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Connection to the Mission

The mission of the Baylor University Libraries is to support excellence in teaching and learning, enhance research and discovery, and foster scholarship and success by providing academic life centers, scholarly resources, and technological innovation.
The Libraries will accomplish the mission by:
· Developing and implementing appropriate strategies to support student success
· Providing an infrastructure that effectively supports the academic mission of Baylor University
· Building, preserving and providing access to collections, especially those unique to Baylor University
· Developing partnerships and enhancing relationships locally, regionally and nationally to promote the reputation of the Libraries and the University and ensuring effective resource management
· Highlighting collections, services and facilities through strategic engagement
· Sustaining and promoting a culture of efficient and effective administrative practices

The librarians in the Research and Engagement department are integral to this mission, particularly through our work as liaisons to the academic schools, programs and departments across the university.  The liaison program is the backbone of the library's infrastructure that supports the academic mission of Baylor University.  In this framework document, we endeavor to describe the fundamental liaison work of the librarians in the Research and Engagement department in the Baylor University Libraries

History of the Department

Prior to 2013, the librarians of the Reference and Library Instruction unit functioned predominantly as reference librarians attached to a physical reference desk, though they did serve a consultant role to academic units on campus for some oversight of collection development and for providing library instruction when requested. In 2013, the library administration initiated an organizational restructuring that created the department of Liaison Services, with a goal of focusing the work of the reference librarians more intentionally with assigned academic disciplines across the campus. This organizational change removed the librarians from the reference desk with the intent of focusing energy and time on reaching out to departments in more meaningful ways. In this new model, the overarching priority for the liaison librarians was to gain understanding of the unique cultural environment of each assigned unit and develop thoughtful plans on how best to collaborate with and serve the needs of the faculty and students in each unit. 

In the summer of 2016, leadership of the Liaison Services department began strategic efforts to better articulate and direct the work of the department.  The department leadership had coalesced during the previous spring, after the visit of Carol Pitts Diedrichs (former Dean of Libraries of The Ohio State University) who provided consulting services to the Baylor University Libraries. During her visit, the Director of Liaison Services met with Diedrichs to discuss the direction, organization and focus of the department. Following the consultant's visit, the Baylor Libraries administration initiated a organizational change that promoted the Director of Liaison Services to Associate Director for the Central Libraries and established an Assistant Director of Liaison Services.   The consultant's specific recommendations to Liaison Services were to begin development of a document that shaped and detailed the work that the librarians in the department are doing, keeping in mind the new models of liaison librarianship detailed in the work of Jaguszewski and Williams ("New Roles for New Times: Transforming Liaison Roles in Research Libraries").  The department leadership, having already begun conversations around this topic and driven by this charge, planned a retreat in August 2016 for the liaison librarians to formally begin the work of creating this framework document.

The department includes a team of liaison librarians assigned to academic units (departments, schools, and programs) across the campus. While many of these librarians have a variety of professional responsibilities and duties, the unifying priority throughout all of the positions is the liaison role. While recognizing the unique nature of the various units and their needs, we felt it was important to articulate the areas common to successful liaison work and identify the types of activities that demonstrated such work.  We began developing a day-long working retreat for the liaison librarians to address this goal. In preparation, for the retreat, we identified a number of framework documents from other academic libraries across the country. As a team, the liaison librarians analyzed the documents and began the development of our own framework.  During the retreat and over the course of the following semester, the team identified and articulated the various areas of significant emphasis within liaison components of our work as professional librarians.  In conjunction with this work, we proposed a new departmental name, changing from Liaison Services to Research and Engagement. The proposed name more clearly articulated the foci of our liaison work and better represented the work of the entire department, which also includes several teams of public services staff. The name change was approved by Dean of Libraries Pattie Orr and adopted in early January 2017. In this framework, we have elected to continue using the term "liaison" when specifically referring to the work of librarians where they are engaged directly with their assigned units.

