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I.  Overview

The Library’s administrative re-structuring proposal articulates several areas of program focus, including Collections and Technical Services; Information Technology; Research; and User Services.  The proposal champions close collaboration across these four areas at all levels of the organization, and it “simultaneously emphasizes shared responsibility and clear reporting lines.”  The establishment of a focus on research signals the Library’s expanding partnerships with individual scholars and the campus in ways that anticipate and support the research and scholarly communications lifecycle using scholarly content, and data in diverse formats.  

The Library’s Research program will be developed with broad participation, including Library faculty and staff, faculty, students, researchers, and the campus.  The Research program is being developed using essential building blocks that demonstrate the dynamic nature of research today, and the resulting scholarship.  The practice and communication of scholarship is undergoing fundamental changes due to several factors.  These include the impact and pace of technological change, the increase in interdisciplinary research and its attendant new needs, the computing and collaboration capabilities supported by high-performance networks, and the focus on data- and content-driven research across the disciplines.  As Clifford Lynch notes, these changes in scholarship, which are evident in a growing number of disciplines, “…need to go hand-in-hand with changes in the communication and documentation of scholarship.” 
 As the Library develops the Research program, a key point of focus is the researcher who is engaged in the research lifecycle—the process of inquiry, the production of new or re-purposed knowledge, the publishing and dissemination of the results and the data itself, and the management, curation, and long-term access to the output of the research.
There are and will continue to be numerous external inputs into the development of research programs in the Library, including programs that partner with Colleges (e.g. Grainger Library Design Center
, the Scholarly Commons/ATLAS statistical consulting program), and campus-wide programs in which the Library is a key partner (e.g., Research Data Service with the OVCR, Provost, and Chancellor).  Library partnership in these and other programs will enable us to develop research services that support emerging and strategic needs of the campus.  This report serves as a starting point for this and other conversations.  It identifies the core building blocks of the Research program, and it articulates a view to how research programs and services can grow and change with strategic direction from the Library, the campus, and the profession, over the next five years.  The report speaks to several needs, including short-term planning for the overall organizational transition to four AUL’s and respective “portfolios” of responsibility, as well as the Scholarly Commons and RRSS formation of two separate but closely integrated service units (Reference and Information Services and the Scholarly Commons)—one in the User Services portfolio and the other in the Research portfolio; staffing changes and proposed assignment of interim responsibilities; and proposed new positions and their rationale.  The report also articulates a mid-term (5 year) overall vision for the Research program.  
II.  Transition and Future Organization (November 2014-2016)

