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ORGANIZING RESEARCH SUPPORT

CASE STUDY




A SHORT INTRODUCTION

About me

 Deputy director

« www.linkedin.com/in/arjanschalken

* Focus: ‘open science’ and ‘library as a
place’

VU University Amsterdam:

23.000 students

2500 academic staff

9 faculties (HUM, SOC, STM)

e www.vu.nl

Library:

* Central service to all faculties

* 65 FTE/WTE (12 fte research support)

* Budget: 12 min (incl. 4.5 min for
collection managent)

e www.ub.vu.nl
VUl




2013: REORGANIZATION

OF THE LIBRARY

* 30% cuts in staff and
budget

 Complex reorganization
process failed because of
focus on budget costs and
lack of vision about
mission and expertise in
reorganization processes

 New library director
starts with new strategy

VU¥



NEVER WASTE A GOOD CRISIS

The world around us
changes fast, how can we
keep up?

Reorganizing was an

opportunity for:

* Fundamental discussion
about mission and vision

e Speeding up the process
of change.

VU




NEW STRATEGY PLAN
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e b ¢ =Y . Library as content
Cat g | manager with services
for the whole academic
S information chain
g Lt ¢ LLJ'; * Stronger focus on
B & o ﬂ,: v customer relations
ks w/ aﬂl ‘54 ) “'. * Investingin library as a
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NEW STRATEGY PLAN

N Y 2014-2016: PROJECTS AS

\I;IgggPOT ' MEERJARENBELEIDSPLAN 2014-2016 -
CONTENT UNIVERSITEITSBIBLIOTHEEK W

DRIVERS FOR CHANGE

 RDM project (policy,
infrastructure, helpdesk)
* RIS (PURE)

| U implementation

It CIEE .L;:;: Jff * WMS LMS (OCLC)

| -iri i 4 ,q o implementation
E = - ﬂ %3 * Redesign of service desks,

open stacks and
studyplaces (quick win)

VU



NEW STRATEGY PLAN
2014-2016:
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ORGANIZATION

Re A == * Front office with
e & | ‘Education & Research
Support’ and ‘Library

e Services’
' :_ "__L | Back office with
i o ,u;g PH M a_’ié Acquistion, Metadata,
- ..."l 6 Logistics, Library IT &
3 | Innovation

 Small management team

(3)

VU



I RESULTS / LESSONS

\I;IgggPOT ' MEERJARENBELEIDSPLAN 2014- 5016 R,
CONTENT UNIVERSITEITSBIBLIOTHEEK "

e et e S8 .+ RDM, RIS and Open

: ek, Ay Access position the

library as a strategic

S partner for the university

1 J_,.! board

d r“ n f!;; hr&,'f:in * Library as a solution

E = o 7! i provider means that
liaisons, specialists en

IT/innovation must work

closely together

LEARNED (1)

i._,u__ I J._ H

VU



RESULTS / LESSONS

HOTSPOT = MEERJARENBELEIDSPLAN 2014-2016

- VOOR
.. CDNTENT UNIVERSITEITSBIBLIOTHEEK |

LEARNED (2)

L -:.#.-_ — £ e » WMS ties servicesdesk
i | (front office) to
acquistion department

S (back office)
] "__L REIE| © Management team too
1 "'55 i M*i small (strategic topics,
- ...l‘l : ol lines of communication

with employees, span of
control)

VU



(INTER)NATIONAL RESEARCH DEVELOPMENTS

Open access & FAIR data Open,.

10 VU University Library e
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NEW STRATEGY PLAN

HOTSPOT ;. UNIVERSITY LIBRARY
FOR =

CONTENT Il l STRATEGIC PLAN 2017-2020

2017-2020

STE‘WARD HIP e
OF ACADEMIE CONTENT

- \ .-_.?_‘__‘ ™ f.‘ v-‘b-r-

oy

& SCHOLARLY * Contentmanager:

COMMUNICATIONs ‘content outside-in’ and

content inside-out’

e Stewardship of Scholarly
Communication

e Library Learning Center

* Special collections

VU



NEW STRATEGYPLAN
2017-2020 PROGRAMS

HOTSPOT ;. UNIVERSITY LIBRARY

FOR =

CONTENT Il ’ STRATEGIC PLAN 2017-2020
Y N AR AND PROJECTS
X STEWARD HIP: - )
OF ACADEMIC CONTENT : :
& SCHOLARLY = Open Science & Academic
COMMUNICATION: = Value
i * Scholarly Communication
for Academic Staff
* Digital object
management

e Library as a Place
* Art, Heritage and Archives

e VUi



LIBRARY ORGANIZATION

Academic Support Library Services

Education Support m_
Research Support & Collections
Information & Logistics & Acquisitions &
Lending Desks Storage Metadata

