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Background

In May of 2003, the staff of Special Collections convened for a half-day retreat to reflect on the past, present, and future of Special Collections at the University of Maryland Libraries.  This provided an opportunity for individuals at all levels to engage one another in a productive dialog on strengths and weaknesses of our existing organizational structure, areas of our individual and collective work that require more attention or focus, and, generally, ways in which the perceived mission of Special Collections is effectively understood and accomplished.

One of the immediate outcomes of that eventful retreat was the creation of a Working Group, consisting of representatives from the three major units within Special Collections

(Archives and Manuscripts; East Asia and Gordon W. Prange Collections; and Marylandia and Rare Books and the National Trust Library).  Membership of the group included volunteers (Kevin Hammett and Amy Wasserstrom), along with appointees made by the division director.  The managers of the aforementioned units served in this capacity (Lauren Brown, Doug McElrath, and Eiko Sakaguchi).  To allow the full participation of all group members, including the Director of Collection Management & Special Collections (Desider Vikor), and to ensure an effective and productive group process, Sue Baughman served as facilitator.

Meetings and discussions of the Working Group were frequently lengthy and complex, given the nature and scope of issues and concerns.  The Group learned to work as a team in its own right, developing a healthy regard for a diversity of perspectives and insights and an abiding commitment to consensus building and practical outcomes.  Everyone within the team is also equally committed to moving forward the work of Special Collections in a dynamic and challenging environment and doing as much as possible to facilitate progress toward our collective future.

The Working Group tried to be attentive to the outcomes of the 2003 retreat but acknowledged that its own results needed to be very focused on practical, realistic actions.  This report details the outcomes of the discussions and deliberations of the Group and the plans for their implementation.  What is described below is not intended by any means to be comprehensive or exhaustive in scope with respect to the overall needs of Special Collections (or even those that surfaced during the retreat discussions).  The Working Group understood this to be impossible.  Some needs are necessarily resource dependent and consequently not realizable from existing library budgets.  The Working Group firmly believes that its conclusions also serve as a useful template for the continued development of the organization of Special Collections.  To this extent, the work outlined here -- we hope -- will lay the groundwork for an ongoing environment of reassessment and change that will be actively embraced by all staff.

The mission and vision statements that are included here serve as the guiding principles for Special Collections and provided the essential foundation for the Working Group.  We repeatedly returned to them throughout our work and used them to test both assumptions and recommendations that surfaced during later discussions.  Because of the central importance of mission and vision, and the values that support them, input about them was collected early in our process.  Previous drafts were revised to reflect the benefit of additional ideas and suggestions that we received from staff.  These mission and vision statements should be used internally to inform and inspire the ongoing work of Special Collections and also externally with our diverse constituencies to convey and define what we are about as a vital component of the Libraries and the broader research and academic community in which we operate.

New Teams 

Among the many organizational and operational issues discussed by the Working Group, the importance of creating meaningful and productive change was concluded to be paramount.  Having established this important premise, it is essential to understand that the intent was never to prescribe an all-encompassing reorganization of Special Collections.  It was understood and well recognized that the existing organization of Special Collections was (and remains) fundamentally sound, operationally effective, and already committed to the positive values of teamwork.  Consequently, what is described here for implementation is by no means a radical departure from what we currently have, but rather an important effort to build on and elaborate organizational structures that are not presently and readily available.  These stand to enhance possibilities for our staff and fortify our abilities to fulfill our mission.  

It is equally important to underscore the point that further work remains.  It is hoped that this report, and what it outlines for more immediate implementation, will be understood as laying the groundwork for an ongoing and healthy process: to ensure that Special Collections remains best organized and positioned to accomplish its work on behalf of the larger organization and institution.  The Working Group drafted initial plans for the creation of several subject and functional teams within Special Collections that are now ready to be established.  The teams that are herewith identified:

· Digital Initiatives Team

· Historic Preservation Team

· Maryland History & Culture Team

· Orientation & Training Team

· Special Collections Advisory Team

incorporate both the spirit and overall goals of the team-based organization already espoused and embraced by the Libraries.  The Working Group recognized that many units were already working as teams and guided by team principles.  The subject and functional teams, especially those for Historic Preservation and Maryland History, build on existing work by a number of individuals and provide the opportunity for closer interaction, planning, and collaboration in work goals and projects that may not be easily accomplished within the current organizational structure.  The goal is to create greater flexibility that recognizes needs and interests that cut across traditional departmental boundaries.