At present (October 2014), Research is comprised of several programs/units, a team, and two committees:  the Research Data Service; the IDEALS Repository and Scholarly Communications program;  Research Support Services; the Digital Repository Management Team, the eResearch Implementation Committee, and the Research and Publication Committee.  The faculty and staff of RRSS, in consultation with the AULs for User Services and Research & Techology, have proposed that the Scholarly Commons and RRSS become two distinct units, with the RRSS morphing into the Research and Information Services unit, and the Scholarly Commons transitioning into the Office of Research, date TBD but soon.  Further, this document articulates a Scholarly Communications and Publishing unit as a component of the Research program. An overall organization chart of the Research program is included below, and description of the specific areas of research programs, their intended focus and staffing follows.  I have attempted to stage the hiring of staff who will start up the Scholarly Communications and Publishing program to address the need for key leadership as well as a pressing need for on-the-ground publishing support with the OJS and OMS systems.
As part of the transition, the Scholarly Commons continues to articulate and grow a program that encompasses a service point with a primary focus on providing in-depth research support consultations, expertise, training, and instruction where professionals with LIS, technical, and external domain experts provide public-facing programs that support the research and scholarship lifecycle.  Two areas—Research Data Services, and Scholarly Communications and Publishing—will address specific strands of scholarly support.  Not all aspects of these programs can or should be public-facing; in fact, they may need to interact substantially with other areas of the Library and other campus units that do not provide user-facing services (e.g., publishing with CAM and Preservation).  As we work with the Assistant Dean for Facilities we are seeking near proximity for the RDS as well as the Scholarly Communications and Publishing units, and that conversation will evolve.
As the Scholarly Commons makes this transition, the Library is planning with the campus Center for Innovation in Teaching and Learning (CITL) to jointly develop a service point in Room 220 Library featuring user-facing programs that support faculty and graduates students in the areas of teaching and pedagogy, and research using digital resources.  The Scholarly Commons faculty and staff will continue to provide services, and the Library has begun conversations with the CITL staff to identify areas of overlap where there are opportunities to develop both separate as well as joint programming in that space that focuses on supporting faculty and graduate students’ research and teaching excellence.  Both the Scholarly Commons and CITL staff are discussing the degree to which the space can support co-location of faculty and professional staff.  Sue Searing, AUL for User Services, is leading the CITL/SC initiative in tandem with Michel Bellini, CITL Director.  With limited space in the Library, and the desire to include staff that can provide public-facing services, both RRSS and CITL staff are working with the Assistant Dean for Facilities and campus space planners to identify programs and staff that require critical proximity to the Scholarly Commons as a service point.  As these ideas evolve, so too will the mission of the Scholarly Commons.  Internally, the conversations will include a focus on identifying a sustainable model for the Scholarly Commons program and services—one that supports growth and close integration with the new Research and Information Services unit, with hub and departmental library units, and the dynamic changes in research activities.
Several areas in the Office of Research are slated to grow.  It is important to map out the projected growth of these programs, including the responsibilities the staff will undertake, the needed staffing and expertise, and the public-facing services that they will provide as one component of these programs.  These include the Research Data Service (RDS), Scholarly Communications and Publishing, and Researcher Information Services—researcher profiles, ORCID researcher identifier services, and research metrics.  In the sections below I have attempted to describe each of these areas, and have mapped out proposed staff (both existing and new positions).  These changes will occur, as many within the past decade, in a period of relative low-to-no-growth.  I am proposing that these areas develop the specific programs and services as distinct programs, yet with each contributing public-facing services in the Scholarly Commons, and each having a “lead” role within the framework of the Scholarly Commons, which has been confirmed in the RRSS restructuring document.  

In this document several new positions are proposed in areas that are critical to the Library’s ability to launch new programs and to truly support areas where it has made initial commitments but needs to add strength.  One example of the need to add strength is the proposed Repository Services Manager position, which will focus on outreach to researchers and units to ensure deposit of scholarly works, dissertations and these, as well as research data sets into the Library’s repository.  The chart on page 4 provides an overview of the proposed Research program organization and staffing structure for full-time roles, both existing and proposed new positions.  In cases where new positions are proposed, the potential sources of support for each position are noted.  It is proposed that the Library use new funds to be allocated from the Library / IT Fee to hire several faculty and staff to build the Scholarly Communications program and to provide operational support for the Scholarly Commons.  Other sources of funds include lapsing or anticipated lapsing positions in RRSS and the Library IT (IDEALS and Scholarly Communications program).
Proposed Library Research Program Staffing, Through 2016:
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III.  Proposed Research Program Units/Areas:


Scholarly Commons and User-Facing Research Programs:

As the RRSS transition plan and RRSS’ Vision Statement indicates, the intent of the Scholarly Commons as a public-facing service program is to be a “central gateway to the Library’s information and research services, supporting the development of research competencies through collaborative work with other scholarly support systems in the Library and on campus.”  Within the past several years, the Library was able to articulate new roles, (Numeric and Spatial Data services, IDEALS & Scholarly Communications Coordinator) and was able to shift individual responsibilities and positions from reference and IT to scholarly support services as Scholarly Commons’ services and programs grew. 

The RRSS transition plan recommends that a number of Library faculty and staff will transition 100% to assignments in the Scholarly Commons.  Others who have partial percent time assignments in the Scholarly Commons will continue to provide services and consultations as part of the program, and the Scholarly Commons will continue to provide the “central gateway” to the Library’s research and scholarly support services. These faculty and professional staff include:  the English and Digital Humanities Librarian (text data mining consultations, workshops, collaborative research with HTRC); the Head of Digital Content Creation, and someone with similar expertise TBD after Betsy Kruger’s retirement (digitization consultations);  the Visual Resources Curator (digital visual resources, related copyright and IP consultations and workshops); and the Business Information Services Librarian.

