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Supplemental Budget Information and Narrative 

1. In relation to the request for a full-time Associate Dean. Attached is a current 
Organizational Chart along with an Organizational Chart reflecting staff 
should funding for the full-time Associate Dean be approved. Additionally, 
the revised Organizational Chart includes the addition of the two faculty for 
which searches are currently underway. The addition of the full-time 
Associate Dean does not substantively alter the organizational structure of 
the Libraries. As noted during the presentation, the library has seen a 40% 
reduction in staff from the 1970’s, when staff totaled 68 FTE. As also noted in 
the presentation staffing levels have remained largely unchanged since 1996. 
This is in spite of the fact that the student body has grown from a student 
headcount of 7,935 in 1996 to a headcount of 11,047 in 2018. And based on 
the long-range recruitment plans, additional increases in headcount will 
continue in the next several years with no anticipated change to Library 
staffing other than the current request.  
 
I also would like to refer the committee back to the graphic that was 
presented at the 2017 Budget Summit which describes the age of our 
monograph collection (accompanying this document). The addition of a full-
time Associate Dean allows the 0.5 FTE Collections Development Librarian 
described in the current Organizational Chart to return to full-time in that 
capacity. This will expedite the continued development, renewal and 
modernization of the library’s significantly outdated monograph collection.  
 
An Associate Dean is essential in maintaining the operations of an active 
library hosting external units as part of its function as a Learning Commons, 
the true role of the 21st century library. As I noted in the presentation, the 
addition of the full-time Associate Dean is particularly important if the Dean 
is to have the requisite time needed in seeking donor and other additional 
funding sources to convert the libraries’ holdings into digital formats, to 
improve the overall collection, and to transform the physical structure of the 
library into that 21st century learning commons. This in keeping with the 
current expectation that Deans spend approximately 25% of their time in 
fund raising on behalf of their unit. The current demands on the Library 
Dean’s time attending to day-to-day operations makes meeting that 
expectation almost impossible. The addition of a full-time Associate Dean 
allows a more efficient operating structure, and reflects the realities of a 
Library of the size and scope of the CWU Libraries, which serve as a learning 
commons to the entire University across multiple sites. 
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In further support of the need for this administrative position, on my request 
shortly after I arrived on campus in July 2017, Associate Provost Jungblut 
provided me with a list of 15 peer institutions (that comparison group with 
CWU added accompanies this document). When making comparisons across 
libraries, it is important to recognize that the majority of our peer institution 
libraries are single entities on a campus as opposed to the CWU Libraries 
which are located at three sites, the Brooks Library on the main campus, and 
the satellites at Lynnwood and Des Moines. In staffing the CWU Libraries 
rank 10th. Remove our two off-site staff from the count, the James E. Brooks 
Library drops to 11th. Staffing comparisons indicate several libraries ranked 
above CWU are open fewer hours with more full-time staff. Five of the 
libraries ranked above us have a larger staff serving fewer students. Most 
tellingly, all of the libraries ranked above us have a full-time Associate Dean 
or Director. Only four of the institutions, all at institutions with smaller 
enrollments than CWU, have no Associate Dean or Director.  
 
In the end, the conversion of the current 0.5 FTE Associate Dean to full-time 
status results in a net gain of 1.0 (one) FTE to current library staffing and 
that addition allows for more efficacious operation of the library. 
 

2. The Budget Allocation committee requested information concerning the 
Library’s request for funds for a single conversion to digital format of our 
serial holdings rather than a five-year conversion plan. A number of issues 
are driving the request for a single year of funding for the conversion of hard-
bound back-files of journals to digital back-files.  
 
First and foremost, the request is driven by the change in how journals are 
currently indexed and what student and faculty populations, including ours, 
expect when searching for a journal article (Zambare et al., 2009; Dietsch, 
Heet & Thibodeau, 2015). Journals are now all electronically indexed with an 
identification number that takes you to the article. If the library holds that 
journal electronically, the student can use that number to easily access the 
article, and if desired download it at no cost. If it is not held electronically, 
the student must come to the library to access the journal. Many students 
will not do so. This is particularly true for students in on-line and remote-site 
programs. This impacts retention. The alternative for students unwilling or 
incapable of coming to the library would be for the student to access a digital 
version of the journal at another Orbis Cascade Alliance university and pay 
the Copyright Clearinghouse fee, or come to the library to order an 
interlibrary loan copy which is free to students.  
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A second driving factor is that the conversion to digital backfiles aids faculty 
in the educational process. Since access to digital holdings is unlimited, it is 
possible to have 25, 40 or 100 students simultaneously access an article. 
Faculty can assign readings from journals and no longer have to develop 
course books. In the sciences, health related professions and education, 
particularly at the upper division and graduate level, access to current 
content is essential to providing a vital and competitive educational 
experience. Our current holdings are simply out of date in terms of how 
students and faculty expect content to be delivered. If we are to be a true 21st 
Century library, a true Learning Commons accessible to all of our students 
and faculty, our content must conform to the current best practice or we risk 
losing students to other institutions that are current in terms of best practice.   
 
