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Introduction

The Yale University Library, with a collection that exceeds 11 million volumes, has long recognized its responsibility for maintaining and preserving access to the wealth of resources it has acquired over the past 300 years.  The Catalog Department has played a critical role in providing and maintaining intellectual access to the Library’s print collections, and is now poised to assume a similar role in support of the Library’s digital collections.  

Catalog Department Mission 

The Catalog Department supports the Library in the 21st century by providing the intellectual infrastructure that facilitates access for our community of users to our diverse collections and an expanding array of services.    

Catalog Department Vision

We assess the information landscape, develop bibliographic and information models, and implement production services to support the students and faculty in their learning, research, and teaching endeavors, by developing and maintaining intellectual access to the Library’s and the University’s print and digital collections.

Strategic Directions

In conceptualizing a bibliographic control or cataloging operation that supports both print and digital programs, it is clear that we should continue to build on the strengths of our staff and take advantage of their deep language, subject, and technical expertise, skills that are necessary to fully describe and organize materials that are often unique or held in only a very few collections.  Many of our peers have organized their metadata activities supporting their digital initiatives by format, and at the same time reduced their print collection budgets and associated cataloging activities.  They have often developed metadata units that are independent of the print cataloging operation, and hired new metadata specialists and/or transferred staff from one unit to another.  Assuming that Yale will continue to build its digital collections along similar lines to our physical collections, and that we will continue to purchase and acquire materials that most other libraries will not collect, we should view the metadata creation or cataloging of our digital assets as an intellectual activity requiring strong subject and language expertise, and develop digital management and non-AACR metadata expertise in existing staff positions.  To segregate this intellectual work based on format would require the Library to build costly redundant systems and limit our agility in dealing with shifting priorities.

During the next several years the Catalog Department will employ the goal setting process, targeted staff development programs, and process improvement initiatives to achieve its strategic objectives. 

· Provide cataloging or metadata for physical and digital information items being added to the Library’s collection, and metadata expertise for digital initiatives and services, and play a proactive role in the evolution of the Library’s Catalog and other databases that support Library services, teaching, learning, and research;    

· Play an integral role in the ‘life-cycle’ of digital resources produced at Yale by contributing to the development and building of systems and structures that support the ‘life-cycle’, creating metadata that organizes, manages, and supports the preservation of digital assets over time, and ensuring ongoing effective access for discovery and retrieval;

· Develop innovative approaches to providing enhanced and federated access to the Library’s collections of digital and physical resources, including unlocking its hidden collections;

· Collaborate with the Library’s Digital Production and Integration Program to ensure our goals are aligned and that our metadata programs remain focused on meeting the needs of our community; 

· Provide coordination and support (policies, best practices, training, etc.) for the many disparate projects and initiatives throughout the Library where metadata is created.  This includes AACR/MARC, EAD, YES/Dublin Core, MODS, METS, TEI, GIS, etc.;

· Assume new responsibilities as knowledge asset managers or mediators and assist students, faculty, and staff in the use of resources and tools to facilitate the aggregation and organization of information and images;

· Consult with the Digital Production and Integration Program and the digital repository program, and provide leadership and coordination for metadata consulting and production services to the Library and the University.

In the new era of expanding digital resources, where metadata provides the infrastructure for library collections, metadata specialists, including Catalog Librarians and Archivists, will be the leaders in developing and promoting new bibliographic models and services that integrate the Library’s collections regardless of format, and facilitate the use of Yale collections by enabling our resources to be integrated with those from other collections on campus and around the world.  
Transforming the Catalog Department

The Catalog Department will develop a strategic plan and specific sets of actions to meet the opportunities and challenges of organizing the Library’s digital collections.  All aspects of the Library’s bibliographic control operation will be examined—staff requirements and staff development initiatives, workflows, policies, procedures, and best practices.  In considering how the Catalog Department will develop its capacity to assume its new roles, we must also revise our assumptions about levels of cataloging and exceptional processes.  

In order for the transformation to succeed, it is essential that we engage in regular, ongoing, open communication and promote the free flow of information within and beyond the Catalog Department.  

Staff Development

The Catalog Department will take the lead in defining competencies and skills that will be critical to achieving our goals.   We have reviewed the ALA/ALCTS Educational Policy Statement, which includes in its appendix a set of competencies related to intellectual access and information organization that can serve as a starting point for defining professional competencies.    We have identified competencies that everyone should develop, competencies for librarians and metadata specialists, and those that may relate only to a select number of positions.