The RRSS transition plan designates a a core set of leads in a number of service areas with active Scholarly Commons service programs.  The plan recommends more substantive roles for individuals leading programs related to core service programs in the Scholarly Commons.  This is intended to help ensure that public facing services are well-integrated with broader programmatic areas and provide a basis for good communication and strong collaboration. I have included these points from the RRSS restructuring document here because they provide important grounding for the future evolution of the Scholarly Commons as a stand-alone unit:
· Data Services (liaison with ATLAS) - Karen Hogenboom
· Digital Humanities (liaison with HathiTrust Research Center) - Harriett Green 
· Educational Initiatives (liaison with Research and Information Services) - Merinda Hensley
· Research Data Services – Heidi Imker

· Scholarly Communications and Publishing – Director--new position request
· Technology (liaison with IT, overall coordination and communication, with leads responsible for managing technology in their respective areas) - James Whitacre

Leads will be responsible for developing and leading services and initiatives in their areas, and will meet regularly to coordinate broader programmatic activities and provide advice to the Head, SC on long term planning.   

In addition, SC affiliates will continue to work collaboratively with the Scholarly Commons.  Current affiliates include:

· Digitization and Scanning

· Media Commons

· Qualitative Data Analysis

· Usability
· Visual Resources Coordinator
This concept of Leads/affiliates/partners provides opportunities to grow both internal Library Leads and Affiliates who contribute specialized expertise to SC programs to varying degrees, as well as campus and other partners who provide specific services in the SC setting.  
Further, the RRSS restructuring proposal recommends that the Scholarly Commons establish both a new faculty leadership role and a support role:

January 2015 hiring plan request:

· Head of the Scholarly Commons (faculty position, lapsing from RRSS)
· Library Operations Assistant (staff position, request to University Librarian and Budget Group)
The Scholarly Commons has both a mission and function that corresponds closely to “digital scholarship centers,” as described by Lippincott et al., providing specialized services for researchers that support a variety of activities:

· Planning digital projects
· Using specialized software and tools
· Developing metadata
· Understanding relevant standards
· Addressing intellectual property concerns
· Planning for long-term preservation
· Digitizing analog materials
· Considering options for presenting or publishing completed projects

In addition to the activities articulated by Lippincott et al., Illinois’ Scholarly Commons has integrated instruction and training into its program of advanced support of scholarly work with individuals and groups through the Savvy Researcher Workshop series.  The inclusion of instruction on specialized research services in an ongoing researcher-focused workshop series enables the Library to integrate advanced research into an existing spectrum of user-facing services, both in the Scholarly Commons and in departmental and hub libraries.
The University Library’s peers articulate research programs variously.  Many have developed or are in the process of developing a Scholarly Commons, a Research data service, scholarly communications, publishing, and research analytics programs and related services.  In peer libraries research programs take a variety of shapes, and can include departmental libraries, and functions related to the research process, including reference and instruction or collections.  The Scholarly Commons and emerging programs such as the Grainger Library Design Center that support research activities have the potential to develop strong synergies that can benefit the research community through service innovation.  As the Research program evolves, our focus will be on supporting key research services and initiatives where they develop, and identifying ways in which Library staff and faculty can productively help shape a Library-wide research program that recognizes and supports both the discipline-specific and the common elements of the program.  

