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Executive Summary

The College of St. Benedict and St. John’s University are fortu-
nate to have strong libraries staffed by talented people. At the same time,
this level of quality is threatened by external forces and internal chal-
lenges.

From off campus comes the rapidly rising cost of materials, par-
ticularly serials. The adoption of electronic technologies has reduced
costs in some ways, but nearly all anticipated savings have already taken
place. The electronic future in American college libraries will cost more,
not less. In addition, national college library trends indicate a growing
recognition that changes in student learning patterns require that each
college library today should also be a “learning commons,” something
that will require physical changes in both our library buildings.

Internally, the Libraries have been seriously constrained by
budgets that have fallen farther and farther behind the cost of maintain-
ing an appropriate collection. In addition, much needed changes in
physical space have been studied but not yet addressed in reality. Physi-
cal space is a truly pressing need, particularly at Alcuin library, but both
libraries are in need of reconfiguration to house the collection and meet
the learning needs of students.

Staffing issues and relations with Information Technology Ser-
vices require ongoing attention, but current procedures and plans in
place are well designed to meet needs as they arise.

The members of the Task Force want to convey a sense of real
urgency. Nearly all the issues described below have been identified re-
peatedly by library staff or special committees over the past fifteen years,
and several times in the past four. There are few new findings here. The
problems we face were predicted years ago. What appears here is a con-
firmation of what has already been presented to the administration. De-
cision and action, not further study, is needed.

The situation is described in the full report, but we include here
the recommendations of the Task Force.



Collection Development Recommendations

Budget Increases

We strongly recommend that the two institutions formally adopt
and implement a policy that annually increases the materials
budget (for both books and serials) to compensate for the rising
costs of materials. For next year, this recommendation implies a
minimum of $30,000-$50,000 additional funding. Ideally, to com-
pletely offset inflation, between $50,000 and $60,000 would be
added each year. Failing to do so not only undercuts Presidential
plans for improving our stature nationally but also threatens the
stature we currently enjoy.

Serials

Books

If the additional funds requested to offset inflation are not forth-
coming, or are not possible at the level needed, then we reluctantly
recommend that the Libraries request departments to review their
serials, and attempt to identify the reductions needed to maintain
the appropriate balance between the book and serials collections.
Because of the nature of the materials used in different disciplines,
the percentage cuts will differ among the various departments.

As we shift to electronic access, we should, whenever possible,
maintain the guarantee of continued access to back copies. We
recommend that paper copies of back issues now available elec-
tronically not be destroyed, but stored off-site.

Review departmental acquisition allocations in light of curriculum
development in the colleges. Faculty judgments here are critical in
shaping library policy. This could be done either at the divisional
level or by working with all of the departmental bibliographers.

We recommend a survey of faculty, students, and library staff on a
number of issues affecting serials. See Appendix A for details.

Preserve the importance of the traditional book to maintain brows-
ing as a search option for the benefit of both faculty and students.

Consult each department concerning a desired ratio of serials to
books. Assist departments in assessing their options.

Continue “weeding” of books with caution, and in close collabora-
tion with the departments.



e Address immediate space problems related to the size of the collec-
tion by installing of high-density shelving.

e If necessary, as a last resort, continue to explore off-site storage of
some volumes, again with the collaboration of the departments.

Bibliographers

e Assess the effectiveness of the current system of departmental bib-
liographers, surveying faculty and providing training in collection
development for the bibliographers as appropriate.

Surveys

e The Libraries, with help from someone trained and experienced in
survey design, should conduct surveys to address three separate
groups — faculty, students, and library staff — in order to investi-
gate a number of issues related to collection development identified
above.

Staffing Recommendations:

e The Libraries should continue to review the skills that the staff
currently has and identify any new skills needed.

e All job descriptions should be reviewed annually, and when there
is an opening on the staff, careful thought should be given to the
replacement position should and what skills are needed.

Library/IT Recommendations:

e The relationship between Libraries and IT Services should become
more formal, as recommended above. (The anticipated retirement
of the Director of the Libraries makes this step even more appro-
priate.) At the same time, this relationship has worked very well
and there seems to be no need to make any significant changes.

e The Libraries and IT Services should continue planning for in-
creased cooperation concerning faculty course software, digitiza-
tion, and computer access within Alcuin library.

Space Recommendations:
e More space needs to be constructed at Alcuin, both for materials
storage and collaborative student learning.

e Because such new space cannot be available as soon as needed,
the administration should decide which of the two short-term al-
ternatives for Alcuin cited in the report should be implemented.



A Building Committee should be set up for Alcuin to work with ar-
chitects on specific plans. The committee should build on the ex-
isting documents.

A Building Committee should be set up for Clemens to make rec-
ommendations regarding reconfigurations of space for the various
purposes identified here, and, for the possible need for addition
space in the future.

We recommend that the back runs of the periodical collections
should be consolidated and that those periodicals for which the Li-
braries have permanent electronic access should be stored off-site
at the Minnesota Access Center.

One-quarter of the area in the current stack space at Clemens
should be converted to high density storage.

Priority should be given to handicapped access at both facilities
and to bathroom access in Alcuin.
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Introduction

The CSB/SJU Library Task Force received its charge from Pro-
vost Henry Smorynski and held its first meeting in early October, 2003.
The group met as a whole and in committees to assess current condi-
tions and needs of our libraries in light of national trends.

This discussion has been enriched by reading a number of re-
ports, some produced locally, others elsewhere: the Alcuin Library Build-
ing Program (August 1991), Proposal for an Addition to Alcuin Library
(April, 2000), Report to Dietrich Reinhart, O.S.B., President, St. John’s Uni-
versity (February 2002), Library: Its Services and Resources (March
2002), Library Services and Resources (March 2003), Library Buildings
and the Building of a Collaborative Research Collection at the Tri-College
Library Consortium (April 2003), and Libraries Designed for Learning (No-
vember 2003), among others. In addition, the Task Force relied on exten-
sive financial data for our libraries and comparative data from other lib-
eral arts colleges.

