Working Draft of NEP Task Force on Libraries Pros and Cons of the Management Oversight Group’s Proposed Business Models (11-27-12)


Option 1 - Regional Research Libraries
Assumptions:  Criteria for the selection of regional libraries and the regions that they would cover must be defined.  Likely, the criteria will include proximity to user populations and/or institutes of higher learning, leveraging existing collections rather than moving staff or collections, taking advantage of existing facilities and support rather than constructing new facilities, and access to the support of other libraries in the area.  Line Offices need to continue or establish agreements for support of each regional library.  No librarians or information specialists will relocate as a result of any changes.


Pros:  
· This option may save money long-term compared to the current system through space reduction and efficiencies.  
· Clearly defined regional boundaries would ensure provision of services to those not served currently by eliminating ambiguities in service coverage with sufficient marketing and outreach.
· This model takes advantage of the current funding structure.
· This model retains more face-to-face access of customers to NOAA librarians.

Cons:
· The initial cost of moving collections may nullify to some extent any savings in the near-term.
· This model would require relocation of collections which would require additional funding which is not likely in FY13-FY14. 
· Current users of physical collections will lose immediate access if their local collections move.
· Consolidation of collections across Line Offices requires agreements between Line Offices that delineate responsibility for the future support of the combined collections, staff, etc.
· The number of unserved and underserved NOAA library staff may increase due to changes in LO priorities and funding.
· Depending upon which regional libraries are selected, this model may impact the cross services agreements with non-NOAA entities, such as universities or institutes.  At the same time, reliance on outside agreements currently in place may have the same effect if they go away.
· Provision of services to those not served currently will increase costs overall.
· Current users of electronic collections may lose access due to changing LO priorities.
· Librarians could be reassigned due to changing LO priorities.

Sustainability:

Unknown 

Option 2 - Virtual + One Libraries Model

Assumptions: NOAA would have a single entity or consortium that provides the virtual resources for all of NOAA or a portion thereof. NOAA would provide services mostly online, but retain at least one physical library for tangible materials and library staff. This model assumes the use of embedded librarians paid for by the NOAA consortium who work directly with customers without necessarily being in a physical library setting.   This model requires an IT infrastructure that supports remote work and teleworking which does not currently exist in every location.  It also requires an ongoing effort to digitize NOAA documents and other resources for at least 10 years.

Pros:  
· As with the first option, this option could save money through space reduction compared to the current system through space reduction and efficiencies.  The initial cost of moving any collections may nullify savings in the near term.
· Users would be able to access virtual services immediately without going to a physical library.
· Digitization projects exist that NOAA can take advantage of (true whether or not this option is chosen).
· Staff who telework or work remotely may have more access to online library collections and services (depending upon the IT infrastructure).
· May provide more consistent access to library resources across NOAA.

Cons:
· This model assumes that everyone in NOAA needs the same access and that this access would cost the same or less. Further study is needed to support this. 
· This model will require relocation of collections which will require funding. 
· This model requires consistent and adequate funding for electronic resources and digitization which has not been the case up till now. 
· Most current users of libraries would lose immediate physical access to collections.
· This model could affect agreements with non-NOAA entities such as universities and institutes. 
· The increase in population served and expanded services--interlibrary lending, document delivery, scanning, and shelving of print materials—would require an undetermined, but substantial, increase in staff and equipment.
· It would require a major effort to implement the organizational changes required to bring everyone under one organization, or to coordinate services in a consortial environment.
· Making major changes in the next 2-3 years could be disruptive to all concerned.
· This model would do away with the personalized, physical access to a knowledgeable information professional and replace with virtual access which requires a change in culture for library customers.
· This model would require substantial changes to the IT infrastructure from what NOAA has currently and require additional funding.  
[bookmark: _GoBack]
Sustainability:  A totally virtual library would be very difficult to sustain now or in the near future. A hybrid model, like the Regional Research Libraries might be more realistic at this time.

Additional Considerations
In addition to the reactions to the models, the Task Force also brought up the subject of preservation.  The conversion of materials to digital copy will require a mechanism in place to migrate and back up these materials and a strategy to deal with access to non-NOAA materials.  A comprehensive approach to digital and print preservation will be necessary regardless of which path is chosen.

The Task Force also notes that the models will incur moving costs.  Office Movers, the company which recently performed the move of the College Park library, charges 15-25 cents per item.  Rare books, atlases, and oversize items will cost more.  The group also notes the need to insure these items, esp. the rare books.