Research Data Service
Established in early 2014 in partnership with the OVCR, Provost, Chancellor, CITES, and NCSA, the Research Data Service is a program that provides support for Illinois researchers to create, manage, publish, and preserve the data that is generated from research in all disciplines.  The activities of the Research Data Service (RDS) are intended to focus primarily on developing tools and services for the University of Illinois researchers to manage their data, provide access to it through dataset publication and repository ingest, and to develop standard approaches for data curation and management.  The service seeks to develop and implement standardized approaches to data curation that can be re-purposed for similar types of data.  Researchers on this campus have articulated the need for a cohesive, “one-stop shopping” service that combines research data management services with the cyberinfrastructure (storage and computing) services that support the current research environment.  As Director Heidi Imker builds staffing and service/repository infrastructure for the RDS, she is growing a communication network with experts in the Library, and researchers across campus.  The Scholarly Commons is the primary public-facing service point for RDS services. Heidi has worked closely with both SC colleagues and the eResearch Implementation Committee and Research Data services Interest Group to shape a service program during the first six months of its existence.  The Research Data Service program is collaborating closely at this point in time with the Digital Repository Management Team to articulate a data management and curation framework that will support researchers who need to deposit datasets for both the near term (5-10 years) and the long-term.  The RDS is developing a service model that includes basic services that will be available to all researchers, and in-depth data management services that will be available on a fee basis.  The RDS is working with the College of Engineering and the Grainger Engineering Library Information Center to develop a model for supporting the needs of the College’s Big Data initiative.  
Staffing includes:

2014:

· (2) Data Curators

· Research programmer

Scholarly Communications and Publishing

The Library has been an active partner with the campus and in the profession in the rapidly evolving areas of scholarly communications, open access, copyright, and research analytics.  With the establishment of this unit, the Library is making a firm commitment to grow a cohesive scholarly communications, copyright, and publishing unit that builds upon a strong foundation of work, and partners with IPRH, GSLIS, the OVCR and Provost, and faculty in the colleges and departments.  This is one of the most intensive areas of program growth for the Library, and thoughtful planning will ensure that the Library meets a set of distinct, yet related needs in the area of scholarly communications.  This program will require strong leadership; hence the recommendation to appoint a Director as a faculty position.  Further, copyright and intellectual property consultation, instruction, and programming is being done by a group of faculty, and while the efforts demonstrate strong expertise, the Library simply needs to appoint a faculty / librarian with a JD or equivalent experience and credentials who can lead this effort across the Library and represent the Library in campus programs and the national conversation in professional organizations. 

As the IDEALS scholarly repository continues to expand with existing and new communities, and ETD’s, and as the Research Data Service establishes a dataset deposit strategy, now is a good point to assess what could best support the expansion of deposits in the coming years.  Therefore the intention is to develop a role that would focus on outreach and support to the communities of researchers who deposit their scholarly output and data into Library repositories—whether that is IDEALS, a research data repository, or other future efforts.  The role will help to present a unified message to scholars about the need to make their work accessible in a sustained way through the Library’s repository services.

With the growing focus on research and researcher analytics, the OVCR has recently committed funds to develop a Researcher Profiles service, as well as the ORCID researcher identifier service, with the Library leading the effort, working in partnership with the OVCR and a campus governance committee.  The Library anticipates making a temporary visiting AP appointment in the next month to take on the lead role for the researcher information and analytics. 
The proposed staffing includes the following positions:

March 2014:
· Manager, Researcher Information Systems (temporary appointment starting Dec. 1, 2014)
· Digital Publishing Specialist (on hold)

January 2015 hiring plan requests:

· Director, Scholarly Communications and Publishing

· Copyright Librarian
· Manager of Repository Services
· Research programmer for Scholarly Communications and Publishing
2016 hiring plan requests:
· Manager, Publishing Services

Research Support Services

Research Support Services are programs and activities support the research and scholarship of University Library faculty and AP’s with active research programs.  They include three components--a committee-based competitive allocation of funding support for research from the Library Research and Publication Committee; support for grant preparation and administration from Kathie Veach, the Research Administrator in the Library Business Office, and the AUL for Research; and, rapidly growing in scope and uptake is the substantial effort of Dan Tracy, LIS and Research Support Services Librarian and Visiting Asst. Professor, based in SSHEL.  Dan’s leadership and expertise have enabled the Library to develop numerous research support services, including training workshops in research methods, writing and research support groups, coordination of the Library’s Recognizing Excellence in the Library blog, and organization of the annual Library Research Showcase.  Dan will soon complete the second of a three-year Visiting appointment.  It is clear that both the Library faculty and the Library derive great benefit from the services and programs that Dan has initiated and continues to grow.  I intend to request that the Library consider making this role permanent, and integrated into the Research program.  Kathie and I work together to provide support for research proposal preparation, and she is responsible for budget preparation and grant submission, as well as post-award monitoring and fiscal review and reporting.  
IV.  Current Staffing and Anticipated Staffing Requests: Research Program
Research support services remains distributed, yet works virtually with individual faculty and academic professionals, and through the Research and Publication Committee to provide support for Library faculty and academic professional research activities:

	Research Support Services Ongoing or New Positions
	Changes to position responsibilities

	LIS/Research Support Services Librarian
	Visiting Faculty appointment providing support for GSLIS and LIS faculty and student community and research support, including library faculty mentoring  (Position based in SSHEL—desire to leverage research support programs and services to increase visibility Library-wide; involve role in IPRH/GSLIS/Library publishing and digital humanities activities where collaboration opportunities are increasing with these partners).

	Research Administrator
	No Change—Academic Professional position (Position based in Library Business Office;) Identify campus and external support opportunities and mentor/provide support for Library faculty and academic professionals seeking these opportunities;


Research Data Service

	Research Data Service Ongoing or New Positions
	Changes to position responsibilities

	Director—H. Imker
	No change

	Data Curator (2)
	Search in progress.

	Research programmer
	Search in progress


	Scholarly Communications and Publishing Program/Unit
Ongoing or New Positions
	Position Responsibilities

	Director

Funding:  lapsing faculty
	Request replacement in January 2015 hiring plan; faculty position. This position will lead the Library’s publishing program and is the lead for scholarly communications program and policy, open access initiative, copyright, repository outreach activities, and research information analytics;

	Copyright Librarian
Funding: Library / IT Fee
	New position—faculty or AP; required/preferred MLS & JD; request in January 2015 or July hiring plan; This position leads the Library’s copyright and IP programs and services.  It works with Library and campus on copyright consultation, education, and training.  It focuses on author rights, use of content & fair use, including media, research datasets, media, and publications. 

	Digital Publishing Specialist 

Funding:  TBD
	Visiting, grant funded 3-year AP position.  (Approved in June 2014 hiring plan; on hold).  Provides technical support for the publishing workflow.  The specialist manages the encoding and manipulation of book files and other content, and troubleshoots production issues in collaboration with a Manager of Publishing Services.

	Manager, Publishing Services
Funding:  TBD
	New position, request in 2016. A full-time, permanent faculty or AP position.  This position will manage the Library’s production publishing services and will take the lead in partnering with faculty and campus units and groups to build quality content and to implement sustainable publishing practices.

	Research Programmer for Scholarly publishing
Funding:  Library / IT Fee
	New position, request in January 2015 hiring plan.  A full-time, permanent AP position.  This position will focus on technical support of open access publishing systems (PKP suite and SCALAR), workflows, and deposit and access needs.

	Manager for Repository Services

Funding: Library / IT Fee
	New position, request in January 2015 hiring plan.  A full-time, permanent position, AP.  This position focuses on outreach to and growth of the communities of researchers who deposit their scholarly output and data into Library repositories—whether that is IDEALS, a research data repository, or other future efforts.  The role will help to present a unified message to scholars about the need to make their work accessible in a sustained way through the Library’s repository services.


	Scholarly Commons Ongoing or New Positions
	Changes to position responsibilities

	Scholarly Commons  Co-Coordinator & IDEALS Coordinator
	departing Jan. 2015.  