This report is a consensus document that all agree with. It
should be noted at the start that the members of the Task Force want to
convey a sense of real urgency; nearly all the issues described below have
been identified repeatedly by library staff or special committees over the
past fifteen years, and particularly in the past three. There are few new
findings. The problems we face were predicted years ago. What appears
here is a confirmation of what has already been presented to the admini-
stration. Decision and action, not further study, is needed.

I. Collection Development

The heart of any library is its collection of books, serials, media
acquisitions, and other materials. Finding resources to develop the col-
lection and deciding how best to do so has never been easy within the
constraints of time and money available at liberal arts colleges. Unfortu-
nately, the situation has worsened considerably in recent years. The in-
formation presented in this report is not new; it has been examined in
more detail in earlier reports that can be found as Appendices to this re-
port. The reader should see, in particular, Library: Its Services and Re-
sources in 2002, which appears as Appendix B, and Library Services and
Resources, March 2003, Appendix C.



Overview of library materials budget

For fiscal year 2004 [FYO4]|, the budget for new materials is
roughly $990,000. This figure includes books, serials, media, scores, re-
cordings, etc. In 2003, 41% percent of this budget was devoted to books.
Forty-eight percent went for serials, a category comprising periodicals
(including electronic data bases), annuals, and items published at irregu-
lar intervals. Fifteen percent covered the cost of media and other acquisi-
tions.

This $990,000 budget is broken down roughly as follows:

e $880,000 allocated to the undergraduate collection (split
evenly between CSB and SJU).

e $85,000 allocated specifically for the SJU School of Theol-
ogy (100% paid by the School of Theology).

e $25,000 from grants and other “off-budget” resources, cur-
rently including funds from the Abby Grant for Benedict-
ina, the Korbel Grant, Arca Artium, and the Phillips Grant.
The total varies considerably from year to year, sometimes
as high as $150,000 in one year. The $25,000 figure is a
conservative estimate for the current year.

Although the library certainly does not want to turn away any
such “soft” funds, contingency plans should be developed in case this
additional funding decreases. Reductions in this funding would have a
significant impact on some areas of the collection, most importantly af-
fecting art, literature, and theology

The projected increase for the materials budget next year (tenta-
tively set at $30,000) will not offset the rise in costs, which would require
between $50,000 and $60,000. The inflation rate for books is low; that
for periodicals is not. The implications are alarming: We must either un-
derwrite significantly larger budgets, or make substantial reductions in
what we spend on books, periodicals, or both. There are no other op-
tions. There is currently no plan for increases after the next fiscal year.

The complexity of these budget issues has increased significantly
with the advent of the many forms of electronic access now available, es-
pecially for periodicals. The uncertainty experienced in academic libraries
across the country reflects the difficulty of deciding on an appropriate
collections policy when the broader context for any one library’s collec-
tion is so hard to predict. To examine these issues, it is helpful to treat
each of the relevant issues separately.



Serials

The dominant issues affecting serials are the strong trend to-
wards electronic publication and the growing cost of periodicals. In re-
cent years, the average annual inflation rate for books has been less than
3%; for serials it ranges from 10 - 13%." As already noted, in dollars this
inflationary increase amounts to a rise in the overall cost of periodicals of
between $50-60,000 per year, within a budget for the acquisition of all
materials of approximately $1,000,000.

As indicated, currently 48% of the materials budget goes to seri-
als. If the overall materials budget is not increased, future cost increases
in periodicals can come only at the expense of the book budget. For a
number of years now, academic departments have been urged to re-
evaluate their periodical subscriptions and have been told that any in-
creases in the cost of their departmentally-related periodicals will be de-
ducted from the financial resources available to that same department
for book purchases. As a result of this shift of resources toward periodi-
cals, at least one department this year has a zero dollar book budget and
others will be in this situation soon.

At the current rate, if these trends continue, by 2010, 90% of the
total acquisitions budget would be devoted to serials. These projections
are summarized in Table 1, and assume that serial costs increase by ap-
proximately 10% per year, that a one-time increase in the acquisitions
budget of $30,000 occurs in FY05, and that the budget will, on average,
receive about $50,000 per year from “off-budget” sources.

" Between 1995 and 2001 the average increase in serials was 9.32% with a range of 7.71% to 13.6%. (Source Serial
Prices 1993-1997 and Serial Prices 1997-2001 both published by EBSCO.) The price estimate for 2002 was 10.2%.
(Source Library Journal “Periodical Price Survey 2002)
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Table 1

Projected Growth in Serials
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As Table 1 makes clear, this trend is not sustainable. The Librar-
ies must either find more resources, suspend our subscriptions to vari-
ous periodicals, or, in the not too distant future not, eliminate the book
budget altogether. In short, this inflation creates a tremendous strain on
the collection budget for the library as a whole as well as for individual
departments.

The amount spent per student on acquisitions provides addi-
tional insight into these figures. Last year (FY 03), CSB/SJU spent $245
per student on acquisitions. During the same year, the 70+ members of
the Oberlin Group (of which CSB/SJU is a member) spent on average
$569 for materials, with a median (50t percentile) of $518. The
CSB/SJU Libraries fall well below the 25th percentile of $361. Total li-
brary expenditures on acquisitions at CSB/SJU were $986,751. The av-
erage for the Oberlin Group was $1,116,643 with a median of
$1,026,280. Thus, the CSB/SJU Libraries fall at just below the 50th per-
centile. It should be noted that CSB/SJU have more than twice the stu-
dent body of the average library in the survey.

These numbers should be interpreted with care. The amount
spent per student for library acquisitions is closely correlated with en-
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dowment per student, and many of these schools enjoy substantially lar-
ger endowments than we do. Similarly, per-student expenditures tend to
overstate our problems since our combined student population is signifi-
cantly larger than the 2000 student average for the Oberlin Group. Such
per-student expenditures don’t show the economies of scale the Libraries
work hard to foster. At the same time, however, total expenditure figures
tend to understate our problems, since we bear the costs of supporting
two library facilities on two campuses. In any case, the efforts of our
Presidents to raise the national stature of our institutions will require a
movement up the ranks among quality liberal arts colleges such as those
in the Oberlin Group.