14 VU University Library



SERVICES COVER WHOLE RESEARCH CYCLE

RDM plan support
Literature searches RIS Literature searches
Information literacy
(Digital) Collections
Licenced Resources
Discovery tools, VU-link
Imagebase

Assessment Discovery

Repository PURE
Research portal PURE
Data repository support

Open Access

RDM Training,
RDM seminar,
Data visualisation

Scholarly

Outreach Y
Communication

e Publication Writing Reference software
APC deals Workshops ‘how to
VU-e-publishing write a worldclass
Publication advice paper

s vU¥



ORGANIZING RESEARCH SUPPORT: THE TEAM

Management

Head of department
Innovation manager Product
Topic specialists development

Services
& support

Topic Specialists
Expert GIS & RIS
Helpdesk employee RDM

16

ZN

RESEARCH
SUPPORT

Topic specialists

SN <

Bibliometrician
Specialist RDM (PhD)
Specialist Open Access
Literature search spec.

Innovation manager
Faculty Liaison
Specialist research
support (PhD)

Expert RIS
Expert GIS
Expert data storage -
Innovation manager

VU¥



ORGANIZING RESEARCH SUPPORT: CONTROL

Linked with Cor]crete plan_s,
university strategy. projects. Service
Discussed with improvement.
stakeholders. Focus: Focus: budget,
positioning, long priorities,
term direction, high
level

Consultation &
evaluation
employees

Strategic plan Activity plan

(yearly)

Programs

University topics
Sense of urgency

Within lib budget
Extra budget and staff Ithin fibrary budge

Bottom up, Agile, Small

FOCUS_: broad o[ steps. Focus: upgrading
impact. Policy, services, creating
infrastructure, service business case, Learning

by doing



ORGANIZING RESEARCH SUPPORT: NETWORK

COURSE ON HIGH PERFORMANCE COMPUTING FULLY

BOOKED! RESEARCH DATA SERVICES TEAM
e
VU k el ‘We will be glad to answer all your questions. Just send an email to researchdataservices. ub@vu.ni.
e A coutse on HPC for researchers and PhD students at the VU will start on Monday October 3 and is given in six sessions.  # For data management advice and guidelines. researchers can contact the data librarian.
. . - ©09/13/2016 | 3:40 PM
ket st 020 S0 M
Mark Bruy - |

:,; ISR — Hlm w |

#0 ie atatasc i fasnarsh e |
i b bk Ik Fca e o e R 4

e /
:....E-_‘mm.u.._-—umuawlﬂmu &f'y-',‘ b3 \,f'l Rick Veermunt — Scientific Information Specialist
%f_‘:é SEMINAR RESEARCH DATA MANAGEMENT = S

16 november: Everything you always wanted to know about Research Data T o Maurice Vanderfeesten ~ Research Data Services Coordinator / Data Librarian

Management, but were afraid to ask 5 ===aE
ARCHIVING RESEA -

Archiving new data L
Choose ane of the these opbions o aschive your dataset =
£ Jolien Scholten, specialist research data management
7}_ Help in choosing a data repository
= By answenng a number of questions. you will quickdy - o
il e e
determine which data storage soluion is most suitable - .
MZARE) g —— ‘ontact Research Data Services
Behind the Research Data Archive button Iniversity Library Vrije Universiteit Amsterdam
VoY e erers e e s e 3 by

VUK 2= vonur - "l Fites - dans . x BE

R T e & 08 2 c A B A e » =
==
=
= # New | X
a

Thank you

Trat tiar priases are Cuined T (S baos

Thank you for using this service, you will receive an email
confirmation.

= Cines Mansgamen ©an g Existing Data
expodatona. iy

You can close this window now.

Research

Open Science Universiteitsbibliotheek Vrije Universiteit Amsterdam




ORGANIZING RESEARCH SUPPORT: NETWORK

Sr management
library

External data resources
Edcuation Support Expertice course design
LR CLEEE Digital hum. knowledge
uL ..
(UL) Network (liaisons)

xﬁ,r:ugg;l;cmm /\ Architecture
Knowle,dge sharing, | Ll iEERE | COORERATION Project management
re-use tools, lobby, ¢ SERVICES Technical support
standardization \/ Security