Communications, training, and technology figured very largely in the retreat discussions and serve as the focus for the functional teams profiled for Orientation & Training and for Digital Initiatives.  As with the two subject teams, these cut across existing units and are intended to serve the needs of all faculty and staff within Special Collections, irrespective of where an individual resides in the organization.  

Much work remains in terms of delineating in greater detail the work of each team. It is hoped that sufficient description has been provided in order to commence implementation.  The expectation is that these teams will be self-managing and will operate with an abiding sense of accountability to themselves as well as to the entire staff of Special Collections in fulfilling their charge and the work that they do.  Further team planning is rightfully the preserve of the participants of these groups that are empowered to chart their respective futures in a more detailed and programmatic way.  Mechanisms also need to be created to assist the new teams in their development and to assess their progress.  For this purpose, the Special Collections Advisory Team is created and is envisioned to fill an important coordinating and facilitating role.  The emphasis here is less on oversight and more on providing the teams the help and guidance they might need.   

The progress of these new teams is clearly important in its own right.  At the same time, however, the staff of Special Collections is strongly encouraged to identify other teams as we build our experience and determine how we can best benefit from what we learn along the way and make adjustments as needed.  

Timeline

The following brief timeline provides some key dates for the new teams and identifies some important early activities:

November 2004
Special Collections Working Group presents report to division staff.

December 2004 
Team conveners issue invitations to staff to express interest in joining teams and schedule organizational meeting.

January 2005
Subject and functional teams assemble, decide on leadership and other organizational issues.

Winter 2005
Teams draft 2005 work plans.  Completed work plans are shared widely.

Spring 2005

Teams begin work on projects. 

November 2005
Meeting of divisional staff.  Teams report insights into the team process.  Prospects for additional teams discussed.  

December 2005
Four existing teams complete reports on first year’s accomplishments.

Mission Statement for Special Collections at the University of Maryland Libraries
The University Libraries acquire, preserve, and make available special collections to promote scholarship and learning among campus, state, national and international communities.  These collections are characterized by qualities of uniqueness, rarity, scarcity, value, research significance, as well as depth and breadth of subject coverage.  As educators, the staff in Special Collections endeavors to impart the richness of our collections, joining with researchers to explore and interpret our holdings.  Special Collections, and the specialized staff that manages them, are fundamental to the University of Maryland Libraries’ mission to make unique contributions to the world of knowledge.

Vision Statement for Special Collections at the University of Maryland Libraries

We believe that the unique materials in Special Collections and our skilled staff will become the signature of the UM Libraries, distinguishing the University of Maryland from other institutions.

We, the staff who will acquire, preserve and provide access to these materials, will be open to new ideas and techniques, promoting a spirit of innovation in Special Collections while maintaining established standards.  We will enthusiastically embrace our role as stewards and advocates for the support, staffing, and preservation of our collections.   We will work in teams that are flexible and responsive to change, and will work collaboratively with colleagues in the UM Libraries to communicate our objectives and work together toward shared goals.  We will:

· Heighten awareness of Special Collections among established users, as well as by reaching out to new audiences;

· Work collaboratively with our users to explore the intellectual richness of our collections; 

· Investigate technology that enhances access; and 

· Build new collections and expand the boundaries of existing collections. 

Knowing that the future of Special Collections is dependent on the excellence of the staff, we will promote growth in knowledge and skills of all our staff members.  Furthermore, we will train future generations of special collections professionals by offering opportunities for mentoring and career development. 

