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I. INTRODUCTION 
 
1. PURPOSE OF THE REVIEW 
The Consultants were asked to identify the strengths and challenges of the Brooks 
Library—―what seems to be working or not working; what changes or alterations‖ might 
be suggested.   The perspective was institutional rather than individual; that is, the 
Consultants were not present to assess the performance of individual employees; rather 
they were present to look at the organization from a unit, organizational, and University 
perspective.    
 
2. ORGANIZATION OF THE REPORT 
The report has an Introduction which includes the Purpose of the Review, Data 
Collection, and Criteria.  Then the analysis and findings are presented in two parts: (1) 
Part 1 – Services, Resources, and Facilities and (2) Part 2 –Administration and Staff.  
The Report concludes with Recommendations.   
 
3. DATA COLLECTION 
The Consultants visited the CWU Ellensburg Campus on August 9 – 11, 2009.   
Interviews were scheduled with library personnel by function including: Reference 
Services; Interlibrary Loan; Systems; Music; Government Publications, Maps and 
Microforms; Periodicals, Serials and E-Resources; Media Circulation;  Circulation; 
Collection Development; and the external unit, Multimedia, Technology and Instruction 
Support (MTIS).  Interviews were also conducted with Provost Wayne Quirk, Associate 
VP Tracy Pellett, and Interim Dean of Libraries Phil Tolin.  The Consultants also met 
with representatives from the University Library Advisory Committee.  Additional 
interviews with individuals were also conducted as needed.  The Des Moines Center 
Library was visited on the afternoon of August 11, 2009.  Representatives from both the 
Des Moines and Lynnwood University Centers were present.  
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Many documents and reports were made available to the Consultants.  A central 
document was the James Brooks Library Program Review Self-Study (LPR) submitted 
to the University on August 10-11, 2009. 
 
 
4. CRITERIA USED  
The Association of College and Research Libraries (ACRL) of the American Library 
Association provides Standards for Libraries in Higher Education (see Appendix **) 
which identify core requirements for academic libraries.  The standards are not 
prescriptive and are primarily qualitative, as opposed to quantitative.   The intent of the 
standards is to ―provide a comprehensive outline to methodically examine and analyze 
all library operations, services, and outcomes in the context of accreditation.‖   The 
Consultants have used the ACRL Standards for Libraries in Higher Education both as a 
structured approach to guide the analysis of the James E. Brooks Library and as an 
outline for the assessment portion of this Report. 
 
Ten categories or areas are covered by the ACRL Standards and these are divided into 
two parts for this Report: 
 
 Part 1: Services and Facilities 
  1. Access 
  2. Resources 
  3. Services 
  4. Instruction 
  5. Technology  
  6. Facilities 
 
 Part 2: Administration and Planning 
  7. Administration (including planning) 
  8. Communication and Cooperation 
  9. Staffing 
     10. Budget 

 
 

PART 1 – SERVICES AND FACILITIES 
The five areas covered in Part 1 are closely interrelated and mutually dependent.  
Access to the resources and services of the library are dependent on both the facility 
and the technology which can be used by faculty and students to make use of the 
resources and services the library offers.  Similarly, if a library has insufficient resources 
or does not offer services that are needed by students or faculty, neither the facility nor 
the technology will be effectively utilized. 
 
 
1.  RESOURCES 
As evaluated by the ACRL Standards, Resources also cover two areas – (1) the actual 
resources that are available and (2) the process of selecting, acquiring and making 
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them available, known in libraries as the acquisitions, processing, serials, and collection 
development units with Technical Services. 
 

 (1.1) Resources Available 
The Library’s collection, both print and electronic, appears to meet the ACRL 
Standards criteria of being varied, authoritative, and up-to-date.  Although a 
quantitative or in-depth assessment of the collection was beyond the scope of this 
Report, searching in the online catalog, browsing the shelves in selected areas, 
studying the Program Review Self-Study, and reviewing the results of the LibQual+ 
2007 Survey all support the conclusion that the Library’s collection contains 
appropriate and generally well-selected publications.   
 
Through the ORBIS Cascade Alliance the Library also effectively utilizes consortium 
and licensing agreements.  Similarly, the Library appears to have sufficient user 
licenses for its electronic resources so that on-site and remote users can be 
accommodated. 
 
There are, however, some problems areas in the resources provided by the Library. 

 
First, the ACRL Standards asks: What is the role of the classroom faculty in the 
selection of library resources and in the ongoing development and evaluation of the 
collection?  The answer appears to be ―non-existent or extinct.‖   The Library 
apparently has a traditional system of assigning librarians as liaisons to academic 
departments.  However, it no longer appears to be functioning to any great extent.    
A member of the Library Advisory Council stated that she had never seen a liaison.   
 
Some departments indicated confusion about how to request books: ―We are 
unclear what the process is for acquiring new books‖ and ―Are we our own 
bibliographers or is there another selection process such a ordering from the new 
book lists of specific social science publishers?‖ (comments from Self-Reports Text 
Regarding Library Services). 
 
There needs to be a close relationship between the library and the academic  
departments.  This relationship can be achieved through a formal system of liaisons.  
However, library liaisons must be proactive and must do more than send ―stacks of 
announcements‖ and asking that the department rank them in priority order for 
possible purchase. 
 
Second, the ACRL Standards state that the print, media, and electronic resources 
[must] reflect campus curricular and research needs.  Comments in the Library 
Program Review indicate that many major academic departments have concerns 
about the Library’s resources.  For example, Education reports that ―many of the 
holdings/resources specific to education are outdated,‖ Communications notes that 
―Faculty research needs are also only marginally met,‖ and Biology states that ―the 
journal/serials budget has been cut time and again, resulting in a reduced capacity 
to meet our student and faculty needs.‖  One department, Recreation and Tourism 
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complained that ―The CWU library has limited physical resources for the RT 
discipline on campus‖ and further noted that ―the CWU library does not carry any RT 
journals.‖   
 
The impact of new departments, changes in areas of study, and online courses on 
collection needs have not been considered in a systematic manner.  Finally, the 
History Department reported that ―Budget cuts have severely diminished acquisitions 
of journals, books, reference materials, maps, and microfilm collections of 
newspapers and primary collections in the past decade.‖  However, it is important to 
also note that the department added in bold type: ―Nevertheless, it is imperative that 
the library be recognized as a key component to successful research by faculty….  
Let us commit to acquiring to acquiring necessary periodicals, indices and other 
reference works, and full-text databases.‖  Departments recognize deficiencies in the 
collection, but also support the Library in its role as campus information provider. 
 
Third, a library should, according to the ACRL Standards, have a continuing and 
effective program to evaluate its collections, resources, and online databases, both 
quantitatively and qualitatively.  The Library does not have any mechanism in place 
which meets this standard.  The Library Program Review admits that ―The Library 
has a history of sporadic formal assessment from outside the Library‖ and that ―goal 
attainment is assessed on an informal basis.‖  It then suggests that ―general 
conversations with faculty in various venues‖ and ―the lack of complaints, 
breakdowns, problems, etc.‖ can be used to ―inform our self-assessment.‖   
 
The Library did complete a LibQUAL+ Survey through the ACRL in 2007 and is to be 
commended for this attempt to evaluate the Library  collections and services.   A 
LibQUAL+ Survey produces a lot of statistical data and comments.  The Library has 
done little with the results of the 2007 LibQUAL+ Survey beyond studying the 
summary.   To some extent this is understandable; the data produced can be difficult 
to interpret.  The current data requires further systematic analysis before 
conclusions can be drawn. 
 
In summary, systematic and well-organized assessment of the collection is essential 
both to determine what is needed, and what to avoid purchasing items.  One faculty 
member strongly recommended a formal process of collection development – ―We 
need to figure out what we really want to have in the collection for faculty and 
students.  There is no system in place to do this!  We need assessment of how the 
collections stand and then an idea of how to go forward.‖  This is an excellent 
statement of what is needed in terms of collection development. Obviously, it must 
be the librarians who initiate an ongoing collection assessment mechanism which 
can evaluate the Library’s resources both quantitatively and qualitatively.   

 
(1.2) Technical Services  
The Library has a Collection Management Department with an Interim Head ―loaned‖ 
by the Reference Department and two Order Technicians.  The two Order 
Technicians primarily are responsible for the acquisitions and processing, while the 



5 
 

Department Head authorizes purchases and manages the use of commercial 
products such as the Docutek electronic reserves systems, book vendors such as 
Yankee Book Peddler and BNA, and Serials Solutions (organizes electronic 
journals).   Even with budget cuts, the Library still purchases a substantial number of 
books each year which must be acquired and processed by the Collections 
Management Department.  And, the importance and cost of electronic serials makes 
the effective use of Serials Solution (with the Serials/Electronic Resources 
Department) an essential activity.   
 