Strategic
support

Expertise
Communication
RDM as part of
faculty course

" VU

Policy making
Funding, Legal, ,
tender advise



ORGANIZING RESEARCH SUPPORT: NETWORK

(OPEN ACCESS, UKB)
| /|

% tijdschriftartikelen in

Journal Broksen

Enter your searc

arrent refinement(

PC waived Discount on APC

selected journals

Records 1 - 20 / 7680

15%
Check titl dd selecled journals
¥ Checktdetoaddt  SEMINAR ‘HOW TO PUBLISH A WORLD-CLASS PAPER? = 25%
CA [+f] all journals
w 14 november: The Humanities & Social Sciences edition. Everything you al- selecled journals
<, o ways wanted to know about scientific publishing. ->  selected jourals
» \. ci all journals
— Karger In all journals PROF. ARNO AKKERMANS,
Lippingcot, Wiliams & Wilkins I selected journals LAW
Y e Chemical Reviews MDPI 25% ‘0 pen Accass
: RE ﬂa&':‘_ ACS Royal Society of Chemistry 15% (in all but 3
. : “:h 8 Chemistry, Multidisciplinary - General Chemistry journals) pu hl ishi“g enhanc Es
o o8 Citescore: (IEEED Sage In selected journals  20% in full OA

e joumls my service to society’

Taylor & Francis (Routledg : o'p.elr;acmcess.nl /en/t
I — P Open up to open access

vu¥ =

"= , 8 opeéen ACCESS.NI o soinger ayior s Francis ans
i (Ve T B o e it ety trie s et 1 v e nneTING OVET 4,000 with an impact factor
- o ils' are covered by these big deals. In addition, there are numerous other journals and repositories

3s publishing is possible at no additional cost. Consequently, Open Access publishing with ease in
==mms | has become possible in many cases!

I
i

20 Open Science Universiteitsbibliotheek Vrije Universiteit Amsterdam




ORGANIZING RESEARCH SUPPORT: NETWORK
(OPEN ACCESS, UKB)

Shared
services?

Communication 0‘

COOPERTION ON
OPEN ACCESS Big deals

Local APC deals

Support for SORTIETS WITH OTHER inCIUding_APC,S
LIBRARIES (UKB)

researchers

Datasets on
uptake for

quantative and 0

qualitative analysis)

" VU

Open Access
Journal Browser




ORGANIZING RESEARCH SUPPORT: CHALLENGES

Learning
organization

Testing new ways of
project management

Dashboard and planning
resources

Standardization managing
library IT |
Alignment on Priorities = e CRM: Who's talking to who
university level
Finish before you start
Skills and Project management,
competences Analytics, Community

building, data

visualisation V U ?

22
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Scholarly
ll  Communication &
ARJAN SCHALKEN

VU University Library
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@ ubyunl/en/abo

VU¥

NL | Q | MENUZ= |
Home | About us | Mission, strtegic plan
SEld
SEE ALSO:
MISSION, STRATEGIC PLAN e
sLibSearc
The Universty Lieary LIL) is the conbent manager of the Viije Linversitelt Amsterdam and the VU Medical Center »5tudying in the University Li

(VUmMC). it supports the entre information chain for the process of sducation and research: from knowledge, information

rar:
and data for eucation and research 1o the distribution and management of the scentiic output of the uniersity iy

3Collections

The UL has two lo Al the VU main buikiing and at the Medical Library in the VUme  On both locatons arme high-

armng en ment »Workshops information fiter-

¥ O @ libguidesyunl 1

Strat lan 2017 - 2020
Foicp + EndNete @)

« Establishing your researcher identity with ORCID ()
+ Finding data ()
= Grey Literature for Hoalth Sclences ()

* LexisNexis Academic @)

» LinSearch @)

Click to download + Outling Informatievaardigheden Docenten €y

« Picarta @

+ Research Data Essentials ()
VU = = + Rescarchers Toolbax ()

« Systematic Reviews )
The strategic pan Hotspot for Content || Stewardship of Academic Content & Scholarty ©

Plan Universtty Libeary 2017-2020' forms the basis of the ceganisation of the UL » Working with data
1 o« B
VRIJE
ALL 42 GUIDES 2 UNIVERSITEIT JOURNAL BROWSER
AMSTERDAM
VU LIBRARY en | Englisn v | About

A roadmag for searching Iferature in PubMed [i] Cursus 8

Course A - All disciplines ) Cursus B Search

Course B - All disciplines @) Cursus B

SUBJECT (ASIC)

starting with

Course B - Business Administration ) Cursus @ Accounting

Acoustics and Ultrasonics (41
Advanced and Speclalised Nursing (51

Aerospace Engineering (11

B more.
GROUP (ASIC) 52 s e i
Wiley-Blackwell
APC dintount
Agricultural and Blologlcal Sclences ( Orcolagy - Hematology - Onoalogy batairiccvoy
CiteScore:
Arts and Humanities {3
Blochemistry, Genetics and Molecular Biology
L Chemical Reviews
Business, Man. i 11 ALS
, Management and Accounting (1241 APE discount
= wu: 100%

B more..

OPEN ACCESS JOURNALS (GOLD)

24 VU University Library . o= ey f oty

open-access (9

APC discuumnt
Chamistry, Multidisciplinary - General Chemistry [URTEN

OPEN ACCESS DEAL DISCOUNT » B N