All Catalog Department staff should have or acquire the following competencies:

· knowledge of cataloging tools and sources of bibliographic records and how to use them; 

· knowledge of the operations of other parts of Yale University Library and how they relate to providing intellectual access to information resources; 

All librarians and professional staff should have or acquire the following competencies:

· knowledge of theories of information organization and intellectual access including relevant national and international standards; 

· knowledge of theories and methods for subject analysis, including thesaurus creation, indexing, and classification; 

· knowledge of the theoretical basis for information retrieval and how searching techniques and data structures affect precision and recall; 

· knowledge of theories and methods for describing, identifying, and showing relationships among materials; 

· knowledge of information-seeking and research behaviors of user groups; 

· knowledge of the activities that must be performed to provide the products and services users need;

· ability to develop and apply syndetic structure and controlled vocabulary in information retrieval systems; 

· knowledge of bibliographic relationships underlying database design; 

Some librarians and professionals within the Catalog Department should also possess: 

· ability to evaluate information-retrieval systems in relation to user needs and information-seeking behaviors; 

· knowledge of basic database design and database management concepts; 

· knowledge of principles and methods for planning and designing user-driven information retrieval systems; and 

· knowledge of state-of-the-art research and practice in this area. 

In order to convert these intellectual access and information organization 
competencies into actionable goals, we will need to establish expectations for staff participation and training; re-formulate competencies in terms of actionable goals, and combine them with our strategic goals. 

Support staff positions will be redefined, and new generic job descriptions will be developed to include skills related to non-MARC/non-AACR2 metadata structures and alternative controlled vocabulary and classification schemes.

Training is critical and efforts will be made to provide ideal learning conditions.  We will seek opportunities to engage in project-based metadata training and we will leverage local language and subject expertise through collaborative ventures with other departments and libraries.

Policies, Procedures, Best Practices, and Workflows

In any high-performing organization, the search for new efficiencies is a constant and never-ending process. By finding new ways of doing things better, we can stimulate innovation, productivity, and professional growth, and free up more time to collaborate on ground-breaking developments occurring at Yale and across our profession. More efficient workflows enable us to devote more energy to the digital library infrastructure and metadata consulting services for which there is much demand, and to which our staff is uniquely well-qualified. Toward these ends, we are putting forward the following proposals for discussion.  (The full report is available at: http://www.library.yale.edu/cataloging/Catalog%20Department%20Recommendations%20summary%20071905%20(dsl%20rev)1.doc )

1) Make Core level the default for current non-rare materials. Adopt core-level cataloging as the default for most new materials added to the collection, but do not follow the PCC Core Standard's requirement that all headings be supported by authority records; rather, follow local policies for authority record requirements. Currently, we either create full-level bibliographic records (and follow local policies for authority record requirements) or we follow the PCC Core Standard completely (i.e., by creating core-level records that have all headings under authority control).

2) Revisit criteria for LSF transfers.  The criteria for appropriate catalog records for items being transferred to the Library Shelving Facility were developed some years ago.  Today, many materials are moving directly from the Catalog Department to the LSF.  In order to accelerate cataloging of backlog items designated for LSF, we urge the Library to: 

· Change Yale’s default cataloging standard to non-PCC core (i.e., encoding level 4);

· Revise local policy for required authority records; 

· Assess value of call numbers.  Given the fact that split files have already become pervasive in our catalog, and that the item barcode has emerged as the de facto unique identifier for most items, consider abbreviating or discontinuing the assignment of call numbers for items cataloged directly for LSF.

3) Reconsider shelflisting (collocation) practices.   Shelflisting, the process of assigning call numbers so that all titles fit logically into our existing call number structure is a time-consuming and expensive process.  Most of our peer institutions have abandoned this costly process, and are more willing to accept call numbers assigned by other institutions, even if the shelf arrangement is far from perfect.  We also hear from some of our public service staff that our users no longer browse as they have in the past.  Options include:

· Editions.  Abandon practice of keeping all editions together on the shelf, and accept other libraries’ call numbers for subsequent editions.

· Expand FastCat operation to include non-LC acceptable copy.

· Stop Shelflisting altogether and accept call numbers from other libraries.

4) Expand range of duties for level E staff.  This could make the best possible use of the new E classification, and relieve catalog librarians to focus on new assignments and initiatives.  

5) Reconsider cataloging treatment of certain titles acquired both in print and electronic form.

New ideas and changing technologies have made some of our routines less essential, and in some cases more redundant, than perhaps they once were. The expansion of cooperative cataloging, for example, together with procedures for cataloging upon receipt, have enabled rapid processing of the most commonly purchased materials, thereby releasing staff to provide fuller cataloging for the most challenging and highly-valued items; improvements in the relationship between Yale and its unions have given us the new E-level job category, making it possible to identify and recognize support staff members capable of more sophisticated work, thereby helping both the individual and organization more fully realize their potential; fully searchable full-text databases have reduced the need for exhaustive cataloging of materials issued in multiple formats.  By identifying inefficiencies and finding ways to eliminate them, we better prepare ourselves to meet the challenges ahead—digital library infrastructure development, metadata consulting, complex physical and intellectual collection management, to name a few—and to do so with maximum foresight, intelligence, and confidence.