Structure and Use of the Framework

The framework identifies and defines the major categories of liaison work and describes core activities and best practices for each area.  The framework serves as a roadmap for our liaisons, helping us focus and prioritize work that we do.  Within each category, the core activities describe in more detail the content of that category. The best practices serve as concrete and specific examples of the types of work in which liaisons should be engaged. This is not an exhaustive list, but rather a starting point.  Liaisons are encouraged to explore relevant new activities and initiatives to help engage and benefit both the library and our liaison units.  While this framework was designed specifically for the librarians in the Research and Engagement department, we encourage other departments or libraries to adapt and adopt any parts of this framework that they find useful. Additionally, we have begun piloting the appointment of liaison affiliates (i.e., individuals from outside the department who function as liaisons), and this framework will be critical for defining and negotiating the activities of this type of liaison. It is important to note that the framework does not include aspects of the librarians' work that fall outside the scope of liaison activity.

The framework serves as an important tool for planning and goal setting for individual librarians and should be incorporated into conversations with supervisors during evaluation meetings. We encourage its use as a starting point for conversations about the work of the liaisons with assigned units, library administration, and other constituents.  The framework can help inform and provide language for position guides and annual performance goals.  Additionally, the framework provides an important lens to viewing interconnections between the various parts of liaison work (for example, the interdependence of subject knowledge and collections work or the how engagement can influence teaching and learning). The framework also serves as a reminder of diversity in the types of work contained within our roles. Just as the work is diverse, so too are the constituent groups with which we work. We encourage our librarians to be aware of and responsive to a variety of populations and their specific needs and note that this is integral to being a good librarian. 

In developing this framework, we were fortunate to draw on the work of many libraries who have done similar work before us. We wish to acknowledge those framework documents from which we drew inspiration and examples:  "Iowa Framework for Liaisons/Subject Librarians" (University of Iowa), the "Guidelines for Subject Liaison Librarians" (University of Maryland), the "Librarian Position Description Framework" (University of Minnesota), the "Behavioral performance guidelines for subject specialists/liaison librarians in the Department of Reference, Collections and Research" (Penn State University), "Dartmouth College Library Liaisons: Engaging with our Community" (Dartmouth) and "A Framework for the Engaged Librarian: Building on our Strengths" (Ohio State University).  




THE FRAMEWORK

Librarians of the Research and Engagement department are actively involved in the core categories of collections, outreach and engagement, research services, scholarly communications, subject knowledge, and teaching and learning. The sections that follow define each of these areas and then list core activities and best practices of each category.

COLLECTIONS
Work closely with assigned departments to develop an understanding of the ongoing needs for library resources and build collections to support their research and teaching needs. Use collections to foster relationships with library users.  

Core Activities:
· Use collections as a basis for engagement
· Work effectively with colleagues in the Libraries to enhance acquisition, access, discovery, and use of library collections
· Develop and apply knowledge of local use of collections to effectively manage resources and increase the value of collections for users’ research, teaching, and learning
· Provide support for program and accreditation review processes, new academic program establishment, and grant proposal preparation
· Select material in relevant languages and formats (including but not limited to: print, manuscripts, digital, data sets, fixed and streaming media), to serve the current and future research, teaching, and learning needs of our academic community
· Develop and maintain relationships with dealers and/or donors when appropriate

Best practices include:
· Analyzing subject area, discipline, and curricula in order to inform collection development
· Applying knowledge of changing user needs and behaviors to review continuing commitments and approval plans regularly
· Promoting collections to faculty and students of assigned liaison departments in support of teaching, learning, and research
· Being proactive in identifying and communicating new content and changes to the collection
· Participating actively in managing print collections with consideration for space parameters
· Reviewing and revising serials subscriptions, standing orders, and approval plans on a regular basis to align with current research/scholarship, teaching/learning needs, and usage patterns 
· Participating in the development of collection development plans and soliciting relevant input where appropriate 
· Coordinating with other liaisons to support collection development
· Managing assigned endowment funds effectively



OUTREACH AND ENGAGEMENT
Consistently and strategically engage our constituents to promote mutual understanding of the libraries' role in achieving the mission of the university.