There have already been significant reductions in the serials
budget. In 1995, 25% was cut from all departments and the general li-
brary allocations. Before that, in 1991, there had already been a reduc-
tion in serials at CSB of 5%, compounded by the changes in 1995. There
was also a reduction in the serials budget for the School of Theology of
approximately 15%.

There is little doubt that serials, and especially periodicals and
full text databases, are undergoing the greatest transformation in the
electronic age. This situation presents budgetary opportunities and chal-
lenges. The Libraries have already creatively employed the use of a single
electronic periodical subscription to provide access on both campuses,
resulting in significant financial savings. But the prices of both electronic
and paper periodicals are rising quickly. To make matters worse, pub-
lishers as a group have not figured out a business plan for how to func-
tion in the electronic environment in which we live. Many different ap-
proaches have been taken, but there currently is no consensus among
publishers on pricing or on long-term access. This situation creates great
uncertainty for libraries.

Most of the full text databases we receive are brokered through
MINITEX, which obtains a greatly reduced price due to volume purchas-
ing through the state of Minnesota. In addition, MINITEX subsidizes
these already-reduced prices by providing many of our most widely used
databases either free or for a very small sum.

In the current fiscal year, due to action of the Minnesota legisla-
ture, MINITEX has had to adjust to a budget cut of $300,000. Fortu-
nately, not all of the cuts in the MINITEX budget will come out of the
electronic databases they provide. For next year, our primary additional
cost—about $8,500—will be for the Elsevier publications (discussed be-
low). However, we have already been notified by MINITEX that next year
the same issue will come up with CINAHL (Cumulative Index to Nursing
and Allied Health Literature); the new pricing is not yet set. In addition,
MINITEX is negotiating a new contract for ELM (Electronic Library of
Minnesota) databases. It is unclear at this time if we will have to pay for
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these databases, which we now receive free. At the same time all of our
electronic databases continue to increase in cost at or close to double
digit rates each year.

It is quite unlikely that we will ever be faced with a complete loss
of services from MINITEX, but if we did, the replacement cost of the elec-
tronic databases that MINITEX currently provides for our campuses is
between $150,000 and $200,000. The benefit is great, but so is our at-
tendant vulnerability.

An additional complicating factor is the rapid consolidation of the
journal publishing industry into a small number of commercial publish-
ers. Several years ago, most scholarly journals were published by schol-
arly societies or by one of the many relatively small commercial publish-
ers. In the last few years, Elsevier - the most famous and certainly the
largest player in the publisher consolidation race - has purchased many
of the small commercial publishers (Academic Press and Pergammon
among them) and took over many of the scholarly societies’ journal pub-
lications as well. As the result of this consolidation, they have created a
near-monopoly for themselves in the journal publishing market. As with
any monopoly, they are using their power to dictate pricing to the mar-
ket. Implications for research libraries are severe — the University of
Minnesota no longer subscribes to any print journals from Elsevier and
has significantly cut their electronic subscriptions as well. At CSB/SJU,
we expect our costs to rise from $1,516 in FY 2003 to approximately
$10,000 in FY 2004 - for a smaller set of electronic journals. The Librar-
ies will choose to pay the higher rate because that will be less expensive
than projected increases in interlibrary loan costs if we drop these jour-
nals.

Beyond the financial considerations is the concern about perma-
nent access to periodicals as we move to electronic availability. Some
publishers have guaranteed permanent access to past issues for anyone
who had originally subscribed to their journals. However, others are re-
luctant to offer such assurances. If for any reason—due to price in-
creases or changed needs, for example—we dropped an electronic jour-
nal, we face the possibility of losing access to past as well as future is-
sues. It may take some time for publishers and subscribers to reach a
consensus on this issue.

This disquieting state of affairs has an additional impact on the
issue of space in the Libraries, as it would be ideal to be able to discard
old paper copies of journals when electronic versions are available. How-
ever, if access to back issues is not guaranteed, most experienced librari-
ans recommend that libraries retain all old paper copies, even if back is-
sues are available through electronic resources. Thus, electronic access
does not necessarily save shelf space, unless off-site storage of back is-
sues is employed.
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Chemistry is a case in point. All chemistry journals published by
the American Chemical Society [ACS] will soon be available only elec-
tronically. The ACS has openly proclaimed that there will not be continu-
ing rights to back issues. In fact, the ACS requires that libraries sub-
scribe to a separate back file database for back issues older than five
years. In other words, even though a library maintains a current sub-
scription for a long period of time to a set of titles, the Libraries could
lose access to the back runs of ACS titles if they do not also subscribe to
the back file database.

Such policies give vendors a great degree of market power in set-
ting subscription prices, since few libraries would want lose access to the
back issues.

And the issue gets more difficult. The primary chemistry journals
are produced and marketed by the ACS, which also mandates that col-
leges must subscribe to these journals to maintain their ACS-accredited
major. This dilemma is, fortunately, not yet occurring in other disci-
plines. And at this point, budgetary adjustments seem feasible. Neverthe-
less, it is possible that at some point, the high cost of subscriptions
might leave our institutions facing a decision: either to give up our ac-
creditation in chemistry, or to transfer resources from the acquisitions
budgets of other departments where accreditation is not an issue to the
chemistry library budget to cover the higher cost of chemistry periodi-
cals. Few faculty members would have anticipated this form of interdis-
ciplinary competition a decade ago. A similar issue can arise when only
accreditation (without the problem of mandated journal holdings) is in-
volved; see for example the discussion of the School of Theology, below."

As already noted, this additional financial pressure comes on top
of other recent reductions. There comes a point at which reductions in
library budgets will adversely affect departmental majors, faculty re-
search, or both. We do not know how to predict when we will arrive at
this point, either for individual departments or for CSB/SJU as a whole.
Nevertheless, our standing within the Oberlin Group should not be ig-
nored.