Another driving factor is the age of our collection, both in monographs and 
serials. Our serials collection continues to age, leaving us with journals 
broken down by age and use patterns. Often a student will go to an older 
back-file of a journal looking for an article and discover that the article has 
been removed. Unfortunately, there are students who for one reason or 
another rather than copying the article as would be appropriate, simply razor 
the article out. This destroys that back issue of the journal for future use. 
Additionally, high use journals suffer destruction of the binding as it is 
repeatedly put into a copy machine. Once the binding is broken, it is 
generally impossible to rebind the volume. In rebinding a volume the old 
binding and glue must be removed. This requires that the volume be trimmed 
by an inch or more, resulting in the loss of content and making the volume 
useless.  If the volume is recent, it may be possible to procure back issues 
from the publisher and have a new bound volume created at a substantial 
cost to the library. In most cases since these are older volumes, a replacement 
option is unlikely. These losses are eliminated with the conversion to digital 
formats both for current and past volumes.  
 
A five-year plan adds increased variability around anticipated costs, since 
withdrawal and conversion would be accomplished based on collections. I 
have included such a plan as part of this document to show the variability in 
costs over a five-year conversion. Moreover, the costs listed on the 5-Year 
Acquisition Plan are based on current costs. Given the realities of the cost 
increases that occur annually, and assuming the least conservative increase 
of 7% per the Association of College and Research Libraries (ACRL) 
recommendations, a project costing $500,000 in FY 2019, if amortized over 
five years would cost $575,073. If we use ACRL’s most conservative 
recommendation of a 10% increase per year, the cost of the conversion could 
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be as high as $610,510. We would also have to cover the hosting fees for the 
converted journals. While the increased cost above the initially projected 
$25,000 would be minimal, the gradual conversion would result in some 
additional amortized cost burden for hosting fees. 
 
Not discussed in the budget summit presentation were the operational costs 
to the library. A table is included with this document that details the 
operational costs that occur as digital back-files are procured. It is estimated 
that the operational cost to the library if the conversion were accomplished in 
a single conversion would be $31,337.00. This cost estimate is derived based 
on time required to accomplish four essential conversion tasks: Volume 
Selection, which is the actual identification of the hard-bound volumes to be 
removed from the stacks, placing them on carts and transporting the volumes 
to the first floor for further processing; Cataloging, which is the time required 
to reprogram the catalog to reflect that the particular journal and volume of 
that journal is now digital rather than hard-bound; Processing and Recycling, 
which is the time required to strip the binding from the volumes since 
recycling plants will no longer accept hard-bound volumes, and readying the 
volume for pick-up by the recycler; and Shifting, which is moving those back-
files of journals that are still hard-bound to empty shelves so that no longer 
needed shelving can be removed, and removing that shelving. If this 
conversion is spread out over five years, thus losing the economies of scale 
derived from a single conversion, the costs of the conversion more than 
double, rising to $68,897.00! The cost increases are primarily in three areas: 
Volume Selection, where there is a $20,160.00 difference between a single-
year conversion and a five-year conversion; Processing and Recycling where 
there is a $10,112.00 difference between a single-year conversion and a 5-
year conversion; and Shifting where there is a $7,022.00 difference between a 
single-year conversion and a 5-year conversion. 
  
An additional concern, is the likely expectation that would arise that the 
conversion should be addressed using the student library fee. As I noted in 
my presentation, the Library is probably 10 – 15 years behind other 
comparable institutions in its conversion to digital serial holdings (Zambare 
et al., 2009). This lag is further extended if the conversion occurs over five 
years. Moreover, a conversion accomplished over multiple years using the 
student fee ensures that the monograph collection becomes more outdated. I 
noted in my presentation that while costly, a single conversion would 
ultimately be the most efficacious approach resulting in a true cost efficiency 
over time. And I believe the cost estimates discussed above and presented in 
the accompanying tables further underscore that argument.  



Page 5 of 6 
 

 
I want to conclude by emphasizing how far behind CWU is in converting to a 
digital serial collection. Libraries began the discussion of conversion to digital 
serial holdings in the early 1990’s (Metz & Gherman, 1991). By the late 
2000’s many universities had made the conversion to digital serial holdings 
(Zambare et al., 2009; Dietsch, Heet & Thibodeau, 2015). Furthermore, these 
articles describe best practices that suggest successful conversions require a 
conversion of the majority of the serials collections in one massive conversion, 
from 70% (Zambare et al, 2009) to a complete conversion except for those 
journals, for which at the time the conversion occurred quality of photos could 
not be guaranteed (Dietsch, Heet & Thibodeau, 2015). Digital conversion 
technology has significantly advanced since those conversions such that 
picture quality is no longer an issue, such that it is likely the conversion 
would now be completed in a single operation. On an anecdotal level, 
discussion with other library deans and directors in the Orbis Cascade 
Alliance (https://www.orbiscascade.org/), of which we are a member, 
continues to reinforce that those who have successfully converted to digital 
serial holdings did so as a single conversion project or a significantly large 
project, 50% or more. Those who are still struggling to make the conversion 
find themselves in that predicament because a multi-year plan was 
implemented. These were designed around small conversions, usually less 
than 25% of the collection per year. Downturns in enrollment, demands that 
specific academic program needs take priority in collection development and 
what can best be described as unknown unknowns either delayed or halted 
the projected conversion. 
 
The capacity to transform the library into a true learning commons serving 
all students, undergraduate and graduate, as well as all faculty and staff in 
the most efficacious manner is dependent on an efficient conversion of library 
resources to content delivery currently expected by students, faculty and staff 
(Zambare et al., 2009; Dietsch, Heet & Thibodeau, 2015). A single-year 
conversion is that most efficient conversion! 
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