Core Activities:
· Represent library collections, services, personnel, programs, and events to constituents, both through proactive promotion and point-of-need connection
· Serve as point-of-contact in addressing library and information needs of assigned subject area departments
· Work with other library units to maintain and improve access to resources and search tools.
· Engage in the life of assigned liaison units

Best practices include:
· Maintaining a visible presence in departments, with activities such as: mobile reference services, regular visits, and individual meetings
· Making adjustments to engagement and outreach efforts based on appropriate analysis and evaluation methodologies
· Communicating to constituents the variety of functions performed by liaison librarians, including special roles such as digital scholarship, undergraduate learning, and data management
· Working with the Marketing and Communications office to develop and maintain effective promotional materials for use by Liaison Librarians
· Supporting the Libraries' development office in maintaining donor relationships and identifying new prospects
· Attending departmental meetings, orientations, activities, and programs; and participating or presenting when possible 
· Promoting services and collections utilizing preferred channels of communication within specific departments
· Establishing strong working relationships with core departmental personnel, such as departmental library liaisons, department chairs, graduate program directors, and administrative assistants
· Keeping abreast of trends, priorities, and future plans in assigned disciplines and departments, and using that information to anticipate and meet constituent needs
· Taking initiative to communicate with faculty members about their research and teaching interests and needs
· Informing faculty, staff, and students in a timely manner about changes in library resources and services
· Attending campus-wide programs and activities, such as orientations and training opportunities; participating or presenting when possible 
· Engaging student organizations as advisors, mentors, coordinators for projects, and as subject specialists
· Pursuing opportunities to serve non-academic units, such as student life, campus administration, and other non-departmental units

RESEARCH SERVICES
Provide specialized subject assistance to meet the information and research needs of faculty, staff, and students. 

Core Activities:
· Provide research consultations that involve subject or other specialized areas of expertise.
· Provide excellence in research services by
· being approachable, civil, respecting diversity, appropriately conducting reference interviews, and following up in a timely manner when necessary 
· communicating in person, through e-mail, phone, and social media, where appropriate
· consulting with and referring to other library and university personnel when appropriate 
· offering assistance and instruction in finding, accessing and evaluating information, library resources and services
· aiding in the entire research life-cycle, including planning, project and publication phases
· Support use of citation management products
· Document reference transactions, in appropriate analytics software
· Participate in the promotion of library research services and materials

Best practices include:
· Offering a wide variety of bookable appointments via LibCal
· Working with honors students early and throughout their process to offer assistance
· Sharing information with colleagues about disciplinary trends
· Maintaining, updating, and weeding online research guides, tutorials, etc. 
· Regularly surveying departmental web sites, listservs, press releases, Baylor Magazine, Research Magazine, Research Trax, Baylor News and other appropriates sources to identify faculty research interests, announcements of new University initiatives and centers, etc. 
· Extending services through academic department office hours or embedded librarianship experiences
· Collecting information about faculty publications and research interests in order to be proactive about offering research assistance
· Creating resources for students and public service desk staff, such as guides, tutorials, etc. to help students accomplish research assignments
· Promoting new research resources to the public service desk staff and providing training as needed
· Seeking opportunities to foster interdisciplinary collaborations







SCHOLARLY COMMUNICATIONS
Educate and engage faculty, graduate students, undergraduate students, and campus administrators on issues of scholarly communication. 

Core Activities:
· Engage scholars in discussions about access, such as copyright, licensing, open access
· Assist scholars with publishing, such as identifying publishing venues including alternative publication models, introducing emerging trends in modes of scholarship, and providing impact of publications
· Provide assistance with data management as appropriate 
· Refer scholars to experts within the organization as needed 
· Work closely with faculty and students to understand their changing workflows and patterns of scholarly communication in order to provide feedback to the library 
· Stay informed on issues in scholarly communication, such as open access, institutional repositories, and digital collections
· Promote library policies, programs and resources related to publishing, archiving, and research

Best practices include:
· Advising users on the use of copyrighted works regardless of media or format
· Assisting scholars in meeting all funding entity requirements and government mandates related to scholarly communication
· Helping faculty, graduate students, and academic staff to negotiate the publishing process
· Working with faculty to deposit their works in institutional or disciplinary repositories
· Assisting faculty and students with the use of anti-plagiarism software
· Working with scholars on long-term preservation and sustained access of digital projects
· Participating in workshops, lectures, or other events relative to current scholarly communications principles and applications
· Providing input to other library units to help shape the infrastructure in which digital preservation and access can successfully evolve
· Teaching students and faculty about back-up options and good file naming conventions 



SUBJECT KNOWLEDGE
Develop and maintain librarian understanding of assigned subject areas in order to best serve departmental needs.