Strategic Goals for 2010/2011

The vision and strategic objectives that have been set out require a well-developed strategic plan and set of tactics.  The strategic five-year goals that are outlined below establish milestones and will assist the department in establishing shorter-term goals for each of the next five years.   The Catalog Department in 2010/2011 will be providing a range of new services delivered by staff who will have developed new sets of skills and expertise. 

1) Metadata Production

· Non-MARC metadata production will be fully integrated into the cataloging program. 

2) Consulting Services

· Program will be established to provide consulting services for metadata and information organization issues for the Library and University community.

· We will provide expertise in theory and methods for subject analysis, including thesaurus creation, indexing, and classification.

· We will utilize our knowledge of information-seeking behaviors in order to support products and services our users need, and evaluate information-retrieval systems in relation to user needs and information-seeking behaviors.

· We will develop principles and methods for planning and designing user-driven information retrieval systems that employ theories of information organization and intellectual access including relevant national and international standards.

3) Print Cataloging

· Comprehensive strategies and program will be in place for dealing with print cataloging. 

· Fully integrated and supported program to address hidden collections will be in place and two to three of the major locked collections will be fully accessible. 

· Next Generation LMS will have been implemented. 

4) Catalog Management

· Catalog management program will include management and maintenance for the quality of a wide range of catalogs and databases.

· Designated staff will have expertise in basic database design and database management concepts, participate in usability studies of the OPAC and other database-driven tools, and, with increased knowledge of mySQL, PHP, XML, etc., better understand the way metadata is used and transformed through new applications, and improve the management and interoperability of Yale databases, thereby improving resource discovery and retrieval.

· Authority control systems for non-MARC databases will be established. 

5) Training

· All staff will have knowledge of cataloging tools and sources of bibliographic records and how to use them including bibliographic utilities and Voyager (and its successor). 

· All staff will be competent in core metadata schemas and tools. In addition to knowledge of RDA, LC Classification, LCSH, Dublin Core, OpenURL, etc., designated staff will have expertise in OAI MHP, NISO Z39.19, W3C standards such as XHTML, OWL and RDF, and social folksonomies such as del.icio.us and technorati. 

· Designated staff will master bibliographic relationships underlying database design; librarians will inform bibliographic database design with authority control and FRBR concepts.

· Ongoing staff training plan will be developed that includes emerging metadata topics. 

· Knowledge will be enhanced through participation in a wide-range of library and information science organizations. Regular discussions based on professional literature will be held to review best practices and stimulate innovation within the department.
Shorter-Term Goals

Shorter-term goals over the next few years will assist us in achieving our strategic goals.   The 2006/07 goals include having the Metadata Services Team support small-scale projects including production metadata in Yale Core, Dublin Core, MODS, METS, and TEI mark-up.   They will develop a detailed plan for achieving a metadata consulting service including a training component, and plan and promote an expanded a set of cataloging/metadata services.

Cataloging of print collections will continue at similar levels but process improvement recommendations will be advanced and implemented.  The impact of digital collection development on cataloging and library operations will be assessed.  Planning efforts for “unlocking” our many print collections will continue, and library priorities will be established.  Catalog management plans for maintenance of digital objects will be developed and implemented.  

Training initiatives will be aligned with our department goals.  The Metadata Services Team will have developed expertise in XML, MODS, METS, TEI, OAI, and we will develop a plan for extending this expertise to representatives of each team during the 2007 calendar year.  We will also create a plan for developing expertise in use of the Library repository, and begin to develop our expertise in new tools that support organization of intellectual content.

By 2007/08 the Metadata Services Team and the Catalog Department will support medium to large sized projects including production metadata in Dublin Core, MODS, METS, EAD and TEI mark-up.  We will be implementing catalog management and authority control plans for digital objects.  We will fully implement a set of metadata consulting services for library projects that will include: 1) providing project assessments, 2) recommending metadata strategies, and 3) estimating the level of work, appropriate staffing plans, and cost and time estimates.  We will begin to offer some level of consulting in the use of tools for organizing non-library content.

The cataloging of print collections may be significantly different.  RDA, the replacement for AACR2 is scheduled for release in early 2009, so we will develop an implementation and training plan.  Our process improvement initiatives will continue to develop and we will begin planning for a next generation library management system.   A long-term “unlocking collections” plan will be developed and we will develop strategies for achieving an appropriate balance of level of effort for print and digital collections.

Training in support of our strategic goals will continue.  Each team will have some expertise in XML, MODS, METS, TEI, OAI, and in the metadata capabilities of the Library repository.  The Catalog Department will also develop some expertise in 2-3 additional metadata schemes including EAD.  We will have a training plan and program for metadata creators outside the Catalog Department.  We will be developing our expertise in tools designed to organize content.  

Department Name

The name Catalog Department no longer fully represents the functions and services performed by the department.  Many staff feel that we should change our name to reflect the broader range of responsibilities and to position us as an active player in the Library’s digital developments.  We have selected Catalog and Metadata Services as the new name.
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