The Serials/Electronic Resources Department performs the ―acquisitions‖ function 
for serials and is responsible for all periodical subscriptions, whether for print or 
electronic publications.  Serials now accounts for a significantly larger portion of the 
collection budget than books.  Fewer and fewer print periodicals are purchased.  The 
Library has a separate service area for a smaller and smaller collection which is 
used more and more infrequently.  Consideration should be given to further 
cancelling print subscriptions (but only after first checking with faculty who may have 
a justifiable reason for a print subscription) and to eliminating the serials service 
point on the second floor.   
 
Given the amount of money spent on acquisitions (e.g., approximately $600,000 per 
year for serials), and the on-going necessity of occasionally cutting subscriptions to 
stay with budget, the Collection Management Department and the Serials/Electronic 
Resources Department must work closely together.  In many libraries the two 
departments are grouped together as one unit in Technical Services.  Interlibrary 
Loan (currently within the Reference Department) could also be functionally 
associated with the Serials/Electronic Resources Department.  

 
 

2. SERVICES 
(2.1) Circulation 
The Circulation Department appears to function very well. Checkout statistics show 
a stable level of circulation over the past three years (54,027, 55,282, and 54,326)  
This level of circulation parallels the number of people coming into the Library  over 
the past three years as these numbers have also not varied significantly (768,534, 
793,742, and 786,192).   

 
The declines in both checkouts and turnstile readings over the last two years 
(55,282 down to 54,326 for checkouts and 792,742 down to 786,192 for turnstiles) 
will probably continue as more and more library information and resources become 
available without coming to the library and checking something out.   
 
The change in the way library materials are utilized will continue because younger 
students (and faculty) have different lifestyles and expectations; specifically, the 
desire for instant information access 24/7 in electronic format and from a device they 
control.   This does not mean that library materials will no longer be needed.  Quite 
the contrary.  The Library will continue to be a primary source of vetted and 
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necessary information relevant to academic curricula and research.  What will 
change is how these library resources are accessed by users. 
 
The use of Reserves for physical items will also decrease as electronic versions are 
placed on reserve.  The decline in the number of books shelved over the past three 
years (from 82,219, to 71,300, and then down to 63,793) is emblematic of this switch 
to electronic resources.  As some point, but not necessarily immediately, this will 
free up staff in Circulation for other duties.   
 
Two years ago, circulation was broken into two separate departments with two 
separate service points next to each other – Circulation and Media Circulation.  The 
Consultants can find no justification for splitting these two units which both perform a 
circulation (i.e., inventory control) function.  Especially given the current financial 
situation and the need within other units for additional staff, having two circulation 
services points adjacent to each other is hard to justify. 
 
In summary, the Circulation Department performs at a reasonably high level and 
serves the CWU community very well. 
 
(2.2) Documents/Maps/Microforms 
Combining government documents, maps, and microforms into one unit is 
somewhat unusual, but it works.  It is also unusual for an academic library to provide 
this high of a level of service to these three areas.  The resources are very well 
organized and available.   The staff is helpful and supportive.  Instruction is also 
provided to classes on request.  The department demonstrates collegiality and a 
willingness to work together and with other units in the Library. Such high quality 
service has probably increased the use of these resources.  Students and faculty go 
where they have been well served in the past.   

 
(3) Interlibrary Loan  
Interlibrary loan (ILL) remains an important service, especially in libraries which must 
borrow materials on a regular basis to meet the needs of its users.  However, CWU 
students and faculty can easily borrow materials through ORBIS Cascade and this 
―patron-initiated ILL‖ lessens the use of the traditional ILL service which required a 
staff intermediary to order and borrow the item from another library.  Similarly, as 
students and faculty become even more aware of the full-image articles which they 
can download from the electronic databases, use of ILL to request the copy of an 
article from another library will also decrease. 
 

Consequently, as previously mentioned, ILL will become even more directly 
associated with Serials/Electronic Resources Department and might logically be 
moved from the Reference Department to the Serials/Electronic Resources 
Department.  The historical reason for having ILL in reference was because 
reference librarians had to perform the intellectual effort of verifying the citation and 
determining what library had a particular book.  However, patrons now do this 
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themselves (often being told by Google what library in the area owns the book) and 
can then order the book electronically through ORBIS Cascade.   
 
In summary, the ILL Department generally provides a valuable service to the CWU 
community, but its administrative location in the Reference Department needs to be 
reconsidered. 

 
   (2.4) Reference 

The Reference Department is often the primary contact the library has with users of 
the library.  Unfortunately, the types, quality, and level of services provided do not 
meet ACRL Standards.   

 
The ACRL Standards for Services state that the library should establish, promote, 
maintain and evaluate a range of quality services that support the institution’s 
mission and goals.   The Reference Department has well-established, but very 
traditional services.  In many ways the services provided are dated and need to be 
rethought.  The Library has rarely promoted these services.  It has not maintained 
necessary staff levels in some cases and has not adapted to a changed 
environment.  It has little history of systematically evaluating the services provided.  
Consequently, the Consultants are concerned with the extent to which the services 
provided by Reference Department are ―quality services‖ and whether they support 
the mission and goals of CWU. 
 
It is important to note that the Reference Department has been operating with 
several unfilled positions of the past two years, including the loss of two staff 
members who became heads of other departments in the Library.  The two existing 
NTT reference librarians are former interns and have one and two years of 
experience respectively.  Two other positions, one classified and one faculty, remain 
open.   
 
It is fair to say that the Reference Department has been and currently is significantly 
under-staffed.  However, based on interviews with the existing reference staff as a 
group, the comments made by other library staff in separate meetings, and personal 
observations, these empty staff positions do not explain or justify all of the problems 
identified.   
 
Comments indicated a consistent level of moderate to serious dissatisfaction with 
the services provided by reference.  Comments ranged from blunt (―Reference is 
very weak, just weak‖) to general (―a lot of my students report they   … have a hard 
time‖ [getting the assistance they need from reference staff]).  Others, in 
commenting about the librarians in general, emphasize that ―they’re not on the same 
page‖ and when asked about the reference librarians, they offer the assessment that 
―they want to be left alone to do (or not do!) their own thing.‖.  Significantly, in the 
―Summary of the Assessment from the The LibQUAL+ Survey‖ there are no reported 
comments or observations from the Reference Department.   
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Reference librarians must be actively engaged in ―the development and 
maintenance of research collections, research guides, catalogs, databases, web 
sites, search engines, etc., that patrons can use independently, in-house or 
remotely, to satisfy their information needs.‖  These activities are not evident within 
the Reference Department. 
 
Significantly, the Library Program Review does not mention any of these types of 
activities as future services the Library should initiate.  There are only two ―future 
directions‖ which specifically deal with reference service is: (1) Greater Support for 
Faculty Research and Instruction and (2) Greater Support for Student 
Research/Information Literacy.   
 
These are crucial areas and should be included in future plan to improve library 
services.  However, they do not reflect the changing nature of reference service. For 
example, there is no mention of social networking or Library 2.0 capabilities.   There 
is little systematic evidence that the Reference Department has made its services 
available on the Library’s website or has a presence on the web (e.g., Facebook).   
Through the use of social networking and Web 2.0 capabilities librarians can provide 
services directly to their users, offer point-of-use-based instruction, enhance access 
to all of the Library’s resources, and begin to break down barriers between 
themselves and their users.   
 
The ARCL Standards also state that the library should maintain and utilize 
quantitative and qualitative measurements of its ability to serve its users 
Aside from the LibQUAL+ Survey, there is little indication that the Reference 
Department performs any systematic quantitative or qualitative evaluations of its 
service beyond irregularly counting transactions at the reference desk. 
 

 
In summary, although the Library Program Review concludes that ―we have 
achieved our goals for service and instruction,‖ the Consultants do not agree   While 
some service units in the Library perform very well, the Reference Department 
needs significant improvement. 
 
 

3. INSTRUCTION 
Instruction has always been an integral part of academic library service. However, 
instruction has changed dramatically because of the expanded access to information 
beyond the library’s catalog and the need for proactive instruction to support student 
and faculty access to electronic, as well as print, resources.  The Association of College 
and Research Libraries (ACRL) views instruction as so important that it now includes 
instruction as a separate standard for academic libraries.  It is important, however, to 
note that instruction is generally under the auspices of the Reference Department. 

 
The Library reports minimal efforts to provide instruction to students.  For example, it 
does provide a fifty-minute library orientation for students in some UNIV 101sections 
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and librarians teach a few sections of UNIV 101 annually (a total of 80 students in 2007-
08).  The Library also offers a course, LIB 145, but rarely (e.g., 6 sections, 111 students 
in 2007-08).  These are very small numbers for a university the size of CWU.   
 
There is one area within the Library which appears to offer some bibliographic 
instruction and information literacy sessions for students in various academic 
departments.  The Government Information, Maps, and Microfilm Unit provides 
instructional services to relevant faculty and departments (e.g., History and Geography) 
which are primary users of their materials.   This is an example which should be 
followed and expanded on by the Reference Department.  
 