Digital Initiatives Team
Purpose

The importance of a digital program for Special Collections and the expertise to manage it were topics of discussion during the visioning exercise at the Special Collections Retreat in May 2003.  During those discussions, interest was expressed in:

· Increased marketing of Special Collections through the Web

· Increased access to Special Collections by making available full-text content

· Creation of a Special Collections digital library

· More coordination and shared staffing for technology-related projects, such as EAD and databases

The spirit of those discussions is captured in the following paragraph from the Vision Statement for Special Collections:  

We, the staff, who will acquire preserve, and provide access to these materials, will be open to new ideas & techniques, promoting a spirit of innovation in Special Collections while maintaining established standards.

Charge

The Digital Initiatives Team will facilitate the creation of an effective and cohesive digital program for Special Collections.  The Team’s charge will include, but may not be limited to:

· Creating consistency of basic informational content across all Special Collections web pages.

· Evaluating the current methodology(s) for undertaking digital projects in Special Collections.  

· Investigating electronic technology that enhances access.

· Developing a digital initiatives program to include criteria for prioritizing projects and setting standards. 

· Acting as an interface with the Assistant Dean for Digital Library Initiatives, ITD, TSD/Preservation Department, the Metadata Coordinator, MITH and other possible partners.

· Identifying content partners.

Membership 

Open to interested members of Special Collections

Leadership

Team members shall develop a process for rotating the responsibility of Team Leader.  The Team Leader facilitates the work of the team by calling meetings, tracking team decisions, and coordinating communications among team members.

Convener

Amy Wasserstrom  

The convener has responsibility for inviting staff to join the team and for scheduling the first team meeting.

Historic Preservation Team
Purpose

Historic preservation is the field of inquiry that focuses on strategies for preserving the human-built environment found in buildings and sites of significance.  The Historic Preservation Team is a self-managed team consisting of staff in Special Collections whose regular duties include responsibility for collections in the field of historic preservation, and any other staff with appropriate interests and/or subject expertise. Its mission is to manage the building, processing, and use of manuscript, print, audio-visual and electronic research materials in Special Collections that document historic preservation. The Team achieves this through a group decision process in keeping with the University Libraries’ commitment to a team-based organization.

Elements of this work were identified at the May 2003 Special Collections Retreat as important components of a reorganized Special Collections Division.

· Reevaluate the organizational structure as it relates to collections (11 votes)

· Create more cohesive relationships and a better sense of community via a flexible team structure (12 votes)

· Create a hybrid structure that takes the best of teams along with the best of current structure (13 votes)

Work of a team such as the Historic Preservation Team is reflected in the mission and vision statements drafted for Special Collections:

· The University Libraries acquire, preserve, and make available special collections … staff in Special Collections endeavors to impart the richness of our collections, joining with researchers to explore and interpret our holdings (from the Mission Statement)

· We will work in teams that are flexible and responsive to change … (from the Vision Statement) 

Charge

The Historic Preservation Team has the following specific duties/functions:

· Develop a collection policy that defines the scope of the collection, assesses similar collections in other institutions, identifies needed resources and opportunities for future collection development, and defines criteria for appraising possible acquisitions;

· Establish priorities for processing initiatives.  This includes assessing processing backlogs, workflow issues, cataloging needs, and guides/finding aids standards;

· Assess preservation needs, conduct preservation surveys, and decide on priorities for Preservation Committee consideration;

· Review reference policies and procedures.  Decide on individual team members’ reference responsibilities;

· Assess current special projects (i.e. NTL Index) and consider future initiatives such as collecting web-based preservation information and digital library projects;

· Develop programs and instructional materials that promote collections to various potential user groups;

· Cultivate useful interaction with the faculty of the HISP program in the School of Architecture, Planning and Preservation;

· Reach out to special constituencies in the preservation community including the staff of the NTHP;

· Explore grant opportunities and other sources for external funding;

· Coordinate administrative responsibilities: project management, student training and supervision, resource allocations;

· Develop effective communication within the team via regular meetings, an e-mail reflector, and the distribution of documents on a shared computer drive;

· Produce an annual work plan defining goals and priorities for team;

· Produce an annual self-evaluation of the team’s performance.