Books

Although the financial situation concerning books is not as se-
vere as that for periodicals, there is an important relationship between
the two. As previously noted, the overall collection budget covers the cost
of both books and serials. Not only are books rising in price due to infla-
tion (2-3% per year), but the rising cost of periodicals has already cut

" The library is currently collecting examples where the accrediting agency requires a certain level of journal and/or
book holdings, but no others are as specific as ACS. None has such direct ties to the accrediting agency, or requires
such a high level of resources for an undergraduate program.
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deeply into many book budgets. At present, the Psychology Department
has no funds available for a book budget and Departments of Chemistry
and Nursing are quickly approaching that state.

Additional demands are placed on the book budget as we add
new majors and minors (Environmental Studies, East Asian Studies,
Women’s Studies, and so on). In addition, many established majors are
broadening the scope of their studies, in the past primarily involving the
US and Western Europe, to include East Asia, the Indian subcontinent,
South America, and so on. History, English, and Modern Languages are
obvious examples, but there are many other departments.

Removal of books and periodicals from the collection

Another important dimension of the collection development policy
is the removal of books and periodicals from the collection, either
through “weeding” of books (permanent disposal) that are no longer
needed in the collection, or through off-site storage of less frequently
used volumes. Space issues will be covered in more depth in the building
issues section of this report. Here we are primarily concerned with impli-
cations for the Libraries’ collections.

Done properly, weeding involves extensive consultation with af-
fected faculty. Weeding the general book collection is thus very expensive
in terms of both library staff and faculty time: it takes much longer to
identify an old book to be discarded than is does to select a new one.
This Task Force, as well as similar ones at other institutions, expressed
grave concerns about any extensive weeding of the collection.”

A second issue deals with off-site storage of books and periodicals
at a remote storage facility (where materials are accessible on a few days’
notice). Such a facility exists at the University of Minnesota. Such stor-
age prevents direct personal access and the ability to browse the collec-
tion. Browsing is highly valued by many students and faculty, as indi-
cated in the Consortium report cited immediately above. Consequently,
in the short term, high density storage is preferable. Any decisions re-
garding off-site storage should be made in close cooperation with the
academic departments affected.

Electronic Books

By current estimates, the number of “e-books” (books available
electronically) is about 280,000, counting all such books in existence, re-
gardless of year published. There are currently approximately 2,800,000
books in print (i.e., available for purchase from a publisher), but there

“ See the Report of Tri-College_Library Consortium consisting of Bryn Mawr, Haverford, and Swarthmore Colleges,
http:/ /www.clir.org/pubs/abstract/ publ15abst.html.
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are tens of millions that have been published, so that even what appears
to be a large number of e-books is only a very small fraction of the total
number of books in existence.

Current e-book technology does not offer convenient software and
hardware (an instrument for reading e-books) that comes close to the
ease of use or affordability of a standard printed book. Thus it remains
unlikely that reading in an electronic format will be popular until this
situation changes. For now, e-books are most likely to be employed
largely for reference works or for other uses where only a short section is
needed.

The CSB/SJU Libraries currently have about 8,000 e-books cata-
logued in our online system. There are, of course, many more available
on the web. The greatest impact over the near term for our libraries will
be in Reference Collection, where some significant titles are no longer
purchased in print form but are available only electronically. Under these
circumstances, electronic books will not have a significant impact on li-
brary space or budgets for the foreseeable future.

Bibliographers

A critical part of any collections policy is the role of bibliogra-
phers in the selection of titles. At CSB/SJU, nearly every department has
designated a faculty member as bibliographer, who coordinates purchase
requests from department members and passes them on to the appropri-
ate library staff person. Exceptions include the School of Theology, and
the Departments of Theology and Music, for which library staff act as
bibliographer because of their subject expertise and the complexity of
these collections. Librarians also select titles in a handful of other de-
partments, where the current bibliographer for one reason on another is
not spending the departmental allocation.

Most liberal arts colleges do not use this process. Typically, fac-
ulty members are encouraged to submit suggestions, but the bibliogra-
pher for the department is a member of the library staff who has special-
ized knowledge in that discipline.

The experience of CSB/SJU library staff is that some department
bibliographers are much more effective than others. Some take an active
role in understanding the collection and making judgments about acqui-
sitions proposed by department members before sending them on to the
library; however, most seem simply to collect proposed acquisitions from
faculty colleagues and pass them on without much or any judgment
about the appropriateness of the acquisition. One issue about which the
Task Force wishes to survey departments is faculty perception of the ef-
fectiveness of the departmental bibliographer system to see how it might
be improved.
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Department Allocations for Acquisitions

The Task Force has reviewed the Libraries’ departmental budgets
for library acquisitions. Although there are significant variations in re-
sources available per department, it is not clear that any one formula for
dividing resources would be adequate. Among the obvious variables here
are the number of majors, number of minors, total number of students in
courses, number of faculty, number of courses, and (most difficult to as-
sess) the character of the discipline in relation to the need for books, pe-
riodicals, and AV resources. The Task Force recommends a survey of
faculty to assess their level of satisfaction with current acquisitions.

The School of Theology

The presence of accredited graduate programs in the SJU School
of Theology presents unique demands on the Alcuin library. Students
and faculty in graduate programs tend, on average, to employ library col-
lections more extensively. However, external accreditation is also an is-
sue, exhibiting some pressures similar to those presented by the Chemis-
try Department discussed above.

At the time of the last accreditation visit of the Association of
Theological Schools (1998), the library holdings in theology were ap-
plauded while recent trends in freezing acquisitions budgets in the disci-
pline were criticized as unsustainable over the long term. In the words of
the ATS report, “serious attention needs to be given to the acquisition
budget of the theology collection, so that serious gaps do not develop in
its holdings, and that efforts be made to recoup the losses incurred by
the budget freeze over the past seven years.” The visiting committee
listed this freeze as a formal “area of deficiency” in its report to ATS.

In response to the ATS report, the School of Theology raised its
contribution to the library in increments from $60,000 to $100,000 in
FYO1. This amount was reduced to $85,000 in FYO4 because of financial
constraints in the School of Theology. It is imperative that this contribu-
tion not continue to erode at the same time as purchasing power contin-
ues to decrease.