The ACRL Standards require that should provide information and instruction to users 
through a variety of reference and user education services, such as course-related and 
course-integrated instruction, hands-on active learning, orientations, formal courses, 
tutorials, pathfinders, and point-of-use instruction, including the reference interview. 
 
 With the exception of the use of a reference interview at the reference desk, few of the 
techniques of effective education service are actively utilized by the Library’s Reference 
Department.   There is very little evidence such proactive services as hands-on active 
learning, tutorials, pathfinders, or point-of-use instruction are provided.  Course-related, 
course-integrated, and formal courses are also either not available or not widely utilized.   
  
The ACRL Standards also mandate that Information literacy skills and user education 
should be integrated across the curriculum and into appropriate courses with special 
attention given to information evaluation, critical thinking, intellectual property, copyright, 
and plagiarism.   In its own self-study, the Library frankly states, ―We do not yet address 
information literacy instruction for at [sic] State or ACRL recommendations.‖   
 
This is a serious deficiency.  Students need to be not only information literate, but also 
information fluent.  On virtually all college campuses, instruction in these areas is the 
strength of a library’s reference department.  This is not the case at CWU.   
 
Given this general lack of instruction, it is not surprising that the Library does not meet 
the requirement that librarians should collaborate frequently with classroom faculty; they 
should participate in curriculum planning and information literacy instruction as well as 
educational outcomes assessment.  Similarly, the Library and its Reference Department 
do not appear to use such recommended modes of instruction as in-depth research 
consultations, individualized instruction, electronic or print instruction aids, or group 
instruction in traditional or electronic classroom settings. 
 
Finally, the ACRL Standards state that by combining new techniques and technologies 
with the best of traditional sources, librarians should assist primary users and others in 
information retrieval methods, evaluation, and documentation.  Unfortunately, there is 
minimal evidence that the Reference Department uses either new technologies or new 
techniques to instruct and educations CWU’s students or faculty. 
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For all of these reasons, the Consultants must again reaffirm the opinion that the 
conclusion in the Program Review Self-Study that ―we have achieved our goals for 
service and instruction‖ is questionable and not well supported by the evidence.   
 
 
4.  ACCESS 
The mission statement of the Brooks Library Cataloging Department states that ―the unit 
delivers a fundamental public service by providing intellectual access to the Library’s 
collections.  It is the function of cataloging to organize library materials for access by 
patrons…. Access by patrons includes both physical browsing of the shelved materials 
as well as access by means of the catalog.‖  It performs these functions well. 
 
The ACRL Standards require that users should have access to library resources in a 
timely and orderly fashion and that library materials be organized using national 
bibliographic standards.  The Cataloging Department performs the functions of 
cataloging and classifying the materials acquired by the Library in a very straight-
forward manner which is both efficient and cost effective.    
 
The use of OCLC and capabilities of the ORBIS Cascade Alliance permit the staff to 
perform these functions in an electronic environment and to make the Library’s 
materials widely available for consortial borrowing or interlibrary loan. The Summit 
catalog, provided through the ORBIS Cascade Alliance, is truly a centralized catalog of 
not only the Library’s resources, but also the materials available from the other thirty-
five universities, colleges, and community colleges in Oregon and Washington.  
 
The Library’s online catalog does ―provide access for multiple concurrent users and 
clearly indicates all resources.”  The only disclaimer is that providing access to ―all 
resources‖ is limited by the capabilities of the existing Summit catalog; that is, like most 
online catalogs, the Summit catalog only includes materials cataloged and classified by 
the library and does not provide access to journal articles, electronic materials, or web-
based resources.   
 
Another valuable benefit of ORBIS Cascade is its programs for consortial purchase of 
electronic resources and the consortial borrowing agreements which include courier 
delivery service.  The ACRL Standards mandate that provision should be made for 
interlibrary loan, consortial borrowing agreements, access to virtual electronic 
collections, and document delivery to provide access to materials not owned by the 
library.  The Library, and the University’s students and faculty, would be denied access 
essential information without these consortial arrangements.  Given the costs, it is 
increasingly difficult for CWU to provide access to electronic resources which are not 
acquired consortially. 
 
The ACRL Standards also stipulate that distance learning programs should be 
supported by equivalent means such as remote electronic access to collections, the 
provision of reliable network connections, and electronic transmission or courier delivery 
of library materials to remote users.  Through the use of the Summit catalog and the 
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effective utilization of interlibrary loan and the courier service, the Library meets this 
obligation.   
 
As delineated by the ACRL Standards and assessed by the Consultants, the librarians 
and classified staff  in the Cataloging Department work very effectively to provide the 
intellectual access to resources required by students and faculty at CWU. 

 
However, this is a period of significant changes in cataloging and related areas in 
technical services.  Both librarians and staff in the Cataloging Unit will need to keep 
current with developments and changes.  This will require some continuing education. 

 
 

5. TECHNOLOGY 
The Library Systems Department manages all technology, including computing and 
information technologies, in the Library.  It operates and manages the Innovative 
Interfaces, Inc. library automation system and the Library’s connectivity to ORBIS 
Cascade.  It operates and manages a variety of web servers, including the Novell 
server, and is also responsible for the Library’s website. 
 
The Library’s computers are the most extensively used on campus.  ITS includes the 
Library’s five areas with public-access computers in its report of computer lab usage.  
Statistics for the Winter Quarter show that Room 154 (Library’s only classroom) and the 
Reference area, had 30,976 and 19,498 logins respectively.  The Library’s informal area 
with eight computers on the second floor of the Library is third in usage on campus with 
9,889 logins.  Significantly, of all the other computer lab areas on campus the next 
highest usage was 8,126 in Lynnwood Lab 115.   
 
In the Winter Quarter, the Library’s PCs accounted for 56% of the computer lab usage 
on campus.  Library Systems reports that even heavy-duty, institutional printers do not 
last more than a year because of the heavy volume of use.  Obviously, these PC areas 
in the Library attract users.  Equally significant is that these area are provided and 
maintained by Library Systems and from the Library’s budget. 
 
Library Systems also provides significant levels of support for both Library  staff and the 
users of the Library ’s technologies.  It supports and maintains over one-hundred PCs in 
the Library, both for library staff and for library users.  Significantly, it designed and 
implemented its own help desk software which logs and tracks all service requests until 
they are resolved.  Library staff spoke very highly of the service provided by Library 
Systems and the Consultants would agree with this positive assessment. 
 
The staff in Library Systems appears to be very aware of needs and willing to respond 
to them.  They also are current in terms of their knowledge and abilities; e.g., they utilize 
open source software whenever possible, are willing to help the Library staff begin 
utilizing social networking capabilities such as blogs, podcasts, etc., and proactively 
investigate new technologies. 
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Library Systems is different than most library IT units in that it does virtually everything 
in-house with little reliance on ITS.  The key to any stand-alone IT operation is whether 
it performs and Library Systems has an excellent track record of providing the 
technological infrastructure which the Library needs.   
 
There are, however, some issues to be addressed.  For example, Library Systems has 
no budget, beyond staff lines, in the Library’s budget.  This results in problems in 
acquiring new or replacement equipment because of the bureaucratic steps which are 
required because there is no line in the budget for such necessary expenses.   
 
Over the past ten years technology has become a major expense and, even more 
significant, an essential component of virtually all library services.  Obviously, the 
amount of technology has expanded greatly over the past decade, yet Library Systems 
reports that it has not had a new position added to its staff since 1998.   
 
Library Systems functions in a poor work environment in terms of the facility.  It has no 
real workspace, separated offices, and very minimal space for its servers and other 
equipment.  Also, the Library itself appears to have serious issues with electrical power 
and the ability to expand the numbers of PCs, terminals, printers, and other equipment 
in the building.  These issues are dealt with in the Facilities section of this Report. 
 
In summary, Library Systems is a classic example of a unit dedicated to service which 
operates quietly in the background and transparently provides the technologies and 
technological support that everyone takes for granted. Over the past few years it has 
essentially and successfully run itself.  A new dean should be comfortable inheriting this 
unit and its level of service.   
 
As it operates currently, Library Systems is an example of ―don’t change it if it ain’t 
broke.‖  However, it will break if it is not given more resources and support.  While 
Library Systems is functioning very well, there is also the impression that it has reached 
its limits in terms of how much it can do effectively. 

 
6. FACILITIES 
Facilities directly impact all of the others areas being addressed in this Report and, in 
some cases, relatively minor changes can be made to a facility which can result in 
major improvements in one or more of these areas.   
 
(6.1) The ACRL Standards 

The ACRL Standards for facilities are very straight-forward: The Library facility 
should be well planned; it should provide secure and adequate space, conducive to 
study and research with suitable environmental conditions for its services, 
personnel, resources and collections. The library's equipment should be adequate 
and functional.  In general, the current Brooks Library meets these somewhat 
generic criteria. The ACRL Standards, however, present ten questions to be 
considered more directly and which are briefly addressed below. 
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1. Does the library provide well-planned, secure, and sufficient space to meet the 
perceived needs of staff and users? 