Membership

The Historic Preservation Team shall consist of Special Collections staff whose regular duties include responsibility for collections in the field of historic preservation, and any staff who volunteer for the Team based on their interests or subject expertise.

Leadership 

Team members shall develop a process for rotating the responsibility of Team Leader.  The Team Leader facilitates the work of the team by calling meetings, tracking team decisions, and coordinating communications among team members.

Conveners

Kevin Hammett and Doug McElrath

The conveners have responsibility for inviting staff to join the team and for scheduling the first team meeting.

Maryland History & Culture Team

Purpose

The Maryland History and Culture Team is a self-managed team consisting of staff in Special Collections whose regular duties include responsibility for collections documenting the history and culture of Maryland, and any other staff with appropriate interests and/or subject expertise. Its mission is to manage the building, processing and use of manuscript, print, audio-visual, and electronic research materials in Special Collections that document this field. The Team achieves this through a group decision process in keeping with the University Libraries’ commitment to a team-based organization.

Elements of this work were identified at the May 2003 Special Collections Retreat as important components of a reorganized Special Collections Division.

· Reevaluate the organizational structure as it relates to collections (11 votes)

· Create more cohesive relationships and a better sense of community via a flexible team structure (12 votes)

· Create a hybrid structure that takes the best of teams along with the best of current structure (13 votes)

Work of a team such as the Maryland History and Culture Team is reflected in the mission and vision statements drafted for Special Collections:

· The University Libraries acquire, preserve, and make available special collections…staff in Special Collections endeavors to impart the richness of our collections, joining with researchers to explore and interpret our holdings.  (from the Mission Statement)

· We will work in teams that are flexible and responsive to change … (from the Vision Statement)

Charge

The Maryland History & Culture Team has the following specific duties/functions:

· Develop a collection policy that defines the scope of the collection, assesses similar collections in other institutions, identifies needed resources and opportunities for future collection development, and defines criteria for appraising possible acquisitions;

· Establish priorities for processing initiatives.  This includes assessing processing backlogs, workflow issues, cataloging needs, and guides/finding aids standards;

· Assess preservation needs, conduct preservation surveys, and decide on priorities for Preservation Committee consideration;

· Review reference policies and procedures.  Decide on individual team members’ reference responsibilities;

· Consider future special initiatives such as collecting web-based state government  information and digital library projects;

· Develop programs and instructional materials that promote collections to various potential user groups;

· Cultivate useful interactions with relevant faculty;

· Reach out to special constituencies in the state and local history community;

· Explore grant opportunities and other sources for external funding;

· Coordinate administrative responsibilities: project management, student training and supervision, resource allocations;

· Develop effective communication within the team via regular meetings, an e-mail reflector, and the distribution of documents on a shared computer drive;

· Produce an annual work plan defining goals and priorities for team;

· Produce an annual self-evaluation of the team’s performance.

Membership

The Maryland History and Culture Team shall consist of staff in Special Collections whose regular duties include responsibility for collections documenting the history and culture of Maryland, and any staff who volunteer for the Team based on their interests and/or subject expertise.

Leadership 

Team members shall develop a process for rotating the responsibility of Team Leader.  The Team Leader facilitates the work of the team by calling meetings, tracking team decisions, and coordinating communications among team members.

Conveners

Lauren Brown and Doug McElrath

The conveners have responsibility for inviting staff to join the team and for scheduling the first team meeting.