The ATS warning about frozen acquisitions budgets is well
founded, and it could be extended to most departmental holdings on our
campuses. It is nonetheless worth noting that through accreditation,
some professional organizations can exert an influence on some depart-
mental library allocations while other disciplines, with perhaps equally
pressing needs but less disciplinary organization at the national level,
cannot bring this sort of off-campus influence to bear. A careful assess-
ment of acquisition needs is required in every case.
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Collection Development Recommendations

Much is being done right, but budgetary increases are absolutely

necessary. The recommendations listed here have been cited in a number
of previous reports, because the problems we face have long histories.

Budget Increases

We strongly recommend that the two institutions formally adopt
and implement a policy that annually increases the materials
budget (for both books and serials) to compensate for the rising
costs of materials. For next year, this recommendation implies a
minimum of $30,000-$50,000 additional funding. Ideally, to com-
pletely offset inflation, between $50,000 and $60,000 would be
added each year. Failing to do so not only undercuts Presidential
plans for improving our stature nationally but also threatens the
stature we currently enjoy.

Serials

Books

15

If the additional funds requested to offset inflation are not forth-
coming, or are not possible at the level needed, then we reluctantly
recommend that the Libraries request departments to review their
serials, and attempt to identify the reductions needed to maintain
the appropriate balance between the book and serials collections.
Because of the nature of the materials used in different disciplines,
the percentage cuts will differ among the various departments.

As we shift to electronic access, we should, whenever possible,
maintain the guarantee of continued access to back copies. We
recommend that paper copies of back issues now available elec-
tronically not be destroyed, but stored off-site.

Review departmental acquisition allocations in light of curriculum
development in the colleges. Faculty judgments here are critical in
shaping library policy. This could be done either at the divisional
level or by working with all of the departmental bibliographers.

We recommend a survey of faculty, students, and library staff on a
number of issues affecting serials. See Appendix A for details.

Preserve the importance of the traditional book to maintain brows-
ing as a search option for the benefit of both faculty and students.



e Consult each department concerning a desired ratio of serials to
books. Assist departments in assessing their options.

e Continue “weeding” of books with caution, and in close collabora-
tion with the departments.

e Address immediate space problems related to the size of the collec-
tion by installing of high-density shelving.

e If necessary, as a last resort, continue to explore off-site storage of
some volumes, again with the collaboration of the departments.

Bibliographers

o Assess the effectiveness of the current system of departmental bib-
liographers, surveying faculty and providing training in collection
development for the bibliographers as appropriate.

Surveys

e The Libraries, with help from someone trained and experienced in
survey design, should conduct surveys to address three separate
groups — faculty, students, and library staff — in order to investi-
gate a number of issues related to collection development identified
above.

II. Staffing

Second only in importance to the quality of a library’s holdings is
the quality of its staff. It is clear to the Task Force that the Libraries are
well managed by a knowledgeable staff, who have presented to the ad-
ministration nearly all of the issues identified in this report.

It is critical that the Libraries provide significant staff develop-
ment opportunities for existing staff and to carefully analyze where we
lack expertise when considering new hires. The Libraries address staff
development in several ways. Needs are identified as part of the annual
review and through the work of the Staff Development and Continuing
Education Committee. In addition, a cooperative effort between Macales-
ter, Gustavus Adolphus, St. Olaf, Carleton and CSB/SJU for a joint staff
development program is just completing its first year. Although this is a
new program, it appears to be very successful. By bringing together the
library staffs from the six institutions, there is greater expertise available
in many more areas than any one institution would have. It also makes it
possible to bring experts and staff development programs to Minnesota
so that more staff can have access to the experience than would be pos-
sible if attendance at a distant site were required.
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For the most part, staff development is in the hands of the staff.
They identify what opportunities are appropriate and take them. If a par-
ticular needed skill is not available in the existing staff then a staff per-
son with an interest in the area is identified and funds are provided to at-
tend the appropriate classes, conferences, or workshops.

When there is a vacancy on the staff, a careful review of the posi-
tion is done to identify the skill set needed for the job as well as addi-
tional skills needed in the Libraries. Over the past few years, a number of
new paraprofessional staff have been hired and reference desk hours
have been added to their job descriptions. This has provided more flexi-
bility for librarians to be out of the building to meet with classes and fac-
ulty. An extensive training is required for these new staff, based on a
program developed by Norma Dickau and others called CORE MORE. It
has been used throughout Minnesota to enhance the skills of reference
staff. As the Libraries look to the future, they will need to add staff with
training and/or strong interest in cataloging special collections, assess-
ment, and the use and management of electronic resources.

Staffing Recommendations:

e The Libraries should continue to review the skills that the staff
currently has and identify any new skills needed.

e All job descriptions should be reviewed annually, but when there is
an opening on the staff, very careful thought should be given to the
replacement position and what skills are needed.

III.The Libraries and IT Services

There are major differences in the ways colleges and universities
have designed the relationship between libraries and computing centers,
an issue that has received extensive attention since about since the mid-
1980’s.” Some have appointed a Chief Information Officer [CIO] in charge
of both areas. At others, the Computing Center Director runs the library
or the Library Director runs the computing center. There have been a
number of attempts at complete merger, but these have met with mixed
results at best. Among other things, administrators whose professional
competence extends to both areas are rare indeed.

Typically, such mergers at other institutions have been in re-
sponse to specific local conditions, often when either IT or the library is
not performing optimally, or in response to other highly specific local cir-
cumstances. This Task Force does not believe such conditions exist here;
we have a system that works very well. At Saint John’s University and

“ For more information, see Books, Bytes and Bridges: Libraries and Computer Centers in Academic Institutions,
edited by Larry Hardesty, American Library Association, Chicago, 2000.
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the College of Saint Benedict, we are fortunate to have both an IT de-
partment and libraries that are notably competent, effective, and well-
run. Both serve their constituencies well, and the libraries and IT Ser-
vices have worked very well together.