The Library is secure and was perhaps well planned for in the 1970s.  
However, as the Library Program Review concludes, ―Built in 1973, [the 
Library] has served the university well, but with evolving programs, changing 
technology, and a growing student population, review of the Library’s vision 
for the future and related program needs is now required.‖  

 
2. Are building mechanical systems properly designed and maintained to control 
temperature and humidity at recommended levels?  

 Two staff mentioned poor air quality as an ongoing concern, but this is typical 
of buildings which are older and is not an issue raised in any of the internal 
reviews or self-studies.  The major environmental problems associated with 
the conservation and preservation of library materials are changes in building 
temperature, humidity issues, and sunlight.  None of these problems were 
evident, but the Consultants did not specifically undertake any actual 
environmental testing. 

 
3. What are the perceptions of users regarding the provision of conducive study 
spaces, including a sufficient number of seats and varied types of seating?  

The Library does have several areas of very nice, newer, and comfortable 
seating.  There are also study carrels available, as well as group study rooms.  
The individual study tables are more traditionally ―library furniture,‖ but they 
remain functional.   

 
 

 
 
 
T
h 
 
 
The summary of the LibQUAL+ Surve, however, found that the building 
environment was the third most common complaint about the building.   It 
noted that the Library was ―described as dark and , in one case, was 
compared to a prison‖ and concluded that ―Remodeling and outdated furniture 
issues came up in many comments.‖  There were also references to the 
Library as ―that big 4-story box on the north end of campus‖ and as ―the brick 
pile.‖  A librarian noted that ―there was always a cold feel to the building 
[appearance, not temperature].  A faculty member had the same observation, 
stating that the Library  ―seemed cold, uninviting ― and that it ―needed 
updating to the 21st Century.  
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4. Is there enough space for current library collections and future growth of print 
resources?  

The Mithun Study concluded that the Library needs 58,000 additional gsf 
(+43% of the current building size) to meet current needs and in the future 
the Library will have a total additional need for 73,000 gsf (+54% of the 
current building). 
 
The Consultants do not totally agree with the Mithun Study’s determination 
about the extent to which additional space is required, especially in the short-
term.  There appears to be some library-utilized space which could be re-
purposed to free up space for other needs.  For example, there are too many 
service points which not only need to be staffed, but which also require 
physical space for the staff and service.  Additional systematic facility 
planning is required before any expansion of the building is formally 
proposed. 
 

5. Does the staff have sufficient workspace, and is it configured to promote 
efficient operations for current and future needs?  

The staff, both librarians and classified staff, appeared to have adequate and 
sufficient workspace, whether office, cubicle, or group workspace.  The one 
peculiarity is the long line of ten offices in the staff area behind the circulation 
areas.  This arrangement is not conducive to group or collaborative work and 
staff seem to have been almost randomly assigned to those offices (e.g., the 
members of Library Systems are not adjacent to each other).  
 
 
 
 
 
 
 
 
 
 

6. Does the library's signage facilitate use and navigation of the facilities?  
The Library was generally easy to navigate, but this was not necessarily 
because of the signage.  Most the signs were proscriptive (―Do NOT 
reshelve periodicals!‖) or rule-oriented  (a lengthy list of ―Library Conduct 
Expectations‖).  Neither types of signs are particularly conducive to a user-
friendly or inviting environment. 
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7. Does the library provide ergonomic workstations for its users and staff? 
 As noted under #3 above, the Library does provide sufficient and 
satisfactory student work areas and workstations.  There are a variety of PCs 
available for use in various areas of the Library.  In fact, the Library’s 
computers are the most extensively used on campus (see Systems for 
details).   
 

8. Are electrical and network wiring sufficient to meet the needs associated with 
electronic access? 

Library Systems reports that the University electricians have told them that 
the Library has maxed out its ability to add more electrical circuits in the 
building.  The Mithun Study also noted the need for ―More electrical outlets 
for increased computer use.‖  This situation needs to be evaluated and 
resolved through the University’s Architect’s Office.  The Library Program 
Review further noted this problem: ――Brooks Library building is at [sic] near 
capacity and is an outdated infrastructure making it difficult to meet student 
and faculty needs for data and power access.‖    
 

9. Does the library meet the requirements of the Americans with Disabilities Act?  
The Consultants did no systematic review of the Library’s compliance with 
ADA requirements.  However, there were no overt signs or evidence of 
compliance (e.g., raised tables or any indication of what a visually-impaired 
person might expect in terms of accommodations).   At the very least 
disabled individuals should be made aware of how  and where they can be 
accommodated. 
 

10. Are facilities provided to distance learners considered in the context of the 
ACRL Guidelines for Distance Learning and Library Services 
(http://www.ala.org/acrl/guides/distlrng.html)? 

This is dealt with in the separate section on the University Centers (below). 
 
 
(6.2) The Library’s Proposed “Future Directions” 

The Library Program Review lists proposed actions for ―Physical Changes in the 
Library.‖  After visiting and studying the Library, the Consultants offer the following 
brief observations on some of the major suggestions.  The following statements are 
from the Library Program Review and, as the comments indicate, do not reflect the 
opinions of the Consultants. 
 

1. ―Enhanced visibility of Library services within the Brooks Library building.‖ 
Yes, this is crucial.  Students and faculty will not use services that are not 
promoted and demonstrably valuable.  But, it is imperative that the Library 
improve the quality of the services themselves and increase their visibility 
outside the Brooks Library. 
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2. ―Create 24/7 computer and Library services facility, probably in some part of 
the Reference area with limited snack and beverages area (perhaps along the 
lines of the open access, but un-staffed, after-hours area at Gonzaga).‖ 

Given the extent to which the Library’s computer areas already account for 
more than 50% of the computer lab use on campus, the establishment of a 
larger, 24/7 computer facility within the Library would seem like a logical 
idea.  This is also especially true since access to these computers seems to 
be one of the main reasons students come into the Library. 
 
However, the creation of such an area should not be undertaken unless 
certain prerequisite conditions are met.  First, the Library should not be 
expected to use any of its already under-budgeted funds to create, construct, 
equip, support or staff such a computer lab.  
 
Second, any remodeling of the Library to increase access to the lab (e.g., a 
separate entrance after regular Library hours) must also address the 
Library’s serious need for a better entrance to the building and direct line-of-
sight circulation and reference area. 
 
Third, the Library will need at least one class-sized room to provide 
instruction.  This will be especially true as the Library re-establishes and 
invigorates in instructional efforts.  Currently Room 154, the only classroom 
in the Library and on the first floor, is equipped with computers and heavily 
used as a de facto computer lab.  In fact, Room 154 alone accounted for 
almost 25% of all computer lab use on campus in the Fall Quarter.   
 
As noted earlier these PCs and printers are maintained and supported by 
Library Systems at Library expense.  This is truly a Catch-22: increasing 
student use of the Library’s available and well-supported PCs increases 
reliance on Library services while at the same time removes from service the 
only facility to provide the type of instruction which these users need. 
 
This proposal also suggests that ―some part of the Reference area [include a 
limited snack and beverages area.‖  More and more academic libraries are 
revoking their own policies on food and beverages in the library and adding 
cafes, break areas, or at least vending machines. 
 
It is already difficult for the Library to compete with the new Student Union to 
attract students, whether for studying, small group meetings, or meeting with 
a faculty member.  The Consultants recommend that the Library seriously 
explore the addition of some sort of cafe.  
 

3. ―Re-establish the copy services.‖ 
There seems to be little rationale other than ―we used to have one‖ to re-open 
a copy service.  This is especially true when the Library needs to significantly 
reduce the number of service points it must staff (see below). 
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4. ―Improve the atmosphere of the entryway.‖ 

The most immediate and frequently negative opinion of the Library is created 
when trying to get into the building itself and then trying to determine where to 
go.  Anyone entering the building must go through two sets of doors, a 
security barrier, and then a third set of doors or entrance to get to the 
entrances of either Reference or Circulation.  This is not an inviting way to 
enter the Library.   
 
 
T
h
e
 
n 
 
 
The need for a remodel entrance is, without a doubt, 
one of the most needed improvements to the Library. 

 
5. ―Relocate non-library service units to other buildings on campus to alleviate 
space problems.‖ 

The Mithun Study calculated that various non-library service units, most 
notably Media Technology and Instructional Support (MTIS), used 9,205 sf of 
space that would otherwise be available for use by the Library.  There 
appears to be mutual agreement that MTIS would benefit from a consolidated 
facility outside of the Library and that the Library could benefit from having 
this space, especially the 2,070 sf currently used by MTIS on the first floor.  
Freeing up this space within the Library would greatly facilitate any redesign 
and remodeling of the first floor of the Library. 
 