Orientation & Training Team

Purpose

This team facilitates the on-going training of all levels of staff, in order to provide optimum service to our patrons. Training was identified at the May 2003 Special Collections Retreat as an important component of a reorganized Special Collections Division: 

· Develop Special Collections training curriculum; (7 votes)

· Enhance cross-unit peer training; (11 votes)

· Emphasize strategic relevance of training opportunities; (12 votes)

With this in mind, and aware of the relationship between training and skills, the Special Collections Working Group emphasized both in the mission and vision statements drafted for Special Collections:

· Special Collections, and the specialized staff that manages them, are fundamental to the University of Maryland Libraries’ mission to make unique contributions to the world of knowledge. (from the Mission Statement)
· We believe that the unique materials in Special Collections and our skilled staff will become the signature of the UM Libraries, distinguishing the University of Maryland from other institutions . . . Knowing that the future of Special Collections is dependent on the excellence of the staff, we will promote growth in knowledge and skills of all our staff members. (from the Vision Statement)
Charge

This group will coordinate the orientation & training of new staff, GAs and student assistants, ensuring that all new staff will receive a solid knowledge base as they begin working in Special Collections. The Training Team will be responsible for:

· Determining what training needs to take place;

· Developing and coordinating orientation for new SC staff;

· Developing a core training curriculum;

· Identifying priorities for training sessions; 

· Coordinating training – linking trainers to programs, scheduling training;

· Developing guides, tutorials, etc;

· Disseminating information as appropriate.

Training needs encompass the full scope of broad subject areas within Special Collections:

· State Publications 

· University Archives 

· Literary Manuscripts 

· Historical Manuscripts 

· Marylandia & Rare Books 

· Historic Preservation 

· Prange 

· East Asia 

· Broadcasting 

· Nonprint media 

This team will also be charged with coordinating the on-going training of veteran staff, which will include refresher training on a regular basis, as well as updates as needed. The goal is to establish and maintain a solid training program to better serve the needs of special collections researchers. For example, several collections are made available to the public through the Maryland Room. It can be challenging to maintain a competent level of proficiency in a subject area when it is not your particular area of expertise. Although staff have received some minimal training, they may not use the information often enough to retain it. The role of the Training Team would be to coordinate this refresher training on a regular basis, identifying the needs as well as the training solutions. 

 Membership

· Staff from each major area;

· Individuals to serve on an ad hoc basis as needed;

· Possible participation from Staff Learning & Development

Leadership

Team members shall develop a process for rotating the responsibility of Team Leader.  The Team Leader facilitates the work of the team by calling meetings, tracking team decisions, and coordinating communications among team members.

Conveners 

Kevin Hammett and Eiko Sakaguchi

The conveners have responsibility for inviting staff to join the team and for scheduling the first team meeting.

.  

Special Collections Advisory Team

Purpose and Charge

The Special Collections Advisory Team will serve as the body responsible for advising, facilitating, coordinating, and otherwise serving as an important resource for the four subject and functional teams.  It will provide a coordinating function with the Facilitators Team of the Libraries and with other library groups and offices, as needed, to ensure the success of each team in using appropriate group dynamics and in tapping other resources that may be critical to the realization of its goals.

The Special Collections Advisory Team will also assist the teams, in consultation with 

others in the Libraries, in developing criteria and mechanisms for the ongoing assessment 

of its work and effectiveness as a team.

The Special Collections Advisory Team will meet periodically with the teams in order  

to better understand team members’ perspectives on the team process and to suggest training or changes to facilitate team work.  Ultimately, each team is responsible for identifying its work at a sufficient level of detail and to assess its progress. The Advisory Team will be available to meet with the teams about the formulation of its work and offer comments. 

The Advisory Team will also provide guidance for the creation of additional new teams, help determine if a proposed team is viable, and assist in drafting a charge for the new team.  It will assist the development of new teams and also facilitate the assessment process in the same manner as with the four original teams.  

Membership

Membership on the Advisory Team will consist of the Division Director (ex officio) and 3-4 divisional staff self-selected.  Other library staff may be called to assist the team on an ad hoc basis.

Leadership

Team members shall develop a process for rotating the responsibility of Team Leader.  The Team Leader facilitates the work of the team by calling meetings, tracking team decisions, and coordinating communications among team members.

Convener

Desider Vikor

The convener has responsibility for inviting staff to join the team and for scheduling the first team meeting.