At CSB/SJU, IT Services and the libraries serve very different
functions. IT Services is primarily concerned with computer hardware,
software, and their incorporation into a network. The libraries are pri-
marily concerned with books, journals, and related materials (increas-
ingly in electronic as well as print format), and with the physical and
electronic infrastructures for making such materials available. There is
little overlap in training, skills, or responsibilities between the groups. To
be sure, librarians make increasingly heavy use of computers and net-
work resources, but so do most academic and academic support depart-
ments; there is no argument for merger or joint management here.

Staff members of both IT Services and Media Services provide as-
sistance and education in the use and distribution of projection equip-
ment, digital cameras, laptop computers, and portable projection equip-
ment; we are currently working on a better distinction of responsibilities
between media and IT Services.

The organizational relationship between libraries and computing
centers should reflect the needs of the community served. At CSB/SJU,
IT Services and the Libraries serve very different needs, and to some ex-
tent, constituencies. The Libraries serve primarily the CSB/SJU aca-
demic community. By contrast, IT Services serves and must meet the
needs of a far wider and more diverse community. At St. John’s, that
community is corporation-wide, and includes the Abbey, Prep School, Li-
turgical Press, HMML, and the various administrative departments, as
well as the academic programs of the university. It also serves needs of
the College of St. Benedict — both academic and administrative. This di-
versity adds a significant level of complexity.

In structure, as well as in areas of expertise, there is little exist-
ing overlap in responsibilities between the Libraries and IT Services. As a
result, we believe the current structure — augmented by the existing
practice of regular meetings and discussions between the two directors
regarding plans, existing challenges, and how to divide up responsibili-
ties that could fall in either department — is sufficient to coordinate the
activities of the two areas.

Current Relationship

The operating arrangement between the Libraries and IT Services
has developed over the last ten years. In general, IT Services provides the
network infrastructure for the colleges and the Libraries provide the in-
formation/research databases, library web pages, and support needed
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for faculty and students to use the information resources available. The
Libraries also use external providers for some of their computing needs.
For example, the University of Minnesota provides the Libraries’ Open
URL Resolver, and St. Cloud State University will provide the server
needed for library web management software. The Libraries use other
providers when they can provide service at less cost to the institution, or
when collaboration helps provide a better product. When IT Services can
do something less expensively or has expertise needed, their services are
used. Recently the Libraries moved the proxy server from MnSCU to
CSB/SJU because IT Services was able to provide a more user-friendly
solution. The Libraries and IT Services work closely in all cases to assure
that user or network problems are not created. The Libraries rely heavily
on the expertise of IT Services staff in making any decisions regarding
software, hardware, or the network.

Future Relationship

The relationship between IT Services and the Libraries has been
informal. One staff member from the library serves ex officio on the
Committee on Academic Computing. The two directors get together a
number of times each semester to discuss issues of common concern. To
formalize this relationship, a decision has been made to hold a formal
meeting at least twice a year with the Directors of the Libraries, IT Ser-
vices, and HMML, and other staff members as appropriate, to discuss
plans and review existing projects. The Directors of the Libraries and of
IT Services will meet to explore the future relationship between Media
and IT Services. As more projection classrooms are implemented, the re-
sponsibilities of each area may need to be redefined.

Areas of Possible Future Cooperation

There are several areas where greater cooperation between the
Libraries and IT Services could be beneficial.

The first is faculty use of course software. IT Services currently
has one staff person available to train and advise faculty in developing
academic web sites and course pages. This work can be time-consuming,
and librarians could have a role in helping faculty collect, organize, and
post course and departmental resources.

The second area for possible cooperation is the creation of digital
objects from prints, books, slides, microfilm, etc. These projects will arise
out of many areas, including HMML, Arca Artium and Archives. We are
developing a method of archiving significant amounts of digital informa-
tion. The HMML collection alone in digital form would be vast. Librarians
will be needed to guide and/or provide metadata (description or catalog-
ing) of the digital objects. The plan is to establish a single platform for
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indexing, retrieving, and delivering digital images. It will be necessary to
have a coordinator for digital resources to manage the software, work
with faculty and staff in developing digital collections, and supervise a
digital imaging studio. The studio to capture images would probably be
located in HMML but would serve the academic communities on both
campuses. A good working relationship exists between IT Services,
HMML, and the Libraries, and the three areas are in the process of es-
tablishing a framework for the future.

Finally, there has been considerable discussion about the possi-
bility of providing an attractive space for public computer access in Al-
cuin Library, similar to what has been done in Clemens Library. The sur-
veys done by the CAC confirm this need. Serious consideration should be
given to providing such a space in any expansion of the existing facility.
It would also be appropriate to consider such a space in Alcuin Library
prior to any major building project.

Library/IT Recommendations:

e The relationship between Libraries and IT Services should become
more formal, as recommended above. (The anticipated retirement
of the Director of the Libraries makes this step even more appro-
priate.) At the same time, this relationship has worked very well
and there seems to be no need to make any significant changes.

e The Libraries and IT Services should continue planning for in-
creased cooperation concerning faculty course software, digitiza-
tion, and computer access within Alcuin library.

IV.Physical Space

Our review of library space has identified three major issues: the
need to reconfigure our current library seating to foster collaborative
learning; the space demands of growing collections, and access and hos-
pitality.

As will be clear below, in both libraries the need for additional
stacks to hold the collections is squeezing out the space for people. In
sum, space and design restrictions have meant that the libraries have
been developing on a trajectory divergent from that of our academic and
residential programs.

Collaborative Learning.

The Council on Libraries and Information Resources commis-
sioned a study to identify to what extent recent library building projects
have been driven by an understanding of how students learn and faculty
teach. Scott Bennett, Librarian Emeritus at Yale, did an extensive study
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of the motivations and planning for library renovation and construction
projects undertaken between 1992 and 2001. Among his findings is that
“while most of the projects are serving users well, they have rarely been
informed by a systematic assessment of how students learn and faculty
teach. The author suggests that planning based on such an assessment
could equip the library to serve an even more vital function as a space for
teaching and learning.”