	Scholarly Commons Co-Coordinator and Instruction Librarian
	Will focus on growing portfolio related to undergraduate research, undergraduate research journals, and Savvy Researcher workshops. Until the Head, SC position is filled, manage SC spaces and services, hire, train and supervise GAs, marketing, outreach and assessment.  All other duties reassigned to Visual Resources Coordinator, Head, RIS and to-be-hired Visiting Librarian & GA Coordinator

	Head, Scholarly Commons
	Proposed new faculty position in Feb. 2015 hiring plan
The AUL for Research, working with Head of RRSS, will submit a position request for the February hiring plan

	GIS specialist
	No change—Data management/curation collaboration with RDS

	Numeric and Spatial Data Librarian
	Will serve as Scholarly Commons co-Coordinator until Head of SC position is filled.  Liaison with Research Data Service

	HTRC Digital Humanities Specialist 
	Visiting, grant funded 3-year; search under way fall 2014; Revise reporting to Digital Humanities Librarian; position remains in SC.

	HTRC Digital Humanities PostDoc
	Existing position, ½  FTE SC; ½ FTE GSLIS/CIRSS;  revise reporting from SC Co-coordinator to AUL for Research  


V.  Interim Arrangements in the Scholarly Commons and with Scholarly Communications Programs—January – September 2015

The Scholarly Commons will need to re-group as it transitions out of RRSS and into its own entity.  With Sarah Shreeves’ departure, the RRSS recommends the appointment of Karen Hogenboom as co-Coordinator along with Merinda, through October 15 2015. 
The Coordinators and SC staff would meet regularly (bi-weekly); those responsible for liaison with other units and groups would report within that context; planning would occur

Gaps areas requiring coverage—January 2015 – fall 2015:
With Sarah Shreeves’ impending departure in early January 2015, there will be unavoidable gap areas in scholarly communications, copyright, and the IDEALS repository program.  I have attempted to identify these and suggest temporary ways in which the Library might address these gaps while launching a search for a Director for Scholarly Communications and Publishing.  
HathiTrust Research Center (HTRC) Scholarly Commons Program:  Harriett Green will assume responsibility as the lead for Digital Humanities and HTRC Scholarly Commons programs, and will supervise the Visiting HTRC Digital Humanities Specialist—a three-year position that will develop training workshops and materials for using HTRC text data mining for librarians and researchers at HathiTrust institutions.

Research Information Services Manager:  The campus expects that the Library will move forward soon to implement the Elsevier Pure researcher profile service.  With a failed search having just occurred, we are pursuing an option to make a temporary Visiting appointment of an experienced AP, for 9-12 months. This individual is slated to start Dec. 1 2014, and will report directly to the AUL for Research during the initial 9-12 months, while the implementation gets up and running.  The Library intends to launch a search for the permanent position early in 2015.
Scholarly Communications leadership, outreach programs, & training, and IDEALS repository, ETD’s, etc.:  This, as well as moving forward with publishing, are clear gap areas that will suffer in Sarah’s absence.  While a search is launched for a Director of this program, a temporary re-assignment of a faculty member at 25-35% would help to keep momentum going. 
IDEALS ingest and metadata: The IDEALS repository would benefit greatly from more engagement in CAM, involving ingest of content and metadata assignment.  This could be an area where a professional in CAM with metadata expertise, perhaps with additional GA or hourly staff support, could both fill a gap, but also help the Library to identify a way to integrate the processing of IDEALS content into mainstream content management in the Library.  Conversation with AUL for Collections and Technical Service and CAM.
Copyright and IP:  Several people in the Library are knowledgeable to field copyright and fair use questions from faculty and students (Mary Laskowski—sabbatical; Mark Wardecker; Sarah Christensen for visual resources, and potentially one more resource person).   The intention is to form a group for the short term that works together on fielding questions, and who can coordinate Savvy Researcher Workshops and copyright/IP consultations.  While it’s not an ideal solution, it could be worked out for up to a year if necessary.
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� The Grainger Library Information, Design, and Data (GLID2) Center will serve as a prototype collaboration space and incubator environment for students and faculty to utilize advanced informatics and visualization tools in the creation and application of new knowledge. Located on the lower level west and center areas and the second floor east area of the Grainger Engineering Library, the goal of the GLID2 is to provide collaboration space and information technologies that will facilitate faculty/student entrepreneurial activities and to fuel innovations in next-gen design and data analysis. …. It is anticipated that the GLID2 Center will serve as one of several nodes in a network of design, computational, and fabrication facilities in the COE and in other colleges.
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