6. ―Identify and seek support for remodeling of the Library, construction of an 
addition or new library that better suits new educational models.‖ 

The Consultants believe that further study about what the Library needs now 
and what it will need in the future should be done before any piece-meal 
remodeling is undertaken.   No changes should be made without the creation 
of a master plan for the facility.  Any efforts to secure support or funding for 
either an addition or a new building will not be success without substantial 
analysis and planning. 
 

7. ―Create a highly visible IT service desk on the Library main floor.‖ 
The Consultants have serious concerns about services an IT service desk 
would provide if prominently made available.  The concept of being able to 
provide help to users when they are having trouble downloading an article or 
who can’t figure out how to do something in Excel is commendable, but this is 
something staff in a Reference Department should be capable of doing.   
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(6.3) University Centers & Library Services 
 
Central Washington University operates University Centers that provide programs on 
community college campuses in western and eastern Washington.  Currently, there are 
six centers, two with staffed libraries.  There are also three Teaching Sites which may 
evolve into centers.  It is apparent that CWU has plans to expand these entrepreneurial 
ventures and that more centers and sites will be established. 
 
Although these centers are typically located on and share space with a local community 
college, they offer significantly different programs.  The centers offer upper division 
(300- and 400-level) leading to baccalaureate and they also offer and graduate-level 
coursework leading to master’s degrees.  These centers not only seem to truly meet a 
need for a large number of ―time- and place-bound students,‖ but they also have the 
potential to become significant income generators for CWU. 
 
The CWU Des Moines and CWU Lynnwood University Centers are run by classified 
staff (Library & Archives Paraprofessional 6), one per center.  It appears that these staff 
are now being told they must travel to other centers on a regular basis which means 
that their libraries will be closed when they are gone.  The two classified staff are 
supervised by a librarian from the Brooks Library, but for all practical purposes there is 
only minimal connection with the Library in Ellensburg. 
 
The library facilities are very small and have small collections.  However, the needs of 
the students are met primarily through materials placed on reserve by their professors 
and through interlibrary loan.  The classified staff are perceived as librarians and they 
do perform many of the functions normally assigned to librarians. 
 
Perhaps the most impressive fact about these small libraries is that they are heavy used 
by students.  In many ways the libraries and their ―librarians‖ are seen by students as 
their link back to the CWU in Ellensburg.  Students also congregate in the libraries 
because it is often the only ―CWU space‖ at the community college.  There seems to be 
a strong bond by both students and faculty with their library and its librarian. 
 
In reviewing library services at CWU the Consultants looked for any sort of dynamic 
engagement between the library staff and students and faculty.  That type of 
engagement exists between the staff at the center libraries and their users.  It is readily 
apparent that they truly care about the students and faculty and work very hard to serve 
them. 
 
Consider these statements made when they were interviewed for this Report:  
 

1. Our role is instructional, e-resources to the classroom, etc. 
2. Our first responsibility is to our students.  If we can’t help them, we 
recommend other resources in the community. 
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3. They are our faculty.  We need to know what they want, what they need, and 
then get it for them.  That’s what we do…. 
4. I’ve told students I answer emails on Fridays and over the weekend; they need 
us, THEY appreciate us…. 
5. [When we have to cut subscriptions] I walk down and talk to my faculty.  I don’t 
just send them a email.  We’re here for the faculty and the students. 
6. My space is very popular with students; only quiet place, only place they can 
meet, plus they know I’ll help them. 
 

Asked to summarize their role, one said: ―We are student-driven.   We are faculty-
driven.  We are community-driven.‖  That should be the mantra for all academic 
librarians.  As exemplified by the staff at the centers, however, this attitude shows why 
the centers have great potential to increase the reputation (and income) of CWU – 
provided similar library staff can be added to other libraries in other centers.    
 
The Consultants have not attempted to systematically evaluate the libraries at the 
University Centers according to the ACRL Standards, but the following are some 
observations: 
  

1. The libraries, as visited and described, appear to be welcoming, accessible, 
and capable of providing the resources need by the center’s faculty and students. 
2. There is a very high level of service-orientation.  Plus, there are efforts to 
provide instruction in information literacy. 
3. Very small budgets for materials and the lack of funds to hire needed student 
workers shows the need for increased funding to ensure that the success of 
these libraries is continued. 
4. The library facilities at Des Moines and Lynnwood are increasingly inadequate 
in size.  Additional space will be required. 
5. Even though enrollments are increasing and more programs are being offered, 
the center libraries are inadequately supported, whether in terms of staff, student 
workers, budget, resources, and technology.    

 
The biggest issue with the center libraries is their isolation from the central campus.  In 
some ways, given the problems over the past few years, this actually may have been an 
advantage for the center libraries.  One commented, ―In my world, I have to keep my 
faculty and students served.  So, PLEASE leave me out of the problems at CWU.‖   
 
However, the staff recognize the need for better support from the central campus and 
note that they are ―disconnected,‖ ―invisible to them,‖ ―stepchildren,‖ and ―off their 
radar.‖  The Outreach Librarian from the Brooks Library is very supportive of the staff 
and tries to represent their interests to the administration, but has had little success in 
getting them the recognition and support they deserve. 
 
The University also needs to anticipate the staffing needs of the libraries in the 
University Centers. Staff in these libraries at the University Centers are highly 
motivated, student-centered and dedicated to their local constituents.  If the University 
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intends to expand its services to the areas served by these University Centers, 
increases in library personnel are inevitable.   
 
Finally, it would be appropriate to consult and apply the ACRL Guidelines for Distance 
Learning and Library Services (http://www.ala.org/acrl/guides/distlrng.html) as these 
centers expand. 
 
 
(6.4) ARCHIVES & THE LIBRARY 
Decisions regarding the organizational placement and staffing of the Archives unit must 
await a clear statement from the University leadership regarding its centrality to the 
Library  and the larger University community.   
 
Archives was created through a very disruptive process which was accompanied by a 
very controversial weeding of the collection to make room for this new area.  This is 
further complicated because the Archivist position remains open even though a certified 
archivist is on the Library’s staff.   
 
Currently, Archives is maintained basically as a storage area for some archival 
materials, but also for University records which have passed their ―retain until‖ dates 
and should be discarded.  There is no genuine curator control and both access and 
security of the collection is minimal. 
  
If the University administration wishes simply to maintain and store selected out-of-date 
University records, then a minimal investment in staffing and facility is needed.  
However, if the University wants to pursue a vigorous archival program that would 
include such functions as (1) archiving, collecting and preserving University records and 
documents; (2) archiving, collecting and preserving important regional records, books 
and other materials; (3) offering programming and displays of the regional collection 
including active promotion of the archives collection, and (4) providing reference 
services to inquiring members of the University community, the city and beyond, then 
the unit should be staffed by a professional archivist with the appropriate support staff, 
storage units, facility control, security, public use areas, and disaster protection.   
 
A review by a professional archivist would provide the necessary information to 
determine the cost of maintaining an effective archive with these functions.  Similarly, 
although archives are often associated with rare books, they are related but distinct 
activities.  If the University wants to engage in the maintenance, development and 
preservation of a carefully developed and narrowly-focused rare books and materials 
collection, additional expertise would be needed, although it might be found in the same 
individual as the archivist.   
 
Before the current vacancy in the Archives unit is filled, it is critical that the University, 
Library, and other involved stakeholders determine the place and mission of this unit. 
 
 

http://www.ala.org/acrl/guides/distlrng.html
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7. ADMINISTRATION 
The ACRL Standard for administration states that ―The Library should be administered 
in a manner that permits and encourages the most effective use of available library 
resources.”  There is little doubt that the current situation with the Library  administration 
is far from meeting this standard.  Although some of the standards noted by ACRL are 
ostensibly met—e.g., the duties of the Dean appear to be clear and appropriate, the 
governance and operations of the administration are problematic.   
 
One must hasten to add that the central problem is not the result of the current Interim 
Dean, who is limited by the temporary nature of the appointment.  Rather, the single 
most important issue, and the one that must be addressed immediately is the 
recruitment of a highly qualified permanent dean for the Brooks Library.   
Although there may be many reasons for the static condition of the Library , it is 
incontrovertible that the absence of a Dean has contributed significantly to many of the 
problems currently facing the operations of the Library , and that the retention of a new 
Dean is a necessary if not sufficient condition to create  forward momentum, stability, 
and administrative direction for the Library . 
 
The effects of the current decanal situation have permeated the entire environment of 
the Library  and have produced a variety of problems.  First, the lengthy period in which 
no permanent dean has been in place has produced a vacuum in leadership at a critical 
time.  The current fiscal challenges dictate the need for a leader capable of inspiring 
professional confidence, conducting careful planning and analysis, and making difficult 
decisions. Interim Deans, no matter how genuine and motivated in their efforts, cannot 
accomplish such tasks with the effectiveness of a permanent Dean.   
 