The CSB/SJU Task Force judges that, in addition to the budget-
ary and simple space needs for the growing collection, the biggest im-
perative facing the Libraries is space for what Bennett calls a “learning
commons.” We all know that our students have been engaged in collabo-
rative learning for a long time and it appears clear that this will continue.
As Bennett notes, we must recognize there is a social dimension to learn-
ing and that libraries should “focus on facilitating the social exchanges
through which information is transformed into knowledge.”t We know
that this kind of learning has been fostered in our classrooms for some
time, but both libraries were designed before this kind of learning be-
came prevalent.

The focus on quiet, solo study space in the libraries reflects the
student housing of an earlier era, when nearly all students were required
to share rooms. Although students on our campuses now more typically
have private living spaces, the majority of the seating at both libraries
remains designed for students working alone. There are limited spaces
for students to study together or in groups of six or more. The dividers on
the tables and the very large number of individual carrels simply do not
meet the needs of today’s students.

In addition, there are a number of classes that would benefit from
being located in the library. The seminar rooms that once existed and
which were intended for group use in both libraries have been reconfig-
ured as sites for access to technology or for staff work space.

Each library needs to be evaluated for its potential as a learning
commons. This will necessitate significant redesign of existing spaces
and perhaps additional space. This challenge should be undertaken by a
task force whose charge is to write a building program for each library.
This task is beyond the scope and time constraints of the existing Task
Force. For Alcuin, there are a number of documents that already exist on
which the new committee can build. We are confident that an appropri-
ate solution can be found for each facility which will maintain the archi-
tectural integrity of each.

" Taken from the summary of the report at http://www.clir.org/pubs/abstract/pub122abst.html, where a link to the
full report (Libraries Designed for Learning, by Scott Bennett, Council on Library and Information Resources,
Washington, D.C., November 2003) can also be found.

" Libraries Designed for Learning, by Scott Bennett, p. 4.
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Space for Books and Other Library Materials
Both Facilities

In each facility we have immediate needs for stack space that will
have to be addressed in the next two to three years. The library staff is in
the process of doing what can be done to make more space available in
the short run. They are consolidating back runs of periodicals so that we
only have one set between the two facilities. This will save approximately
1000 linear feet of shelf space, split about evenly between the two facili-
ties. In addition, they are planning on moving the back runs of periodi-
cals, indexes, and abstracts for which we have permanent electronic ac-
cess to the Minnesota Access Center. This will save approximately 900
linear feet, all of it in Alcuin. This has already been done at Clemens.
Both libraries have handicapped access issues, especially in the refer-
ence and periodical collections, that should be addressed as soon as pos-
sible. In addition, each library has its own unique set of problems and al-
ternatives that need to be addressed.

Clemens

Clemens library was completed in 1986 and designed for 20
years’ growth. As 2006 approaches, those projections have proven to be
accurate. In the summer of 2001, approximately 116 seats, two seminar
rooms, two group study rooms, and the special collections area were
eliminated in order to create a computing public access area. This
change has restricted our alternatives for constructing more conventional
stacks in the facility. The immediate need is for additional stack space.
Although the building was supposed to have been designed to allow for a
second tier of stacks, that does not appear to be possible. The side ceil-
ings are too low to allow for this without reducing the height of the exist-
ing stacks. An elevator would also need to be added to the building if a
second tier were installed.

A library is defined as full when it has 15% of its shelf space still
open — this is defined as working capacity. Once there is less than 15%
open as new books come in, it becomes necessary to move many ranges
of books to make room. When this happened at Alcuin in the early 70’s
before we put in the stacks in the basement it was necessary to move
every book in the circulating collection each summer in order to redis-
tribute the available space, an expensive operation. If we do not use the
top shelf of the stacks, we have between 5-6% of the total shelf space
left. If we use the top shelf, we have between 17-18% of the shelf space
left.

It appears that the best alternatives are to put stacks where the
existing Computing Access Center is located, put stacks in the existing
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media area — a space that might better be used as a learning commons,
or to begin the process of putting high density stacks in the back stack
area. The first option is inadvisable because the current use of the space
is currently highly valued by students. The second option would prevent
the use of the current media space as a learning commons. As a result,
we recommend that one quarter of the existing stack area be converted to
high density stacks. A fourth alternative would be to expand the existing
building, but we recommend waiting on that decision until a task force
has examined the learning commons idea further and makes a recom-
mendation.

Since the CSB Archives are under the direction of the Director of Librar-
ies and are in a less then desirable location the question of the location
of the archives should be revisited by any Task Force that looks at a
building program. The CSB Archives were included in the original dis-
cussion when Clemens was being designed, but at that time it was
thought that the College Archives could be housed with the monastery
archives. Due to space limitations in the monastery archives the college
had to find other space for their archives.

Alcuin

Alcuin library is severely short of space. The problems with Al-
cuin were outlined quite clearly in Alcuin Library Building Program (Au-
gust 1991) Appendix D, Proposal for an Addition to Alcuin Library (April,
2000) Appendix E, and Report to Dietrich Reinhart, O.S.B., President, St.
John’s University (February 2002) Appendix F. The 1991 study was done
because we realized that we could not house our growing collection.
Shortly after that study, 70 seats and their accompanying tables were
removed from the lower level of Alcuin and stacks were put in to hold ap-
proximately 50,000 volumes. That bought ten years of growth, but it is
now ten years later. In addition to the space and other issues from the
1991 study that were incorporated into the 2002 study, the issue of how
to house our growing special collections and accommodate their users
was also addressed. Those documents are attached as Appendices D and
E. It is the best estimate of the librarians that a secure area large enough
to hold approximately 10,000 volumes will be needed to consolidate spe-
cial collection materials that are currently scattered in various small
spaces around campus, to hold the existing overflow in the rare book
rooms and to provide growth space for both special collections and the
archives.

