored ROI for libraries from grant 
income. Coyle (2006) looks at the difficult question of ROI for 
libraries in terms of technology, including digitization and the value 
of cataloging, finding that funds for technology have a high ROI. 
“IMLS Grants to Support ROI Study, Digitization, More” (2009) 
discusses funding for ROI studies by the Institute of Museum and 
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Library Services (IMLS). Mays, Tenopir, and Kaufman (2010) report 
on such a grant project, the “Value, Outcomes, and Return on Invest-
ment of Academic Libraries project,” which was called “Lib-Value.” 
Sidorko (2010) examines approaches to ROI for academic libraries, 
including the various methodologies that are available. ROI is an 
issue in accreditation for universities, and Stielow (2011) looks at this 
issue in the online education environment. Tenopir (2010) looked at 
the value of ejournals and ROI for grant funds. Grzeschik (2010) also 
looks at ROI in terms of grant funds, in two German academic librar-
ies, at the Berlin School of Library and Information Science and 
Humboldt University, Berlin.

8.8 � COMMUNITY INFORMATICS

Community informatics (CI) looks at the interaction of information 
technology and communities, including the use of information tech-
nology to benefit communities. Averweg and Leaning (2011) explore 
the meanings of “community” and the political aspect of CI. Goodwin 
(2007) looks at CI’s “distinct agenda for change” and the role of the 
Internet in creating social change.

Shin and Shin (2012) examine the relationship of information 
technology and urban spaces. This has relevance for academic library 
“spaces and services” discussions and the creation of spaces for stu-
dents and others. Stillman and Linger (2009) discuss the theoretical 
basis of CI, seeing an opportunity “to address both social and techno-
logical issues in its theoretical framework,” which has implications for 
academic libraries and their expressions of value. Williams, Bishop, 
Bruce, and Irish (2012) examine CI in library and information sci-
ence (LIS) curricula, discussing ways that LIS students can become 
involved in communities and their information needs. The concept 
of community encourages practitioners and researchers to understand 
the significance of ethnic and cultural associations, and to develop 
professional interests that will provide the frameworks for social 
meaning and action. Academic library communities share practices 
physically and electronically. Arshad and Ameen (2010) observes that 
libraries in developing countries are significantly affected by ongoing 
information and communications technology (ICT) developments, 
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from basic infrastructure to collections, services, and human resources. 
She states that all segments of the community need vision and pre-
paredness to turn challenges into opportunities. Globally, CI addresses 
poverty reduction through the use of technology. The communal 
dimension focuses on developing strategies for using ICT to enable 
and empower those living in physical communities around the world. 
It can be used as a conceptual approach for the management of  
academic libraries.

8.9 � CONCLUSIONS

Managing the benefits of academic libraries includes identifying and 
communicating those benefits. It demands a culture of evidence and 
assessment and a willingness to question and discard assumptions. It 
demands engagement with users and a willingness to listen and to act 
on feedback to make changes. Managing the benefits also means 
working with library employees to make sure that training, policies, 
practices, and processes all adhere to the library’s values, mission, and 
vision. The challenges for the manager are considerable, including:
	•	� Understanding the benefits provided by the library and creating 

and communicating those benefits;
	•	� Understanding the needs of the communities served;
	•	� Acquiring understanding of methodologies such as ROI and 

practicing evidence-based librarianship;
	•	� Articulating expectations for employees that include engagement 

with users;
	•	� Making decisions in a way that supports and strengthens the ben-

efits of the library;
	•	� Creating a planning and budgeting cycle that includes an evalua-

tion phase.
In managing benefits, managers must also recognize competitors 

and be strategic in identifying a role for the library as a place and a 
program.
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CONCLUSION

It is clear that academic library collections attract scholars, graduate stu-
dents, government support, and donor funding. Collections add prestige to 
the institution through their research potential. Research based on collec-
tions can change the practice of library services to students and faculty. 
Formats that support multiple literacies are available to faculty—this exper-
tise supports learners in the distributed online environment. Since the polit-
ical and economic considerations of library collections revolve around the 
institutional affiliations of that library, access to resources that support teach-
ing and research are paramount. Teaching, research, and service have always 
been the raison d’être of the academic library. Academic libraries must be 
managed well in order to reach the potential of full access—by managers 
who value students from diverse backgrounds and possess business acumen. 
Internal operating costs of research libraries are more than twice as high as 
their acquisition budgets. As everyone knows, the largest piece of the budget 
pays salaries. Nevertheless, the welfare of staff comes before the acquisition 
of resources. Academic library managers must intentionally plan services 
based on their clientele as well as for different kinds of learners, regardless of 
country of origin—this is how academic libraries can align the library’s 
mission to the university’s mission and provide benefit to the community 
served. Such a purpose demonstrates an acknowledgement of how the 
learner has a need for social, interactive, and collaborative learning spaces. 
Learners from diverse backgrounds bring their own interpretations of 
information to collections. In the future, collection management will focus 
on preserving and cataloguing social networking sites and other emerging 
digital forms. Regardless of format, the management of academic libraries 
will continue to focus on service to the users—the students and the faculty. 
Clearly, the academic library and its collection allow staff to mentor students 
as well as retain them. Service quality is determined by the library’s staff 
efforts to care for the users’ information needs, to practice evidenced-based 
librarianship, and to articulate an expectation for employees to engage. 
Decisions that support and strengthen the benefits of the library necessitate 
a multidimensional approach to problem solving.
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