Second, the substantial amount of time that has passed since the last permanent Dean 
has sent a message, albeit unintentional, that the University administration does not 
value the Library  or its staff.  Internally, the situation has been characterized as ―benign 
neglect‖ and ―marginalization‖; others believe that the Library  staff is being punished.  
Staff morale declines once such perspectives become. Similarly, the staff’s need for 
encouragement and mentoring (noted in the LPR p. 22) is left unfulfilled.  Although 
professional demeanor and intentions of Library  personnel might be maintained, 
productivity is bound to suffer.  
 
Third is the loss of opportunity.  By employing temporary appointments rather than 
making a permanent appointment, it is unclear how many opportunities for the 
enhancement of current services and the development of new ones have been lost.  
Although libraries, like many long-standing university institutions, exist in part because 
they are simply accepted as a necessary part of university life, libraries can only make 
their greatest contribution when they are vital, creative, and energetic. This is not 
possible when there is no one to provide long-term guidance to Library personnel, the 
University faculty and Administration.   
 
Finally, the lack of a permanent Dean is detrimental to the University as a whole.  The 
Dean of Libraries is an important partner to the University administration in 
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accomplishing the goals of the University. The Library  is not a standalone institution, 
but a critical inter-dependent component.  When it is not fully engaged, it is more difficult 
for the University to reach its desired goals. Everyone suffers: students and faculty 
alike. There is clear mutual benefit for University administrators, faculty, and Library  
personnel when the leadership of the Library  is a full participant in the University’s 
program. 
 
It is important to note that the current interim Dean has certainly made efforts to 
ameliorate some of the conditions that have distressed Library  personnel in recent 
years.  Efforts to increase communication among and between faculty and staff are 
particularly notable. (See below under ―Communication and Cooperation.‖   But it is 
unrealistic and unfair to expect an Interim Dean to deal with critical planning, staffing 
and other operational issues on anything but a short term basis.  
 
The absence of a permanent Dean has also led to a lack of strong advisory support.  
The ACRL standard on Administration includes the need for a ―standing advisory 
committee‖ that includes faculty and students.  The current advisory committee is 
composed of faculty only and has numerous vacancies.  Although the committee 
members appear motivated and highly supportive of the Library , there is a lack of 
involvement of the committee at this time and a reinvigoration of it could have many 
salutary effects for the Library and the University community. 
 
(7.1) Planning  
The absence of ongoing, systematic planning within the Library  is manifest and a 
significant administrative issue.  The 2009 Program Review Self- Study (PRSS) 
described recent planning attempts as ―sporadic‖ (p. 10).  The last strategic plan for the 
Library  was prepared in 1999.  In addition, the use of national professional standards 
for assessment are not apparent.  There was, for example, no substantive evidence that 
the ACRL Standards for Libraries in Higher Education have been referenced or used 
systematically..   
 
Today, the expectations that academic libraries and individual units within them will plan 
systematically is widely accepted: it is expected that libraries and their units not only 
identify their missions, goals and objectives but provide clear outcomes with appropriate 
outcome measures.  In addition, assessments are expected to be ongoing and the 
results used in an ongoing process of assessment, feedback and further assessment.   
 
Although some units within the Library  are informally trying to evaluate their services, 
for example, through the collection of selected statistics, there are no formal 
mechanisms for ongoing planning and analysis of a strategic nature. The introduction of 
a LibQUAL+ Survey in 2007 is suggestive of a desire to conduct more rigorous 
assessment, but the lack of follow-up surveys or ongoing, systematic analysis of the 
data suggest that such activities must be integrated into a broader planning process to 
be effective.  
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The Library  did produce the ―Brooks Library Mission Statement and Operations 
Objectives 2007-2009‖ but the document lacks narrative, goals, outcomes and 
measures of assessment.  The Library goals themselves are described in the LPR as 
―informal‖ as is the process of assessing goal attainment (p. 10)   It is hard to see how 
the current document could be used in effective planning, although it could serve as 
source material for a subsequent planning process.   
 
There was also a ―Library Programming, Planning and Visioning Study‖ prepared by 
Mithǖn in October 2007 and was directed primarily to facilities planning issues.  
Although issues related to physical facilities will be discussed later in this report, it is 
telling that significant follow-up to this Report is not evident.   
 
Although the general lack of planning and follow-up can in part be attributed to a lack of 
a permanent Dean, it is also the responsibility of the unit leaders and the faculty.  
Recent declines in Library  funding do not relieve the Library  faculty or unit leaders of 
this responsibility. To the contrary, in difficult financial times, broad-based, strategic 
planning becomes critical as difficult decisions should be made based on strategic 
priorities on the institutional and unit level.  The 2009 Self-Study could serve as a 
starting point for such ongoing planning in the future. 
 
It is also surprising that the University has allowed the lack of strategic planning to 
persist for such a lengthy period.  University leadership is needed here to ensure that its 
resources are being used effectively and that its broader goals are being accomplished 
through the efforts of the Library .   In addition, it is difficult for the Library  staff to 
establish a clear mission unless the University mission is clear.   
 
There appears at this time to be considerable confusion regarding the University’s 
desired balance for teaching and research.  Some Library  personnel perceive that the 
University is undergoing a major re-balancing of emphases with increased focus on 
research.  Such a change would have a significant effect on the Library’s activities and 
goals.  A clear message is needed from the University about any changes in 
expectations in the areas of teaching and research. 
 
8. COMMUNICATION AND COOPERATION 
 
The ACRL Standards for communication note that ―Communication is essential to 
ensure the smooth operation of the library.  Communication should flow from all levels 
of the library…The library should have a regular mechanisms to communicate with the 
campus.‖   The standards also indicate that there should be ―effective communication 
within the library…‖ and that staff should be ―encouraged to suggest new ideas or 
procedures to improve operations or working conditions within the library…‖   
 
The view that communication between Library  administration, faculty and staff has 
been poor over the last few years is widespread.  Particular concerns were expressed in 
the areas of decision making, especially concerning important personnel decisions that 
were made without significant faculty consultation.   
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The view was frequently expressed that important decisions made at the university 
administrative levels lacked consultation with the Library staff and were not explained 
after the decisions were made.  The wisdom of these decisions are not within our 
purview, however the pervasive view that the environment lacks a consultative 
character is pertinent.  As mentioned above, the current Interim Dean has made 
substantive efforts to improve communication, but it will be critical that the future 
permanent leadership of the Library  maintain and improve communication and 
decision- making strategies. 
 
Some communication channels have been created.  The Library Advisory Council (LAC) 
comprised of unit heads, faculty and two elected members of the classified staff is a 
very constructive effort in increase communication.  It appears, however, that this 
council is primarily a mean of downward communication and is not a deliberative body.  
Adopting a truly consultative council would represent another step toward a more 
inclusive administrative philosophy.   
 
In addition to the Library Advisory Council, regular meetings have been established for 
the classified staff.  Because the classified staff are major contributors to the 
productivity of the Library  and there is some evidence of tensions between classified 
staff and Library  faculty, such meetings are necessary and important.   
 
Despite the fact that the efforts noted above have improved the situation, it remains 
clear that additional mechanisms for facilitating communication are needed.  On several 
occasions, references were made, for example, to a variety of committees that existed 
under a previous Dean; these committees were comprised of various members of the 
staff and involved such areas as safety, physical facility and collection development.  In 
all cases participation on these committees were perceived as positive.  This suggests 
that reinvigoration of such committees or similar manifestations should be seriously 
considered. 
 
Communications with the libraries at the University Centers are problematic.  As 
mentioned above, the Center staffs are isolated from the central Library; there is not a 
perception of a unified system in operation.  Given the potential importance of these 
University Centers more attention needs to be paid in the future to improving and 
integrating the libraries in these University Centers and including the staff of the libraries 
in these University Centers in any library-wide consultative processes.   
 
Although Library personnel express a genuine desire to communicate with University 
faculty, there appears to be few regular channels to accomplish this.  Liaison activities 
with various academic departments also appear to be minimal.  Although we found no 
evidence of strong dissatisfaction with faculty-library communications, it is also evident 
that the Library  is not harnessing effectively the potential advocacy power of the 
University’s faculty.   
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Although the Library Advisory Council (LAC) has a significant number of vacancies, the 
remaining members are enthusiastic and would benefit from greater involvement in 
Library activities and decision-making activities.  Indeed, the LAC stated this desire in its 
―2008-2009 Report‖ in which it ―expressed hopes that the LAC would be part of a future 
general discussion of the role of a library on a modern university campus.‖  It also 
expressed a desire to participate in the selection process for a new Dean of Library 
Services, to ―become more of an advocate for the Library on campus, and to serve a 
useful purpose in the survival and maintenance of the Library.‖  Such enthusiasm 
should receive a very positive response from the Library in the future. 
 