The Task Force judges that reducing the seating even further is
an inappropriate method for increasing stack space. In an era when stu-
dent learning has become more dependent on group work, the library
has actually moved in the opposite direction, having removed even those
seminar rooms originally part of the building’s design.
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The amount of space left in the circulating stacks is approxi-
mately 8% above working capacity. This translates into approximately
20,000 books after taking into consideration the number of books in cir-
culation. This represents four years’ growth, but does not provide any
space for special collections. The extra space that would be recovered by
consolidating the back runs of periodicals and moving the JSTOR titles
to remote storage would be close to enough space to house up to 10,000
volumes for special collections.

There are two alternatives to solve the stack space issue in the
short term. One would be to move out all the periodicals and then shift
all of the books in the circulating collection, so that the current high-
density stacks in the northwest corner of the library basement are avail-
able for special collections. The earliest this could be done is the summer
of 2005. It would be possible to construct a temporary wall with fire exit
access to close off this collection. Locks could be put on the stacks to
further protect the collection. This would give SJU until about June of
2008 or 2009 before there is a need to move the Ecumenical Institute
scholars’ offices out of the library and install more high density stacks in
their place. In order to do this there would need to be two moves of the
complete circulating collection — an expensive proposition. The second al-
ternative is to move the Ecumenical scholars’ offices out of the library the
summer of 05 and put high density stacks on the whole west side of the
basement. It is clear to the Task Force that there will need to be a major
addition or a new library building at SJU in the next five to ten years.

The 1991 and 2002 building task forces’ reports addressed most
of the space needs for Alcuin. The current Task Force feels that although
the needed square footage estimated in the 2002 report may have been
inaccurate, the basic issues facing the library were correctly identified.
This Task Force recommends that a building committee be appointed to
review the 1991 and 2002 documents, as well as the Bennett paper, to
make recommendations on the redesign of existing space and the neces-
sity for new spaces.

Access and Hospitality

The current situation for handicapped access to Alcuin Library is
unconscionable and should be addressed as soon as possible. Moving to
shorter stacks in reference could be addressed now or delayed until the
broader space issues are taken up.

In addition, the awkward access to restrooms is inhospitable to
patrons. A relative easy solution is possible: Construct security doors
that block access to the Lower Level from the main entrance in Alcuin.
When the library is open, these doors would be locked, and the large
double doors on the lower level of library would be open to allow library

24



patrons easy access to the restrooms. When the library is closed, the
double doors would be locked and the security doors open, allowing ac-
cess to the lower level without entering the library proper, as is the case
now. The primary cost would be the extra distance one would need to
walk to get to the two AV rooms when the library is open, as one would
have to walk up the stairs, enter the library proper, and then descend
one level, exiting through the double doors.

Space Recommendations:

More space needs to be constructed at Alcuin, both for materials
storage and collaborative student learning.

Because such new space cannot be available as soon as needed,
the administration should decide which of the two short-term al-
ternatives for Alcuin cited above should be implemented.

A Building Committee should be set up for both Alcuin to work
with architects on specific plans. The committee should build on
the existing documents.

A Building Committee should be set up for Clemens to make rec-
ommendations regarding reconfigurations of space for the various
purposes identified here, and, for the possible need for addition
space in the future.

We recommend that the back runs of the periodical collections
should be consolidated and that those periodicals for which the Li-
braries have permanent electronic access should be stored off-site
at the Minnesota Access Center

One-quarter of the area in the current stack space at Clemens
should be converted to high density storage.

Priority should be given to handicapped access at both facilities
and to bathroom access in Alcuin.

Members of the Task Force:
Ms. Laura Cudzillo, student

Dr. Daniel Finn, Economics and Theology, Co-chair

Dr. Clayton Gearhart, Physics
Br. David Paul Lange, O.S.B., Art

Mr. Michael Kathman, Director of the Libraries, Co-chair
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Mr. Ryan Palacio, student

Dr. Gregory Schroeder, History

Dr. Wendy Sterba, Modern and Classical Languages and Literature
Fr. Columba Stewart, O.S.B., Hill Monastic Manuscript Library
Dr. Michael Tangredi, Mathematics

Sr. Susan Wood, S.C.L., School of Theology

Library Staff Support

Significant time was spent with library staff members. Special
thanks go to:

S. Stefanie Weisgram, O.S.B.
Mr. James Parsons

Ms Peggy Roske for editorial assistance
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Appendix A

Recommendations for Surveying Faculty Students, and Library Staff

1. Faculty

a.

b.

x

2. Students
1.

3. Library Staff
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Is your departmental library allocation for books and serials
sufficient?

Are the right materials being purchased? Do you give input for
material to be purchased?

How important are paper copies of serials/books in your disci-
pline? Would electronic sources suffice for you?

How time sensitive are the materials in your discipline? Would
off-site storage and retrieval of rarely used materials suffice for
you? Would off-site photocopies of journal articles suffice for
you?

How many times in the average semester do you “browse” the
library shelves, whether as an explicit search technique or more
casually? How important do you rate browsing for students?
Have changes in availability of services been a problem for you?
(e.g., termination of contract for Books in Print on line)

Do you receive appropriate information about library hold-
ings/collections in your discipline? Do you use the library web-
site for similar information?

Does the current department bibliographer system work for you
or would you prefer relying solely on a designated library staff
bibliographer?

What do you suggest for improving library collection develop-
ment?

How much do you demand that the students use the library?
Have you experienced any problems with the availability of pro-
fessional librarians when you need them?

Student use of materials and services. Distinguish various stu-
dent uses of the library and ask for a response on a scale from
low to high frequency: On line services, paper journals, books,
visits to the library, etc.

Rate services--?? Are the libraries able to provide materials to
meet your assignment needs or personal research?

. How do you get information about library resources? Are faculty

or library staff sufficiently helpful?

. How many times in the average semester do you “browse” the

library shelves, whether as an explicit search technique or more
casually?
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Are you satisfied with the way the collection is developing in the
disciplines with which you work?

. What evidence of student use of the library do you see? Do

courses seem to call for use of the library?

What level of research do you see?

What suggestions would you make to faculty in terms of the col-
lections’ development? Of the students’ use of available materi-
als?