Core Activities:
· Analyze trends in departmental teaching, including new classes, programs, minors or majors
· Be familiar with departmental faculty's research areas and publications
· Stay abreast of scholarship in the disciplines

Best Practices Include:
· Joining appropriate listservs and reading professional literature
· Joining library, academic, or professional associations related to subject specializations
· Attending or presenting at professional conferences, including those sponsored by library associations, publishing groups, or academic societies related to subject specialization(s), and those sponsored by subject-specific professional organizations and societies
· Reaching out proactively to faculty or graduate students for information or resources that are useful 
· Providing assistance with literature reviews or bibliographies for faculty preparing research
· Pursuing collaborative teaching opportunities with faculty in liaison departments
· Pursuing research and publication opportunities with faculty in liaison departments
· Attending lectures by faculty and outside guests
· Serving as committee members for theses or dissertations
· Tracking faculty publications
· Auditing classes related to the subject area
· Pursuing an advanced degree in the subject area




TEACHING AND LEARNING
Collaborate with colleagues within and beyond the Libraries to plan, deliver, assess, and improve library teaching and learning initiatives within the context of the larger curriculum of the university.

Core Activities:
· Design and implement strategic and pedagogically appropriate instruction in a variety of modes (face-to-face, hybrid, and online) and using a variety of methods (including course-integrated library instruction sessions, workshops, consultations, and other venues as appropriate)
· Create, implement, and promote learning materials in a variety of formats, such as research guides, course guides, and tutorials
· Identify and act on opportunities to expand the reach of library instruction, both in-person and online
· Integrate information literacy concepts and skills into curricula, courses, assignments, and learning experiences through engagement with faculty, program directors, and administrators
· Continually seek to improve teaching effectiveness, individually and as a unit, through professional development activities, reflective practice, and assessment

Best practices include:
· Working with instructors of record to establish the desired learning outcomes and the best timing for library instruction activities
· Developing and providing learning experiences (workshops, orientations, etc.) that are not covered by courses or curricula
· Providing learning environments and materials that are appropriate for the instructor, setting, student needs, and course content
· Pursuing opportunities to teach credit-bearing courses, as appropriate
· Using formal and informal opportunities within academic departments to promote instruction 
· Encouraging faculty to incorporate library resources and learning materials, such as syllabus statements, online guides, database links, and embedded media
· Working with staff in the Electronic Libraries’ Online Teaching and Learning Services to improve library instruction by incorporating new technologies and effective e-learning strategies
· Developing and maintaining online guides according to Liaison Service's guidelines  
· Incorporating feedback from constituents when evaluating and updating learning materials
· Collaborating with departmental faculty to create or update research assignments and activities that meet information literacy outcomes
· Promoting understanding among faculty and other teaching staff about information literacy concepts and skills
· Examining the schedule of classes each semester to identify opportunities for instruction
· Engaging with courses identified as best places to implement library information literacy tiers
· Reviewing curricula within assigned subject areas and working with departmental leadership to prepare curriculum maps or other curriculum plans for information literacy outcomes
· Incorporating and modeling in our instruction legal and ethical information-use principles
· Gathering and analyzing data and assessing teaching by using appropriate tools and techniques
· Engaging in reflective teaching practices, such as peer observation, journaling, or review of recordings
· Engaging in on-campus, off-campus, and online professional development opportunities to improve instruction, in order to keep up with new developments and best practices in higher education 
· Helping colleagues to assess and improve teaching through listening, coaching, observing, and modeling
· Exploring new technologies that extend the impact of library instruction
· Applying national standards for information literacy, pedagogy, and instructional design
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