Finally, the ACRL Standards also note that ―A special relationship should be 
encouraged between the library and information technology staff in providing access to 
electronic information resources.‖  MTIS, located within the Library  although not 
formally part of Library  operations, is involved in operations that have, at least in part, a 
direct relationship to the Library .  For example, effective distance delivery requires 
productive support for library resources especially in regard to electronic information 
and document services.  Although most of the substantive matters related to this unit in 
regard to our review relates to other areas, it is important to note that there appears to 
be little communication and collaboration among the staffs of the Library and MTIS.  
The potential benefits for closer collaboration are being missed and any opportunities 
available due to the proximity of the units are unrealized. 
 
 
9. STAFFING 
  
The ACRL Standards state that ―The staff should be sufficient in size and quality to 
meet the programmatic and service needs of its primary users.‖  In addition the 
standards also support the need for ongoing professional training.  It is clear that the 
faculty and staff have a desire to get the Library  moving ahead again.   
 
Within some units there is a clear sense of teamwork and a spirit of accomplishment; 
there is also evidence of significant interpersonal conflict among some Library  
personnel and some tensions between classified staff and faculty. In addition, there are 
feelings of frustration and a general feeling that the staff are not respected or listened to 
by University administrators or some previous Library  leaders.   
 
This is, in part, exacerbated by the perceived lack of commitment on the part of the 
University administration to retain a new permanent Dean.  For some, there is a sense 
of abandonment.  There is also a feeling that important decisions are made without 
appropriate staff input.  Also, recent budget cuts, losses in faculty positions and staff 
lines, and a lack of clarity regarding how various positions are or will be filled have led to 
feelings of uncertainty and dissatisfaction among some Library  personnel.  Many of 
these issues were confirmed in the ―Appreciative Assessment‖ of the Library conducted 
by Ombudsperson, Donna Kramer in August 2008. 
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The adequacy of staffing is problematic; however resolution of this problem is complex.  
It is clear that numerous vacancies have put a stress on currently existing staff, but 
without a strategic plan for the Library , it is hard to determine the appropriate 
organizational structure and the expertise needed to maintain and develop the Library’s 
services and programs.  
 
There is no doubt that additions to the staff either to fill vacancies or create new 
positions are needed.  As identified above, there are plenty of potential needs to be 
served: information literacy and bibliographic instruction, archives and special 
collections, outreach services, reference support; but it is important to first establish the 
Library’s priorities before devoting its modest resources to the hiring of personnel.   
 
The staffing issues highlight a need to look carefully at the current organizational 
structure of the Library.  There are many units staffed with a very small number of 
Library  personnel each with a unit head.  Although this creates a ―flat‖ organization 
which can have its advantages, the need for so many small units each with its own 
―head‖ is questionable.   
 
There was insufficient time and insufficient information to make any concrete 
recommendations, but the organizational structure needs to be examined.  The Library 
current has twelve functional units with an allocated total staff of less than forty (even 
including three or four vacancies).  This means that the average number of staff in a unit 
is approximately 3.25. 
 
One organizational approach that is often used by similarly sized academic libraries is 
to group functional areas into Technical Services (those behind the scenes library 
functions) and Public Services (units which more directly deal with the public).  In this 
scenario, Archives, Instruction, Outreach, Media Services and Reference would make 
up Public Services, while Cataloging, Documents/Maps/Microforms, Interlibrary loan, 
Serials/Electronic Resources, and Collection Management would comprise Technical 
Services.  Library Systems would continue to report to the Dean because it supports all 
units within the Library.  The Music Library could either be placed in Public Services or 
continue to directly report to the Dean. 
 
This example is merely suggestive; the wisdom of pursuing any specific possibilities 
must be left to further analysis.  The goal of such unit integrations, however, is clear: to 
reduce the number of internal units, improve organizational coordination and 
communication, and create efficiencies in staffing and supervision.   
 
 
BUDGET 

 
The ACRL Standards indicate that ―The library dean should prepare, justify, and 
administer a library budget that is appropriate to the library’s objectives.  The budget 
should meet the reasonable expectations of library users when balanced against other 
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institutional needs. ..The budget should support appropriate levels of staffing and 
adequate staff compensation‖.   
 
In addition, the standards also address the need for ―annual authorized expenditures 
adequate to meet the ongoing appropriate needs of the library.‖  In addition, the budget 
should provide ―adequate support for extended campus programs‖ as well as an 
adequate budget for funding special resources such as Archives. 
 
In general, the budget situation does not appear to be meeting the ACRL Standards-- 
the funds being provided do not reflect the current staffing or programmatic needs of the 
Library.  The data provided, especially in the LPR indicate that the Library  is under-
funded in comparison with its comparison group: Eastern Washington University and 
Western Washington University.   
 
When compared to these libraries, the funding is significantly less in the expenditure 
categories of current serials subscriptions, electronic serials, audiovisual materials, 
preservation, and total library expenditures. In addition, it appears that the Library  
budget has been cut over recent years, while inflation in library materials continues to 
magnify the effects of any cuts.   
 
The LPR states that ―We have lost close to $550,000 in cumulative purchasing power 
during the review period and are down close to $300,000 for academic year 2009 alone 
as a net loss to our collection development budget, using AY 2005 as a baseline (p. 35).  
Although we have not attempted to verify these figures, it does seem clear that the 
Library  is experiencing significant budget stresses at this time.    
 
Although the University may be willing to make a commitment to fill current faculty and 
staff vacancies, the lack of activity on filling such vacancies has created the perception 
of uncertainty in regard to this funding.  Funding for Archives is also unclear as the level 
of commitment on the part of the University administration has not been clarified.    
 
It is also important to note that the budgeting process does not appear to be systematic 
or based on a plan within the Library.  There appears to be little staff input into the 
budgeting process and there are no clear outcomes for whatever fiscal investments are 
made.   It is likely that an effective strategic planning process will provide an important 
justification for funding requests and establish outcomes that can be evaluated.  It is 
also likely that such a plan will entail additional resources from the University to 
replenish and promote current and new services and staff. 
 
Of additional interest are the budgets for the libraries at the University Centers.  All 
involved parties agree that determining the exact budget for these units is a challenge.  
It is quite possible that the University Centers will play an increasingly significant role in 
library services over the years, and given the potential growth of these University 
Centers it is prudent that the University anticipate significant additional revenues for 
them for collections, staffing and related services.  It is also essential that the libraries at 
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the University Centers have clearly delineated budgets that can be evaluated 
individually as well as in terms of the Library as a whole. 
 
The University should also consider a separate budget line for the funding of and 
refreshing of computers.  It is no surprise that students are active users of computers in 
libraries.  The current reliance on special allocations to maintain up-to-date computers 
for students does not reflect the reality that refreshing computers is a cost of doing 
business today in libraries, as in other areas of academia.  Effective planning relies in 
part on being able to anticipate regular funding; planning for technology is a 
fundamental component of library operations today.   
 
There is obvious concern among Library  personnel that the current vacancies will 
remain unfunded.  Discussions at the University Administrative level suggest that 
funding will be forthcoming if the appropriate case can be made for staffing requests.  
An effective planning process that would identify clearly the priorities of the Library  
regarding its services and programs would provide important rationales for funding 
these vacant positions and might justify additional revenues for new positions as well.  
 

 
III. RECOMMENDATIONS  
The following recommendations are based on our overall review of the Brook Library.  It 
is clear that some of the recommendations can not be completed until others have been 
accomplished.  Nonetheless, some preparation can be started even now for each of the 
recommendations provided. 
 
Recommendation 1:   The University must move expeditiously to hire a new, 
permanent Dean for the Brooks Library.   
 
 The hiring process should involve a national search, and possibly the retention of 
a search firm.  Among the key characteristics that should be sought is an individual with 
strong planning and evaluation skills, demonstrated administrative skills, and 
experience in managing academic libraries.  Discussion with Library  personnel 
revealed a particular interest in obtaining an individual who possessed excellent 
interpersonal skills, especially listening skills and who possesses a vision for the 
direction of the Library, but who, at the same time, will listen to Library  personnel on 
how to reach the desired vision.  The successful candidate should also have strong 
budget skills and an ability to be an advocate for the Library.  Similarly, the new Dean 
must be able to work effectively with the Provost, President, and faculty of the 
University.  Finally, the Dean must be able to make tough decisions, make 
knowledgeable assessment of the capabilities of Library  personnel, and have the 
backing and confidence of the University when difficult decisions are made.  
 
Although it is clear that the hiring of a new Dean with strong leadership skills is a 
necessary precondition for the Library  to move forward.  But the filling of the Dean’s 
position is not a panacea; it will not immediately resolve many of the challenges facing 
the Brooks Library.  This report describes a variety of issues that the new Dean will 
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need to address, and addressing them will require involvement of Library  personnel, 
university faculty and administration.   
 
 
Recommendation  2:   The Brooks Library must develop a strategic plan for the 
next three to five years establishing a clear vision and mission for the Library.  
 
 Based on this vision and mission, clearly stated goals, objective, outcomes and 
outcome measures need to be developed.  Based on this plan, subsequent plans for 
staffing, services, changes to the organizational structure, budget needs, and facilities 
alterations should be developed.  This process should involve broad participation of 
Library  personnel; but it should also include selected University faculty such as those 
involved in the University Library Advisory Committee. University administration and 
students should also participate.  In addition, when appropriate, external constituents 
such as members of the local community or other stakeholders in Central Washington 
should be involved.  The planning process must include unit level planning to ensure 
that the energies of the units are directed most effectively and the most efficient use of 
fiscal resources result. 
 
Recommendation 3:  The mission of the Archives unit must be re-visited and 
clarified.   
 
 Although there appears to be an interest among some to create a significant 
archives devoted to the history of central Washington, it is difficult to describe the 
support as a consensus.  There is certainly sound reasons for developing an archive 
that would maintain not only the official records of the University, but serve as a central 
repository of historical materials for Central Washington.  This however cannot be 
accomplished without commitment on the part of the Library and the University.  It must 
be kept in mind that archival administration and librarianship although closely related 
are distinct fields of expertise.   
 
Recommendation 4:  The infrastructure for communication and decision-making 
needs to be reconfigured.   
 
 Although it is difficult to make specific recommendations in this regard, it is clear 
that the regular meetings involving unit heads, Library  faculty and classified staff, as 
well as meetings of classified staff are important.  Appropriate members from the 
libraries at the University Centers should be regularly involved in these meetings as 
well, even if it involves the use of telephonic or computer communication equipment.  
Some of the committees that were previously disbanded such as the Building 
Committee, Professional Development Committee, and Safety & Security Committee 
should be considered as candidates for revival.  Other committees may also be 
appropriate reflecting the needs for consultation before important decisions are reached 
by the Dean.  Underlying this recommendation is the view that a consultative approach 
to decision-making needs to be restored.   
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Recommendation 5:  The budget of the Brooks Library needs to be based on a 
strategic plan, and substantially increased if it is to serve the University 
community effectively.    
 
 Although there are clearly staffing and other needs, except for urgent cases, 
increases in the budget should follow from a newly crafted strategic plan (as noted 
above).   It is important to note that library collections that suffer significantly from 
depleted budgets lose opportunities to acquire materials that may not be available in the 
future.  This is particularly true with efforts to support graduate and faculty level 
research.  Based on the LibQual+ survey, the LPR expresses serious concern over the 
ability to meet the needs of graduate students.  Current declines in funding may 
therefore be affecting them disproportionately. 
 
Recommendation 6:   The mission, goals and objectives for the libraries in the 
University Centers must be established expeditiously.   
 
The University Centers have the potential to play an increasingly significant role in 
resource support for the remote sites of Central Washington University.  It is vital to 
establish the the libraries in these University Centers with their own budgets, mission 
and goals, and outcomes.   Current and projected staffing needs must be based on a 
systematic analysis of these sites.  The University (and new Dean) must insure that the 
relationship between the libraries in the University Centers and the Main Library are 
effective, collaborative, and mutually supporting. 
 
Recommendation 7: The Brooks Library must develop and initiate a formal 
process of collection development which includes systematic evaluation of the 
Library’s collections and the direct involvement of the University faculty. 
There is no formal or systematic process for assessing the collection.  The creation of 
new departments, the implementation of online courses, the expansion of the University 
Centers all have an impact on the collection needs of the Library. Any systematic 
evaluation of the collection must have significant faculty involvement and input from 
students.  Faculty must also be aware of the Library’s collection policy and understand 
how budgets are allotted and how materials can be requested. 
 
Recommendation 8: The services provided by the Reference Department need to 
be significantly improved. 
The Reference Department is often the primary contact the library has with users of the 
library.  Unfortunately, the types, quality, and level of services provided at this time do 
not meet ACRL Standards.  It is recommended that the ACRL Standards for service be 
used as goals in an effort to improve reference services.  Once service is improved, it 
will also be important to actively promote these services to students and faculty. 
 
Recommendation 9: The Brooks Library must create and implement  a 
systematically developed information literacy skills and user education program 
following the guidelines and standards provided by ACRL. 
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The importance of an effective library instruction program cannot be overstated.  The 
relevance and value of an academic library today is often determined by the 
instructional efforts of the library.  The Reference Department must play a major role in 
providing instruction to students and faculty.  Both new techniques and new 
technologies must be effectively utilized in providing instruction. 
 
 
Recommendation 10: The Brooks Library should consider reorganizing and 
reducing the number of units and departments to create efficiencies in service, 
staffing, and supervision. 
 
Staffing issues highlight a need to look carefully at the current organizational structure 
of the Library.  There are twelve functional units for a staff of less than forty; the need 
for so many small units needs to systematically assessed.  The goal should be to 
reduce the number of internal units, improve organizational coordination and 
communication, and create efficiencies in staffing and supervision. 
 
Recommendation 11: The Brooks Library should develop a master plan for the 
facility that insures efficient access to and use of the Library. 
 
The possibilities of re-purposing existing library-utilized space or working to reclaim 
space in the Library used by non-library units should be closely examined.  Further 
study about what the Library needs now and what it will need in the future should be 
done before any piece-meal remodeling is undertaken.   Any efforts to secure support or 
funding for even modest remodeling will not be successful without substantial analysis 
and planning.  No changes should be made without the creation of a master plan for the 
facility. 
 

 
IV. SUMMARY 
Academic libraries face an uncertain future.  Their centrality in the academic 
environment depends in large part on their ability to adapt to the changing information 
marketplace and the dynamic learning, teaching, and research environment of students 
and faculty. 
 
Academic libraries, if they are to be seen as the heart of the academic endeavor, cannot 
simply do what they have done in the past; they must focus on the changing information 
needs and behaviors of students and faculty. Their energies must be directed to 
anticipating the future and planning for that future.  Strategic thinking, forward-looking 
leadership, and a highly motivated and innovative Library  staff are keys to the 
prosperity of academic libraries.  
 
The current situation at the Brooks Library demands immediate attention. The actions to 
be taken must be accomplished with the goal of benefiting the students and faculty. The 
Library is in stasis and unless the current situation is remedied, it will suffer declines that 
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will continue to substantially and adversely affect the ability of the University to 
accomplish its academic mission. 
 
The most obvious challenge is the lack of permanent leadership. The Library  is 
floundering; a strong leader must be retained who can establish a clear vision for the 
Library  and re-invigorate its staff.  A new Dean must have the political and budgetary 
support of the University Administration to carry out the Library’s mission.   In turn, the 
new Dean must have the ability to make difficult decisions to remedy some of the 
problems that currently exist.  
 
Of nearly equal importance is the fact that the Library lacks a strategic direction.  
Although staff are performing their day-to-day activities, planning services for the future 
is not evident, and even the current services are being strained.  Much has changed in 
the academic library environment in recent years and there are many exciting 
opportunities to serve students and faculty in new ways. Exploring and exploiting these 
opportunities require systematic environmental scanning and careful planning.  Such 
planning must include a careful review of staffing, organizational structure, and the role 
of emerging entities such as the University Centers.  It must also include systematic, 
outcomes-based evaluation of all units as well as the Library as a whole. 
 
Effective communication, fundamental to organizational productivity, is not evident.  
Previous administrative practices have limited communication between and among 
faculty, staff and the Administration.  Feelings of isolation and lack of respect are 
commonplace. Consultation and participation in decision-making is severely limited.  
Although the current leadership of the Library has made a genuine and concerted effort 
to improve the situation, much more needs to be done to increase communication and 
institutionalize a more inclusive management style. 
 
Despite these problems, there are many opportunities for the Brooks Library.  There is 
clear evidence in some units of strong collegiality and motivation toward serving the 
students and faculty; there are able individuals among all personnel levels who provide 
excellent service to academic library users, and there are new, developing opportunities 
for expanded library services on the CWU main campus and beyond.  There are also 
members of the academic community outside the library who desire to serve as 
advocates for the Library and support its programs.   
 
Of critical importance is the attitude and willingness of the University Administration to 
support the Library.  The University administration must move expeditiously to reverse 
the vacuum in leadership and to encourage the next Dean to work with the Library staff, 
the CWU faculty, and University Administration to create and implement a forward-
looking plan for library services for the campus.  In the final analysis, universities are 
about their students and faculty.  When they are served, the society is served. The 
Brooks Library can and must be a central part of fulfilling this mission.  With proper 
support, effective administrative leadership, and capable, motivated staff, we have no 
doubt it can do so.    
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process, and was involved in the implementation of the project.  
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Since May 1997, Dr. Byerly and Dr. Brodie have published a monthly article in School Library 
Media Activities Monthly on instructional web sites for K-8 teachers. 

 


